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About me

How to improve Cash Flow + Profits

Before we get started, here is a snapshot of my expertise.

From Chartered Accountant to CFO and now CEO for
businesses with Turnover between $20M to $300M.

Started my career at PwC and later moved to a number of 
industries - Manufacturing, Rental, FMCG, Services,
Technology and Start-ups.

I am a hands on Business Consultant with a common
sense approach. Someone that keeps things simple and
effective.

Having real life operational experience helps me navigate
through the noise quickly while driving results long term.

Enjoy the read!
Fotini Pratis



Business Failure

In Australia 60% of small businesses fail within 
the first three years.

With over 20 years experience working with 
SMEs, l have seen firsthand where businesses 
lack structure and foundations. They have similar 
problems - just a different business model.

Without a doubt every business can perform 
better.

Even those businesses that believed they 
couldn’t improve were happily shown where 
they could.

This is only a guide to demonstrate where cash 
flow and profits can be improved. This material is 
by no means a comprehensive list, just a few 
ideas to help you and your business.
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Sales & Marketing
Why businesses fail

The business lacks clarity on their vision and strategic 
goals.

Poor cash collection procedures (debtors).

Lack detailed analysis of Gross Margin performance for 
each revenue stream and client.

The business doesn’t innovate their product / service
offering frequently.

Provide poor Customer Service.

Demotivated Sales team with a lack of accountability.

Quality issues with products / services.

Incomplete, inaccurate or delayed invoicing.

Outdated marketing strategies.
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Purchasing

Lack of internal controls for 
purchasing.

No authority limits or lack of 
enforcement.

Credit card spending outside the 
control of Finance.

Supplier warranty claims not 
recouped or monitored.

No review of ROI on spending.

Detailed stock analysis not 
performed regularly.

Why businesses fail
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Manual, outdated systems and processes.

Processes are dependent on people and 
memory.

A non-existent or weak internal controls 
environment that does not mitigate risks.

Lack of policies and procedures.

Operational chaos and daily fires.

Why businesses fail

Operations, Systems
and Processes
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Why businesses fail

People
Reliance on key employees or owner/s.

Lack of knowledge and experience in complex or 
rapidly growing environments.

Weak Management team, leadership or both.

The business has outgrown its employees.

No job descriptions or monitoring of employee 
accountability and responsibility.

Toxic culture.
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Poor cash flow management and 
reporting.

Lack of financial visibility – past, 
present and future.

Lack the monitoring of financial 
and non-financial KPIs.

Rapid growth without 
infrastructure to sustain stability.

Unaware of options to fund 
growth or instability.

Lack of risk mitigation planning.

Lack of structured reporting 
framework.

Lack of cash flow forecasting.

Lack the understanding of the 
numbers and reports.

Reports lack the detail to make 
informed decisions.

Live data not analysed or easily 
obtainable.

Why businesses fail

Finance and Financial Reporting
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SOME
EARLY
WARNING
SIGNS



Why businesses fail

Scarcity of available cash or negative 
free cash flow. 
 
Owner personally loaning the business 
money with no sight of payback.

Creditors extremely nervous.
  
Employee superannuation not up to 
date.

Outstanding statutory obligations, e.g. 
PAYG, GST.

Shrinking gross margins, declining 
profits or losses.  

Owners cannot see the light at the 
end of the tunnel and are exhausted.

Management spends more time 
dealing with issues than managing 
the business. 
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Tips to 
improve
Cash Flow
+Profits



Business Success
Main areas to focus on:

Sales

Purchases

Operations, Systems, 
Processes & Procedures

People

Reporting
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Sales Create clear sales strategies

Develop policies
and procedures

Provide exceptional
customer service

Clarity of sales strategies ensures the Sales team are 
focused on where and what they should be selling.

Focus efforts on higher gross margin products / services.

Continue innovating product / service offerings.

Ease of customer ordering with no 
bottlenecks.

Focus on customer satisfaction.

Encourage repeat business and upselling.

Create credit worthiness checks for new accounts.

Establish and monitor credit limits and stop 
supply when customers exceed credit limits.

COD accounts for customers with a poor credit 
history.

Create a strong process for Accounts to collect  
debt.
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Do not release goods / commence work for 
COD accounts unless paid in full.

Establish procedures for discounts, credit 
notes, rebates.

Send invoices as soon as possible.

Add a Pay it Now button on emails or 
invoices.

Provide customer incentives, discounts or 
rewards for early settlement.

Shorten payment terms.

Invoicing of large projects should be 
independently reviewed against the 
contract for completeness.

Review quotations prior to submission.

Conduct a Customer Profitability analysis 
to determine low or negative margin 
customers.  

Create a strategy for such customers e.g. 
increase prices, minimum order value, 
minimum quantity etc.

Increase deposit amounts for upfront 
terms.

Invoice Control
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Include all costs associated with 
products / services to obtain a true 
reflection of Gross Margins.

Understand the drivers of Revenue 
and Gross Margins per products / 
services and for each customer.

Take action on low margin or 
negative margin products / 
services.

Establish minimum value orders for 
low customer orders and aim to 
recoup the cost of administration / 
warehouse.

Conduct detailed 
analysis of sales

Calculate the Return on 
Investment on each Sales Rep and 
deal with the non performers.

Establish a commission structure 
that drives targeted Gross Profits.
Include the cost of admin / 
warehouse.

Establish control over credit notes 
and discounts given by Sales Reps.
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Purchases

Establish policies 
and procedures

Create guidelines for all purchases.

Include; travel, credit card 
spending, asset purchases etc.

Ask -Will the purchase generate 
revenue immediately?  Can it wait?

Cost 
Savings

Line by line determine where costs 
can be saved.

Compare insurance premiums to 
other insurers yearly.

Assess ROI on marketing spending. 
Time for a change?

Review rental agreements prior to 
renewal and compare to other 
financiers.

Restrict unnecessary lavish spending, 
e.g. tradeshows, equipment not 
generating revenue could be sold, etc.

Compare bank loans with other banks 
/ financiers.

Tender large purchases and buy in 
bulk for discounts.

Negotiate best prices and terms with 
suppliers often.

Recoup supplier warranty claims on 
faulty purchases.

Leasing versus buying assets outright.
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Stock controlStock control Creditor
communicationReview stock data in detail 

and determine which items 
have low or negative margin 
contribution.

Adjust pricing to better 
reflect the market and 
ensure they contribute to 
positive margins. Supersede 
these lines / revenue 
streams.

Analyse stock for slow 
moving, obsolete or dead.

Create an action plan for 
each category with 
consideration to specific 
customer targets and fire 
sell pricing.

Communicate with 
suppliers regularly when 
dealing with slow payments.

Give suppliers  a payment 
plan that can be committed 
to.

Drip feed payments across a 
number of suppliers rather 
than large lump sums to a 
few suppliers.
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Operational

Internal controls Automation
Establish a strong internal controls 
environment.

Ensure there is an independent 
review and approval process across 
the whole business.

Create policies and procedures to 
guide employees to follow 
structure and rules.

Lead by example.

Utilise systems to automate work. Limit the 
amount of work processed outside of the 
system.

Streamline systems and reduce inefficiencies.

Reduce employee costs by fixing spot fires at 
the core.

Mitigate manual work and reduce the 
likelihood of errors.

Productivity Control
Establish and monitor KPIs. 

Highlight issues that require fixing and review.
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People
Hire Slow, Fire Fast Performance reviews

Interview candidates at least twice. 
Do not rush hiring.
 
Also get to know candidates in a 
relaxed environment.

Get them to ‘show you’ their 
capabilities.

Remove toxic underperformers. 

Create a good culture.
 

Review employee performance and ensure 
they are held accountable for their job and 
that they are satisfied in their role.

Praise where applicable and work towards 
improvement as required.

Organisational 
Structure

Establish an organisational chart 
with clear roles and responsibilities 
– along with job descriptions.
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Reporting
Performance reviews

Report monthly on ratios, KPIs – Financial and 
Non Financial data.

Include summary analysis reports to highlight 
customer profitability and margins.

Include Debtor days, Creditor days, Inventory 
Days.

Variances should be explained. 

Weekly reporting
Consider what information would be useful to 
make informed decisions, e.g.
 number of customer quotations. 

 quotation conversion rate.

 customer complaints.

 wastage.

 returns.

 warranty claims. 

 utilisation rates etc.
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Complimentary 
Business 
Assessment

This material does not take into account your personal and financial needs 
and/or circumstances, and you should seek appropriate advice before making 
any decisions or acting on any of the information contained in this material. To 
the extent permitted by law, all members of Tranquil Consultancy disclaim 
liability or responsibility to any person for any direct or indirect loss or damage 
that may result from relying on the information contained, or any act, omission 
or error, by any person in relation to the material contained.

Disclaimer:

Obligation 
free
The hardest part of any 
change, is the execution.

We are here to support and 
execute the change for you.

Let’s discuss how we can 
improve your cash flow + 
profits!

www.tranquilconsultancy.com

0416 165 987

tranquilconsultancy@outlook.com


