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How To Make Data Driven Decisions
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President & CEO of GrowthForce, LLC 

• President & CEO GrowthForce
• Outsourced Bookkeeping & 

Accounting
• Insperity Strategic Alliance Partner
• CPA 35 years

Stephen King, CPA CGMA

Who Am I?
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Decisions that Drive Profits
• What 5 Decisions Impact Profits?

• What are the Drivers of Those Decisions?

• What Data Do You Need?

How to Get that Data at Your Fingertips
• Financial vs Management Reports

• TTM / Leading vs Lagging Indicators

• Company & People Scorecard

How Will We Spend Our Time?
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The Five-Step Process
Use This 5 Step Process to Drive  
Performance, Profitability &
Growth

The CEO’s Guide to Increasing
Profits

5

DEFINE  
YOUR  
CUSTOMER

CULTURE
BY DESIGN

KEEP  
SCORE

2

GOAL
ALIGNMENT

4
RECOGNIZE
&  REWARD

1 3

5
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What 
decisions 

do you 
make?

What are the 
drivers of 

those 
decisions? What data 

can inform 
those 

decisions?

The Business Drivers
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When two companies compete in the exact same 
target market, with the exact same product, 

why is one wildlysuccessful?

While the other
struggles to survive?

The Difference
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Winners Keep Score

Are you a tactical or strategic CEO?

“You can’t have strong 
Business Performance 
without strong 
Financial Performance.”
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People Drive Profits

You Need Both a 
Financial Management 
Strategy and a Human 
Capital Strategy.

Like Diet & Exercise
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Value Drivers

Source: AICPA/CGMA Report “Rebooting Business:  Valuing the Human Dimension,” 2012
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How People Drive Profits

Maslow’s 
Hierarchy 
of Needs

Career, Development 
Opportunities

Modern 
Recognition

Compensation 
& Benefits
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“Culture eats strategy for 
breakfast”

Don’t let KPI’s 
change your culture

Why KPIs Matter

You can’t MANAGE what you don’t MEASURE

What Management Monitors Gets Done

1. MORE TOOLS to provide 
information, that allows…

2. DATA-DRIVEN DECISION MAKING 
across all lines of business.

3. DECISION MAKERS focus 
analytical minds on key 
drivers. 

Best-in-class companies have:
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Traditional 
Financial 
Statements Designed for 

compliance 
Not actionable

Traditional View
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Management Accounting 

Cost Accounting

Unit Economics

Trends
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Gross Profit Margin - Service

Direct Labor = $ to people who did the work 
(help desk, programmers, network)

Direct Materials = costs of the job     
(hardware, software, cabling, routers)

Income- what you earned

Gross Profit = Income – COGS

Cost of Goods Sold (COGS)

Net Profit = Gross Profit – Overhead Bottom Line

Above the Line

Top Line

Below The Line Indirect (Overhead) Expense 
Sales, HR/Accounting/IT, Rent, Utilities, Supplies

The Line
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Gross Profit Margin - Manufacturing

Direct Labor = $ to people who did the work 
(Carpenters, Electricians, Plumbers)

Direct Materials = costs of the job     
(Concrete, Wiring, Pipes, Mechanicals)

Income- (Home Sale Price)

Gross Profit = Income – COGS

Cost of Goods Sold (COGS)

Net Profit = Gross Profit – Overhead Bottom Line

Above the Line

Top Line

Below The Line Indirect (Overhead) Expense 
Realtors, HR/Accounting/IT, Rent, Utilities

The Line
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Ö Org Chart (team/dept)
Ö Marketing Campaign
Ö Industry
Ö Sales Rep

Measure profit based on how your company is organized 
and the decisions a CEO has to make:

Analyze Profits

1
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What is Activity Based Costing (ABC)?

Labor Costs
P&L 

Reporting
Time & 

Materials

TIMESHEET

PAYDAY

G/L



THE DECISIONS

21
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Decisions That Drive Profits

2. Pricing
Are you pricing your jobs right?

3. Firing Clients & Products
Which clients & products should you fire?

5. Spend $ to Make $
How do you maximize Sales & Marketing?

4. Productivity
How can you Increase the Productivity of your people?

Sales & Marketing

Clients
& Services

People & 
Operations

Strategy & Planning

Cash &
Finance

The Strategic CEO’s BrainThe Four Core Decisions

1. Pricing
Are you pricing your jobs right?
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What 
decisions 

do you 
make?

What are the 
drivers of 

those 
decisions? What data 

can inform 
those 

decisions?

The Business Drivers



Decision 1. 
Where do you spend 

your time?
2
4



5 Most Important Drivers

1. Gross Revenue $

2. Gross Profit $

3. Gross Profit %

4. Net Income $

5. Net Income %

àDo you have a top line
problem?

à Do you have above the 
line problem?

à Do you have a below the 
line problem?



Company
Scorecard

2
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Company Scorecard Rows

27

Net Income ($ & %)

Gross Profit ($ & %)

Gross Revenue ($)
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Company Scorecard Columns
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Actual
Gross Revenue

Gross Profit $ & %

Net Income $ & %

TTM
Gross Revenue

Gross Profit $ & %

Net Income $ &  %
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TTM is an XY chart 
where each dot on a chart 
represents the total for 
the previous 12 months.

TTM = The Best Way to Measure EVERYTHING

The change from month to month is the
increase or decrease of the month you 
added vs. the month that dropped off.

Trailing Twelve Months (TTM)

TTM eliminates 
seasonality in a business 
and tells a true story.

29
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Gross Revenue

• How does revenue compare to plan?
• What direction are we going?
• Does turnover affect income?

31
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Gross Profit

• How do staff changes impact profits?
• What ROI did we get from training?
• Who are my best performers?

32
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Net Income

• How well do I manage the company?
• Do I need to reduce overhead costs?
• What does this do to my cash flow?

33



5 Most Important Drivers

1. Gross Revenue $

2. Gross Profit $

3. Gross Profit %

4. Net Income $

5. Net Income %

àDo you have a top line
problem?

à Do you have above the 
line problem?

à Do you have a below the 
line problem?



Decision 2. 
Pricing

3
5



GrowthForce Proprietary and Confidential

The Impact of Discounts

If you decrease your prices, how much must unit sales
increase to maintain the same gross profit dollars?

Price Decrease
Current margin, before a price decrease -5% -10% -15% -20%

30% gross margin +20% +50% +100 +200%

35% gross margin +17% +40% +75% +133%

40% gross margin +14% +33% +60% +100%

45% gross margin +13% +29% +50% +80%

50% gross margin +11% +25% +43% +67%
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The Impact of Discounts
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Increase of Price Increases
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Are You Pricing Right?

View company profitability by customer, 
product and project



Decision 3. 
Reprice, Rescope or Fire 

Clients

4
1
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Addition by Subtraction

Replace low margin clients with higher margin clients
- the difference goes right to bottom line!

Offer Three Options:

Increase your 
fee to reflect 
new value & 
scope

Reduce your 
scope to 
original pricing

Transition by 
starting the 
process of 
converting them 
to another option



Slice and Dice Profits

April- June, 2020



Decision 4. 
How to Increase 

Productivity

44
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Employees are an Expense

• Hiring/Firing
• Salary
• Benefits

Employees are an Asset

• Target Recruiting
• Talent Management
• Incentive Programs

Traditional Business Model Strategic Business Model

Mind Shift: From Expenses to Assets
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Americans waste more than 
2 hours a day at work, costing 
companies $759 billion a year.

0% 10% 20% 30% 40% 50%

Internet Usage

Socializing

Personal Business

Long lunches or breaks

Where Time Goes

Source: Salary.com and America Online survey

“Under Achievers”
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ROI on Human Capital

15 min/day = 3%
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What is the #1 Reason Employees 
Gave for Slacking at Work?

Salary.com survey of 3200 people, 2012

“I don’t feel challenged enough in my job.”

“Clock Watchers”
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Harvard Study

Writing down Goals helps create success:

1. INCREASED MOTIVATION and discretionary effort.

2. ALIGNMENT which combine to increase the success rate.

3. LINE OF SIGHT so everyone to know how they help create success.

Harvard University Turkay, S. (2014). Setting Goals: Who, Why, How? 
http://vpal.harvard.edu/publications/setting-goals-who-why-how

Written Goals 
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Cascade Goals to Department

Measurement

Reward

• Sales Target 
• $ per Region, 

District, BPA 
• Commission
• Bonus if Actual 

exceeds Goals

Department 
Objectives

• # of Leads
• # of Proposals

• # of Closed Sales

Company 
Goals – Sales 

Measurement
Recognition



Slice and Dice Profits

April- June, 2020



Decision 5. 
How to Spend $ 

to Make $
5
2
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What does it cost to acquire a new client 
Client/Customer Acquisition Cost (CAC)

LTV / Customer Acquisition 

LTV = Gross Margin  x  Number of years

= BEP months__________________________
Contribution Margin / month

CAC

= CAC
Total Sales & Marketing Expense

-----------------------------------------
Total New Clients
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Slice & Dice

April- June, 2020
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Measure Sales ROI by Gross Profit $ 

Review past gross profits:

1. Should I sponsor a trade show?
2. When do I hire a sales rep?
3. Where should marketing spend its budget?

Code each client based on Sales & Marketing $ decisions:

Add custom fields to see 
Gross Profit $ by:

• Lead source
• Sale rep
• Industry



SUMMARY

Decision 1: Where do you spend your 
time?

Decision 2: Pricing

Decision 4: Increasing Productivity

Decision 3: Repricing and firing clients

Decision 5: Spending $ to make $

1
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www.GrowthForce.com



What is GrowthForce?

QuickBooks 
Consulting

Bookkeeping 
Services

Controller 
Services

Customized 
Management Reporting
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Stay Connected!

President & CEO
Stephen King, CPA CGMA

Email:  stephen@growthforce.com
LinkedIn: in/stephenkingcpa
Twitter: @growthforce



PEOPLE
SCORECARD

8
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Making Firing/Hiring Decisions

TIME PER UNIT

# OF HRS NEEDED #OF HRS AVAIL.

FIRE (or HIRE)?

# OF UNITS



Managing the Step Function
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Employer Costs 
of a Bad Hire

Lowered company productivity, 
affected worker morale, and even 
resulted in legal issues

Source Career Builder 2011 Survey of 2,696 hiring managers

SHRM cost 90%-200%

Cost more than $50,000

69%
200%
1 in 4

“Duck Duck Goose?” 

89
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Training

Administrative

Client losses

PTO Balances

Recruiting

Interviewing

External hires

Employee Turnover- Financial Impact



GrowthForce Proprietary and Confidential

Reduced Productivity

Lower Morale

Loss of Information

Stress on Co-workers

Employee Turnover - Human Impact
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What is the cost of turnover?
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Increase profits by lowering turnover

Increase 
In Profits

$596,000

$500,000 $192,000
Cost Savings

Example:

40 Employees

$5M Revenue

$500K Profit

Current Profit @  
20% turnover

Year 1 Profit @  
16% turnover

Year 2 Profit @  
12% turnover

$692,000

$96,000
Cost Savings
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Create a positive 
work environment

Identify key motivators

Define core values 

Money is not enough

94
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ROI - Recognition & Engagement

Source: SHRM Winter 2012 Report, 
The Impact of Recognition on Employee Engagement and ROI

Achieve Positive, 
Measurable Results 
With Employee 
Recognition 
Programs

95
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Revenue Per Hour Paid / FTE

• What’s the impact of turnover?
• What’s the impact of staff training?
• How well do you onboard new staff?

Total Revenue / Total Hours Paid / FTE
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Labor Cost Per Hour Paid / FTE

Total Labor Cost / Total # Hours Paid / FTE

• Are costs growing faster than income?
• Do I need to adjust pricing?
• Who generates the highest ROI?
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Fully Loaded Labor Costs

Salaries

Payroll 
Taxes

Health 
Insurance

401K & Other 
Benefits

Recruiting 
& Training

Employee 
Engagement
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ROI On Total Labor Cost

• How well do I manage my people?
• What do my people really cost?
• Do I get the needed ROI?

Net Income / Total Labor Cost
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People/Operation Formulas

Utilization: 
•Chargeable Hours / Total Hours 

Realization:
•Total Revenue $ / Total Chargeable Hours

10
1

If you make money on people’s time you 

need to look at BOTH!



GrowthForce Proprietary and Confidential

ROI on Performance Review 

Cost
Salaries account for 70% of 
expenses paid out in most 
service organizations.

Benefit
Study showed 35% productivity 
benefit related to effective 
performance management. 

Source:  “Calculating the ROI of an Employee Performance Management System,” Sum total Report 2004
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ROI on Performance Review

“The median return for companies that 
invested in coaching was 700%*,  or 7x’s 
the initial investment at the global level.

Employee Retention
Company Profitability

Source 2009 ICF Global Coaching Client Study, conducted by PricewaterhouseCoopers and 
Association Resource Centre, Inc. 

103
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Performance Coaching

Likelihood of 
Employee 
Disengagement:

40% 
22%
1%

When a Manager:

Ignores You
Focuses on Weaknesses
Focuses on Strengths

Employee Disengagement is Tied to 
Management Behavior

Source:  Gallup Business Journal, 2009104
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Companies in the top 
decile for employee 

engagement boosted 
earnings per share at 

nearly FOUR times the 
rate of companies with 

lower scores.

Source:  2009 Gallup Study

Employee Engagement ROI

105
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orgs. in sales ranging from $27 million to $50 billion, (Towers Perrin 2002)

Employee performance 
measurement is the 

single most important 
measurement area that 

separates successful firms from 
less successful firms. 

Strategic – Measure + Motivate

106



SALES & MARKETING 
SCORECARD

1
0
7



GrowthForce Proprietary and Confidential

Steps of the Sale:

Sales & Marketing Scorecard

What Causes Sales? (WCS)

1. Leads 
2. Qualified Leads 
3. Proposal
4. Sales 
5. Backlog 

109
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Marketing/ Sales Funnel

110
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What’s Your Earliest Indicator?

111
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What the Most Predictable?

112
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$ CLOSED SALES (K)

113
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Sales & Marketing KPIs
Steps of the Sale = Leading 
Indicators
• Leads
• Qualified Leads
• Proposals 
• Close Sales

CEOs Should Focus On:

• Total Sales
• Sales Efficiency
• CAC – Customer Acquisition 

Costs



Summary
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Sign Up Sheet

Don’t make decisions with Bad Data!

What DECISIONS do you have to make?

Which KPIs give you actionable insights?

Which REPORTS help you make better, 
data-driven decisions?

GET THIS VISUAL GUIDE!

The KPI & Management Report Matrix
www.growthforce.com/growthforce-report-matrix-download

https://www.growthforce.com/growthforce-report-matrix-download
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GrowthForce Now Offering!

à Free QuickBooks Consultation   ß
• Yes, really a consultation – not a sales call
• 20 minutes with a ProAdvisor
• Take your QuickBooks Further
• Increase Your Profits & Improve Your Cash Flow

Visit this link, fill out the form:

www.growthforce.com/quickbooks-consulting

http://www.growthforce.com/quickbooks-consulting
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1. What time horizon are you facing?

New Way of Thinking

2. What decisions do you have to 
make?

3. What data can inform those 
decisions?
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