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Breakthrough Consulting
Week 9: Automate and Maximize Revenue

Video/audio transcript

Hey, everybody. It's Greg Miliates from startmyconsultingbusiness.com. Welcome to
Breakthrough Consulting Week 9, Automate and Maximize Revenue. We're going to about a few
things in this week’s lesson |'ve got one short little bonus lesson, sort of a review. Let's get going.
We're going to talk about a few things. | think we're going to talk about is the most reliable way
to earn more while working less. There are actually sort of a number of ways to do that. I'll get
into those in a second.

Why you need to automate your consulting business, and the key areas you can start with. How to
leverage your time to earn more while reaching more clients? Then also how to keep nurturing
your marketing channels so the clients come to you instead of you having to reach out to them. It
really automates that marketing process makes it far easier and actually far less stressful to run
your business once you’ve got those marketing channels automated. Let's start.

I'm going to talk about automating parts of your business and what to automate. Unless you're
happy to do just consulting work all the time which, and that’s totally fine, but you're probably
going to want to have some free time for yourself. One of the benefits of being self-employed is
deciding how you spend your free time. It's easy to fall into the trap though of thinking that you
need to work all the time or to make sure that you're just working and earning revenue. Of course,
if you're billing hourly, if you're not working then you’re not generating revenue. It's really easy to
fall into that trap of thinking, “I’'ve got to work all the time. I've got to keep billing more. I've got
to have more billable hours,” whatever.

It can be a real trap. One thing that you want to make sure to do though is to schedule in fun
things, things that you really enjoy into your weeks and months. Pay yourself first in terms of your
time by committing to do those things that you actually enjoy. Whether it's going to lunch with a
friend or with your spouse, or getting out for a walk, or taking a vacation, long weekend, whatever
it is that you enjoy doing. Schedule that in advance into your calendar. | would also suggest to
schedule that stuff in your calendar in advance before you schedule any work stuff.

When you do that, when you schedule your fun stuff, your enjoyable things, the things that you
really value and really enjoy in your life into your calendar, it's going to make it much more likely
that you'll actually do those things. If all you do is focus on work and billing, again, it's easy to get
caught in that cycle but what happens is that you're not going to do any of the fun stuff. You'll
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look back at several months or several years of your life and think, where the hell did all the time
go. What was | doing? | was just working and | didn’t do anything fun. | didn't meet with friends
or family or whatever. Schedule this stuff into your weeks and your months before you do any
scheduling for work stuff. It's super important to do that.

Again, like | mentioned if you're not working, you're not earning revenue. There's got to be a
solution to that. I'm going to talk about that in just a minute. First though, | want to talk about
how businesses are essentially just a collection of systems. This applies to virtually any business
whether it’s a restaurant or a bank or a consulting business or manufacturing facility. They're all a
collection of systems. Now, of course, it's not just like businesses are just solely like a machine and
there aren’t any people involved with that. People are actually a very essential part of any kind of
business. Of course, starting out as consulting business, you're probably going to be essentially
like a solopreneur or solo entrepreneur: one person running the entire business doing everything
that you need to do, all the consulting work, the technical work, the accounting work, sales
marketing, everything else. It's going to fall on you which is fine. That's how it's going to be when
you first start out.

If you can understand that your business is just a collection of systems then what you can do is
identify those systems that you can automate or hand off or pay somebody else to do or outsource
whatever. That way, you can scale your business that you couldn’t otherwise, if you happen to do
every single thing. If you happen to put in and say, I'm just pulling number out of a hat. Ten hours
a week in accounting, that's ten hours that you can’t spend marketing, that you can’t spend
growing your business. That's ten hours a week that you're just spending maybe data entry,
record keeping, that kind of thing which are essential part of your business. They don’t directly
contribute to the growth of your business. | talk about consulting rates and all those kinds of stuff
and it's great to earn money. We need money to pay our bills.

What's more important is your time and having that discretionary time. That free time that you can
use that actually gives you a value and gives you quality of life. Money you can make, you can
spend it, you can get more money but you can’t get your time back. Of course, any of you have
children you can totally understand what | mean by you can’t get your time back. You can't roll
back the clock and get that time back. With money, you can always make more money.

The point here is that if you're focusing on the systems of your business and automating those or
outsourcing those. You can scale your business up and that’s when it gives you more discretionary
time, better quality of life in the end run. That's what we're trying to do here. Transform your life
from being sort of the worker bee and the cubical to being self-employed but having that self-
employment really transform your life. You don’t have to work a zillion hours a week. You're not
just on this different kind of treadmill that you've really transformed your life and made it the way
that you want it to be.

Okay, by scalable, | mentioned that. It means that you can build your business without necessarily
having to work more. Examples of business systems might be accounting, record-keeping,
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invoicing, tracking your time. As consultants, we're going to track out time whether or not you
decide to bill by time. There are some instances where you may want to bill by time, others
generally, doing the value-based pricing that we talked about is going to allow you to earn much
more revenue using the same amount of time that you could otherwise bill by the hour.

Again, you're going to want to track you time. We already talked about that. Marketing, writing
proposals, project management, those are all different kinds of tasks that are sort of a system. The
way that you do those things in your business right now, you sort of got like a system of how you
do it or a habit about how you go about it or process, whatever you want to call it. It's a system of
process, a habit, some sort of structure that you use to go through this process whether it’s
invoicing for example. Let’s use that as a real quick example.

To send out an invoice, if you're billing by the hour, for example you're going to need to enter
your time, the date, the amount of hours, the task that it was for, the client that it was attached to,
all that kind of things. You're going to have to do that tracking of your time before you can even
send out an invoice. Then to send out that invoice, you got a sort of prepare it, you got to review
it, make sure it looks okay. It's presentable. There aren’t any typos or any kind of weird things on
there. Maybe you want to discount some time or whatever you want to do. You've got a list,
outstanding invoices, partial payments or other payments, full payments that came in.

You got to list all that stuff. You got to review the invoices and you got to send them out. Maybe,
you need to make some phone calls for outstanding invoices. Just remind the clients through an
email perhaps. That’s what you’re going to be doing every time you do your invoicing process.
That's a system of how you go through it. Time tracking, the review, the sort of generate the draft
invoices and then send them out. Maybe make some AR calls, things like that, your system of
doing the invoicing essentially. The AR calls might be sort of a separate thing, a little subsystem of
that but its own service of converting your time into cash. That's one system, of course, all these
other areas or other systems that you may want to or consider automating or outsourcing for your
business.

Okay, understanding that your business is a collection of systems is really just the first step. Once
you see that your business is a collection of systems then you can start thinking about which of
those systems best lend themselves to being automated. Again, think about which tasks that you
do that you spend your time that might not require your personal involvement to do those tasks.

That’s not an easy thing to when you're starting out. Most entrepreneurs or solepreneurs or
consultants or freelancers, they think that they have to do everything in their business or their
business will fail. That's a beginning myth. It's absolutely not true. There are tons of things that
guaranteed that you can systematize, you can automate, you can outsource and you don't realize
that those are things that you could do that with. Again, think of spending your time on more high
value tasks within your business. Again, you may think that your business can't be automated or
outsourced. You might think, “Well, my business is really fundamentally different that most other.

| just can’t do it. I've got too much expertise. |'ve got all this client relationship,” or whatever else,
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whatever excuse you're making. | can almost guarantee that there’s a ton of stuff that you can
outsource, hand off, automate, delegate, whatever.

Begin by starting to think about what you spend your time on. Keep an eye on what you spend
your time on. Then think about how you could document that. Maybe potentially, hand it off to
somebody else. That might be one way of doing it. I'll talk also about automating and automation
in a minute as well. That's another fantastic way of shortening the amount of time that it takes to
do some of these tasks, some of this processes within your business and freeze you up to do other
higher value things.

Again, think about what you're spending your time on. Now, you don’t need to find the perfect
employee or contractor. Generally, | don’t really have advocate hiring employees unless there’s a
really good need for it. | find, at least in my case and most other consultant’s cases, using
contractors and subcontracting has been a much more effective way of using your time. It's very
cost effective. It requires relatively low management in terms of contractor versus employee.
Though it depends on the person who are paying or who you're hiring.

In terms of administrative overhead, you're going to have far less administrative overhead and
record keeping tax issues if you hire contractors as opposed to employees. There are some legal
regulations that govern how you need to classify contractors versus employees and not an
employment attorney or an HR professional. You’ll want to look that up and take a look at that but
in general you want to start by hiring contractors.

Now, you don’t need to find the perfect person for this. You can aim for somebody who's good
enough to do the task reasonably well. It's not going to require more time that you need to take
to clean things up. Don’t aim for the perfect person, aim for good enough. You can hand off, as
of delegate it, get it off of your plate so that you can focus on higher value stuff. That’s the whole
point.

The other thing that you want to do is experiment with this. With automating task or outsourcing
or delegating, handing things off. Don't think that it's just a onetime thing that you need to do.

“It didn’t work out with that contractor. It's not going to work. | can’t outsource. It's not going to
work.” That's not true. Experiment with it, see what works. That’s what business is all over the ...
throughout history have done, they hire people. If something doesn’t work out then they find
somebody else. Then the person gets fired. They train them how to do it better. They’'ve got
these systems that improve the process.

Experiment with it. Try it out. Play around with it. See what works, what doesn’t. What you need
to improve. It's going to be a learning curve that you're going to have to go through. Focus on
your highest-value tasks, creating value for your clients, while creating income and free time for
yourself. You want to create some quality of life for yourself. It's not just about generating income
when you have a higher income. It provides a lot more flexibility and some freedom and a lot more
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options that you don’t have when you make say 10 bucks an hour somewhere flipping burgers at
McDonald’s maybe.

The income by itself is not the end goal. The income is going to free you up to make other choices
and have other options. Essentially, what you want to do is you want to have more discretionary
time in your life, more quality of life. That's what we're trying to do here. Transform your life so
that you can have a better quality of life. Part of doing that is trying to step off that treadmill out
of the sort of the cube farm and out of the traditional job role. Generating your own income
where you've got better financial security, more income potential and more options for how you
want to spend that money and that time that you have as your basic resources.

Okay, if you're focusing on the highest-value tasks that really drives your business. Things like
creating value for your clients and converting your efforts into revenue. You can then start
thinking about focusing on using the lower-value tasks for things that might be automated or
outsourced.
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