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As a marketing agency owner, you're a master at building 
brands, generating leads, and crafting campaigns that drive 
results. 

Your clients trust you to grow their businesses – and you deliver.
But here’s the uncomfortable truth:

Most agency owners struggle to apply that same strategic 
brilliance to their finances.

Instead of consistent, predictable profits, it often feels like a 
rollercoaster ride – one great month followed by two where 
cash feels tight. 

You’re working hard, but the numbers don’t always reflect the 
effort.

You’re not alone.

Marketing agencies face unique financial challenges that most 
accountants don’t fully understand:

Revenue that fluctuates month-to-month.

Clients that churn just as you start gaining momentum.

You Know How to Market.
Are You Profiting As You Should Be?
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High upfront labor costs with long payment delays.

Decisions that must be made fast – often without 
real-time financial clarity.

This makes it incredibly difficult to scale confidently or plan for 
the future.

That’s why we created this guide.

This is your 7-step roadmap to building a financially healthy, 
highly profitable agency.

We’ll show you:

How to diagnose what’s going on with your numbers.

Why most budgets fail – and how to build one that drives 
growth.

Where hidden profit leaks are hiding in your service lines 
and client list.

The smartest way to structure your team for profit, not just 
productivity.

What financial red flags to watch out for before they 
become serious issues.

These strategies have been used by successful agency 
owners across the country to take control of their cash flow, 
increase profit margins, and make smarter business decisions 
every single month.

It’s time to stop guessing – and start leading your agency 
with numbers that support your creative vision.
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 Diagnose Your
Financial Health

Honestly

S T E P
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If you want to run a profitable agency, you have to treat your 
finances with the same strategic attention you give your clients’ 
campaigns.

Unfortunately, many agency owners treat their books like a 
necessary evil – something their accountant looks at once a year 
to file taxes. That’s a dangerous way to run a business.

The reality is, your numbers are your scoreboard.

They tell you what’s working, what’s not, and what’s quietly eroding 
your profits behind the scenes. 

And if you’re not checking in consistently, small issues can 
snowball into big cash flow problems before you even notice.

Start with Your Baseline: The 3 Profitability Metrics Every 
Agency Must Track

To get an honest view of your agency’s financial health, begin by 
reviewing three core metrics:

Your financial numbers are speaking. Are you listening?

Diagnose Your Financial
Health Honestly

S T E P

01#
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1. Gross Profit Margin

This is your revenue minus the direct costs required to deliver your 
services. For agencies, that includes salaries or contractor 
payments tied to client work, tools used to fulfill campaigns, and 
any outsourced creative or media buying.

Example: If you charge a client $10k/month for paid ads and 
spend $3k on media and $2k on a freelancer to manage it, 
your gross profit is $5k – or 50%.

A strong agency target: 40–60% gross profit margin.

2. Service Line Profitability

Not all services are equally profitable. A high-ticket service like 
branding may eat up your team’s time with low margins, while 
something like SEO maintenance might be systemized, low-effort, 
and highly profitable.

 Break down each core service and look at:

Time and tools required to deliver

Average price point

Team cost and tool cost per delivery

Volume and repeatability

Diagnose Your Financial Health Honestly
S T E P

01#
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3. Client Profitability

Every client is either increasing your bottom line or quietly hurting it. 
Don’t rely on “they pay well” as your measure. Instead, factor in:

Scope creep

Team time (billable and non-billable)

Communication demands

Payment speed and reliability

Why Guessing is Dangerous

You might feel like you “know” which clients or services are profitable 
based on instinct or experience; but without numbers, it's just 
guesswork.

That kind of gut-based decision-making can lead to:

Hiring too soon or too late

Underpricing profitable services

Wasting resources on low-margin work

Holding onto clients that cost more than they’re worth

Your agency deserves better than assumptions.

Diagnose Your Financial Health Honestly
S T E P

01#
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Build a Monthly Financial Rhythm

The best agencies operate with a simple monthly financial review 
process.

At the start of each month, set aside time to update your numbers 
and answer these questions:

Which services generated the most profit last month?

Were there any client fires that consumed too much time for too 
little return?

Is my cash balance growing, shrinking, or flat?

Are there any early signs of churn or team burnout?

If you notice trends early, you can fix problems while they’re small.

Pro Tip: Build a Simple Owner’s Dashboard

Don’t overcomplicate this. A spreadsheet or basic dashboard from 
your accounting software is enough: what matters is using it.

At a minimum, your dashboard should include:

Monthly revenue by service and client

Gross profit %

Diagnose Your Financial Health Honestly
S T E P

01#
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Net profit %

Cash balance and runway (months of expenses)

Client-level profitability

Accounts receivable (what’s owed to you)

Upcoming known expenses or commitments

This is your CEO-level view of the business. It’s not about reconciling 
every receipt – it’s about knowing where your agency stands and 
what actions need to be taken.

The Bottom Line

You wouldn’t run an ad campaign without tracking performance 
metrics. So don’t run your agency without tracking your financial 
metrics.

When you diagnose your financial health honestly (and consistently) 
you unlock the power to make smarter decisions, build profit 
predictability, and grow from a place of confidence.

This is where real leadership begins.

Diagnose Your Financial Health Honestly
S T E P

01#
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Create and
Use a Strategic

Budget

S T E P

02#
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Most marketing agencies don’t fail because of a lack of talent, 
creativity, or even sales. They fail because they run out of cash – 
and they didn’t see it coming.

That’s what happens when you operate without a real budget.
If you're still managing your agency finances by checking your 
bank account and making decisions based on your gut feel, you're 
not alone. 

But you're also leaving yourself exposed to overspending, cash 
flow shortages, and missed growth opportunities.

A strategic budget isn’t about nickel-and-diming your team: it’s 
about giving your business a plan to win.

Why Most Agency Budgets Don’t Work

There’s a reason so many agency owners abandon budgeting 
altogether.

Here’s what typically goes wrong:

Create and Use a
Strategic Budget

S T E P

02#

A budget isn’t about restriction – it’s about direction.
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They treat it as a one-time exercise. They build a budget at 
the start of the year, then never revisit it until tax season.

It’s too vague. They lump all revenue into one number and all 
expenses into broad categories like “tools” or “staff.”

It doesn’t reflect reality. Their projections are overly optimistic 
or completely detached from actual sales trends.

They don’t tie it to decision-making. They build a budget, 
then ignore it when it comes time to hire, invest, or scale.

The result?

Surprises. Debt. Hiring freezes. Panic decisions. And most 
importantly: stunted profit.

What a Real Strategic Budget Looks Like

To be useful, your budget must do three things:

1. Reflect Your Actual Revenue Streams

Instead of guessing or using one generic number, break out your 
revenue by service line. This helps you see where growth is 
happening – and where to invest more.

Example:

Paid Ads Management: $25k/mo

Create and Use a Strategic Budget
S T E P

02#
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SEO Retainers: $15k/mo

Website Projects: $8k/mo

2. Forecast Expenses in Detail

Map out your fixed costs (tools, salaries, rent) and variable costs 
(contractors, ad spend, software tied to client projects). Be honest. 
Round up.

Common categories:

Team: W-2 salaries + contractor costs

Tools: CRMs, design platforms, analytics tools

Marketing: Your lead gen, paid ads, content

Admin: Insurance, accounting, subscriptions

Owner Pay + benefits: Don’t leave yourself out

3. Guide Strategic Decisions

A good budget helps you answer critical questions like:

Can I afford to bring on a new full-time employee right now?

Do I have room to invest in a rebrand or lead generation 
campaign?

Create and Use a Strategic Budget
S T E P

02#
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What happens to my cash flow if a big client leaves?

Pro Tip: Use a 3-Tier Budgeting Model

Think of your budget like a GPS: it needs to give you clear 
directions whether things are going well or getting tight.

Set up three versions of your budget:

Baseline Budget: Covers all core operations with your current 
average monthly revenue.

Growth Budget: Reflects what you’ll spend when revenue 
increases – hiring, systems, new tools.

Lean Budget: Shows how to operate in a slower season while 
staying cash-flow positive.

This approach helps you plan before you're in a cash crunch – or 
making big spending decisions with no guardrails.

Make It a Living Document

Your budget isn’t static. Review it monthly.

Update it when:

You sign a major new client

You lose a large retainer

Create and Use a Strategic Budget
S T E P

02#
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Your team structure changes

You’re considering a major investment (software, office, ad 
spend)

Use your budget as a lens to evaluate every decision:

Does this investment align with our plan?

Can we sustain this new hire with current revenue?

What will this change do to our profit margins?

The Bottom Line

You don’t need to be a financial wizard to build and follow a 
budget.

You just need to treat your agency like the business it is – not a 
freelance hustle, and not a passion project. 

Real businesses run on plans. Real CEOs use data to guide 
decisions.

Build a budget that reflects your agency’s vision – and use it to 
get there.

Create and Use a Strategic Budget
S T E P

02#

7 Steps For Marketing Agencies To Maximize Profits & Cash Flow 15



Diversify
Revenue for

More Predictable
Income

S T E P

03#
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If you’ve ever had a $100,000 month followed by a $20,000 month, 
you know exactly how stressful agency life can be when your 
income is inconsistent.

Most marketing agencies are built on project-based work: 
branding, websites, funnel builds, and ad campaigns. 

And while those can be lucrative, they’re also unpredictable. When 
one project ends, the search for the next begins.

That kind of income rollercoaster makes it nearly impossible to 
plan, hire, or scale with confidence.

The fix? Diversify your revenue so your agency isn’t reliant on 
“what’s closing this month.”

The Problem with One-Time Projects

Project-only agencies often:

Struggle to forecast revenue more than 30 days ahead.

Operate with tight cash flow even if they’re busy.

Diversify Revenue for
More Predictable Income

S T E P

03#

Feast or famine is not a business model.
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Burn out their teams with constant onboarding and offboarding.

Rely heavily on the owner to keep selling and networking 
nonstop.

It’s a cycle that traps you in constant hustle mode – because if you 
take your foot off the gas, the revenue stops.

3 Types of Revenue Every Agency Should Build

The most stable, profitable agencies don’t just work harder: they 
work smarter by stacking multiple revenue streams that feed into 
each other.

Here’s a proven mix that increases predictability without diluting 
your brand:

1. Recurring Revenue (Retainers)

The gold standard of agency stability.

Offer retainers for:

Paid ads management

SEO & content strategy

Social media management

Email marketing

Diversify Revenue for More Predictable Income
S T E P

03#
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Fractional CMO services

Monthly analytics and strategy sessions

Why it works:

Recurring income builds predictable cash flow.

You can forecast months ahead with confidence.

It’s easier to grow with existing clients than to keep chasing new 
ones.

Bonus Tip:

Anchor your retainers with clear outcomes and deliverables. Clients 
stay longer when they know what results to expect; and how you 
measure success.

2. High-Margin One-Time Projects

Projects aren’t bad, they just need to be priced and scoped 
profitably.

Examples:

Branding packages

Website redesigns

Diversify Revenue for More Predictable Income
S T E P

03#
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Funnel builds

Email automations

Paid ads setup packages

Use one-time projects to:

Fund growth (cash infusions)

Upsell into monthly retainers

Fill gaps in your calendar

Pro Tip: Always use projects as a pathway to recurring work, not the 
end goal.

3. Leveraged or Passive Income Streams

This includes offers that scale without direct fulfillment each time.
Options to explore:

Digital templates (sales pages, email sequences, ad 
frameworks)

Group consulting or strategy workshops

Mini-courses for DIY marketers or small businesses

Affiliate partnerships (tools you recommend)

White-label services (you sell, someone else fulfills)

Diversify Revenue for More Predictable Income
S T E P

03#
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Why it matters:

Even a few thousand dollars per month in passive income can buffer 
you during slow seasons and give you more freedom as an owner.

Don’t Put All Your Eggs in One Client Basket

Diversification isn’t just about service types. It’s also about client mix.

If one client makes up more than 20–25% of your total monthly 
revenue, you’re at risk. Losing that one client could wipe out your 
profits – or worse.

Your goal: build a revenue base where no single client or service line 
can take your business down if it disappears.

Pro Tip:  Build a Recurring Revenue Ladder

Create entry points at different price points that lead to ongoing 
work.

Example:

$1,500 Website Audit � $5,000 Funnel Build � $2,000/month Ads 
Management Retainer

Design every offer to move clients deeper into your ecosystem.

Diversify Revenue for More Predictable Income
S T E P

03#
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The Bottom Line

When you diversify your income, you take control of your agency’s 
financial destiny.

No more panic when a project wraps up. No more waiting on late 
invoices to make payroll. No more sleepless nights hoping a deal 
closes before the end of the month.

You deserve a business that pays you consistently – even during 
slow seasons.

Diversify Revenue for More Predictable Income
S T E P

03#
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Understand the
Real Cost of

Your Services

S T E P

04#
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A lot of agency owners assume if a service sells well, it must be 
profitable. But sales volume alone doesn’t guarantee margin.

Some of your most popular offers may be the biggest profit drains 
in your business: burning out your team, eating up time, and 
leaving little on the bottom line once you factor in delivery costs.

If you’re not calculating your cost to deliver, you’re not really 
pricing – you’re guessing.

This is one of the most overlooked areas in agency finance and 
one of the most powerful levers for increasing profit.

What Does It Really Cost You to Deliver a Service?

Let’s break it down.

For every service you offer, whether it’s ad management, branding, 
web design, or content strategy, you need to account for:

1. Team Labor (Time Cost)

How many hours go into delivering the service?

Understand the Real
Cost of Your Services

S T E P

04#

Just because you’re selling it doesn’t mean
you’re profiting from it.
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Who’s doing the work: your employees, freelancers, or both?

What are their hourly rates or salary equivalents?

If your team is salaried, divide their total compensation (including 
taxes and benefits) by estimated monthly hours to get a realistic 
hourly cost.

Example:

A designer on a $60k salary working ~160 hours/month costs you 
~$37/hour. If a brand package takes 30 of her hours, that’s $1,110 in 
direct labor costs.

2. Tools & Software

Which tools are required to fulfill the service?

Are any of them client-specific or usage-based?

Even shared software (like Canva Pro, SEMrush, or Google Ads) needs 
to be partially allocated to each service based on how much it’s 
used.

3. Overhead Allocation

Think admin time, project management, revisions, onboarding, 
meetings, file management, and communication.

These may not be billable – but they’re real costs.

Understand the Real Cost of Your Services
S T E P

04#
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A project that seems profitable on paper can quickly turn 
unprofitable if there’s heavy PM involvement, lots of client 
back-and-forth, or missed deadlines that require team reshuffling.

How to Analyze Service Line Profitability

For each major offer, calculate:

Average sale price

Average cost to deliver

Gross profit ($ and %)

Time to complete

Client satisfaction / ROI

This tells you:

Which services are true profit drivers (high margin, low 
complexity)

Which are break-even (often disguised as “flagship” offers)

Which are loss leaders (cost more to deliver than they generate)

Warning signs to watch for:

Your team dreads certain services.

Understand the Real Cost of Your Services
S T E P

04#
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Clients demand excessive revisions or support.

Delivery timelines keep slipping.

You’re discounting to stay competitive.

Three Smart Moves You Can Make Once You Know the Real 
Cost

1. Raise Prices Where Necessary

If a service has healthy demand but thin margins, it’s time to charge 
more or create premium versions that justify a higher price point.

2. Bundle Strategically

Combine low-margin services with high-margin ones to increase 
total deal value and improve delivery efficiency.

3. Kill (or Outsource) the Losers

If a service consistently drains resources and creates client tension, 
let it go or white-label it to a trusted partner and keep a cut.

Pro Tip: Use Time Tracking for 90 Days

Even if it’s just a few team members, running time-tracking software 
(like Toggl, Harvest, or Clockify) for 60–90 days can uncover 
shocking insights.

Understand the Real Cost of Your Services
S T E P

04#
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Why it matters:

Even a few thousand dollars per month in passive income can buffer 
you during slow seasons and give you more freedom as an owner.

Don’t Put All Your Eggs in One Client Basket

Diversification isn’t just about service types. It’s also about client mix.

If one client makes up more than 20–25% of your total monthly 
revenue, you’re at risk. Losing that one client could wipe out your 
profits – or worse.

Your goal: build a revenue base where no single client or service line 
can take your business down if it disappears.

You’ll quickly see where time is being spent, what’s over-serviced, 
and how your actual margins compare to what you thought was 
happening.

The Bottom Line

You can’t scale what isn’t profitable.

Before you invest more time, team, or tools into a service – make 
sure it’s moving your bottom line in the right direction.

Data-backed service decisions are how you stop working harder 
and start earning smarter.

Understand the Real Cost of Your Services
S T E P
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Track
Profitability

by Client and
Project

S T E P
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Some clients are a dream: organized, communicative, pay on 
time, respect your scope, and value your work. Others? Not so 
much.

They demand more than they pay for, constantly shift direction, 
drag out feedback, require double the meetings, and turn a 
profitable-looking project into a money pit.

If you’re not tracking profitability by client and by project, you’re 
likely losing money without realizing it.

It’s not enough to ask “Did we make money this month?” You need 
to ask, “Which clients and projects made us money?”

Why Client-Level Profitability Matters

Let’s say your agency brings in $60k this month across six clients. 
Great, right?

But then you realize:

One client generated $15k in revenue but soaked up 80 hours 
of senior team time.

Track Profitability by
Client and Project

S T E P
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Not every client is a good client.
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Another brought in $6k with minimal effort, high responsiveness, 
and quick turnaround.

A third client delayed feedback, pushing deadlines and creating 
team bottlenecks.

If you only look at top-line revenue, you miss the hidden margin 
killers.

Profit isn’t just about how much clients pay – it’s about how 
efficiently and predictably you can deliver results.

How to Track Project and Client Profitability

Here’s a basic process to follow:

1. Assign Time and Cost to Each Project

Track hours spent by each team member.

Assign hourly cost estimates (based on salary or contractor 
rate).

Include project management and communication time – even if 
it’s non-billable.

2. Calculate Delivery Costs

Add up internal labor costs, tool usage, contractor fees, and any 
outside expenses specific to the project.

Track Profitability by Client and Project
S T E P

05#
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3. Compare to Revenue

Subtract total delivery costs from what the client paid.

This gives you gross profit per project or retainer period.

4. Review Non-Financial Impact

Some clients cause stress, slow down other projects, or hurt team 
morale – even if the numbers look fine. Consider:

Scope creep tendencies

Approval delays

Frequency of “urgent” requests

Energy drain on the team

These qualitative factors matter just as much as hard dollars.

Create a Client Health Scorecard

Go beyond just profit and build a simple scorecard to evaluate each 
client every quarter:

Track Profitability by Client and Project
S T E P
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Category

Profit Margin

Communication & Workflow

Timelines of Payment

Strategic Value

Team Morale Impact

Score (1 - 5)

Clients with low scores? Flag for review.

Clients with high scores? Focus on upselling, retaining, and 
replicating that type of relationship.

The Power of Saying No

One of the most profitable things an agency owner can do is walk 
away from the wrong clients.

If a client:

Consistently burns out your team,

Drags margins down to the red,

Or takes up time that could be spent on better-fit clients,

then it may be time to raise rates, reset boundaries, or part ways.

Profit data gives you the clarity (and confidence) to make that call.

Track Profitability by Client and Project
S T E P
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Pro Tip: Track By Project, Not Just Retainer

Even inside a monthly retainer, track time and costs by project 
phase:

Onboarding

Strategy

Execution

Reporting

You may find that certain phases (like onboarding or design 
revisions) consistently blow through the budget, while others (like 
reporting or optimization) are smooth and efficient.

This insight lets you tighten your processes and quote more 
accurately in the future.

The Bottom Line

Client profitability isn’t a nice to have: it’s your compass for growth.

It tells you who to keep, who to upsell, and who to let go. It reveals 
where your agency’s energy is being invested – and whether that 
investment is paying off.

When you know who your best clients are, everything becomes 
easier: pricing, hiring, scaling, and delivering great work.

Track Profitability by Client and Project
S T E P

05#
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 Choose the
Right Talent

Structure
for Profit
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One of the fastest ways an agency can grow (or crash) comes 
down to how you structure your team.

Hire too fast and you bleed cash. Hire too late and you burn out 
your best people. 

Rely too much on contractors and you lose consistency. Rely too 
heavily on employees and your margins shrink.

The key is to design a talent structure that supports sustainable 
growth, not just short-term fulfillment.

Understand the Real Cost of Every Hire

Every person on your team – employee or contractor – comes 
with a cost beyond just their pay.

For W-2 employees, you’ll also be covering:

Payroll taxes

Benefits (health, dental, 401k if offered)

Equipment and software licenses

Choose the Right Talent
Structure for Profit

S T E P
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Choose the Right Talent Structure for Profit
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PTO and paid holidays

For contractors, you’re typically paying a higher hourly or project 
rate, but without the added overhead.

The challenge is balancing stability and flexibility without 
sacrificing quality or margin.

3 Core Roles You Need to Build Around

While every agency is different, most high-performing teams are 
built around three key roles:

1. Revenue Producers

These are your client-facing strategists, ad buyers, copywriters, 
designers – whoever directly contributes to delivering services and 
fulfilling your offers.

They must:

Be efficient

Deliver high-quality work

Be priced appropriately (so their output leaves room for margin)

2. Client Experience & Operations

This includes account managers, project coordinators, and client 
success specialists. 

Track Profitability by Client and Project
S T E P
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They reduce churn, keep timelines on track, and free you from being 
in every conversation.

These roles don’t directly produce revenue, but they protect it by 
keeping clients happy and projects moving.

3. Leadership & Strategy (That’s You)

You set the direction, hold the vision, and make high-level decisions. 
The more time you can spend on the business (not buried in client 
work), the faster you grow.

If you’re still doing 80% of the execution – ads, design, fulfillment – it’s 
time to delegate.

Contractors vs. Employees: Which One Is Right for You?

When to Use Contractors

You’re testing a new service line or niche.

You need specialized skills occasionally (e.g., videographer, UX 
designer).

You want flexibility without long-term financial commitment.

You’re scaling quickly and don’t have the systems in place for 
full-time hires yet.

Track Profitability by Client and Project
S T E P
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When to Hire Employees

You need consistency and long-term availability.

You’re growing a core offering and want more control over 
delivery quality.

You want to build a team culture and invest in leadership 
development.

Your monthly revenue can consistently support a new full-time 
role.

Rule of Thumb:

Start with contractors when you’re uncertain, and graduate to 
employees once the role becomes essential to core operations and 
profit delivery.

Avoid the Overhead Trap

It’s tempting to staff up fast when revenue starts growing. But 
over-hiring is one of the top reasons agencies run into cash flow 
problems.

Use these hiring benchmarks as a guideline:

Aim to keep payroll (including contractors) under 45-55% of 
monthly revenue.

Only hire when your pipeline and capacity justify the role.

Run financial projections to model how the hire affects cash flow 
at current and projected revenue levels.

Track Profitability by Client and Project
S T E P
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Pro Tip: Build a Bench of Freelancers

Even if you have a full-time team, keep a reliable roster of 
freelancers you can tap for:

Seasonal surges

Sudden client demands

Sick or vacation coverage

Specialized projects

This gives you flexibility without long-term risk.

The Bottom Line

Your people determine your profit.

The right talent structure gives you leverage, not liability. It allows 
you to deliver outstanding client results, avoid burnout, and protect 
your margins as you grow.

Be intentional about who you hire, when you hire, and how much 
each role contributes to profit – not just delivery.

Track Profitability by Client and Project
S T E P
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Set Up Owner
Reporting That
Drives Action

S T E P
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As the owner, you need to know what’s happening inside your 
business, not just once a year during tax season, and not just 
when a client churns or a payment bounces.

Waiting until there’s a problem to look at your numbers is like 
waiting until your car breaks down to check the gas gauge.

Real CEOs don’t guess. They lead with data.

But here’s the good news: you don’t need a CFO to stay on top of 
your agency’s financial health. 

You just need a simple reporting system that helps you make 
better, faster decisions.

The Problem With “Passive” Reporting

A lot of agency owners technically have reports – but they don’t 
actually use them.

Their bookkeeper sends a monthly P&L they barely glance at.

Their accountant handles tax prep but doesn’t offer strategic 
insight.

Set Up Owner Reporting
That Drives Action

S T E P

07#

You can’t lead your agency from the passenger seat.
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Their CRM or PM tool tracks a hundred metrics – but none are 
tied to profit.

The result? Decisions are based on gut feelings instead of facts. 
Missed opportunities. Stress. Stagnation.

You don’t need more data. You need the right data – presented in a 
way you’ll use.

What Should Be In Your Owner’s Dashboard?

Every agency owner should have a simplified monthly dashboard 
(yes, even if you’re the only person in the business right now).

It should take 10–15 minutes to review and answer one question:

Are we financially healthy – and on track to grow profitably?

Here’s what to include:

Cash on Hand

How much do you have available right now?

How many months of expenses can you cover if revenue 
stopped today?

Are you building a buffer – or burning through reserves?

Target: Keep at least 2–3 months of baseline expenses in cash.

Set Up Owner Reporting That Drives Action
S T E P

07#
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Monthly Revenue (by Service Line and Client)

Where is your income coming from?

Are you too dependent on one service or client?

What’s growing, and what’s flat?

Insight: This helps you spot growth opportunities and potential risks.

Gross Profit and Net Profit

Gross profit = Revenue – Direct Costs

Net profit = What’s left after all expenses

Target:

Gross Profit: 40–60%

Net Profit: 15–30% (after paying yourself)\

Client Churn and Acquisition

Who left this month? Why?

What revenue did they take with them?

How many new clients replaced them?

Use this to track the real revenue impact of churn – not just 
headcount.

Set Up Owner Reporting That Drives Action
S T E P

07#
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Forecasted Revenue (Next 30–90 Days)

What’s already closed and contracted for the coming months?

What’s still in the sales pipeline?

Is the business sustainable – or are you heading into a dry spell?

Accounts Receivable / Payable

Who owes you money?

Who do you owe?

Are there any red flags in cash flow timing?

Make Reporting Action-Oriented

Don’t just review numbers. Ask questions and make decisions:

Is this the right time to hire?

Can we afford to invest in ads or a rebrand?

Is a particular client or service dragging our margins down?

What financial goals need to be set for next month?

Tie every review to a concrete action – something you’re going to 
change, test, or optimize.

Set Up Owner Reporting That Drives Action
S T E P

07#
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Pro Tip: Keep It Visual

Use simple graphs, bar charts, or color-coded cells in your 
dashboard.

Visuals are easier to skim and interpret.

You’ll actually want to look at them each month.

They help identify patterns faster than a wall of numbers.

Google Sheets or Notion is more than enough for most agencies. You 
don’t need fancy software: you need consistency and clarity.

Bonus: Have a Monthly CEO Meeting With Yourself

Block off 30 minutes on your calendar at the end of each month to:

Review your owner's dashboard

Reflect on what went well (and what didn’t)

Set one to three financial priorities for the upcoming month

You’ll be shocked at how much clarity and control you gain by just 
committing to this one habit.

Set Up Owner Reporting That Drives Action
S T E P

07#
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The Bottom Line

Financial visibility isn’t about spreadsheets – it’s about leadership.

When you have real-time insight into your agency’s cash flow, 
profitability, and performance, you stop reacting and start 
strategically guiding the business forward.

You become the kind of owner who builds not just a great
agency – but a great business.

Set Up Owner Reporting That Drives Action
S T E P

07#
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5 Financial
Red Flags You
Can’t Ignore

Bonus Section:�
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Your numbers are always talking. Sometimes they’re trying to 
warn you.

Financial issues rarely happen overnight. In most cases, your 
agency gives you signals long before things go sideways, but only 
if you’re paying attention.

Ignore the signs, and you could find yourself scrambling to make 
payroll, stuck in debt, or dealing with major client churn you didn’t 
see coming.

The earlier you catch these red flags, the easier (and cheaper) 
they are to fix.

Here are five of the most common warning signs we see inside 
agencies, and what to do about them.

Revenue is Growing, But Profits Aren’t

You’re selling more, onboarding more clients, and revenue is up. 
But somehow, your bank balance stays the same, or worse, goes 
down.

What it usually means:

Your cost to deliver has quietly increased.

Bonus Section: 5 Financial
Red Flags You Can’t Ignore
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You’re underpricing your services.

You’re hiring or spending faster than revenue can support.

What to do:

Recalculate service line margins (Step 4).

Review your budget for creeping overhead (Step 2).

Revisit pricing models to ensure you're not scaling unprofitably.

Bottom line: Growth without profit is just stress.

More Clients = More Work… But Not More Cash

If your team is overloaded, deadlines are tight, and you're constantly 
"busy", but cash still feels tight, then you’re likely running too many 
low-margin clients or projects.

What it usually means:

You’ve taken on too many low-paying or high-maintenance 
clients.

Your project scopes are off.

Your delivery process isn’t streamlined.

Bonus Section: 5 Financial Red Flags You Can’t Ignore
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What to do:

Audit project and client profitability (Step 5).

Tighten your scopes and set stronger boundaries with clients.

Offload or raise prices on unprofitable packages.

Bottom line: More work should equal more profit – not more 
problems.

Your Best Team Members Are Burning Out

High turnover. Complaints about workload. Missed deadlines. These 
aren’t just HR issues: they’re financial warning signs.

What it usually means:

Your capacity is out of alignment with your commitments.

You’re trying to scale without proper systems or team structure.

You're undercharging, leading to over-delivery and staff fatigue.

What to do:

Review your delivery processes and project timelines.

Check your profit per client against the team hours required.

Bonus Section: 5 Financial Red Flags You Can’t Ignore
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Fix your pricing to support a healthy team structure (Step 6).

Bottom line: Burnout is expensive – and preventable.

Expenses Keep Creeping Up Without a Clear ROI

That $19/month tool here. A $297 course there. A new hire “just in 
case.” 

Before you know it, your expenses balloon – and no one can point to 
what’s moving the needle.

What it usually means:

You’re not reviewing your budget monthly.

You're making reactive purchases without a strategic plan.

You’re paying for tools, freelancers, or subscriptions that aren’t 
being used effectively.

What to do:

Compare actual spending vs. budget (Step 2).

Cancel or consolidate underused tools.

Evaluate ROI of recent hires and new expenses.

Bottom line: Not all expenses are investments. Audit ruthlessly.

Bonus Section: 5 Financial Red Flags You Can’t Ignore
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5 You Only Look at Financials at Tax Time

If the only time you review your books is when your accountant 
emails you in March, you’re driving blind for 11 months of the year.

What it usually means:

You’re missing out on proactive planning and strategy.

You don’t know your cash runway or profit margins.

Financial decisions are made based on gut – not facts.

What to do:

Set up an Owner’s Dashboard (Step 7).

Schedule a monthly financial review (even just 30 minutes).

Start treating your numbers like you treat your client KPIs.

Bottom line: You can’t build a stable business if you only check the 
numbers once a year.

The Bottom Line

Small issues become big problems when they’re ignored. But the flip 
side is also true:

Big financial wins start with small, consistent habits.

Bonus Section: 5 Financial Red Flags You Can’t Ignore

7 Steps For Marketing Agencies To Maximize Profits & Cash Flow 53



When you review your numbers regularly, ask better questions, and 
act early – you give your agency the advantage of time, clarity, and 
control.

Bonus Section: 5 Financial Red Flags You Can’t Ignore
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You built your agency to help clients grow, and you’re great at it.

But if you’ve ever felt like your own growth doesn’t match the effort 
you’re putting in, or your profits don’t reflect the quality of work you’re 
delivering, you’re not alone.

The reality is this:

Most agency owners are flying blind when it comes to their numbers.

They’re hustling day to day, chasing the next deal, managing client 
work; but without a clear financial system that shows what’s going 
on under the hood.

That’s where we come in.

At Baker’s Pi, we specialize in helping marketing agency owners, like 
you, go from guessing to leading: using real data to build a business 
that’s profitable, stable, and scalable.

We know your world. The client demands. The inconsistent revenue. 
The pricing dilemmas. The fear of hiring.

And we’ve helped dozens of agency owners move from “barely 
keeping up” to “finally feeling in control.”

Here’s How We Can Help

We’re offering a free 30-minute Profit & Cash Flow Analysis session 
designed specifically for marketing agency owners.

In Summary:

We Speak Marketing and Numbers Fluently
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Schedule your free

Profit & Cash Flow Analysis session today

During this session, we’ll:

Review your current business structure and service mix

Look at how your revenue and costs align across clients and 
projects

Identify the biggest gaps affecting your cash flow or profit

Uncover hidden opportunities you can implement right away

You’ll walk away with clarity around your numbers and a practical 
game plan for what to do next.

There’s no pressure. No sales pitch. Just real insight from someone 
who understands your business model and how to make the 
numbers work for you, not against you.

This Call Is Perfect For You If:

You’ve grown, but profits aren’t keeping up

You feel like you’re guessing with pricing, hiring, or budgeting

You’re tired of cash flow stress – even during busy seasons

You want to grow your agency without sacrificing your sanity

Ready to Build a More Profitable, Predictable Agency?

This could be the 30-minute conversation that changes everything.
You’ve already built something amazing. Now let’s make sure it’s 
built to last and built to grow.

We’ll show you how.
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