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How to Use This Workbook

This workbook meets you wherever you are—shoebox, spreadsheet, or starting from scratch.
e Days 1-3: Everyone completes these (universal foundation)

e Days 4-7: Choose your track based on your current system

% TRACK A: Shoebox - Organized Spreadsheet
% TRACK B: Spreadsheet - QuickBooks Online
% TRACK C: Already on QBO - CEO Mastery



DAY 1: THE MINDSET SHIFT (Hustler vs. CEO)

Key Insight

A Hustler trades time for dollars and flies blind financially. A CEO builds systems and makes decisions based on data. This
shift isn't about being perfect—it's about deciding you DESERVE to know your numbers.

PART 1: THE FULL HAT INVENTORY

Before you answer anything, do this:
A Hustler wears every hat. Let's see what yours actually look like.
List every single task—across your entire business—that YOU currently handle:

Include:
e Sales & business development
e Marketing & social media
e Operations & delivery
e Customer service
e Admin & invoicing
e Financial management & bookkeeping
e HR/Hiring (if applicable)
e Anything else you do

Write them all down:
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(This list gets long fast, doesn't it?)



PART 2: ISOLATE THE FINANCIAL CHAOS
Now look back at that list.
Circle or highlight every task that's related to finances.

How many did you circle?

Here's the reality: You're already overwhelmed wearing all these hats. But one of those hats—the financial management
hat—is costing you significant time AND money.

Of all the tasks you listed above, how many hours THIS WEEK did you spend just on the financial ones?
(Invoicing, categorizing expenses, reconciling, chasing receipts, reviewing numbers, tax prep, etc.)

Your answer: hours this week

IMPORTANT: Before you continue, same note as before:

Most business owners underestimate because it's scattered throughout the week. But a CEO who actually knows their
numbers invests 2-3 hours per week minimum in financial review and maintenance.

If you said less than 2.5 hours, use 2.5 for the calculation below. This is the realistic benchmark.

PART 3: THE STACKED COST

This is where it gets interesting.

You're doing ALL the hats (list is long, right?).

But let's zoom in on just the financial one.

Time spent on financial management: 2.5 hours per week
Your hourly rate: $

Weekly cost: 2.5 x $ =S

Annual cost: $ x52=5 PER YEAR

Now here's the reflection:
You listed 10+ things you're doing. The financial piece alone is costing you $ per year in your time.
And that's just the hours. That doesn't include:

e Mistakes that cost you deductions

e Cash flow surprises that blindside you

e Missed tax optimization opportunities

e Time anxiety (wondering if you're doing it right)



PART 4: THE SELF-ASSESSMENT

Now answer these questions:
Question 1: When you wear all these hats, which one do you actually ENJOY wearing?

(Be honest. Most people enjoy sales or delivery. Almost no one enjoys financial management—except if you're someone
like me. I live for this. It makes me smile when I'm elbow deep in a perfectly organized Chart of Accounts.)

I learned this the hard way. For years, | tried to DIY my marketing and web design. | built my first website myself. After a
few years, | realized it needed improvement. So | took it down "temporarily" to fix it. That site stayed under maintenance
for way too long—because | had neither the time nor the expertise.

I kept telling myself I'd learn it, get better at it, make it work. Meanwhile, my business was operating with a broken
website for years.

Finally, I relinquished that hat. Hired a professional who actually listens to my needs and updates everything for me. The
relief was immediate. The business impact was real.

That's when | realized: The cost of keeping a hat you hate is higher than the cost of hiring a CEO-level professional who's
obsessed with it.

So back to the question: Which hat do you actually love? (And which ones are you keeping out of stubbornness?)

Question 2: When making a purchase decision, do you check your bank balance or your profit forecast?
e Bank balance (Hustler) / Profit forecast (CEQ)

Question 3: Can you answer right now: Did your business make money last month?
e Yes, | know exactly
e [thinkso
e |havenoidea

Question 4: Tax season feels like:
e Extreme panic
e Some stress
e No stress - ready to go

PART 5: THE REAL REFLECTION

Look at the full task list again.

Ask yourself:

e How many of these 10+ hats am | actually GOOD at?

e How many am | just doing because no one else is?

e Ifl could delegate one thing to free up 2.5 hours per week, what would it be?

e What could I DO in those 2.5 hours that would actually make me money?
(For most people, the answer is: "The financial piece. If | had 2.5 hours back per week, 1'd do X." And X is usually revenue-
generating.)



ACTION STEPS FOR TODAY

Step 1: Acknowledge the weight

You just made visible something that's usually invisible. You're not just running a business. You're running 10+
simultaneous jobs.

Step 2: Write this down (and mean it):

"I deserve to know my numbers. | deserve to make decisions based on facts, not fear. And | deserve to focus on what
actually grows my business. Over the next 7 days, I'm going to audit my system and understand what's actually
happening in my business—so | can figure out what to do about it."

Step 3: Tomorrow, find 30 minutes for Day 2



DAY 2: AUDIT YOUR CURRENT SYSTEM (Where Are You NOW?)
Key Insight

There is no wrong starting point. Whether you're in a shoebox, spreadsheet, or nothing, the solution is the same: build
visibility. Today, you're going to audit your actual system—not what you think you're doing, but what you're actually
doing.

PART 1: THE SYSTEM REALITY CHECK

Answer these honestly:

Question 1: Where do you currently keep your financial records?
e Physical receipts in a box, bag, envelope, or shoebox
e Spreadsheet (Excel or Google Sheets)
e QuickBooks Online or similar accounting software
e Multiple places (some receipts, some spreadsheet, some in my head)
e Honestly? Not organized anywhere specific

Question 2: How do you currently track income and expenses?
e Bank statement review (checking what came in/went out)
e Manual entry into a spreadsheet
¢ Automatic feeds connected to accounting software
e A combination of these
e Inconsistently—depends on my mood/availability

Question 3: When you need to find a receipt or verify a transaction from 3 months ago, how long does it take?
e Less than 5 minutes (I know exactly where it is)
e 5-15 minutes (I have to dig, but | find it)
e 15-30 minutes (a lot of searching)
e More than 30 minutes (frustration is involved)
e | probably won't find it / | don't try

Question 4: How often do you review your financial data?
e Daily or weekly (I'm consistently checking)
e Monthly (usually around month-end or tax time)
e Quarterly (when | think about it or need to)
e Annually (mainly for taxes)
e Sporadically (whenever panic hits)

Question 5: Can you pull a clean Profit & Loss statement for last month right now?
e Yes, immediately
¢ Yes, but it would take me 30+ minutes to organize
e Probably, but I'm not confident in the accuracy
e | could try, but it might be messy
e No, | don't have one organized



Question 6: When you reconcile your bank account to your records, do they match?
e Always (I reconcile regularly)
e Usually, but there are small discrepancies | can't explain
e Sometimes—there are usually gaps
e |don'tregularly reconcile
e |ldon't know what reconciling means

PART 2: THE DISCOVERY

Now look back at your answers.

This is your actual system. Not the system you want to have. Not the system you intend to implement. This is what's
actually happening right now.

Quick assessment:

If most of your answers were in the first category (organized, consistent, trackable):

-> You're likely in TRACK C

If most of your answers were in the middle categories (some organization, inconsistent tracking, manual work):

-> You're likely in TRACK B

If most of your answers were in the later categories (scattered, reactive, hard to find things):

-> You're likely in TRACK A

PART 3: THE REAL REFLECTION

Here's the uncomfortable truth about where you are:

If you're in TRACK A or B: Remember the 2.5 hours per week we calculated in Day 1? You're probably spending MORE
than that because your system is manual and scattered. Every time you search for a receipt, reconcile numbers that
don't match, or manually enter data, that's time being stolen from revenue-generating work.

If you're in TRACK C: You have the infrastructure, but are you actually USING it like a CEQ? Or are you maintaining the
system but not reading the reports? (Most people are in this boat—they have the tool but skip the insights.)

Here's a harder question: Look back at Day 1. Remember the hat you said you actually enjoy wearing?
Is your current system designed to let you focus on that hat, or is it designed to keep you drowning in financial chaos?
If the answer is "drowning in chaos," that's not a personal failure. That's a system failure.

PART 4: THE GROWTH REALITY (This Changes Everything)

Let me ask you something most business owners don't think about until it's too late:

Are you trying to grow your business?

Not eventually. Right now. In the next 12 months, do you want more clients, higher revenue, more employees, more
complexity?

If you're reading this workbook, the answer is almost certainly yes.

Here's what most CEOs don't anticipate:

Your financial system today is designed for your business TODAY.

But growth doesn't just mean more money. It means:
e More income streams (maybe 3 revenue sources instead of 1)
e More expenses (more tools, contractors, facilities, inventory)

e More transactions to track (2-3x more per month)



e More complexity (different pricing models, different client types, different tax implications)

e More time pressure (you have LESS time to spend on admin as you're building)

Let's do the math:

You currently spend 2.5 hours per week on finances.

When you grow 50%, that time doubles to 5 hours per week unless you have a proper system in place.
When you grow 100%, that time could be 10+ hours per week of pure admin chaos.

Or... you set up a system NOW that scales WITH your growth.

Here's the hard truth:

Trying to DIY a system that works for a small business AND handle growth at the same time is like trying to build a house
while you're living in it and the foundation is crumbling.

Most CEOs make one of three choices:

1. Ignore it - Growth happens but their books become a disaster. They scramble at tax time. They lose thousands in
missed deductions and wrong pricing decisions. They're stressed constantly.

2. Tryto manage it alone - They end up working 60+ hour weeks, with half of that spent on financial chaos. The joy
of being in business evaporates.

3. Build the system NOW - It might feel like overkill for where they are today. But when growth hits (and it will),
everything scales smoothly. They keep their time. They keep their joy.

Think back to that hat you said you love wearing in Day 1.

Is that the hat you're going to have time for when your business grows? Or will growth force you to wear 20 hats instead
of 10?

A CEO-level financial system isn't just about tracking money. It's about protecting your time and your joy as your
business scales.

This is why the system you choose RIGHT NOW matters so much.
If you're in TRACK A (shoebox), you can survive for a while. But when you grow, it falls apart.

If you're in TRACK B (spreadsheet), it works until the complexity exceeds what manual tracking can handle—usually
around year 2-3 of real growth.

If you're in TRACK C (QBO), you have the infrastructure to scale. You just need to learn to USE it strategically.

Your audit above showed you where you are.
But this question is about where you're going:

Are you setting up your system to support the business you want to build? Or are you setting it up just for where you are
today?



PART 5: CHOOSE YOUR TRACK
Based on your audit above:
| am currently in TRACK: (A, B, or C)

And I'm choosing this track because:

(For example: "I'm in TRACK A but moving to TRACK B because | know I'm scaling" or "I'm in TRACK C and need to learn to
use it properly to handle my growth")

A note on this choice:

You're not picking a label to feel bad about. You're identifying a starting point AND acknowledging where you're headed.
Remember my website story from Day 1? | didn't start with a professional website. | started DIY, realized it wasn't
working, and invested in someone who knew what they were doing.

Your financial system might be in the same place right now.

And that's okay. Everyone starts somewhere.

The question isn't: "How did | end up here?"

The question is: "What system do | need to build TODAY so that growth doesn't destroy me tomorrow?"

ACTION STEPS FOR TODAY
Step 1: Accept where you actually are
Not where you wish you were. Not where you think you should be. Where you actually are RIGHT NOW.

Step 2: Visualize where you're going
What does your business look like 12 months from now if growth goes well? More revenue? More clients? More
complexity? More time required if you DIY it?

Step 3: Write down one thing you discovered in this audit
(For example: "l didn't realize how much time | spend searching for receipts" or "My spreadsheet actually works pretty
well, but I'm not consistent" or "I have QBO but | don't actually look at the reports")

Step 4: Tomorrow, find 30 minutes for Day 3
Your track assignment determines what Days 4-7 will look like, so you can skip the stuff that doesn't apply to you and
focus on what actually matters.

You're already more aware than 80% of business owners.

Most CEOs never do this audit. They just keep flying blind.

And even fewer think about their system's ability to scale.

You're choosing to see your system clearly—and to build with growth in mind.
That's CEO-level thinking.



DAY 3: THE NON-NEGOTIABLE FIRST STEP

Key Insight

Regardless of your track, ONE thing is absolutely required: separate personal from business money. This is not optional.
Commingling destroys your ability to see profit AND it's a legal liability that could cost you everything.

PART 1: THE COMMINGLING AUDIT

Before you answer any questions, let's make this real.
Pull up your business bank statement for the last 30 days.

Go through it line by line.

Now, for every transaction that's personal (groceries, personal car payment, rent for your house, family expenses, etc.),
write it down:

1.
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Now add them up: Total personal expenses run through business account in last 30 days: $
Multiply by 12: Annual commingling leak: $

Sit with that number for a second.

That's real money that should have never gone through your business account in the first place.

Now do the reverse:

Pull up your personal bank statement for the last 30 days.

How many business expenses did you pay with personal money?

Examples: Office supplies from your personal card, lunch meeting you paid personally, business software you bought

with personal funds, travel for business, contractor payments, etc.
Write them down:

1.
2.
3.
4

5.
Total business expenses paid from personal account: $



So here's what your commingling looks like right now:

e Personal money flowing INTO business: $

e Business money flowing OUT TO personal: $

e Total annual commingling: $ (add both numbers)
This is the leak in your boat.

PART 2: WHY THIS MATTERS (Beyond What You Think)

You might be thinking: "It's just money. It evens out."

It doesn't. Not even close.

Here's what commingling actually does to you:

1. It destroys your profit visibility (And costs you in taxes)

From Chapter 4 of the book, remember the "Food Lion" problem? Your accounting software sees a $150 charge at a
grocery store. It auto-categorizes it as "Meals" or "Supplies."

Your business P&L now shows $150 in expenses that never should have been there.
Result: Your profit looks worse than it actually is. You make pricing decisions based on false data. You feel broke when
you're actually fine.

But here's the one that REALLY costs you:

What if that $150 was actually a personal expense, but it got coded as business revenue instead? (This happens when a
personal check deposit gets mixed in, or a transfer from your personal account looks like a customer payment.)

Now your revenue is artificially inflated by $150.
Your profit is now $150 higher than it actually is.
You might think: "Isn't that a good thing?"

No. It's a tax disaster.

Remember: The IRS taxes you on your NET PROFIT, not your revenue.
If your books show $50,000 in net profit, the IRS thinks you made $50,000 in taxable income. You owe taxes on that.

But what if $5,000 of that "profit" was actually just personal money you moved through your business account?
You just paid taxes on $5,000 in income that wasn't even yours.
At a 25% effective tax rate (federal + state), that's $1,250 in taxes you shouldn't have owed.

And you don't discover this until next year when you're looking at your tax bill in shock.



Here's a real example:
Sarah runs a consulting business. She gets a $10,000 client payment into her business account. Great.

But she also transfers $3,000 from her personal savings into the business account for operating expenses. Her
accounting software sees two deposits totaling $13,000 and codes them both as revenue.

Her P&L shows $13,000 in revenue, but only $10,000 is actually from clients.
At the end of the year, she owes taxes on $3,000 in fake revenue.
She calls me in January confused: "Why is my tax bill so high? My business only made $10k from clients!"
Because her books showed $13k.
That $3,000 mistake cost her $750+ in unexpected taxes on money that was never income in the first place.
This is why commingling isn't just sloppy. It's expensive.
2. It creates IRS audit exposure
When the IRS audits a business with commingled accounts, they see:
e Personal expenses mixed with business expenses
e Unclear business purpose for transactions
e No clear separation between owner and company

Their assumption: "This owner is either trying to hide income or inflate deductions."

Even if you're not trying to hide anything, commingling LOOKS suspicious. And it puts the burden of proof entirely on
you.

3. It pierces the corporate veil (from Chapter 4)
You formed an LLC or Corporation to protect your personal assets from business lawsuits.

But if a plaintiff's attorney looks at your bank statements and sees you using the business account as a personal piggy
bank, a judge can rule that your company is just your "alter ego"—not a separate entity.

That means your corporate protection evaporates. Your personal home, your personal savings, your family's assets are
now exposed to business liabilities.

That's not theoretical. That's how businesses lose everything.

4. It makes growth impossible

Remember from Day 2? You're planning to grow. When you scale:
e Your accountant will need clean data to understand your true margins
e Your lenders will want to see clear P&Ls (not commingled messes)



e Your tax preparer will spend hours untangling personal vs. business
e You'll lose thousands in overpaid taxes because the structure is unclear
A CEO who sets up clean separation TODAY avoids all of this.

PART 3: THE HARD CONVERSATION

Here's what | want to be honest about:

Most business owners tell me, "Oh, I'll fix the commingling as soon as | have time."

They don't fix it. And the longer they wait, the messier it gets.

From Chapter 3 of the book, | talk about the DIY trap. And commingling is where that trap gets most expensive.
Because here's what happens:

Now: You commingled $X this month. No big deal.

Month 3: Now you have 3 months of commingled data. Still manageable.

Month 6: Now you have 6 months tangled together. Your accountant spends 10 hours in January untangling it. That's
$1,500-2,000 in cleanup fees.

Year 2: Your business has grown. You have TWO YEARS of commingled data. Cleanup costs $5,000-10,000. Plus you're
facing potential audit liability for the previous year.

| learned this the hard way with my website.
| told myself, "I'll clean it up later."

Later never came. The broken website sat under "maintenance" for YEARS while my business operated without proper
web presence.

When I finally hired a professional to fix it, the cost of fixing it was way higher than the cost of doing it right from the
start.

Commingling is the same.
Do it right today: takes 1-2 hours to set up clean.

Fix it later: takes 10-20 hours of professional time and costs thousands.

PART 4: THE COMMINGLING REALITY CHECK

Now answer these honestly:

Question 1: Do you have a business account COMPLETELY separate from your personal account?
e Yes, it's 100% separate
e Mostly separate, but we share sometimes
e No, | don't have a dedicated business account

Question 2: In the last 30 days, did you use personal money for business expenses?
e  Multiple times
e Once or twice
e Never



Question 3: Did you use business money for personal expenses?
e Multiple times
e Once or twice
e Never

Question 4: Are any of your personal bank accounts or personal credit cards connected to your accounting system (as
automated feeds)?

e Yes (this is a major problem)

e Maybe—I'm not sure

e No (good)

PART 5: THE PAYDAY PROTOCOL (This Is a CEO Decision)
This is where most people fail.

They set up a business account. They feel virtuous. Then... they start moving money around whenever they need it. $200
for groceries, $500 for a bill, $1,000 because it's Friday.

A CEO doesn't do this. A CEO treats their own paycheck the same way they'd treat an employee's paycheck: on
scheduled dates, for a predictable amount.

This isn't about being rigid. It's about being intentional.

Here's why this matters as you grow:

If you're pulling random amounts at random times, you destroy your ability to forecast cash. You can't predict what
you'll have available for payroll, equipment, or opportunities.

If you take consistent draws on specific dates, you KNOW exactly when cash leaves. You can plan around it.

Your Payday Protocol:

How often will you pay yourself?
e Semi-weekly (every other week, like an employee)
e Bi-monthly (twice a month, on specific dates)
e Monthly (once a month)

| pay myself on: and
(If just once monthly, write one date)

How much will you take?
Amount per draw: $

A note on this number:

Don't just guess. Think about what you actually NEED to survive plus a little buffer. That becomes your draw.



Any profit beyond that stays in the business to:
e Build cash reserves
e Investin growth
e Cover tax liability
e Protect against emergencies

Write it on your calendar RIGHT NOW. As soon as you finish this, add those dates to your phone/calendar as recurring
reminders.

These are as non-negotiable as meeting a client.

PART 6: IMMEDIATE ACTION ITEMS

If you answered "No" or "Sort of" to Question 1:
You need a business account. Today. Not tomorrow. Today.

Go to your bank and open one. Or if you want a business-specific bank:
e Chase Business
e Bank of America Business
e Square (for side businesses)
e Stripe (for e-commerce)

Pick one that has:
e Low/no monthly fees
e Online banking and mobile app
e Easy ACH transfers
e Good customer service
Bank name:

Date opened:

If you answered "Yes" to Question 4 (personal accounts connected to accounting):

Disconnect them TODAY.

This is critical. Your personal checking and credit cards should NEVER be automated feeds in your accounting system.
Log into your accounting system and delete those connections.

Accounts disconnected:
Date completed:

If you found commingling (answered "Multiple times" to Questions 2 or 3):

This needs to be repaired before you move forward.

The "Oops" Protocol (from Chapter 4):



If you accidentally used the business card for personal, or personal money

for business:
1. Document it - Write down the date, amount, what it was for
2. Reimburse immediately - Write a check or transfer from personal to business (or vice versa) to make it whole
3. Memo it clearly - Note in your accounting system: "Personal reimbursement - [date, reason]"

This takes the transaction out of your P&L and puts it where it belongs (as a personal distribution).



ACTION STEPS FOR TODAY

Step 1: Open your business account (if you don't have one)
e Name of bank:
e Date opened:

Step 2: Verify it's ONLY for business
e Check: No personal charges? [
e Check: No personal paychecks deposited? []

Step 3: Disconnect personal accounts from your accounting system
e Personal checking disconnected? []

e Personal credit cards disconnected? [

Step 4: Set your formal paydays
e Payday1: Amount: $
e Payday 2: Amount: $
e (Add to calendar as recurring reminders)

Step 5: Repair any commingling
e Personal expenses in business account: Reclassified as Owner Draw? []
e Business expenses in personal account: Reimbursed to business? []

Step 6: Make the commitment

Werite this down and mean it:

"Starting today, my business account is ONLY for business. My personal account is ONLY for
personal. | pay myself on [dates] and | protect my company's financial integrity. This is non-
negotiable."

Tonight, you've done what 80% of business owners never do.

You've looked at your actual commingling, understood the legal and financial consequences, and set up a clean
separation.

This one step—done right today—protects you from thousands in future audit risk, accounting cleanup fees, and legal
liability.

As you grow, you'll be grateful you did this now.

Tomorrow: Day 4 (Your Track-Specific Work Begins)



TRACK A: SHOEBOX -> ORGANIZED SPREADSHEET (Days 4-7)

DAY 4: BUILD YOUR CATEGORY LIST & THE RULE OF MATERIALITY
Key Insight

Your Chart of Accounts shouldn't read like a diary. Keep categories streamlined so you can make fast, strategic decisions
without getting buried in 300 line items.

PART 1: THE CURRENT STATE AUDIT

Before you build a new system, let's see what you're currently doing.
This is important: Look at ALL your accounts.
Go back through the last 3 months of:
¢  Your business bank account
¢ Your business credit cards
e Your personal bank account (for business expenses you've paid personally)
e Your personal credit cards (for business expenses)
e Any other accounts where business money moves

Write down every single different expense category you see:
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How many categories did you write?

Total:

Now ask yourself:
e Can you remember all of these off the top of your head?
e Could you quickly tell someone where a random expense belongs?
e  When you sit down to do taxes, do you know exactly which bucket each of these fits into?

e Or do some categories feel so specific that they only happen once every few months?

Here's what most business owners discover:
They have 20-50 different expense categories.

"Office Supplies" is separate from "Supplies."
"Meals" is separate from "Client Meals" which is separate from "Team Lunch."
"Software" is separate from "Apps" which is separate from "Subscriptions."

It feels organized. But it's actually chaos.

PART 2: THE RULE OF MATERIALITY (Why Less Is More)

There's an accounting principle called the Rule of Materiality.
It says: If something doesn't materially impact your decision-making, don't track it separately.

In practical terms: If a category doesn't represent at least 1-2% of your total annual spending, it shouldn't get its own line.

Here's why this matters:
When you have too many categories, you spend energy categorizing things instead of thinking about your business.
You see 50 line items on your P&L and your brain shuts down. You can't see patterns. You can't make decisions.

A CEO sees 10-12 categories and instantly understands: "Where is my money going? Is my pricing working? What's
changing month-to-month?"

Here's the other problem with too many categories:
As your business grows (remember Day 2?), those 50 categories become 100. Then 150.

Manual tracking of 150 categories is a nightmare. You're spending 10+ hours per month just CATEGORIZING instead of
analyzing.

A spreadsheet starts to feel less like "organized" and more like "I'm drowning."

But here's something most people don't think about:

What happens when you hire someone to wear this hat?



Right now, YOU know where everything goes. You've been doing it for years. Your brain has the logic built in.
But the moment you delegate this to someone else—a bookkeeper, an assistant, a contractor—they won't have your logic.
With 50 categories, they'll spend half their time ASKING you questions:

"Is this office expense or supplies?"
"Should this go under Marketing or Advertising?"
"Is this a meal or entertainment?"

You'll have a different answer than they do, and suddenly your categories aren't consistent month-to-month.
With 10-12 simple categories, someone new can jump in and 95% of decisions are obvious.

No questions. No confusion. They just work.

This is exactly why the IRS does the same thing:
When you file your taxes, the IRS doesn't ask for 100 line items. They lump everything into broad buckets:
e Cost of Goods Sold
e Salaries & Wages
e Supplies
e Rent
o Utilities
e Professional Services
e Advertising
e Insurance
e Depreciation
e Other
Sound familiar? That's basically your 10-12 categories.
The IRS figured out a long time ago: Broad categories work better than granular ones.

If the IRS groups things broadly, maybe that's a hint that you should too.

PART 3: BUILDING YOUR 10-12 CATEGORY SYSTEM

Your expenses fall into two buckets:

ABOVE THE LINE (Direct Costs - COGS):
These are expenses directly tied to delivering your service/product.

BELOW THE LINE (Overhead - Operating Expenses):
These are expenses you pay no matter what.

ABOVE THE LINE - Direct Costs (COGS)
What do you spend money on to actually DELIVER your service or product?

Examples:



e Ifyou're a contractor: labor, materials, subcontractors
e Ifyou're a service business: contractor fees, materials for jobs
e If you're a product business: inventory, manufacturing
e Ifyou're consulting: subcontractor fees for delivery
Your Direct Cost Categories:

1. (e.g., Labor, Materials,
Contractor Fees)

2. (e.g., Equipment, Supplies for
delivery)

BELOW THE LINE - Operating Expenses (Overhead)
What do you pay every month just to keep the business running, regardless of whether you have clients?
Core Overhead Categories (pick the 8-10 that apply to you):
e Software & Subscriptions
e Advertising & Marketing
e Professional Services (Legal, Accounting, Consulting)
e Office Supplies & Equipment
e Meals & Client Meetings
e Vehicle / Travel Expenses
e Rent & Facility Expenses
e Business Insurance
e Utilities & Internet
e Bank Fees & Dues/Memberships

Now look at your original list from Part 1.
Go through each category and ask:
1. Is this a direct cost of delivering my service? (Above the Line)
2. Or is this something I pay to keep the doors open? (Below the Line)
3. Does this category represent at least 1-2% of my annual spending?
o IfYES — Keep it as its own category

o IfNO — Merge it into a broader category

Example consolidation:

BEFORE (scattered):
e Office Supplies: $800/year
e Pens & Paper: $200/year



e Printer Cartridges: $150/year

e Folders & Filing: $100/year

e Desk Accessories: $75/year
AFTER (consolidated):

e Office Supplies: $1,325/year

Why? None of those individual items represented 1-2% of spending. They were just noise.

Your Final 10-12 Category List:
ABOVE THE LINE (COGS):

1.

2.

BELOW THE LINE (Overhead):

.
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The "Dumpster Fire" Rule
One more thing: ELIMINATE "Miscellaneous," "Other," or "Ask My Accountant" categories entirely.
From Chapter 2 of the book, every dollar needs a specific home.

If something doesn't fit into your 10-12 categories, then your categories need adjustment—not a catch-all bucket.

PART 4: THE REFLECTION

Look at your new streamlined list.

Ask yourself:
e Can I quickly tell someone where a receipt belongs?
e Do these 10-12 categories tell me the whole story of my business?
e  When I review this monthly, will I see patterns?

e s this system simple enough that I could explain it to someone else?



If the answer to all of these is YES, you're ready for Day 5.

If not, adjust your categories now until they feel right.

ACTION STEPS FOR TODAY

Step 1: Write down your final 10-12 categories (above)

Step 2: Test your categories

Go back through last month's transactions. Can you categorize every single one without confusion?
e Transactions that fit clearly:
e Transactions that were confusing:

Step 3: Adjust if needed

If you had more than 3 confusing transactions, revisit your category list. The categories should be obvious, not require
thinking.

Tonight, you've built a system that scales.

Most DIYers never do this. They just keep adding categories until they have 50+, then wonder why financial review takes
forever.

You've created something clean that will actually make sense as you grow.



DAY 5: BUILD YOUR TRACKING SYSTEM & TEST YOUR PRICING

Key Insight

A spreadsheet is powerful, but only if you're tracking the RIGHT things and actually reviewing them. Today, you'll build
the system and discover something critical: Is your business actually profitable?

PART 1: ASSESS YOUR CURRENT TRACKING

Before you build a spreadsheet, let's see what you're tracking right now.
Answer these questions:
Question 1: How do you currently know how much revenue came in last month?
e ] check my bank balance
e I have arough idea
e [ calculate it from invoices
e | have no idea

Question 2: How do you currently track expenses?
e [ go through my bank statement
e I have a spreadsheet
e They're in my head
¢ [ ask my accountant at tax time

Question 3: Can you tell me right now:
e Last month's total revenue: $
e Last month's direct costs: $
e Last month's overhead: $
e Last month's profit: $
(If you can't answer all 4, you're relying on guesswork.)

Question 4: When you price a job or service, how do you decide the price?
e Based on what clients will pay
e Based on what competitors charge
e Based on my costs plus a markup
e Based on what I need to make to survive
e Honestly, I just guess

PART 2: WHY THIS MATTERS (The Pricing Reality Check)

Here's what's dangerous about flying blind on your numbers:
You might be making less profit than you think. Or worse, you might be losing money and not realizing it.
Most business owners price based on feeling or competition, not actual math.
Real story:
A contractor I worked with was charging $5,000 for jobs he thought were profitable. When we built a proper spreadsheet
and tracked his ACTUAL costs, we discovered:
e Direct labor costs: $2,200
e Materials: $1,800
e Overhead allocated to the job: $400



Total cost: $4,400

Actual profit: $600

He thought he was making 30% profit. He was making 12%.

When he tried to scale (Day 2, remember?), those thin margins crushed him. He was too busy on jobs to realize he wasn't
making enough money.

A spreadsheet would have shown him this immediately.

But here's something else that happens as you grow:

Right now, YOU price the work. YOU see the costs. YOU make the decisions.

But when you scale and hire people—a project manager, a team lead, someone to manage proposals—they won't
automatically see what you see.

If your margins are 12%, and they take on work thinking it's 20%, suddenly you're losing money on every job and nobody
realizes it until you're in crisis.

This is why the spreadsheet isn't just for YOU. It's the truth-telling system for anyone involved in your business.

PART 3: BUILD YOUR TRACKING SPREADSHEET

You don't need anything fancy. Google Sheets or Excel, one simple format:
Columns:

e Date

¢ Vendor/Client/Description

e (Category (from your 10-12 list)

e Revenue

e Expense
e Notes/Business Purpose
That's it.

Every transaction gets logged to one of your 10-12 categories.
Important: Pull from ALL your accounts
Just like in Day 4, you need to capture EVERY business expense, even the ones you paid from personal accounts.
Go through:
e Business bank account
e Business credit cards
e Personal bank account (for business expenses)
e Personal credit cards (for business expenses)
Every business dollar gets logged. No exceptions.

Sample entry:

Date Description Category Revenue Expense Notes

1/5 Client ABC payment Revenue $2,500 Project completion
1/6 Subcontractor payment COGS S800  Job #47 materials
1/8 Software subscription Software $49 Monthly QBO

Here's the key: You don't have to log EVERY transaction.
Log the big ones (client payments, major expenses). Review your bank statement monthly and add anything you missed.
This takes 30 minutes, not hours.

Why this matters for delegation:
Right now, building this spreadsheet is YOUR job. You understand the logic.



But imagine in 6 months, you hire a bookkeeper to manage this. They need to understand:
e Which account to pull from
e How to log transactions
e What category things belong in
If your tracking system is clear and simple, they jump in and work.
If it's messy and inconsistent, they spend half their time asking you clarifying questions instead of actually working.
The better your system is documented now, the easier it is to hand off later.

PART 4: THE GROSS MARGIN HEALTH CHECK (The Critical Number)

At the end of each month, calculate this one number:
Gross Margin % = (Total Revenue — Direct Costs) + Total Revenue x 100

Let's say your numbers look like this:
e Total Revenue: $10,000
e Total Direct Costs (COGS): $4,000
e Gross Profit: $6,000
e Gross Margin %: 60%

Now the critical question:

Your overhead costs (rent, software, insurance, etc.) might be $3,000/month.

Can your $6,000 gross profit cover $3,000 in overhead and still leave you a healthy profit?
Yes. You'd have $3,000 left. That could be your salary, reinvestment, cash reserves.

But what if your numbers looked like this:
e Total Revenue: $10,000
e Total Direct Costs (COGS): $7,000
e Gross Profit: $3.000
e  Gross Margin %: 30%
And your overhead is $3,000/month.
You just broke even. Zero profit.
If you scale to 2x revenue, you're still only breaking even because your margins are too thin.

This is where most growing businesses fail:

A Hustler takes on more work, makes more revenue, but margins stay thin (or get thinner). They work harder for the same
profit.

A CEO watches margins carefully. They know: "If I don't fix this now, scaling will destroy me."

The math of scaling with bad margins:
Scenario 1: 12% margin (like the contractor example)
e $10k revenue = $1,200 profit
e  $20k revenue = $2,400 profit
e $50k revenue = $6,000 profit
Meanwhile, your overhead is $3,000/month = $36,000/year.
You're barely covering it.

Scenario 2: 40% margin (healthy)
e  $10k revenue = $4,000 profit
e  $20k revenue = $8,000 profit
e $50k revenue = $20,000 profit



Same overhead, but you've got breathing room. You can pay yourself. You can invest in growth. You can survive a slow
month.

This is why that contractor was trapped:
He had jobs. He had revenue. But the margins were too thin to support growth or even sustain the business.
A spreadsheet showing 12% margins would have screamed: "CHANGE YOUR PRICING NOW."

PART 5: CALCULATE YOUR MARGINS

Using your first month of tracked data:

Total Revenue: $

Total Direct Costs (COGS): $

Gross Profit: $ (Revenue - COGS)

Gross Margin %: % (Gross Profit +~ Revenue x 100)

Now the hard questions:
1. Is your Gross Margin at least 40-50%?
o IfYES — Good. Your pricing model works.
o IfNO — Your pricing is too low for sustainable growth. (We'll address this in Day 6.)
2. Does your Gross Profit cover your overhead and leave you a profit?
o If YES — The business is working.
o IfNO — You're losing money every month. This needs immediate attention.
3. If you doubled your revenue, would this margin stay the same?
o If YES — Growth will work. Your costs scale with volume.
o IfNO — You'll make even less per dollar as you scale. That's a problem.

PART 6: THE REFLECTION

This spreadsheet just showed you the truth of your business.
Maybe it's great. Maybe it's alarming.
Either way, you now KNOW instead of guessing.

Here's what most business owners discover at this point:

"Wait. My margins are thinner than I thought. How am I supposed to scale if I'm making so little per job?"
That's the right question to ask.

And a spreadsheet is where that question gets answered—before you take on more work and dig yourself deeper.

ACTION STEPS FOR TODAY

Step 1: Create your tracking spreadsheet

Google Sheets or Excel

Columns: Date, Vendor/Client, Category, Revenue, Expense, Notes
Pull transactions from ALL accounts (business + personal)

e Add current month's transactions

Step 2: Categorize every transaction
e Using your 10-12 categories from Day 4
¢ Note business purpose for high-risk categories (meals, travel)

Step 3: Calculate your margins (above)



e Total Revenue: $

e Total Direct Costs: $

e Gross Profit: $

e  Gross Margin %: %

Step 4: Answer the hard questions (Part 5, above)
e Is my Gross Margin at least 40-50%? Yes / No
e Does my Gross Profit cover overhead? Yes / No
e IfI doubled revenue, would margins hold? Yes / No

Step 5: Acknowledge what you learned
Write one sentence about the biggest surprise from building this spreadsheet:

Tonight, you've moved from blindness to clarity.
Most business owners never do this. They operate their entire business without knowing if it's actually profitable.
You just changed that.



DAY 6: THE MONTHLY CEO FINANCIAL REVIEW
Key Insight

Building a spreadsheet means nothing if you don't review it. This is where most DIYers fail—they set it up with good
intentions, then abandon it by month 3.

A CEO makes this review non-negotiable. Just like meeting a client. Just like payroll.

PART 1: THE CONSISTENCY PROBLEM

Let me be honest with you:
You just built a beautiful tracking spreadsheet in Day 5.
By Day 45, most business owners haven't touched it.
Here's why:
e It's not urgent (profit is "later," not "now")
e It's not someone else's job (your clients won't chase you if you don't review)
e There's always something more pressing
e You build the system, feel virtuous, then forget about it

I learned this with my website.

I built it myself (remember?), told myself I'd update it regularly, and... it sat unchanged for 3 years.

Until it was clearly broken and I had no choice but to deal with it.

Financial review is the same.

You build the spreadsheet, feel organized, stop reviewing it by month 2, then scramble in January when taxes are due.

PART 2: WHY MONTHLY REVIEW MATTERS (And Gets More Important as You Scale)
A CEO reviews their numbers every single month. No exceptions.

Why?

Because problems compound. Fast.

Here's what happens if you don't review monthly:

Month 1: You have a small cash flow problem. You don't notice. (Small problem)

Month 2: The problem compounds. You're short on cash to cover payroll or a big expense. (Medium problem)
Month 3: You're stressed, pulling money you shouldn't, making emergency decisions. (Big problem)

Month 6: You're looking back and wondering "When did this get so bad?" (Crisis)

But if you review monthly:

Month 1: "My cash is tight. Let me look at why. Ah, three clients are paying 30 days late. I'll call them."
Month 2: "Better. I'm staying ahead."

Month 3: "Still solid."

Small problem caught and fixed in real time, not discovered in a crisis.

But here's what gets CRITICAL as you grow:

Right now, you're the only one handling your finances. You know where everything goes. You catch inconsistencies
because you know your own logic.

But when you scale and bring in a bookkeeper, an assistant, or a team member to manage expenses:

They won't categorize things exactly like you do.

They might log a client meal as "Client Meetings" instead of "Meals."



They might put office supplies in "Supplies" when you'd put it in "Office Expenses."

They might categorize a contractor differently than you expect.

If you DON'T review monthly, these small categorization inconsistencies compound.

By month 6, your P&L is a mess. Your categories don't match up. Your margins look different than they actually are.

The monthly review catches these issues immediately:

"Wait, why did Meals jump to $800 this month? Oh—someone categorized client entertainment as meals instead of
entertainment. Let's fix that."

This is the CEO's job: Keeping the system clean as it gets more complex.

PART 3: THE 30-MINUTE MONTHLY RITUAL

Block 30 minutes on the 10th of every month. Non-negotiable. Like a client meeting.
Here's what you review:

Question 1: TOP LINE - Revenue

"How much money came in this month?"
Look at your Revenue column total.
Write it down: $

Then ask: Is this normal? Better? Worse?
If it's worse, why? Did you take time off? Miss a sale? Have a slow client?
Action: If revenue is declining, you need to know immediately so you can adjust.

Question 2: BOTTOM LINE - Net Profit

"After all expenses, what did I actually make?"
Calculation: Total Revenue - Total Expenses = Net Profit
Write it down: $

Then ask: Is this profit enough to pay myself comfortably? Build cash reserves? Reinvest in growth?
If not, something needs to change (pricing, expenses, or volume).
Action: If profit is too low, a small tweak today prevents a crisis in 6 months.

Question 3: EXPENSE LEAKS & CATEGORIZATION CHECK
"Which category grew unexpectedly this month?"

Look at your expense categories month-over-month.

Which one jumped? Software? Supplies? Travel? Contractor fees?
Write the biggest surprise:

Then ask: Is this a one-time thing? Or a pattern?

But also ask: Does this seem categorized correctly?

Real example:

One month your "Meals & Client Meetings" expense spiked to $800 (vs. normal $200).
Did you take a client to multiple lunches? Or did someone categorize something wrong?
If someone else is handling expenses now, this is where inconsistencies show up.
Action: Catch leaks AND categorization errors monthly, not in your tax return.



Question 4: CASH RUNWAY

"How many months could I survive if revenue dropped to zero?"

Calculation: Current Bank Balance + Average Monthly Overhead Expenses = Runway in Months
Write it down: months

Then ask: Is this enough?

Most CEOs aim for 3-6 months of runway.

If you only have 30 days of runway and one big client leaves, you're in trouble.
As you scale, this becomes even MORE critical.

Larger payroll, more expenses, more dependencies. You need more runway.
Action: Build cash reserves strategically.

PART 4: THE REVIEW MEETING (YOU, ALONE, 30 MINUTES)

Here's how the meeting goes:

Minute 1-5: Pull up your spreadsheet. Update it with any missing transactions from the month. This takes 10-15 minutes
max.

Minute 5-15: Answer the 4 questions above. Write them down.

Minute 15-25: Reflection. Look at the numbers. What changed? What surprised you? What do you need to do differently?
Minute 25-30: One action item. If something needs fixing, write down ONE thing you'll do before next month.

Examples of action items:

"Call the three clients who pay late and collect that money."

"Review contractor pricing—we're spending too much."

"Raise prices on new jobs starting next month—margins are too thin."

"Build $500/month to cash reserves."

"Ask the bookkeeper why this category spiked—need to verify categorization is correct."

PART 5: THE CALENDAR COMMITMENT

Right now. Today. Before you finish this Day 6.

Open your calendar for the next 12 months.

Add a recurring event: "10th of Every Month - Financial Review - 30 minutes"
Make it recurring. Make it unmovable.

This is your commitment to yourself as a CEO.

If you skip this one month, it's fine. Everyone has emergencies.
But if you skip it two months in a row, the system breaks. You stop knowing your numbers. You're back to flying blind.
And if you've brought a team member into expense management, skipping reviews means categorization errors snowball.

PART 6: WHAT CHANGES WHEN YOU DO THIS

After 3 months of consistent monthly reviews, something shifts.

You stop HOPING your business is profitable. You KNOW it's profitable.

You stop guessing if you can afford growth. You KNOW your cash runway.

You stop wondering if a client is worth taking. You KNOW your margins.

And if you have a team member managing finances, you catch their categorization patterns and can guide them. No more
surprises at tax time.

That's the difference between a Hustler and a CEO.



ACTION STEPS FOR TODAY

Step 1: Schedule your first review
e Open your calendar
e Go to the 10th of next month
e Add: "Monthly Financial Review - 30 minutes"
e Make it recurring for the next 12 months

Step 2: Do your first review RIGHT NOW (while it's fresh)
e Update your spreadsheet with any missing transactions
e Answer the 4 questions (Top Line, Bottom Line, Leaks & Categorization, Runway)
e  Write down ONE action item to address before next month

Step 3: Write down the questions above and print them
e Keep them next to your spreadsheet
e Use them as your template for future months

Step 4: If you're planning to delegate this later, write down your instructions
Even if you're not hiring yet, write down:

e How to log transactions

e  Which accounts to pull from

e How to categorize things

e Any special rules (like noting business purpose on meals)

This is your future training document.

Step 5: Make the commitment

"I will review my numbers on the 10th of every month, without fail. This is how I protect my business and my sanity. And
if I bring someone onto this team, I'll train them properly so the system stays clean."

You're now in the top 5% of business owners.

Most CEOs never do consistent monthly reviews. They react to problems instead of preventing them.
And even fewer think about training their team to maintain the system correctly.

You're choosing to see what's happening in real time.



DAY 7: THE "SNAP & TOSS" AUDIT-PROOFING SYSTEM

Key Insight

A bank statement proves you spent money. It does NOT prove what you spent it on. The IRS requires proof of business
purpose. You need a receipt system that's fast, organized, and audit-proof.

And as you grow and your team handles more expenses, this system becomes CRITICAL for consistency.

PART 1: THE RECEIPT REALITY AUDIT

Let's look at your current situation.
Question 1: Where are your business receipts right now?
e Organized in folders (by month/category)
e Scattered in a pile/box
e Some digital, some physical (chaos)
e  Mostly missing/thrown away

e I havenoidea

Question 2: When you need to find a receipt from 2 months ago:
e Less than 5 minutes (organized system)
e  5-15 minutes (some searching)
e 15-30 minutes (a lot of digging)
e More than 30 minutes (frustration)

e Probably thrown away/lost

Question 3: Of your high-risk expenses (meals, travel, entertainment), how many have documentation of business
purpose?

e All of them (90%+)
e Most of them (70%)
e Some of them (50%)
e Very few (20%)

e Almost none (0%)

Question 4: How many of your thermal receipts have faded to blank?
e None (I digitize immediately)
o Afew

e Many



e Most of them are gone

e [ haven't thought about this

PART 2: THE AUDIT NIGHTMARE SCENARIO

Let's say you get audited.
The IRS pulls your tax return. They see $50,000 in deductions.
They ask to see proof.

Scenario A (DIYer):
You hand over a shoebox of faded thermal receipts, a few emails, and "I think I can find the others."

Result: The IRS disallows 30-40% of your deductions because you can't prove business purpose. You owe back taxes +
penalties.

Cost: $5,000-15,000+

Scenario B (CEO):
You pull up your organized digital receipt folder. Every receipt has a clear business purpose noted. Everything is labeled
and timestamped.

Result: Audit passes. Deductions are confirmed.

Cost: Your time to be organized (30 minutes per month).

The difference between Scenario A and B is a system.

But here's what changes when you scale:
Right now, you're the one managing receipts. You know your system.

But imagine in 6 months, you hire a team of 3. They're on your corporate credit card. They're spending on meals, travel,
client entertainment.

If every team member has a different receipt-keeping method, you're going to have a nightmare.

One person saves receipts in their email. One person keeps them in a folder on their phone. One person throws them away
after a week.

By tax time, you're scrambling to reconstruct 6 months of expenses with missing documentation.

An audit would destroy you.

But if EVERYONE follows the same "Snap & Toss" system, everything is consistent, organized, and audit-proof.

This isn't just a personal system. This is a team standard.



PART 3: WHY RECEIPTS MATTER (Especially for High-Risk Categories)

From Chapter 7 of the book, remember the bank statement myth?
A bank statement shows: "$150 at Walmart"
But the IRS doesn't know if you bought:

e Printer ink for the office (deductible)

e Groceries for your family (not deductible)

e Both (partly deductible)

You need the itemized receipt proving business purpose.

High-risk categories get extra scrutiny:

e Meals & Entertainment: IRS knows this is abused. They require documentation of WHO you met with and WHY
it was business.

e Travel: They want to see business purpose and client/meeting details.

e Vehicle Expenses: If it's personal car used for business, you need mileage log and business purpose.

If you can't prove business purpose, you lose the deduction.

And it doesn't matter that you MEANT it to be business. The IRS doesn't care about intent. They care about proof.

PART 4: THE "SNAP & TOSS" SYSTEM

This is simple. 4 steps. Takes 2 minutes per receipt.

Step 1: SNAP
Take a photo of the receipt at the register or immediately after.
Phone camera. That's it.
Make sure you can read:
e Date
e Vendor name
e Item descriptions

e Total amount

Step 2: LOG (High-risk categories only)
If it's a meal, travel, or entertainment expense, immediately write on the receipt:
e  WHO: Who was at this meal? What clients/team members?

e WHY: What was discussed? What's the business purpose?



Example:
"Lunch with John Doe (Client ABC) - Q3 contract negotiation"

"Gas for drive to Client XYZ office - site visit for project estimate"

Step 3: STORE
Create a folder system:
Google Drive > Business Receipts > [2024] > [January] > [Meals] > Receipt_1.jpg
Or use a free app like:
e Google Photos (organized by date automatically)
e Dropbox (same)
e Even a regular phone folder works

The point: Organized by month, easy to find.

Step 4: TOSS
Throw away the physical thermal receipt immediately.
Not next week. Not tomorrow. NOW.

Because thermal ink fades in 3-6 months and you're left with a blank piece of paper.

PART 5: WHY THIS BECOMES CRITICAL WITH A TEAM

Right now, you're the only one handling receipts. You have your system. You know the discipline required.
But when you hire people and they're spending on the business card, they won't automatically know your system.
Some will remember. Some will forget. Some will throw receipts away immediately. Some will lose them.
And if everyone has different habits, by month 3 you've got a disaster:
e Some receipts are saved, some are lost
e Some have business purpose notes, some don't
e Some are organized, some are scattered

e You're constantly asking people "Did you save that receipt?"

The CEQO's job is to standardize this:
"Here's the Snap & Toss system. Everyone does it the same way. No exceptions."

Simple. Teachable. Consistent.

This is exactly how professional businesses operate. Not because they're anal. Because they know that audit-proofing at
scale requires consistency.



PART 6: THE TIME & RISK CALCULATION

Let's be real: This system takes time.

Time per receipt: 2 minutes (snap, write, store, toss)
Receipts per month: Let's say 40-50 (varies by business)
Time per month: 80-100 minutes = ~1.5-2 hours

But here's the cost of NOT doing it:
If audited and you lose receipts or can't prove business purpose:
e Lost deductions: $10,000-20,000
e Tax owed: $2,500-5,000
e Penalties: $1,000-2,000
e Your time dealing with it: 20+ hours
Total cost of not having a system: $5,000-10,000+ AND stress AND time
Cost of having a system: 20 minutes per month ($5 in your hourly rate)

The math is obvious.

And when you scale:

If one person doing Snap & Toss saves $5,000 in audit risk...
Imagine 3 people doing it. That's $15,000 in protected deductions.
That's not overkill. That's smart.

ACTION STEPS FOR TODAY

Step 1: Audit your current receipt situation
Go find all your receipts from last month.

e How many are digital?

e How many are faded/unreadable?

e How many are clearly categorized?

e How many have no business purpose noted?
This shows you what's broken about your current system.

Step 2: Set up your digital storage
Choose: Google Drive, Dropbox, or phone folder
Create folders by month:

e 2024 > January > Receipts

e 2024 > February > Receipts

e etc.

Step 3: Start today
Every receipt from today forward:

[0 SNAP: Photo immediately

0 LOG: Write business purpose (if meal/travel/entertainment)
O STORE: Upload to folder

[0 TOSS: Throw away physical receipt



Step 4: Make it a habit
When you complete your monthly review (Day 6, the 10th of each month), spend 15 minutes organizing receipts and
deleting faded photos that are now stored digitally.

Step 5: Prepare for delegation
Even if you're not hiring yet, write down your Snap & Toss instructions.
Include:
e  Where to save photos
e How to log high-risk categories
e  When receipts should be photographed
e Acceptable receipt formats (digital vs. photos)
This becomes your training document when you onboard your first team member.

Step 6: Commit

Write this down and mean it:

"Every receipt gets photographed before it leaves my hand. I store them organized by month. I never keep physical
receipts after photographing them. This protects my deductions and my sanity. And when I bring a team onto this, they
follow the same system."

FINAL REFLECTION

You've now built a complete system:

v Separate business account (Day 3)

v 10-12 streamlined categories (Day 4)

v Monthly tracking spreadsheet pulled from ALL accounts (Day 5)
v Monthly review ritual that catches categorization errors (Day 6)
v Audit-proof receipt system that scales with a team (Day 7)

This is what a CEO does in their first week.
Most business owners never implement all of this. They DIY piecemeal, get frustrated, abandon it.
You're building something that actually works. And something that's teachable to your future team.

TRACK A COMPLETE!
You Now Have:
V' Separate business bank account
v 10-12 category system (Rule of Materiality applied)
v Simple tracking spreadsheet (pulling from ALL accounts)
v Monthly review ritual (10th of each month, with error-catching)
v Digital receipt system (Snap & Toss, team-ready)
V' Gross Margin health check
v Clarity on whether your business is actually profitable
v A foundation that's ready to scale



BEFORE YOU MOVE ON:

Do you want to reassess which Track you're in?

If you've implemented Days 1-7, you're now organized with a spreadsheet system that works.
But here's what's real:

This method will work. But it can become very tedious and time-consuming, especially as your business grows.
Right now, you might have 40-50 transactions per month. Your monthly review takes 30 minutes.
But as you scale:

e More clients = more invoices to log

e More team members = more expenses to track from different accounts

e More complexity = more categorization decisions

e More data = longer to review and analyze

By the time you have 200+ transactions per month, that "30-minute review" becomes 90+ minutes. And the manual data
entry that seemed manageable now feels like a second job.

Next step decision:
e Stay in TRACK A: Continue manual spreadsheet tracking (it works, but requires consistent effort and discipline
as volume increases)
e Move to TRACK B: Invest in QuickBooks Online when the manual work starts stealing too much of your time
(recommended when spreadsheet feels like a burden instead of a tool)
e Move to TRACK C: Hire a professional (recommended when your time managing the system costs more than
outsourcing it)

What's your next step?



TRACK B: SPREADSHEET - QUICKBOOKS ONLINE (Days 4-7)

DAY 4: BLUEPRINT YOUR CHART OF ACCOUNTS
Key Insight

Default accounting software templates are bloated and designed for every possible business. Structure your COA
strategically around the 5 Master Buckets, or you'll spend the next 3 years trying to untangle bad decisions made on Day
1.

PART 1: AUDIT YOUR CURRENT SPREADSHEET STRUCTURE

Before you build a QBO file, let's look at what you're currently doing in your spreadsheet.
Answer these questions:

Question 1: When you look at your current spreadsheet, how do you know what's a direct cost vs. overhead?
e C(Clear separation (direct costs are in one section, overhead in another)
e Mixed together (I have to think about it)
e Not really organized that way
e I'm not sure what the difference is

Question 2: If you had to explain your current category system to someone else, how would you do it?
e Easily—there's a clear logic
e With some effort—I'd have to explain a few special cases
e Difficult—there are weird exceptions
e | probably couldn't explain it consistently

Question 3: When you generate a P&L from your spreadsheet, can you quickly tell:
e Your total revenue? Yes
e Your total direct costs? Yes
e Your gross profit? Yes
e Your net profit? Yes
If you can answer all 4 clearly and quickly, you're ready for QBO.
If not, your current structure needs work BEFORE you move to software.

Question 4: Do you have accounts set up for:
e Owner's Draws (where personal distributions go)? Yes / No
e Owner's Equity (your capital investment)? Yes / No
e Opening Balances (what you're bringing into QBO)? Yes / No

PART 2: WHY CHART OF ACCOUNTS STRUCTURE MATTERS (And Why Getting It Wrong is

Expensive)

Here's the uncomfortable truth:

Setting up QBO is actually EASIER than spreadsheets. The hard part is getting the structure right.
And getting it wrong? That's expensive.



Real story:
A consulting business switched to QBO and used the default template. They had:
e "Consulting Revenue"
e "Retainer Revenue"
e "Project Revenue"
e "Training Revenue"
e "Ad Hoc Revenue"
Five different revenue accounts to track the same thing (revenue).

For the first 6 months, it worked fine. They could see the breakdown.
But then they hired a bookkeeper. The bookkeeper didn't understand why there were 5 revenue accounts. She started
miscategorizing revenue. Sometimes "Project Revenue" went into "Consulting Revenue." Sometimes "Training" was

coded as "Project."

By month 9, the revenue accounts were a mess. The P&L told a different story each month depending on how the
bookkeeper coded things that day.

They had to hire me to reconstruct 9 months of data and consolidate everything into ONE revenue account.
Cost: $3,000 in cleanup fees for something that took 30 minutes to set up correctly from the start.

This is why structure matters:

Default QBO templates have 50+ accounts. They're designed to work for everybody, which means they work well for
nobody.

When you bring in a bookkeeper or team member, 50 accounts = confusion.
50 accounts = inconsistent categorization.
50 accounts = you spend time managing the system instead of running the business.

But here's the deeper issue:

The IRS doesn't care about your 50 accounts. On your tax return, they lump everything into broad categories anyway.
You know what? That's a HINT.

If the IRS groups broadly, and you're tracking broadly, then your team members will understand the logic. Everyone
categorizes the same way.

This is also where growth gets you:

Right now, maybe you handle all your own expenses and invoicing.

But when you scale and hire someone to manage finances or invoicing:

If your COA is a disaster, they spend half their time asking you questions instead of working.

"Does this go in Professional Services or Consulting Fees?"



"Should this revenue be here or here?"

With a clean, simple structure, someone can jump in and work with 95% confidence.

PART 3: THE 5 MASTER BUCKETS
All accounting structures sit on top of 5 master categories. Everything else is just details underneath.
Master Bucket 1: ASSETS
What your business owns or is owed.
e Cashin bank
e Accounts Receivable (money clients owe you)
e Equipment
e |nventory

Master Bucket 2: LIABILITIES
What your business owes to others.
e Credit card balances
e Business loans
e Unpaid taxes
e Contractor invoices you haven't paid

Master Bucket 3: EQUITY

What the business is worth to you (the owner).
e Your initial capital invested
e Retained earnings (past profits you didn't take out)
e Owner's Draws (distributions you took)

Master Bucket 4: REVENUE

Money coming in from your business.
e Client payments
e Service fees
e Product sales

Master Bucket 5: EXPENSES
Money going out to run the business.
e Salaries
e Software
e Rent
e Supplies

That's it. Five buckets.
Everything in QBO sits under one of these five.

PART 4: BUILDING YOUR QBO CHART OF ACCOUNTS

Here's how you structure it without overcomplicating:

REVENUE SECTION (Master Bucket 4)
Ask yourself: Do | have different revenue TYPES that | need to track separately?



Examples:
e Service vs. Product sales?
e Retainer vs. Project work?
e Different business lines?
If YES: Create separate revenue accounts (one per type).
If NO: One revenue account is fine.
The rule: Only separate revenue streams if you're making pricing or growth decisions based on them. Otherwise, lump
them together.

COST OF GOODS SOLD (COGS) - Direct Costs (Master Bucket 5, Above the Line)
These are expenses directly tied to delivering your service/product.
Ask yourself: What costs do | only pay when | have a client or project?
Examples:

e Contractor labor

e Materials for jobs

e Subcontractor fees

e Freight/shipping for products
Create 2-3 accounts here maximum.

OPERATING EXPENSES (Master Bucket 5, Below the Line)
These are expenses you pay whether or not you have clients.
Your 10-12 categories from Track A Day 4 go here:

e Software & Subscriptions

e Advertising & Marketing

e Professional Services (Legal, Accounting)

e Office Supplies

e Meals & Client Meetings

e Vehicle / Travel

e Rent & Facility

e Business Insurance

e Utilities & Internet

e Bank Fees & Memberships

OWNER'S EQUITY ACCOUNTS (Master Bucket 3)

This is critical and most DIYers skip it.

Opening Balance Equity: The starting point when you set up QBO. If you're bringing in $10,000 from your personal
savings, this account captures that.

Owner's Draws: Where your distributions go. Every time you transfer money to yourself, it goes here—NOT into
expenses or revenue.

Retained Earnings: Profits from previous years that stayed in the business.

Your Complete QBO Chart of Accounts:
REVENUE:

1.

2.
COST OF GOODS SOLD:

1.



2.
OPERATING EXPENSES:

=
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10.
EQUITY:

1. Opening Balance Equity
2. Owner's Draws
3. Retained Earnings

That's your COA. 15-18 accounts maximum.
Compare that to the 50+ accounts in the default template.

PART 5: THE STRUCTURE REFLECTION

Before you set up QBO, ask yourself:
e Can | explain this structure to someone else easily?
e Does it match how | think about my business?
o  Will it support my growth over the next 2 years?
e Isit simple enough for a bookkeeper to follow?
If the answer to all four is YES, you're ready.

If not, adjust now. Changing it later is expensive.

ACTION STEPS FOR TODAY

Step 1: Write down your final QBO Chart of Accounts (above)

Step 2: Compare to the IRS tax form

Pull up Form Schedule C (if you're a sole proprietor) or the corporate tax return for your entity type.

Look at how the IRS groups expenses.

Does your QBO structure align with how the IRS groups things? It should.

If not, adjust.

Step 3: Document your logic

Write down a 1-2 sentence explanation for why each revenue account exists, why COGS is separated from overhead,
where Owner's Draws go.

This is your training document for your future bookkeeper.

Tonight, you've built a COA that scales.
Most businesses never think about this. They let QBO's default template decide, then live with the mess.
You're making an intentional choice.



DAY 5: QBO SETUP & BANK FEED INTEGRATION
Key Insight

QBO is powerful because it connects to your bank and auto-imports transactions. But that power is dangerous if you
don't set it up with discipline. One misconfigured account = months of corrupted data.

PART 1: ASSESS YOUR READINESS

Before you start setting up QBO, let's make sure you're ready.
Answer these:
Question 1: Have you completely separated personal and business money?
e Yes, business account is 100% business only
e Mostly separated, but occasional cross-over
e No, still mixing accounts
If you answered anything other than YES, STOP. Go back to Day 3. This is non-negotiable.

Question 2: Do you have your Chart of Accounts planned? (from Day 4)
e Yes, | have it written down
e Sort of, but still figuring it out
e No, not yet

If no, finish Day 4 first. Don't start QBO until this is done.

Question 3: Do you know your business's starting date for QBO?
e Yes, the date | want to start tracking (preferably 1st of month)
¢ |I'm planning to import year-to-date data
e Notsure
This matters. Your start date determines whether you import historical data or start fresh.

PART 2: WHY BANK FEED SETUP IS CRITICAL (And Why Wrong Setup Costs You)

Here's where most people mess up QBO:
They think "connected bank feeds" means "l don't have to think about it anymore."
Wrong.

Bank feeds are automatic. Which is great. Until they're WRONG.

Real example:

A business owner set up QBO and connected her personal checking account by accident (thinking it was the business
account—they were both at the same bank).

For three months, every personal expense got auto-coded as business revenue or expense. Groceries became "Meals."
Personal utilities became "Office Rent."

By the time she realized the mistake, her P&L was completely corrupted.



Fixing it took 6 hours and required reconstructing every transaction from the bank statement.

This is why setup matters:
The rule is simple: ONLY business accounts connect to QBO. Period.
e Business checking: YES
e Business credit cards: YES
e Personal checking: NO
e Personal credit cards: NO
e PayPal (if mixing personal/business): MAYBE (depends on setup)
e Loan accounts (business loans): YES

PART 3: THE QBO SETUP PROCESS

Step 1: Create Your QBO Account

Go to quickbooks.intuit.com. Sign up.

Choose your entity type (Sole Proprietor, LLC, S-Corp, C-Corp).

Set your fiscal year start date. (For most businesses, this is January 1.)

Step 2: Enter Your Basic Information
Business name, address, phone number.

This is just administrative. You can change it later.

Step 3: Set Your QBO Start Date
This is critical. You have two options:

Option A: Clean Start (Recommended)

Start QBO on the 1st of the current month.

Your historical spreadsheet data stays in the spreadsheet (archived).
Going forward, everything goes in QBO.

Why: Fresh data from Day 1. No corrupted historical numbers. Bookkeeper starts with a clean slate.

Option B: Year-to-Date Import
Import your month-to-date numbers from your spreadsheet.
Opening balances set to match your actual bank balance.

Why: You get a complete picture of the year. Your P&L shows the full year's performance.

But: Only do this if your spreadsheet is COMPLETELY accurate. If there are categorization errors or missing data, you're
importing those problems into QBO.

For most people, Option A is smarter.



Step 4: Add Your Chart of Accounts
In QBO, go to Settings > Chart of Accounts.
Add the accounts you planned in Day 4.

QBO will have defaults. Delete the ones you don't need. (Don't be afraid to clean it up.)

Step 5: Connect Your Bank Accounts

Go to Settings > Bank Accounts.

Select "Add Account."

Connect ONLY your business checking account.

QBO will require your online banking login. It's secure. They don't store your password.

Step 6: Connect Your Business Credit Cards

Same process. Add each business credit card.

CRITICAL: Verify What You Connected
Before you leave this step, QBO will show you what accounts it found and what it's about to sync.
Check this carefully:

e Are these business accounts only? YES

e Do any personal accounts appear? NO

e Are there duplicate accounts? NO

If anything looks wrong, DON'T proceed. Fix it first.

Step 7: CRITICAL - System Accounts That Must Be Monitored and Zeroed Out

When you first set up QBO, several "system accounts" are created automatically. These accounts are designed to catch
data that doesn't fit elsewhere during setup and transaction processing.

The rule is simple: These accounts should ALWAYS have a zero balance.

If they don't, it means transactions are being miscategorized or something is wrong with your setup.

The Four System Accounts to Monitor:
1. Opening Balance Equity
Created during initial setup to capture your starting bank balance.

Example: If your bank account has $25,000 on January 1st when you start QBO, Opening Balance Equity will show
$25,000.



What to do: Once you've reconciled your bank account and verified everything matches, this account must be zeroed
out immediately.

How: Create a journal entry that moves the balance to Owner's Equity or Retained Earnings, depending on your
structure. Date it the same day you reconcile. Memo: "Reclassification of opening balance."

After: Opening Balance Equity should show $0.00 and never have a balance again.

2. Uncategorized Asset
When QBO encounters a transaction it can't categorize as a known asset, it lands here.
This should be $0.00 at all times.

If it has a balance, it means you have an asset somewhere that isn't properly categorized. This needs investigation.

3. Uncategorized Income
When QBO encounters revenue that doesn't fit your revenue accounts, it goes here.
This should be $0.00 at all times.

If it has a balance, income is coming in that isn't being tracked to the right revenue stream. This distorts your P&L.

4. Uncategorized Expense
When QBO encounters an expense that doesn't fit your expense accounts, it goes here.
This should be $0.00 at all times.

If it has a balance, you have expenses that aren't properly categorized. Your P&L is inaccurate.

Why This Matters:
These accounts are mandatory—you cannot delete them from QBO.
But they're also dangerous if left with balances.
A balance in any of these accounts means:
e Your Chart of Accounts is incomplete
e Transactions are being miscategorized
e Your financial reports are inaccurate

Your Monthly Check:
Pull your Balance Sheet every month (Day 7, Part 7 of this track).
Look for these four accounts:

e Opening Balance Equity: Should be $0.00

e Uncategorized Asset: Should be $0.00

e Uncategorized Income: Should be $0.00

e Uncategorized Expense: Should be $0.00

If ANY of these show a balance, you have a problem to investigate.



What to Do If You Find a Balance:

If Opening Balance Equity has a balance:
It didn't get zeroed out properly during setup. Create the reclassification journal entry now.

If Uncategorized Asset/Income/Expense have balances:
1. Go to that account in QBO
2. Click to see the transactions in it
3. Foreach transaction, categorize it properly to the right account

4. Once all transactions are recategorized, the account balance returns to $0.00

Prevention is easier than cleanup:
The best way to avoid these balances is discipline during data entry:
e Never leave a transaction "Uncategorized"
e Always verify that transactions were coded to the right account (check your bank feed weekly)

e |If you're unsure where something goes, create a new account rather than leaving it uncategorized

This is especially important if you bring in a bookkeeper:
Brief them on this rule: "These four accounts should always be zero. If they're not, we have a problem."

A good bookkeeper will maintain this discipline. A bookkeeper who lets these accounts accumulate balances isn't doing
the job right.

PART 4: THE "OOPS" PROTOCOL (This Will Happen)

Here's reality: Someone will accidentally use a business card for personal.
It might be you. It might be a team member later.

When it happens, here's what you do:

Step 1: Identify the transaction

"Oh no, | used the business card for $150 of personal groceries."

Step 2: Log it in QBO

When the transaction appears in QBO, categorize it as "Owner's Draws" (not an expense).

Step 3: Reimburse the business

Transfer $150 from your personal checking account back to the business checking account.



Step 4: Memo it clearly
In QBO, add a memao: "Personal expense reimbursed - groceries - [date]"

This documents what happened for your records (and for your bookkeeper or accountant later).

Why this matters:
If you leave the transaction as an expense, your P&L is inflated. Your profit looks worse than it is.

If you document the reimbursement, everything balances out and your books stay clean.

PART 5: THE DISCIPLINE PIECE

Bank feeds are automated. But automated doesn't mean "set it and forget it."
Once a week, log into QBO and look at what came in.
Check for:

e Transactions that were auto-categorized wrong

e Duplicate entries (this happens sometimes)

e Personal expenses that slipped through

Fix them immediately. Don't let them pile up.

This is especially important if you bring a bookkeeper on later.

If they log in and find 3 months of uncategorized transactions, they'll spend time cleaning it up instead of doing actual
work.

A CEO keeps their feeds clean as they come in.

ACTION STEPS FOR TODAY

Step 1: Set up your QBO account

e Create account at quickbooks.intuit.com

e Enter business info

e Choose your start date (Option A or B from Part 3)
Step 2: Add your Chart of Accounts

e Delete unnecessary default accounts

e Add the accounts you planned in Day 4
Step 3: Connect your business checking account

e Verify it's the RIGHT business account

e Let QBO pull 90 days of history



Step 4: Connect your business credit cards
e Same verification
e Each card gets its own connection
Step 5: Verify nothing personal is connected
e Check Settings > Bank Accounts one more time
e No personal accounts showing
e No duplicates
Step 6: Set a weekly review habit
e Every Sunday (or your chosen day), log in for 15 minutes
e Review what came in from the bank feeds
e Fix miscategorizations immediately
Step 7: Write down the "Oops" Protocol
e Printit out
e Keep it next to your computer

e This is your training document if you hire someone

Tonight, you've set up the infrastructure for professional accounting.
Most businesses never get here. They stay in spreadsheets and wonder why taxes are complicated.

You're building something that works.



DAY 6: DATA CLEAN-UP & MIGRATION STRATEGY
Key Insight

Switching from spreadsheet to QBO is exciting, but the transition is where most people mess up. Getting it right means
your historical data is reliable. Getting it wrong means you'll question your numbers forever.

PART 1: ASSESS YOUR SPREADSHEET DATA QUALITY

Before you move data into QBO, let's be honest about what you're moving.
Answer these:

Question 1: Looking at your current spreadsheet, how confident are you that every transaction is categorized correctly?
e Very confident (90%+)
e Mostly confident (70%)
e Somewhat confident (50%)
e Not very confident (30%)
¢ Not confident at all (0%)

Question 2: Are there transactions you're unsure about or coded inconsistently?
e None
e Afew (1-5)
e Some (5-15)
e Many (15+)

Question 3: Do your spreadsheet totals match your bank statement exactly?
e Yes, to the penny
e Close, but a few dollars off
e  Within $100
e Off by more than $100
e | haven't checked

Question 4: If you had to find a specific transaction from 3 months ago, how long would it take?
e Lessthan 2 minutes
e 2-5 minutes
e 5-10 minutes
e 10+ minutes
e | probably couldn't find it

PART 2: WHY DATA QUALITY MATTERS (And When To Start Fresh)

Here's the decision point:

If your spreadsheet is CLEAN and ACCURATE, you can import it and have confidence in your historical numbers.
If your spreadsheet is MESSY, importing it into QBO just digitizes the mess.

Real example:
A contractor migrated his spreadsheet data into QBO. The spreadsheet had:



e 150+ accounts (inconsistent)

e Mixed categorizations (same expense coded different ways)
e Missing transactions

e Duplicate entries

When he looked at his first QBO P&L, it didn't match his spreadsheet. He spent 40 hours trying to figure out why.

The answer: His spreadsheet was the problem. QBO just exposed it.

Here's the truth:
You can't fix garbage data by putting it in nice software.

QBO is powerful, but it won't clean up your mess. It will just make the mess more obvious.

PART 3: YOUR MIGRATION OPTIONS
OPTION A: Clean Start (Recommended)
Start QBO on the 1st of the current month.
Your historical spreadsheet data stays archived.
Going forward, everything is in QBO.
Pros:
e Fresh data. No corrupted numbers.
e Bookkeeper (if you hire one) starts clean.
¢ No migration headaches.
e You can always refer back to the spreadsheet if you need historical numbers.

e Your current P&L only shows current month forward, not the full year.
¢ You lose the satisfaction of seeing the full year in QBO.
Recommendation: Do this unless your spreadsheet is spotless.

OPTION B: Year-to-Date Import
Import your monthly totals from your spreadsheet.
Set opening balances to match your bank.
Now QBO shows your full year.
Pros:
e Full year data in one system.
e Complete picture of performance.

e If your spreadsheet has errors, you're importing those errors.
e Migration takes time (reconciling, verifying).
e |f data doesn't match, you spend time troubleshooting.

Recommendation: Only do this if you've reconciled your spreadsheet to the penny and you're confident in every

categorization.

PART 4: HOW TO RECONCILE (If Doing Option B)

If you're importing year-to-date data, you MUST reconcile.
Step 1: Month-by-month bank reconciliation

Pull your bank statements for each month.

Total deposits = month's revenue

Total withdrawals = month's expenses

Does this match your spreadsheet?



If not, find the difference before moving forward.

Step 2: Opening balance verification
What's your bank balance on the day you're starting QBO?
In QBO, set Opening Balance Equity to match that exact number.

Step 3: Test import a month

Don't import everything at once.

Import one full month's data into QBO.

Let it reconcile.

Check if QBO's totals match your spreadsheet.

If they don't match, find the problem before importing more.

Step 4: Import month by month
Once you've verified the process works, import the rest.

PART 5: THE TEAM HANDOFF (Why Clean Data Matters)
Here's what most people don't think about:
If you hire a bookkeeper and hand them "messy historical data in QBO," their first job is cleaning it up.
That's not value-add work. That's fixing your mistakes.
With clean data:
e They can start immediately adding new transactions
e They can focus on analysis and insights
e You're not paying them to reconstruct your past
With messy data:
e They spend days/weeks untangling
e You're paying for reconstruction instead of growth work
e They lose confidence in the system early

This is another reason a Clean Start (Option A) is often smarter.
You start fresh in QBO. Your team starts fresh. Everyone moves forward without baggage.

ACTION STEPS FOR TODAY

Step 1: Honestly assess your spreadsheet quality
e Answer the 4 questions in Part 1
e Be brutally honest
Step 2: Decide on your migration path
e If your spreadsheet is clean and accurate: Option B (import)
e If your spreadsheet has issues: Option A (clean start)
Step 3: If doing Option A (Clean Start)
e Decide on your QBO start date (preferably 1st of month)
e Archive your spreadsheet (don't delete it—keep it for reference)

e This is your historical backup



Step 4: If doing Option B (Import)
e Reconcile your spreadsheet to your bank statements month-by-month
e Verify opening balances
e Plan to import slowly (test one month first)
e Set aside 5-10 hours for this process
Step 5: Document your decision
e Write down why you chose your path
e  Write down your migration date

e Add this to your QBO setup notes

Tonight, you've made a strategic decision about data migration.
Most businesses never think this through. They just start using QBO and deal with mismatches later.

You're being intentional.



DAY 7: MASTER YOUR 3 CEO REPORTS
Key Insight

QBO is powerful because it generates reports automatically. But most business owners never look at them. The three
core reports are your CEO dashboard. Learn to read them, and you can run your business on data instead of feeling.

PART 1: THE REPORTS REALITY CHECK

Before we dive into the three reports, let's see where you are.
Answer these:
Question 1: Do you currently look at financial reports?

e Yes, monthly

e Yes, but inconsistently

e Rarely

e Never

Question 2: When you DO look at reports, do you understand what you're looking at?
e Yes, completely
e Yes, mostly
e Somewhat
e Not really
e |don'tlook at them

Question 3: Have you ever looked at a Balance Sheet?
e Yes, and | understand it
e Yes, but I'm confused
e No

Question 4: Have you ever looked at a Cash Flow Statement?
e Yes, and | understand it
e Yes, but it was confusing
e No, what is that?

PART 2: WHY MOST BUSINESS OWNERS IGNORE REPORTS (And Why That's Dangerous)

Real talk: Most business owners generate reports and never read them.
Here's why:

1. They don't understand what they're looking at

2. The reports look complicated

3. They're intimidated by accounting terminology

4. They think "I'll deal with this at tax time"

Result: They fly blind. They make decisions based on bank balance, not profit. They miss problems until they're crises.

Here's what a CEO does:
A CEO pulls three reports every month. Looks at them for 15 minutes. Knows exactly what's happening.



No mystery. No guessing.

But here's what most people don't realize:

The three reports are not complicated. They're literally telling you three simple stories:
1. P&L = Did | make money this month?
2. Balance Sheet = How much is my business worth?
3. Cash Flow = Where did my actual cash go?

That's it. Those are the three stories.

PART 3: REPORT 1 - THE PROFIT & LOSS ("The Video")

The P&L is a VIDEO of your business performance over time.
Hit "play" on January 1st and "stop" on January 31st.

Here's what happened.

Top of the report:
Revenue: $10,000
(All the money that came in from clients)

Below that:
Cost of Goods Sold: $4,000
(Direct costs to deliver that revenue)

Middle:
Gross Profit: $6,000
(Revenue - COGS)

Lower:
Operating Expenses: $3,000
(Overhead: rent, software, insurance, etc.)

Bottom:

Net Profit: $3,000

(Gross Profit - Operating Expenses)

That's your bottom line. The answer to "Did | make money?"

Why this matters:
The P&L shows you:

e |srevenue growing or shrinking?

e Are margins staying healthy?

e Are operating expenses creeping up?
Is the business profitable?

CEO question to ask monthly:
"Is net profit at least 20-30% of revenue?"



If yes, the business is healthy.
If no, something needs to change (pricing, expenses, or volume).

PART 4: REPORT 2 - THE BALANCE SHEET ("The Snapshot")
The Balance Sheet is a SNAPSHOT. A moment in time.
Like a photograph taken on the last day of the month.
Here's what the business owns and owes RIGHT NOW.

Left side:
Assets: $50,000
(Cash, equipment, money clients owe you)

Right side:
Liabilities: $20,000
(Business loans, credit card debt, unpaid bills)

Bottom:
Equity: $30,000
(Assets - Liabilities = What the business is worth to you)

CEO question to ask monthly:

"Is my equity growing or shrinking?"

If growing, the business is building value.

If shrinking, you're spending down your equity.

Another CEO question:

"How much money do | have in the bank right now?"

Look at the Cash line on the Balance Sheet.

If it's lower than last month and you didn't pull money out, where did it go?
(That's what the Cash Flow Statement answers.)

PART 5: REPORT 3 - THE CASH FLOW STATEMENT ("The Bridge")

This is the report most business owners never look at. It's also the most important.
The Cash Flow Statement is the BRIDGE between P&L and Balance Sheet.

It answers: "My P&L says | made $3,000 profit. Why is my bank account down $2,000?"

Here's the structure:
Operating Activities:
Net Profit: $3,000
e Changes in working capital (AR, payables, etc.)
= Cash from operations: $1,000

Investing Activities:
Equipment purchases, loans to others = Cash used for investing: -$2,000

Financing Activities:
Loan payments, owner distributions = Cash used for financing: -5$1,000



Bottom:
Net change in cash: -$2,000
(So your bank went from $50,000 to $48,000)

Why this happens:

Let's say:
e You made $3,000 profit (your P&L shows this)
e Butclients owe you $5,000 (Accounts Receivable increased)
e And you paid off $6,000 in business loans

P&L: $3,000 profit

But actual cash: $3,000 - $5,000 + $6,000 = -$8,000 (roughly)

Your bank went DOWN even though the P&L says you made money.

CEO question to ask monthly:
"Do my P&L and my bank balance make sense together?"
If they're way off, the Cash Flow Statement shows why.

PART 6: HOW TO READ THESE REPORTS (Your Monthly Ritual)
On the 10th of each month (remember Day 6 of Track A?), pull these three reports:
1. Pull the P&L for last month
o Check: Is net profit positive?
o Check: Is gross margin healthy (40%+)?
o Ask: What changed from last month?
2. Pull the Balance Sheet as of end of last month
o Check: How much cash am I sitting on?
o Check: Is equity growing?
o Ask: Do the numbers make sense?
3. Pull the Cash Flow Statement for last month
o Check: Does the bottom-line match my actual bank balance?
o Ask: If P&L and bank balance don't match, why not?

This takes 15 minutes. Maximum.

PART 7: THE FUTURE-PROOFING PIECE (As You Grow)

When you bring in a bookkeeper or accountant, these three reports are your management tool.
You pull them. You review them. You ask questions.

"Why did Software spending jump?"

"Our gross margin dropped 10%. What happened?"

"Cash is low but P&L looks good. Are we collecting our receivables?"

A good bookkeeper WANTS you to ask these questions.
It means you're engaged. You're thinking strategically.
A bad bookkeeper gets uncomfortable when you ask questions—which means they might not be doing their job well.

This is your leadership dashboard.
Use it.



ACTION STEPS FOR TODAY

Step 1: Generate your first three reports from QBO

Go to Reports tab (left side of QBO).
e  Pull Profit and Loss (January - December, last year or YTD)
e Pull Balance Sheet (as of last day of month)
e Pull Cash Flow (January - December, last year or YTD)

Step 2: Read the P&L

Look at the bottom line: Net Income
Is it positive or negative?

Write it down: $

Look at Gross Profit divided by Revenue:
(Gross Profit + Revenue = Gross Margin %)
Write it down: %

Is it at least 40%?

Step 3: Read the Balance Sheet

Look at the top: Cash

Write it down: $

Look at the bottom: Equity (or Owner's Equity)
Write it down: $

Step 4: Read the Cash Flow
Look at the bottom: Net change in cash
Write it down: $

Does this match the change in your bank balance from the beginning to the end of the period?

If yes, you're doing it right.
If no, there's a discrepancy to investigate.

Step 5: Set a monthly reporting ritual

On the 10th of each month (same day as your Track A review):
e  Pull the three reports for last month
e Spend 15 minutes reading them

e Write down: Top line revenue, bottom line profit, cash position

e Ask yourself: What changed? What surprised me?

Step 6: Print these instructions
Keep them next to your computer.

When you hire a bookkeeper or accountant, these become your management questions.

Tonight, you've unlocked the power of QBO.

Most business owners have access to these reports and never pull them.

You're choosing to run your business on data.



THE THREE REPORTS AT A GLANCE

P&L = "The Video"
e Story: What happened this period (revenue, costs, profit)?
e Key question: Did | make money?
e CEO checks: Is net profit healthy? Are margins holding?

Balance Sheet = "The Snapshot"
e Story: What do | own and owe RIGHT NOW?
e Key question: Is my business building value?
e CEO checks: How much cash do | have? Is equity growing?

Cash Flow = "The Bridge"
e Story: Why doesn't my P&L match my bank balance?
e Key question: Where did my cash actually go?
e CEO checks: Do P&L and bank account line up? Am | collecting receivables?

TRACK B COMPLETE!
You Now Have:

v QBO file with strategic Chart of Accounts

v Connected bank feeds (business accounts only)

v Clean organized data (either imported or starting fresh)

v Monthly review process using the 3 CEO reports

v Understanding of the Oops Protocol for accidental commingling
v Knowledge of system accounts that must be zeroed out

v Confidence in your financial data

BEFORE YOU MOVE ON:

You've now moved from manual spreadsheet tracking to automated accounting software.

But here's what's real:

QBO is powerful, but it requires discipline. Bank feeds are automatic, but someone has to review them and fix errors.
Reports are available, but most business owners generate them and never read them.

The system only works if YOU work it.

Your monthly ritual should now be:

e 10th of each month: 30-minute financial review
Update QBO with any missing transactions
Pull the three reports
Answer: Top line? Bottom line? Cash position?
Reconcile P&L to bank balance via Cash Flow

O O O O O

Write down ONE action item

Next step decision:

e Stay in TRACK B: Continue managing QBO yourself (works well if you're disciplined, but requires ongoing time

investment)Move to TRACK C: Hire a professional bookkeeper or accountant to manage QBO for you

(recommended when your time managing the system costs more than outsourcing it, or when you want

quarterly/monthly advisory sessions)



What's your next step?



TRACK C: ALREADY ON QBO -> CEO MASTERY (Days 4-7)

DAY 4: ADVANCED CHART OF ACCOUNTS & MISCLASSIFICATION AUDIT
Key Insight

You have QBO set up. But having the tool doesn't mean you're using it strategically. Today, you're going to audit two
critical things: whether your team is classified correctly (a mistake that costs thousands) and whether your chart of
accounts supports CEO-level decision making.

PART 1: THE CONTRACTOR CLASSIFICATION AUDIT

Let's start with the most expensive mistake businesses make.
Go pull your current list of everyone you pay.
This includes:
e Independent contractors (1099s)
e W-2 employees
e Subcontractors
e Freelancers
e Anyone you pay regularly
Write them down:

1. Name: | Status: 1099 or W-2?
2. Name: | Status: 1099 or W-2?
3. Name: | Status: 1099 or W-2?
4. Name: | Status: 1099 or W-2?
5. Name: | Status: 1099 or W-2?
6. Name: | Status: 1099 or W-2?

PART 2: THE IRS CONTROL TEST

Now, for EACH person you listed as a 1099, ask yourself three questions.
The IRS uses these to determine if you've misclassified someone as a contractor when they should be an employee.

Question 1: BEHAVIORAL CONTROL
Do you (or could you) control HOW the work gets done?
Examples of control:
e You dictate their exact hours (9am-5pm every day)
e You require them to work on-site
e You train them on your specific processes
¢ You tell them exactly HOW to complete the work
e You can require them to redo work that doesn't meet your standards
e You provide them with specific tools or equipment they MUST use
For this 1099, ask yourself:
Can | dictate their hours? Yes / No / Somewhat
Can | require them to work on-site? Yes / No / Somewhat
Can | tell them HOW to do the work? Yes / No / Somewhat



Can | require them to redo work? Yes / No / Somewhat

If you answered YES to more than one of these, this person is likely an employee.

Question 2: FINANCIAL CONTROL
Do you provide the tools, equipment, and materials they need?
Examples of financial control:
e You provide the laptop
e You provide the software
e You pay for their equipment
e You reimburse their expenses
e They work exclusively for you (no other clients)
e You pay them a salary or hourly rate (not project-based)
For this 1099, ask yourself:
Do | provide their equipment? Yes / No / Partially
Do | provide their software? Yes / No / Partially
Do | pay their expenses? Yes / No / Partially
Are they working exclusively for me? Yes / No / Multiple clients

If you answered YES to more than one of these, this person is likely an employee.

Question 3: TYPE OF RELATIONSHIP
What's the real nature of the relationship?
Examples of employee relationship:
e You consider them part of your team
e They've worked for you for years (ongoing relationship)
e They do the same work repeatedly
e You provide benefits (health insurance, retirement)
e The relationship is permanent or long-term
¢ They have a job title within your company
Examples of true contractor relationship:
e They work for multiple clients simultaneously
¢ They market themselves to the public
e They have their own business setup
e The relationship is temporary or project-based
e They provide their own equipment and software
e They have control over when and how they work
For this 1099, ask yourself:
Are they part of my core team? Yes / No
Is this a long-term ongoing relationship? Yes / No
Do they work only for me? Yes / No
Do they have their own client base? Yes / No



PART 3: SCORING YOUR AUDIT

For each person on your list, tally up:

Person 1:

Total "YES" answers to Behavioral Control:

Total "YES" answers to Financial Control:

Total "YES" answers to Type of Relationship (employee side):
Total Score:

Scoring:
e 0-2 YES answers: Likely a true contractor. Low risk.
e 3-5YES answers: Mixed signals. Medium risk. Needs review.
e 6+ YES answers: Probably an employee. High risk. This person should be reclassified.

PART 4: THE COST OF GETTING IT WRONG (Why This Matters)
Let me be blunt: Misclassifying an employee as a 1099 contractor is one of the most audited issues the IRS pursues.
Here's what happens if you get audited and lose:

Back-payment of all employer payroll taxes you should have been paying:
e Social Security tax (6.2%)
e Medicare tax (1.45%)
e Unemployment insurance
For a $50,000/year employee misclassified for 3 years, that's roughly $10,000-15,000 in back payroll taxes alone.

Back-payment of income taxes:
The employee was supposed to have taxes withheld. You now owe the government what should have been withheld.

Penalties:
e Failure-to-pay penalties: 0.5% per month
e Failure-to-file penalties: 5% per month
e Substantial understatement penalty: 20% of underpayment
For our $50k/year example over 3 years, penalties could run $5,000-10,000.

Interest:
Compounding on everything above.

Total exposure for one misclassified employee:
$20,000-40,000+ in taxes, penalties, and interest.
And if you have THREE misclassified employees? You're looking at six figures in audit liability.

But here's what most people don't think about:

A Department of Labor audit (separate from IRS) can happen too. They can assess:
e Wage and hour violations (unpaid overtime)
e Misclassification penalties
e Damages to the employee

That's another layer of exposure.



PART 5: THE W-9 RULE (Non-Negotiable)
Here's a strict CEO rule that protects you and keeps your books clean:
STRICT CEO RULE: No contractor receives a single payment without a signed W-9 on file.
A W-9 is a form from the contractor stating they are self-employed and their tax ID (or SSN).
By requiring a W-9, you're creating a paper trail that documents:
e You asked for proof of contractor status
e The contractor confirmed they are self-employed
e You have their tax information on file
This is basic documentation. Period.
If you ever get audited, you can say: "Look—here's the W-9. The contractor confirmed they were self-employed."
It doesn't protect you from misclassification, but it shows you weren't being reckless.

W-9 checklist:
For EACH 1099 contractor:
e [ Do you have a signed W-9 on file?
e [lsit current (within the last 3 years)?
e [ Do you know their legal name and tax ID?
If you answered NO to any of these, you need to get that W-9 TODAY.

PART 6: THE RECLASSIFICATION CONVERSATION (If You Need It)
If your audit revealed someone should be an employee, here's the conversation you need to have with your Brain Trust
(Chapter 3, remember?):
"l just realized we may have misclassified [person]. If we reclassify them as a W-2 employee, here's what changes:
We need to set up formal payroll
We need to withhold taxes
We need to pay employer taxes
e We need to provide workers' comp coverage
What's the best way to handle this? Can we reclassify going forward? Do we need to address the past?"
This is not a conversation to have alone. Get professional guidance.

PART 7: THE ADVANCED COA CHECK

Now, let's audit your Chart of Accounts.
Remember from Track B Day 4? You built a strategic COA.
But as you've used QBO, things might have drifted.
Pull your Chart of Accounts in QBO.
Go through it and answer:
e How many accounts do you have?
e How many have a zero balance?
e How many have balances but haven't been used in 6+ months?
e How many are named "Miscellaneous," "Other," or "Ask My Accountant"?

If any of these happened:
e You added accounts instead of using existing ones
e You let old accounts sit with balances
e You created catch-all categories

Your COA has drifted. It needs cleanup.



ACTION STEPS FOR TODAY

Step 1: Complete the contractor classification audit
e List every 1099 contractor
e Score each one using the three control tests
e Identify anyone at medium or high risk
Step 2: W-9 verification
e For EACH 1099 contractor, verify you have a signed W-9
e If missing, request it immediately
e |If outdated (>3 years), request a new one
Step 3: Audit your Chart of Accounts
e How many accounts?
e How many need cleanup or consolidation?
Step 4: If you found misclassification risk
e Schedule a conversation with a CPA or employment attorney
e Do NOT reclassify on your own
e Get professional guidance first

Tonight, you've identified your biggest legal and financial risks.

Most CEOs never do this audit. They assume "if it hasn't been flagged, it's fine."
That's how people get surprised by six-figure audit bills.

You're getting ahead of it.



DAY 5: DEEP CLEAN-UP & ACCOUNT RECONCILIATION

Key Insight

You've been using QBO for a while now. But small categorization errors, uncleaned transactions, and unreconciled
accounts compound into corrupted data. Today, you're going to do the CEO equivalent of spring cleaning.

PART 1: THE HIDDEN DEBT ASSESSMENT

Before you clean up, let's see how much technical debt you've accumulated.
Answer these honestly:
Question 1: When was the last time you reconciled your bank account in QBO?
e This month
e Last month
e lLast quarter
e This year sometime
e |can't remember
e Never

Question 2: How many transactions in your QBO are coded to "Uncategorized" accounts?
e Zero
e Afew (1-5)
e Some (5-20)
e Many (20+)
e ldon't know

Question 3: How confident are you that every transaction in QBO is coded correctly?
e Very confident (95%+)
e Mostly confident (80%)
e Somewhat confident (60%)
e Not very confident (40%)
¢ Not confident at all (0%)

Question 4: If | pulled a transaction from 3 months ago, could | quickly verify it was categorized correctly?
e Yes, easily
e Yes, with some effort
e Probably not
e No

Question 5: Do you have accounts in QBO with balances that haven't changed in 6+ months?
e No, everything moves regularly

e Afew
e Several
e Many

PART 2: WHY CLEANUP MATTERS (And Why Most CEOs Skip It)

Here's why this matters:
Scenario A: You hire a bookkeeper and hand them messy QBO



They spend their first two weeks cleaning up your mess.

e Finding duplicate entries

e Recategorizing transactions

e Reconciling accounts

e Moving money from "Uncategorized" to the right places
You're paying $20-30/hour for cleanup instead of ongoing work.
That's $500-1,200 wasted before they even help you with strategy.

Scenario B: You clean it up before hiring
Your bookkeeper logs in Day 1. The data is pristine.
e Bank reconciled
e All transactions categorized
e System accounts zeroed out
e Every entry tracked to business purpose
They start adding value immediately. No cleanup phase. No wasted time.

Scenario C: You keep letting it drift
By month 12, you have:
e 6 months of unreconciled accounts
e 200+ uncategorized transactions
e Duplicate entries
e 0Old accounts with lingering balances
e Noidea if your numbers are accurate
Then tax time hits. Your accountant has to spend 20+ hours untangling it.
That costs $2,500-5,000 in professional fees just to get to "clean."

The pattern is clear: 5 hours of cleanup now costs $0. 5 hours of cleanup later costs $250-500.

PART 3: THE CLEANUP PROCESS

Step 1: Bank Reconciliation

This is non-negotiable. Your QBO balance must match your bank statement to the penny.
Go to Reconciliation in QBO settings.

Work backwards month by month until you reach a reconciled state.

If it's been months since you reconciled, this takes 2-4 hours.

Don't skip this.

Step 2: Uncategorized Transactions
Go to your Chart of Accounts and find:
e Uncategorized Income
e Uncategorized Expense
e Uncategorized Asset
Click on each one. See the transactions sitting there.
For EACH transaction:
e Decide where it belongs (use your actual 10-12 categories)
e Recategorize it
e Add a memo if business purpose is unclear
Your goal: All three of these accounts return to $0.00.



Step 3: Miscellaneous & "Ask My Accountant" Accounts
Search your Chart of Accounts for accounts named:
e Miscellaneous
e Other
e Ask My Accountant
e General Expense
e Overhead (too vague)
These are catch-all accounts that hide problems.
For each transaction in these accounts:
e Move it to the correct category
e Add a business purpose memo
e Once empty, delete the account (or leave it dormant)

Step 4: Reconcile Opening Balance Equity and System Accounts
Remember from Day 5 Track B?
Check your Balance Sheet:
e Opening Balance Equity: Should be $0.00
e Uncategorized Asset: Should be $0.00
e Uncategorized Income: Should be $0.00
e Uncategorized Expense: Should be $0.00
If any of these have balances, they need to be reclassified or cleaned up.

Step 5: Dormant Accounts
Search your COA for accounts that have:
e No activity in 6+ months
e Azero balance
Ask yourself: Will | ever use this again?
If NO, delete it (or just leave it dormant—you can't hurt anything).
If YES, keep it.

PART 4: WHY THIS CLEANUP SETS YOU UP FOR SUCCESS
After you complete this cleanup, your QBO will have:

v Bank reconciliation complete

v Zero uncategorized transactions

v No catch-all categories

v System accounts balanced

v Clean Chart of Accounts

v Accurate P&L and Balance Sheet
When you pull reports now, you can trust them.
That's the difference between a CEO running on data vs. a CEO guessing.

ACTION STEPS FOR TODAY

Step 1: Set aside 3-4 hours for cleanup

This is not a 30-minute task. Block the time.
Step 2: Bank reconciliation



Reconcile back to the most recent month you haven't touched.
Keep going until you reach a stable point.
Step 3: Uncategorized transactions
e Go through each uncategorized account
e Recategorize every transaction
e Goal: $0.00 balance in all three
Step 4: System accounts
e Check Opening Balance Equity: $0.00?
e Check Uncategorized Asset: $0.00?
e Check Uncategorized Income: $0.00?
e Check Uncategorized Expense: $0.00?
If not, reclassify.
Step 5: Dormant accounts
Review and delete any old accounts you'll never use.

Tonight, your books are clean.
Most businesses never do this work. They just keep adding layers of complexity.
You're choosing to maintain your system.



DAY 6: DRIVING BY THE DASHBOARD (KEY METRICS)

Key Insight
Reports tell you WHAT happened. Metrics tell you WHETHER it matters. A CEO doesn't just read financial statements—
they watch specific numbers that predict the future of the business.

PART 1: THE METRICS REALITY CHECK

Before you learn to track metrics, let's see what you're currently monitoring.

Answer these:
Question 1: How often do you think about how long it takes clients to pay you?
e Weekly
e Monthly
e Quarterly
e Annually
e Never

Question 2: Do you know how much you're spending on sales and marketing each month?
e Yes, exactly

e Roughly
e Notreally
e Noidea

Question 3: Do you know what it costs you to acquire a new client?
e Yes
e |haveanidea
e Notreally
e No

Question 4: How often do you look at your cash position?

e Daily
e Weekly
e Monthly

e Quarterly
e Only when | need money

Question 5: If a major client stopped paying you, how many months could you survive?
e 6+ months (we're solid)
e 3-6 months (okay)
e 1-3 months (tight)
e Lessthan 1 month (dangerous)
e ldon't know

PART 2: WHY METRICS MATTER (And Why Most CEOs Miss Them)

Here's the reality:
A CEO who reads their P&L monthly is doing better than 90% of business owners.



But a CEO who tracks the RIGHT metrics is operating in a different league.

Here's why:
A P&L is a LAGGING indicator. It tells you what happened last month. By then, it's too late to change the outcome.
Metrics are LEADING indicators. They predict what WILL happen if you keep going.

Real example:

A service business has healthy P&L. Revenue is $10k/month. Profit is 30%.

Looks great, right?

But here's the metric that matters: Days Sales Outstanding (DSO).

Their DSO is 90 days. Clients take 3 months to pay.

Their payroll (which they pay weekly) is $8k/month.

So they're paying people $8k every week, but only collecting money every 3 months.
Result: The business is running out of cash every month, even though it's "profitable."
By week 8, they can't make payroll. They take out a line of credit. Interest compounds. By month 12, they owe $15k in
interest.

Their P&L still looks great. But they're drowning in debt.

A CEO watching DSO would have caught this immediately:

"Wait—we're collecting in 90 days? That's a cash flow problem. We need to either (a) ask clients to pay faster, or (b) get
a line of credit to bridge the gap, or (c) reduce payroll."

Metrics catch problems early. P&Ls just document the damage.

PART 3: THE 4 CORE CEO METRICS

You don't need 50 KPIs. Most CEOs track four metrics obsessively.

METRIC 1: Days Sales Outstanding (DSO) / Accounts Receivable Aging
What it measures: How long does it take clients to pay you?
Why it matters: If you're waiting 60 days to get paid but payroll is due weekly, you have a cash flow problem.
How to calculate:
Go to your Accounts Receivable aging report in QBO.
Look at invoices that are:
e Current (0-30 days): $
e 30-60 days past due: S
e 60-90 days past due: S
e 90+ days past due: §
Total past-due AR: $
Average Days to Collect = (Total AR + Monthly Revenue) x 30

What's healthy: 30-45 days
What's warning: 45-60 days (clients are slow)
What's dangerous: 60+ days (you're financing their business)

Your DSO: days

If it's over 45 days, ask yourself:
e Why are clients taking this long?



e Canlrequire deposits?
e Can | offer a 2% discount for payment within 7 days?
e Dol have a collections process?

If you don't fix this, your cash runway shrinks every month.

METRIC 2: Customer Acquisition Cost (CAC)

What it measures: How much are you spending to acquire a new customer?

Why it matters: If you spend $5,000 to acquire a customer that pays you $3,000/year, you're losing money.
How to calculate:

Total Monthly Sales & Marketing Spend = $

Number of New Clients Acquired This Month =

CAC = Total Sales & Marketing Spend + New Clients Acquired

Your CAC=$ per client

The sanity check:

Compare CAC to lifetime value.

"What's the average lifetime value of a client?"

If a client stays 2 years and pays you $1,000/month, their lifetime value is $24,000.

If your CAC is $2,000, you're spending 8% of lifetime value to acquire. That's healthy.

If your CAC is $15,000, you're spending 62% of lifetime value. You're spending almost as much to acquire as you'll make.
That's dangerous.

Your CAC: $ per client
Your average client lifetime value: $
**What percentage of LTV is your CAC? % **

If CAC is more than 25% of LTV, you have a problem:
e Marketing is too expensive
e You're not retaining clients long enough
e Pricing is too low

Pick ONE to fix, and track it next month.

METRIC 3: Gross Profit Margin & Operating Cash Runway

What it measures: How long could you survive if revenue dropped to zero?

Why it matters: This is your safety buffer. If you only have 15 days of runway, one slow month puts you in crisis.
How to calculate:

Current Cash in Bank: $

Average Monthly Operating Expenses: $

Cash Runway (Months) = Cash + Monthly Expenses

Your Runway: months

What's healthy: 3-6 months
What's warning: 1-3 months
What's dangerous: Less than 1 month

If your runway is under 3 months:
That's your #1 priority. You need to either:



e Build cash reserves (reduce distributions, cut expenses)
e Improve cash collection (faster AR)
e Secure a line of credit before you need it

Don't wait until you're in crisis. Act now.

METRIC 4: S-Corp Threshold & Reasonable Compensation

What it measures: Are you paying yourself enough to justify S-Corp status?

Why it matters: S-Corp election saves taxes on distributions, but only if you're making enough profit to benefit.
The rule:

If your Net Profit is consistently $50,000+, an S-Corp election might save you money.

If your Net Profit is under $50,000, stick with your current structure.

Your Net Profit: §

If you're over $50,000:
This is a conversation for your Brain Trust (CPA + attorney).
They'll help you determine:
e |s S-Corp election beneficial?
e What's "reasonable compensation" for your role?
e What's the tax savings?
e What's the administrative cost?
Don't make this decision alone. It has tax implications that need professional guidance.

PART 4: THE MONTHLY METRIC REVIEW

On the 10th of each month (same day as your financial review), pull these four metrics:

1. DSO: How long are clients taking to pay? days
2. CAC: How much are we spending per new client? $
3. Runway: How many months of cash do we have? months

4. Net Profit: Is it $50k+ (S-Corp conversation needed)? Yes / No

Then ask:
e DSO trending up (clients paying slower)? = Action: Tighten collections
e CAC trending up (spending more to acquire)? - Action: Review marketing ROI
e Runway declining? = Action: Cut expenses or improve collection
e Net Profit > $50k? - Action: Talk to your Brain Trust about S-Corp

PART 5: THE PREDICTIVE POWER (Why This Matters)

Here's what separates a Hustler from a CEO:

A Hustler looks at last month's P&L and feels relieved (or panicked).

A CEO looks at these four metrics and predicts what happens in the next 3 months.

If DSO is 60 days and climbing, a CEO knows: "In 3 months, we'll have cash problems unless we fix this."

If CAC is rising but retention is flat, a CEO knows: "We're spending more to get the same customers. That's not
sustainable."

If runway is 45 days and declining, a CEO knows: "We need to secure financing or cut costs in the next 30 days."

This is strategic thinking.
Most business owners never get here. They're too busy putting out fires to see the fire coming.



ACTION STEPS FOR TODAY

Step 1: Calculate your four metrics

e DSO: days

e CAC:S per client
e Runway: months
e Net Profit: §

Step 2: Assess trend
For each metric, ask: Is this getting better or worse?
e DSO: Improving / Staying Same / Declining
e CAC: Improving / Staying Same / Declining
e Runway: Improving / Staying Same / Declining
Step 3: Identify one action item
Pick ONE metric that needs attention.
Werite down ONE action you'll take to improve it.
Example: "DSO is 60 days. Action: I'll call overdue clients this week and offer a 2% discount for payment within 5 days."

Tonight, you're tracking the metrics that predict your future.
Most CEOs never get here. Most financial dashboards only show the past.
You're operating with a crystal ball.



DAY 7: PROACTIVE AUDIT-PROOFING & SPEND CONTROL
Key Insight

You have clean data. You're tracking metrics. Now it's time to build the systems that let you scale without audit risk.
Audit-proofing isn't about hiding things—it's about having so much documentation that you could handle an IRS audit
with confidence.

PART 1: THE AUDIT READINESS ASSESSMENT

Let's see where you actually stand.
Answer these honestly:
Question 1: If the IRS knocked on your door tomorrow, how confident would you be in your books?
e Very confident (90%+)
e Mostly confident (70%)
e Somewhat confident (50%)
e Not very confident (30%)
e Terrified (0%)

Question 2: For every expense over $75, do you have a digital receipt?
e Yes, all of them
e Most of them (90%)
e Some of them (70%)
e Few of them (40%)
e Almost none (0%)

Question 3: For high-risk expenses (meals, travel, entertainment), do you have business purpose documented?
e Yes, all of them
e Most of them
e Some of them
e Few of them
e None

Question 4: If you get audited, how long would it take you to pull all receipts and documentation?
e Lessthan 1 hour (organized system)
e 1-5 hours (some searching)
e 5-20 hours (scattered)
e 20+ hours (nightmare)
e |lhavenoidea

Question 5: Do you have expense management software or controls for your team?
e Yes, and it's working well
e Yes, but compliance is inconsistent
e No, we're tracking manually
¢ No, we have no system



PART 2: THE AUDIT REALITY (Why This Matters)

Let me be direct: An IRS audit isn't a question of IF—it's a question of WHEN.
The IRS has limited resources. They audit maybe 0.5% of returns annually.
But if they DO audit you, are you ready?

Here's what an audit looks like:

The IRS asks for documentation of a sample of your deductions.

"Show me receipts for all meal and entertainment expenses in January."

If you can't produce itemized receipts with business purpose, they disallow the deductions.

If you can't produce ANY receipt for $5,000 in meals, they might disallow $5,000 in deductions (or more).

Math of getting audited and losing:
e Disallowed deductions: $20,000
e Your tax rate: 25% federal + 10% state = 35%
e Taxes owed: $7,000
e IRS penalties (20%): $1,400
e Interest (depends on timing): $1,000+
Total: $9,400+ because you didn't keep good receipts.

But here's the bigger risk:

If an IRS auditor reviews your books and finds a pattern of missing documentation or unexplained expenses, they might
expand the audit.

What started as "let me check January meals" becomes "let me check all 2024 expenses."

Now you're looking at 20-40 hours of professional time to reconstruct records.

That's $5,000-10,000 in cleanup alone (plus any back taxes owed).

Compare that to the cost of doing it RIGHT:
e 10 minutes per week on expense documentation: 520 minutes per year = 8.7 hours
e Cost if hourly: $87-173 (your time)
e Cost if you've hired someone: $200-300 (their time)

Prevention costs $300. Getting audited costs $9,400+.
That's a 30x return on investment for staying organized.

PART 3: THE AUDIT-PROOFING SYSTEM

You've already learned Snap & Toss from Track A. Now we're scaling it.

For personal expenses (if you're the only one spending):
Snap & Toss works fine—you know your system, you're disciplined.

For team expenses (multiple people spending):
You need an automated system. Snap & Toss breaks down because people forget.

The three levels of spend control:
Level 1: Manual Receipt Collection (Snap & Toss)
e Employees take receipts



e End of month: they submit them

e You manually file them

e Cost: SO

e Problem: People forget. Receipts get lost. You chase people down.
Level 2: Receipt Tracking App

e Employees photograph receipts in the app (Expensify, etc.)

e App stores them digitally

e Cost: $50-200/month

e Improvement: Organized. Reduced manual chase. But still requires compliance.
Level 3: Automated Spend Management (Recommended)

e All team spending goes on a corporate card

e Ramp, Rippling, or Bill.com ties the card to expense categorization

e Employees can't spend without coding it

e System enforces receipt capture at point of sale

e Cost: $200-500/month (but saves 10+ hours of admin)

e Benefit: Audit-proof by design. Zero compliance risk.

Which should YOU use?

If you have 1-2 people: Level 1 (Snap & Toss) works.

If you have 3+ people spending regularly: Level 2 minimum (receipt app).

If you're planning to scale: Level 3 (automated spend management) now prevents problems later.

PART 4: THE MONTHLY AUDIT-PROOFING RITUAL

Every month (same day as your financial review), spend 30 minutes on this:

Step 1: Receipt Audit

Check: Do you have itemized digital receipts for every expense over $75?
If no = Find the receipt and scan it in.

If impossible - Document why and move on (but know this is audit risk).

Step 2: High-Risk Category Review
Pull your Meals, Travel, and Entertainment transactions for the month.
For each one:
e |sthere a business purpose documented? (Who? Why?)
e Do you have an itemized receipt?
If not - Add a memo explaining the business purpose.
Example: "Lunch with Client ABC to discuss Q3 contract renewal"

Step 3: IRS Spot Check

Randomly pick 5 transactions from the month.
Could you defend each one if an IRS auditor asked?
If no - Add business purpose documentation.

Step 4: System Accounts
Make sure Opening Balance Equity and Uncategorized accounts are still at $0.00.
If not - Clean them up immediately.



This takes 30 minutes. It prevents $9,400+ in audit exposure.

PART 5: THE TEAM COMMUNICATION (If You Have One)

If you have a team spending on the business card, you need to set expectations:

Brief your team on the rules:
"Every business expense needs:
1. Digital receipt (photo or digital copy)
2. Business purpose (if meal/travel/entertainment)
3. Categorization in Ramp/Rippling/QBO
4. Clear documentation for the IRS
This protects you and the company. We get audited, | need to defend every expense. If you can't defend it, we can't
deduct it."

Make it easy:
e Set up the app they use
e Show them the submission process (takes 1 minute per expense)
e Make compliance non-negotiable

A team that knows the standard will exceed it.

PART 6: THE LONG-TERM VIEW (As You Scale)

Audit-proofing now means scaling without fear later.

When you hire a bookkeeper or accountant, they'll inherit clean, documented books.
They'll focus on advisory work (not cleanup).

Your CFO (when you hire one) will have confidence in the data.

And if you ever need to sell the business, audited financials prove the numbers are real.

ACTION STEPS FOR TODAY

Step 1: Audit readiness assessment
Answer the 5 questions in Part 1.
Where are your weak points?

Step 2: Receipt inventory
Do you have itemized digital receipts for every expense over $75 this month?
If no, scan them in now.

Step 3: High-risk category review
Pull all Meals, Travel, and Entertainment transactions.
Add business purpose documentation to any that are missing it.

Step 4: Evaluate your spend control system

Do you have one person spending? You're probably fine with Snap & Toss.

Do you have a team? You need a Level 2 (app) or Level 3 (automated) system.
Research Expensify, Ramp, or Rippling. Pick one. Set it up.

Step 5: Commit to the monthly ritual
Next month (10th of the month):



e Receipt audit (30 min)
e High-risk category review (10 min)
e IRS spot check (10 min)

Done. Audit-proof.

Tonight, you're operating like a CFO.
Most businesses never reach this level. They stay reactive.
You're being proactive. You're protecting your business before problems happen.

TRACK C COMPLETE!

You Are Now a Financial CEO:

v You can read your reports and understand what they MEAN

v You can identify misclassified workers before an audit does

v You calculate key metrics (DSO, CAC, Runway) to guide decisions

v You track four core metrics that predict your business future

v You maintain audit-proof data with clean documentation

v You make strategic decisions based on YOUR numbers—not guesses
v You're ready for professional help when the time comes

BEFORE YOU MOVE ON:

You've completed the 7-day workbook. You've gone from Hustler to CEO.

But here's the honest truth:

At some point, your time managing finances costs more than hiring someone else to do it.

That point is different for everyone.

For some people it's $100k revenue. For others it's $500k.

But the pattern is the same: You get to a point where every hour you spend on bookkeeping is an hour you're NOT
spending on revenue-generating work.

That's when you hire a professional.

Not because you can't do it—you clearly can.

Not because you're bad at numbers—you're tracking metrics like a CEO.

But because your time is worth more focused on growing the business than managing the books.

| learned this with my website.

| COULD manage it. | knew how. But every hour | spent on code and design was an hour | wasn't spending on business
growth.

The ROI on hiring someone to manage it (and me focusing on revenue) was immediate.

The same will be true for your finances.

NEXT STEP DECISION:
e Stay the course: Keep managing your finances (works, but requires discipline)
e Hire a bookkeeper: Handle month-to-month (someone processes transactions, you review and lead)
e Hire a CFO/professional advisor: Strategic partner who runs everything and gives you monthly insights
e SBA Services LLC: [It's there when you're ready to make that jump]



You've done the work. You know your numbers. You've proven you can handle this.
The question is: Is it the BEST use of your time?



YOU'VE COMPLETED THE 7-DAY TRANSFORMATION

What You've Accomplished

v Shifted mindset from Hustler to CEO

v Separated personal and business money (commingling eliminated)

v Built the right infrastructure for YOUR business stage

v Learned to read your financial reports (P&L, Balance Sheet, Cash Flow)

v Established non-negotiable monthly review rituals

v Applied the Rule of Materiality to streamline your categories

v Calculated key metrics that predict your future (DSO, CAC, Runway, Gross Margin)
v Created audit-proof documentation systems

v Prepared for scaling—with or without a team

WHAT COMES NEXT

You've done the work. You know your numbers. You've proven you can handle the financial foundation of your business.
But here's the CEO question you need to ask yourself:

"Is managing my finances the best use of my time?"

Some CEOs answer YES.

You enjoy the work. You like being close to your numbers. You don't mind the 5-10 hours per month it takes to stay on
top of everything.

If that's you: Keep executing your system. Stay disciplined. Your business will thrive.

Other CEOs answer NO.
Every hour you spend on bookkeeping is an hour you're NOT spending on:
e Landing new clients
e Serving existing clients better
e Building the business
e Growing revenue
For those CEOs, the ROI on hiring professional help is immediate.

| learned this with my website.

| built it myself. | could manage it. But every hour maintaining code and updating design was an hour | wasn't spending
on business growth.

The moment | hired someone and stepped back, everything changed. The website got better. My business grew. My
stress dropped.

The cost of keeping a hat you hate is higher than the cost of hiring a CEO-level professional who's obsessed with it.

THREE PATHS FROM HERE

Path 1: You Stay the Captain

You execute your system consistently. Every 10th of the month, you do your financial review. You stay close to your
numbers. You own this completely.

This works. And it'll keep working—as long as you stay disciplined.



Path 2: You Hire a Bookkeeper

Someone else handles the day-to-day transaction entry and categorization. You review and lead.

Cost: $800-1,500/month

Benefit: 5-8 hours back per month. Professional documentation. Someone to ask questions when you're uncertain.
Recommended when: Revenue is $150k+, or you have a team spending on the business card.

Path 3: You Hire a CFO or Strategic Advisor

Someone runs the entire financial system AND gives you quarterly strategy sessions.

They don't just process transactions—they interpret your numbers. They flag problems before they're crises. They help
you make pricing decisions, hiring decisions, scaling decisions based on YOUR financial data.

Cost: $2,000-5,000/month (or retainer-based)

Benefit: Professional partnership. Strategic guidance. Peace of mind.

Recommended when: Revenue is $300k+, or you're planning significant growth and want expert guidance.

HOW TO DECIDE

Ask yourself these three questions:
Question 1: Do | enjoy financial work?
e If YES - Path 1 (stay the captain)
e IfNO > Path2or3

Question 2: Am | generating enough revenue that my time is genuinely valuable elsewhere?
e If revenue is under $100k - Path 1 works fine
e If revenue is $100-250k - Path 2 makes sense
e |If revenue is $250k+ - Path 3 becomes worth it

Question 3: Is my financial system a competitive advantage or a burden?
e |If competitive advantage - Path 1
e Ifburden - Path 2 or3

WHEN TO REACH OUT

If you've completed this workbook and you're thinking:

"This works, but | don't want to do this anymore."

"I know my numbers now, but managing the system takes too much time."
“I want professional guidance on strategy, not just transaction processing."

That's when we talk.
At SBA Services LLC, we work with business owners who are ready to upgrade from DIY to professional support.
We don't start with "here's your bookkeeping service." We start with a conversation:
e What's working in your current system?
e What's draining your time?
e What decisions do you need help making?
e What does "done" look like for you?
From there, we build a partnership that fits YOUR business, not a cookie-cutter service.

www.sbaservicesusa.com . sandra@sbaservicesusa.com . 919-435-0507




CEO MONTHLY FINANCIAL CHECKLIST

Pin this to your office wall. Complete it on the 10th of every month.

[0 REVENUE CHECK: How much total revenue came in this month? $

[0 PROFIT CHECK: After all expenses, net profit = $

[0 COGS CHECK: Direct costs = $ | Gross Margin % = %

[0 CASH CHECK: Bank balance today = $ | Runway = months

[0 COMMINGLING CHECK: Any personal expenses in business account? [ Yes (1 No
If yes, reclassify as Owner Draw immediately.

[0 AR CHECK (if applicable): Past due invoices = $
If over 30 days past due: Make collection calls TODAY.

1 RECEIPT SWEEP: All receipts photographed and stored digitally? [ Yes [1 No

[0 SYSTEM ACCOUNTS: Opening Balance Equity = $0? [ Yes [1 No
Uncategorized accounts = S0? [7Yes [7No

[0 STRATEGY QUESTION: Based on this month's numbers, what's ONE decision | need to make?

Decision:

When you're ready for professional support:
www.sbaservicesusa.com

— Sandra Lanier-Thomas, CB
SBA Services LLC



