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Introduction  

 

 

5ƻ ȅƻǳ ǿŀƴǘ ŀ ǎǳŎŎŜǎǎŦǳƭ ōƻƻƪƪŜŜǇƛƴƎ ōǳǎƛƴŜǎǎΚ LǘΩǎ ƻōǾƛƻǳǎ ǘƘŀǘ ȅƻǳ Řƻ ōǳǘ ŘƻŜǎ ǘƘƛǎ ŀƭƛƎƴ 

with your core values? For example, a personal sense of accomplishment, a secure and 

profitable enterprise to take into retirement? A desire to work with people you trust and 

who appreciate your value to them? These may be key drivers to your business and 

professional decisions. The following pages are unabashedly concerned with building a 

success bookkeeping business, hopefully also aligning with your key values 

Goals setting is important in any endeavour, but for bookkeeping practitioners there are 

particular obstacles that may get in their way. Some are mindset obstacles. Consider some 

of the mistakes bookkeeping practitioners make: 

¶ Bookkeepers ŘƻƴΩǘ ŎƘŀǊƎŜ ŜƴƻǳƎƘ 

¶ Bookkeepers believe that building a bookkeeping business is about doing the books 

¶ Bookkeepers ŘƻƴΩǘ Řƻ ŀƴȅ ƳŀǊƪŜǘƛƴƎ 

¶ Bookkeepers ŘƻƴΩǘ ŎƘŀǊƎŜ ŦƻǊ ΨǊŜǎŎǳŜ ƧƻōǎΩ upfront 

¶ Bookkeepers believe that accountants can become a referral source 



 

 
 

¶ Bookkeepers ŘƻƴΩǘ ƛƴǾŜst in a functional website (a URL address is not a website) 

¶ Bookkeepers have no system for attracting new clients. 

There are many others and there are critical tools needed to ensure: 

¶ How to position your firm and differentiate yourself from the competitor 

¶ How to leverage technology and operate smarter 

¶ How to generate more inbound leads to your bookkeeping business. 

So what are the actions required to meet such challenges? One such action is to take steps 

to implement a price structure that reflects the value of your service. There are many others 

which are covered in these pages. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 
 

Working with the right clients  

 

 

Getting a client ς any client is a good thing, right? Wrong! The wrong client may well be the 

client who wants the cheapest service or, worse still, the client that makes demands over 

and above the agreed service level and who questions your billing at every turn. To this type 

of client you are merely a grudge purchase. 

Signing up a new client seemed easy, but soon it becomes clear that there is not a good fit 

ǿƛǘƘ ǘƘŜ ΨǿǊƻƴƎΩ ŎƭƛŜƴǘ.  You need to have a process ς strategy ς for on boarding ǘƘŜ ΨǊƛƎƘǘΩ 

client. Start with a conversation about doing a quick review of the books of the business. 

Charge a fee for this service (check out industry averages but it may be in the range of $250 

to $750).  

Typically there will be a need for some clean-up work and this sets the scene for a billing 

process (see more lately). In essence the on-board g process should be under the general 

theme of άƴŜŜŘǎ ŀƴŀƭȅǎƛǎέ ŀƴŘ Ŏŀƴ ōŜ ǿǊƛǘǘŜƴ ǳǇ ǳǎƛƴƎ ŀ template such as a worksheet. 

Here you are identifying there major issues and pain points. 

Later in the guide we will be looking at the case for specialling in a niche industry. For early 

stage practitioners who may not have traction in a category yet, your business processes are 

not strong enough yet. So there no way to know whether your services can result in a 



 

 
 

premium pricing outcome for your practice. You need to establish a functional business 

baseline first. You need your basic general foundation first before specialising. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 
 

Best practice in pricing  

 

What is your service as a bookkeeping practitioner worth? Can an hour of your time have a 

price on it? It should come Řƻǿƴ ǘƻ ǘƘƛǎΥ άL ǎŜƭƭ ǎŜǊǾƛŎŜǎΤ ƴŜǾŜǊ ǘƛƳŜΦέ 

¢Ƙƛƴƪ ƻŦ ƛǘ ŀƴƻǘƘŜǊ ǿŀȅΣ ǿƘŜƴ ǿŀǎ ǘƘŜ ƭŀǎǘ ǘƛƳŜ ŀ ǇƻǘŜƴǘƛŀƭ ŎƭƛŜƴǘ ŎŀƭƭŜŘ ŀƴŘ ǎŀƛŘ άL ǿŀƴǘ ǘƻ 

ōǳȅ ǘǿƻ ƘƻǳǊǎ ƻŦ ȅƻǳǊ ǘƛƳŜέΚ 

Do any of these statements relate to you? If they do, continue reading right until the end of 

this guide. It will reward you well into your career.  

¶ ¸ƻǳ ŀǊŜ ǎƛŎƪ ƻŦ ǊǳƴƴƛƴƎ ǘƘŜ ΨǇǊƛŎŜ ŎƻƳǇŀǊƛǎƻƴ ǊŀŎŜΩ 

¶ You want to increase SMB clients 

¶ You want to increase your price for new clients 

¶ You want to earn (at least) a six-figure income 

¶ You want to beŎƻƳŜ ŀ ΨǘǊǳǎǘŜŘ ŀŘǾƛǎƻǊΩ ǘƻ ȅƻǳǊ ŎƭƛŜƴǘǎ όǊŀǘƘŜǊ ǘƘŀƴ ǘƘŜ ǇŜǎƪȅ 

bookkeeper) 

¶ You want to tap into the opportunity make more money from bookkeeping 

¶ You want to package your bookkeeping services so more people buy at higher prices 

¶ You want to effectively communicate the value of your bookkeeping services 

 

If any of these resonate, you ought to deep dive into a more progressive approach to billing. 

/ƻƴǎƛŘŜǊ ǘƘƛǎΥ Ƙƻǿ Ƴŀƴȅ ŀǊŜ ŦŀƳƛƭƛŀǊ ǿƛǘƘ ǘƘƛǎ ΨƎƻƭŘŜƴΩ ǊǳƭŜΥ /ŀƭŎǳƭŀǘŜ Ƙƻǿ ƳǳŎƘ ƳƻƴŜȅ ȅƻǳ 

need for your lifestyle, divide by the available number of hours you can work in a year, and 

you have your hourly rate! 

Right, and of course you also have broken relationships, major dental work, little in 

retirement savings, and too little time doing what you love to do. ²ƘŀǘΩǎ wrong with all 

those practitioners who still work base their fees on time? 



 

 
 

Pricing by time is, fundamentally, wrong. To attain anything like a fair reward for your 

experience, skills and training, changing the price you charge is the simplest way to change 

your results. 

.ǳǘ ƛǘΩǎ ƴƻǘ ǘƘŀǘ ŜŀǎȅΣ ŜǎǇŜŎƛŀƭƭȅ ǎƛƴŎŜ ŀ ƳŀƧƻǊƛǘȅ ƻŦ ōƻƻƪƪŜŜǇŜǊǎ ǎǘƛƭƭ ǉǳƻǘŜ ƘƻǳǊƭȅ ǊŀǘŜǎ 

ǿƘŜƴ ŀǎƪŜŘ ŦƻǊ ŀ ǉǳƻǘŜ ŀƴŘ Ƴŀƴȅ ǎǘƛƭƭ ŀŘǾŜǊǘƛǎŜ ǘƘŜƛǊ ΨƘƻǳǊƭȅ ǊŀǘŜΩ ƻƴ ǘƘŜƛǊ ǿŜōǎƛǘŜΗ 

Amazing! 

5ƻƴΩǘ ōŜ ǘƘŜ ŎƘŜŀǇ ǎŜǊǾƛŎŜ ǇǊƻǾƛŘŜǊ 

¢ƘŜǊŜΩǎ ƴƻ Ǉƻƛƴǘ ƛƴ ŎƘŀǎƛƴƎ ƳƻǊŜ ŎƭƛŜƴǘǎ ƛŦ ȅƻǳΩǊŜ ǘƻƻ ŎƘŜŀǇΦ hƴŜ ƻŦ ǘƘŜ ǘƘƛƴƎǎ ȅƻǳ ǎƘƻǳƭŘ Řƻ 

ƛǎ ǘƻ ǘƘƛƴƪ ŀōƻǳǘ ǇǊƛŎƛƴƎΦ ¸ƻǳ ǿƻǊƪ ŎǊŀȊȅ ƘƻǳǊǎ ǘƻ ƳŀƪŜ ŜƴŘǎ ƳŜŜǘΦ ¢ƘŀǘΩǎ ōŜŎŀǳǎŜ ȅƻǳ 

believe that pricing low give you a competitive edge. This is a fallacy because lo-ball pricing 

is a slippery slope: you may get more clients but they may not be the clients you want to 

builds a profitable business. If you put your prices up by say 25% what do you believe you 

will lose clients? You may but most will stay and at the very least you can use the time saved 

by the loss of a client or two to do marketing. 

There is a Ψsilver bulletΩ when it comes to pricing and that is the minimum price you should 

charge if you want to make a profit. You need to make the right analysis of running a firm, 

even if you are a sole trader. You cannot for example, exclude contributions to: 

¶ superannuation 

¶ holiday and sick leave contribution 

¶ overheads such as rent/share of costs of household 

¶ insurance such as professional indemnity or loss insurance 

¶ scope creep for non-billed time spent on client work 

¶ marketing costs to ensure you have a pipeline of new clients 

¶ legal costs for preparation of agreements and the like 

¶ Internet and combinations costs including mobile phone etc. 

¶ stationary and office supplies 

Once you have this adapted all these items to your cost formula, you can give a fixed 

price with confidence. 

LǘΩǎ ŀ ƎǊŜŀǘ ǎǘŀǊǘΣ ōǳǘ ƛǘΩǎ ƴƻǘ ±ŀƭǳŜ tǊƛŎƛƴƎΦ  ¢ƘŜǊŜΩǎ ŀ ōƛǘ ƳƻǊŜ ǿƻǊƪ ǘƻ Řƻ ƛŦ ȅƻǳ ǿŀƴǘ ǘƻ ƎŜǘ 

much higher prices than ever before. 

   

 

 



 

 
 

How do you move to Value Pricing? 

 The key thing is to recognise that everyone values things differently.  This means you must 

give clients choices.  There are a number of ways you can do this, including:  

1. Menu pricing 

2. Preference questions 

3. Using the up-sell to enhance their solution 

The more choice you give a client the more they buy in to your pricing process and the 

higher the price you will get.  /ƻƴǾŜǊǎŜƭȅΣ ƛŦ ȅƻǳ ƻƴƭȅ ƻŦŦŜǊ ŀ {LbD[9 ǇǊƛŎŜΧ ǘƘŀǘ ǇǊƛŎŜ ƛǎ 

WRONG!  Guaranteed. 

   

What is the difference between fixed pricing and value pricing?  

Briefly, with fixed pricing, the services offered will define the price. Accordingly, you should 

establish a menu of the services you offer. Following that, there should be an approximate 

time estimate to complete the work that you can attach to each of them. This works well 

with services that you provide that are similar and recurring in nature. If you have certain 

once-ƻŦŦ ǇǊƻƧŜŎǘǎΣ ȅƻǳΩƭƭ ƴŜŜŘ ǘƻ ŜǾŀƭǳŀǘŜ ǘƛƳŜ ŜǎǘƛƳŀǘŜǎ ǎŜǇŀǊŀǘŜƭȅ ǇŜǊ ŜƴƎŀƎŜƳŜƴǘΦ CǊƻƳ 

there, you can estimate costs to complete the work and then build in your appropriate 

margin. 

 

 

 

 

 

 

 

 

 

 



 

 
 

Money is in the ratio  

       

Understanding ratios and metrics is essential for ōǳƛƭŘƛƴƎ ȅƻǳǊ ŦƛǊƳΩǎ ǇǊƻŦƛǘŀōƛƭƛǘȅΤ ƴƻ ƳŀǘǘŜǊ 

how good your client relationships are how successful you have been in acquiring good 

clients. It is the ratio of average revenue per client that needs to move upward. 

By ǿŀȅ ƻŦ ƛƭƭǳǎǘǊŀǘƛƻƴΣ ƭŜǘΩǎ ŀǎǎǳƳŜ ŀ ŦƛǊm has 15 clients and the firm employs one full time 

bookkeeper and one par time contracted bookkeeper (50% billing basis) to service this 

number. The ratio here is 15/1.5 or 1:10. If say the revenue was $5000/month arising for 

this firm and you improved the ratio to 1:20, you have doubled the revenue per month on 

the same cost base. 

Assumptions can be made on the contributions to revenue and profits: 

¶ 33% direct costs 

¶ 33% overheads 

¶ 33% profits 

These would vary from firm to firm, but it enables a firm to arrive at targets for achieving an 

optimal ration and a much higher profit. The key is to lock in a cost base from which to drive 

ŀ ƘƛƎƘŜǊ ǊŀǘƛƻΦ [ŜǘΩǎ ŀǎǎǳƳŜ ŀ Ŏƻǎǘ ōŀǎŜ ƻŦ ϷрΣлллκƳƻƴǘƘ ŀƴŘ ŀŎƘƛŜǾƛƴƎ Ϸр,000/ month 



 

 
 

profit ς not a huge return on your skill and efforts! So you are seeking to achieve a profit of 

say three times your cost base ς not an unreasonable goal. That is $15,000/month. That 

increases the ratio significantly ς you are moving the dial in your favour that is you are 

increasing the average revenue per client. To be clear, this is not about productivity gains; 

ƛǘΩǎ ŀōƻǳǘ ŘƛŦŦŜǊŜƴǘ ǇǊƛŎƛƴƎΦ Lƴ ǎƛƳǇƭŜ ǘŜǊƳǎ ȅƻǳ ǿƛƭƭ ŘƻǳōƭŜ ȅƻǳǊ ǇǊƻŦƛǘ όƻƴ ǎŀƳŜ Ŏƻǎǘ ōŀǎŜύ 

by doubling your key ratio: the bookkeeper to client ratio. 

Steps to increasing the ratio 

To receive twice the revenue on the same cost base requires much self-analysis. Am I truly 

worth twice the cost? Am I able to justify this increased value to the client? There a number 

of key drivers to resolve these questions, not the least of which is to believe that your 

services are, indeed worth more. There are others: 

¶ Incentivising each bookkeeper/contractor in the firm based on the revenue of the 

pool of clients under management 

¶ Train the team in upsell. That is, train the team in selling services that you offer but 

which were not part of the opening gambit when on boarding the client 

¶ 9ƴŎƻǳǊŀƎŜ ŜŀŎƘ ƻŦ ǘƘŜ ƳŜƳōŜǊǎ ƻŦ ǘƘŜ ǘŜŀƳ ǘƻ ōŜ ŀ ΨƭŜŀŘŜǊέΣ ǘƘŀǘ ƛǎ ǘƻ ΨƻǿƴΩ ǘƘŜƛǊ 

relationship with the clients they service and to believe in the value proposition on 

offer by them 

¶ Transition your clients across to new recruits to maximize the load to demonstrate 

what can be achieved. In short: replicate and duplicate  

¶ Provide your clients with reliable, readable and regular data. 

 Above all, be efficient on the practice; encourage clients to submit invoices, receipts etc. in 

a complete and tidy fashion. Chasing documents erodes the optimal ratio. 

While the one-third of the revenue=cost assumption is an arbitrary figure, it nevertheless 

operates as a benchmark against the key ratio.  The cost per client is a pivotal number so get 

a good handle on it and keep pushing the client number! 

 

 

 

 

 

 



 

 
 

Light touch advisory  

 

Understanding ratios and metrics is essential for ŀ άƭƛǘŜέ touch advisory. As has been 

demonstrated in early section. What is advisory in the context of a bookkeeping business? We 

all understand that there are no-go zones such as advice on taxation matters (outside of GST 

(in Aus.) and CGT) but there are many other areas of small business that business owners need 

support from their trusted advisors which include you! The answer to the aforementioned 

question is:  

LǘΩǎ ǿƻǊǘƘ ƴƻǘƛƴƎ ǘƘŀǘ ōǳǎƛƴŜǎǎŜǎ ǿƛǘƘ ƭƛƳƛted cash buffers and irregular cash flows are the least 

likely to survive. (See our guide on Understanding Business Finance). The reality is that a 

business cannot survive if it does not efficiently manage its cash flow to pay its cash obligations 

to suppliers, employees and lenders. 

CƻǊ ǘƻŘŀȅΩǎ ŀŎŎƻǳƴǘƛƴƎ and bookkeeping professionals τ many of whom are shifting away 

from compliance-based services in favour of more value-add client services τ providing cash 

flow management recommendations to small business clients is a win-win. 

Deciding on a pricing structure for light advisory can be ephemeral but it need not be 

complicated. Once you pull back ǘƘŜ ǾŜƛƭ ƻƴ ȅƻǳǊ ŎƭƛŜƴǘΩǎ cash flowΣ ǘƘŜȅΩƭƭ ōŜƎƛƴ ǘƻ ǎŜŜ ǘƘŜ ǊŜŀƭ 

value of your service. Stay in communication. Call out interesting (or disturbing) numbers ad 

trends.  Identify problems.  

As a trusted advisor, accountants are in a unique position to share guidance and 

recommendations to small business owners, who are often too close to their daily business 

operations to recognize cash flow trends and challenges. And remember advisory services ς 


