
How to INCREASEYour Gross 
Profits And

CloseMore $ales

Bernie HeerDiane Gilson



How to INCREASEYour Gross Profits ςAnd CloseMore $ales

Å )Î ÔÈÅ 1Ǫ! ÂÏØȣ 
0ÌÅÁÓÅ ,ÅÔ ÕÓ ËÎÏ× ×ÈÅÒÅ ÙÏÕȭÒÅ ÆÒÏÍ ÁÎÄ ×ÈÁÔ ÙÏÕ ÄÏȣ

Å Lots of info to cover in a short time frame!
Å Multi-tasking? 
Å 9ÏÕȭÌÌ get the most value if ÙÏÕȭÒÅ ÁÂÌÅ ÔÏ focus on each step.

So please remove distractions J
(cell phones, email, FB, co-workers dropping in, etc.)  

Å 7ÅȭÄ ÌÉËÅ your ideas, comments and insightsthroughout! 
Please enter these in the Q&A Box!
V 7ÅȭÌÌ ÂÅ monitoring your questions and commentsȣ
V If we ÄÏÎȭÔ ÇÅÔ a chance to respond to your question, email 

Diane at Help@InfoPlusAcct.comor 
Bernie at bheer@bernieheer.com

mailto:Help@InfoPlusAcct.com
mailto:bheer@bernieheer.com
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About Diane

Å Consultant, Trainer, Speaker, Author, Product Developer

Å Extensive accounting background and experience 
(3 years public accounting, 13 years banking, and founder of Info 
Plus Accounting in 1994)

Å Certifications and awards (prior and current) include CPA, Certified 
Internal Auditor, Certified QuickBooks ProAdvisor (since 1997), 
Certified Advanced and Enterprise ProAdvisor, 3-year Top 100 
ProAdvisor, 2016 Top Niche Practice ProAdvisor, etc.

Å 22+ years working with business owners and accounting staff to 
help develop internal management and job-cost accounting 
systems.

About Bernie
Å CƻǳƴŘŜǊ ƻŦ /ƻƴǘǊŀŎǘƻǊ tǊƻŦƛǘ ½ƻƴŜ ŀƴŘ ŀǳǘƘƻǊ ƻŦ ǘƘŜ /ƻƴǘǊŀŎǘƻǊǎΩ 

Closing Success System

Å Started first business in 1998 and developed the foundations of 
the Closing Success System in response to market demands 

Å Author of the popular book, Upside-Down, Inside-Out and 
Backwards Marketing for Trade Contractors available on Amazon

Å Have worked with hundreds of different types of contractors to 
help them convert more prospects into paying clients

²Ƙȅ ²ŜΩǊŜ ¢ŜŀƳƛƴƎ ¦Ǉ ¢ƻŘŀȅ
Å Business owners and company management need to know what types of information they should be looking at 

in order to know exactly what is happening in their company on a day-to-day basis.

Å After they are able to see this information, they often discover that they need higher volume, lower costs, or that 
their prices are too low. But how do they make those changes in a competitive market? 
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RIGHT INFORMATION & MEASUREMENTS - QUALITY

You Need Financial Measurements That Are:

Å Clearand Understandable
Å Useful
Å Accurate
Å Timely
V Job-Cost Reports ςWeekly or Bi-weekly
V Up-to-Date (Accurate) Cash Balances - Weekly
V Accounts Receivable and Accounts Payable ςWeekly
V Company Profit & Loss ςMonthly (by Middle of Following Month)
V Balance Sheet ςMonthly (Same Time Frame as P&L)
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RIGHT INFORMATION & MEASUREMENTS - STRUCTURE

Your ACCOUNTSneed to be organized in a way that shows:
Å Income
Å Cost of Goods Sold όŀƪŀ ά/ƻǎǘǎ ƻŦ tǊƻŘǳŎƛƴƎ LƴŎƻƳŜέύ

V Employee Labor (Payroll, Payroll Taxes)
V Materials
V Subcontractors
V Other Costs to Complete Jobs
V Indirect Costs** ςFor  example
Å Labor Burden Cost (Benefits, Time Away, Other Employee-related Costs)
Å Equipment
Å Other Production Support Costs (Shop, Warehouse, Insurance, etc.)

= GROSS PROFIT RESULTS

Å Company Overhead όά9ȄǇŜƴǎŜέύ ϧ άhǘƘŜǊέ LƴŎƻƳŜ ŀƴŘ 9ȄǇŜƴǎŜ

= NET PROFIT
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RIGHT INFORMATION & MEASUREMENTS - STRUCTURE

Tips:
Å Create Header Accounts

Å Group and Subtotal

Å Add Percentages

Result:
Å Lƴǎǘŀƴǘ άōƛǊŘΩǎ-eye-ǾƛŜǿέ ƳŀƴŀƎŜƳŜƴǘ ƛƴŦƻǊƳŀǘƛƻƴΗ

9·!at[9Χ
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RIGHT INFORMATION & MEASUREMENTS - STRUCTURE

Next Steps:
Å Assign Incometo Customers and Jobs

Å Assign Coststo Customers and Jobs

Result ςYou Can
Å See: Your Gross Profit Amounts & Percentages by Job

Å Spot: Where Are You Making Money?

Å Identify: Where Are You Losing Money? 

9·!at[9Χ
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RIGHT INFORMATION & MEASUREMENTS - MONITOR

Create Estimates
Å Determine Estimated Income (e.g., Fixed Price, T&M, Cost Plus, etc.)

Å Determine Estimated Costs by Job Stage (e.g., Site Prep, Foundation, Framing, etc.)

Å Determine Estimated Costs Within Job Stages (e.g., Labor, Subs, Materials, Other)

Monitor & Manage
Å Estimated vs. Actual Costs (and Change Orders!)

Å Estimated vs. Actual Income

9·!at[9Χ
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Sample Variance Report
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Under-charging for Change Orders

bƻǘ ƛƴŎƭǳŘƛƴƎ άƛƴŘƛǊŜŎǘέ Ŏƻǎǘǎ ƛƴ ŜǎǘƛƳŀǘŜǎ

¢ǊȅƛƴƎ ǘƻ ƳŀǘŎƘ ŎƻƳǇŜǘƛǘƻǊΩǎ ǇǊƛŎƛƴƎ

Under-estimating costs

Customer expectations 
& boundaries not set

Passing various costs through 
w/not enough or no markup

Overstaffing direct labor

vǘȅ ƻǊ Ŏƻǎǘ άǎƭƛǇǇŀƎŜέ ŘǳǊƛƴƎ Ƨƻō

Not tracking or collecting on Change Orders

Gross Profit ҈Ωǎ/ƻƴǎƛǎǘŜƴǘƭȅ ¢ƻƻ [ƻǿΧ

How to INCREASEYour Gross Profits ςAnd CloseMore $ales



Not ENOUGHleads

Insufficient QUALITYof leads

Company goals not established

Unanticipated expenditures or emergencies

Closing RATIOStoo low

Overly optimistic outlook Ą excessive spending

Gross Profit $ Amountƛǎ /ƻƴǎƛǎǘŜƴǘƭȅ ¢ƻƻ [ƻǿΧ
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Design Errors

Poor Planning

Product/Market mis-match
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1 Increase Prices

Need a 12%Price Increase ($120,000) to show a small profit
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2 Increase Volume

Increasing volumes help, but when the COGS % is very high and 

Gross Profit % is low, volume would need to increase dramatically (80%) ! 
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3 Reduce Costs to Achieve a Higher Gross Profit Margin

15% GP = 
17.7% MU

25% GP = 
33.3% MU

35% GP = 
53.8% MU
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4 Consider a Combination of Changes ςIŜǊŜΩǎ ŀ ά¢ǊƛǇƭŜ ¢Ŝƴέ !ǇǇǊƻŀŎƘΧ

Establishing targets for the right volume, the right costs, and the 

right markup, will help you achieve the right profits.


