


50 Ways To Increase Agency Profits 

Introduction/Contents

Clearly, there are many ways to improve any Agency’s 
profitability.

Here are some 50 ideas that might trigger a thought. If 
one or two of them spark something then I’ve done my 
job.

Feel free to let me know what you would have 
included in my list. There’s always scope for another 
book.

Section 1 - Pricing

Section 2 - Negotiation

Section 3 - New Business

Section 4 - Costs

Section 5 - Positioning/Planning

Section 6 - General Agency Management



Section 1 Pricing

 
❏ Use Tiered Rates, not Blended Rates. The 

evidence is clear; Agencies that use Tiered 
Rates are more profitable. An easy first 
step from blended to tiered is to have a 
higher rate for Directors.

❏ Review your rate card every year. If 
inflation is 2.5% a year, over 5 years this is 
a 13% increase. When was the last time 
your rate card was increased? 

❏ A 1% increase in Fees will increase your 
profit by 10%. Think about that next time 
you’re asked for a discount.

 
❏ Dynamic Pricing Techniques. A tactic 

which is used by many industries ( just book 
a plane ticket to see its impact). Whilst we 
can’t match that level of sophistication, 
Speed/Cost/Capacity needs attention when 
pricing for maximum profit.
 

❏ Pricing Options Even if it’s as simple as 
presenting 3 options (cheap, normal and 
expensive - feel free to come up with better 
names). Anchor pricing is a real thing.



Section 1 Pricing (Cont)

❏ Consider putting your price up front in 
pitch documents. Don’t hide it away at 
the back as if you’re ashamed of it. Be 
upfront and then show in the pitch why 
you're worth it. 

Section 2 - Negotiation

❏ Never (or almost never) split the 
difference. It will disproportionately 
hit your profit margin compared to 
your clients. Always look to change 
the scope first.

❏ Say “No” to discounts.

❏ Always ask for something in return. 
It’s a rare occurence a customer will 
accept your quote with no questions 
asked. When they ask for something 
(usually more scope for less money) 
be prepared with your request. 



Section 2 - Negotiation 2 (Cont)

❏ Say “No, we can’t do that” confidently. 
If you can add “but we can do this” then 
so much the better. It’s always easier to 
say “No” if you’ve got money in the bank. 
Preferably 2 months’ worth of running 
costs.

❏ Deferred Authority. Buy yourself time in 
any difficult negotiation by having to 
check with your line 
manager/FD/MD/Board. 

❏ Listen Very Carefully to your clients. If 
they ask about your target margin they 
might also tell you about acceptable 
overheads. The one can offset the other.  

❏ If you have to give a discount, give it up 
slowly. If you don’t, your client (or their 
procurement department) will think 
there are more savings they could make.

❏ Winner’s curse is a real thing. Never be 
upset if your first price is rejected. How 
would you feel if it was accepted 
straight away?



Section 2 - Negotiation 2 (Cont)

❏ Before every negotiation, think about 
what you are prepared to give away. 
Have an ideal outcome and a walk 
away position.

❏ On what basis? Is a useful question 
when you’re told you are twice as 
expensive as your competition. If you 
were twice as expensive for exactly the 
same service why are they still talking 
to you?

Section 3 - New Business

❏ Make yourself as visible as possible on 
Google - make your site SEO friendly. 
Write content that addresses your 
client’s problems peppered with 
keywords. This is the extent of my SEO 
knowledge. Maybe ask experts. 

❏ Never rely on only one source of new 
business. What worked last year may 
not work this year. Ideally everyone in 
the Agency should be “on” new 
business in some way.  



Section 3 - New Business (Cont)

❏ Pipeline Attribution. Where do your 
opportunities come from? Which 
channels are most successful?  There’s 
a lot of insight from a simple list and a 
few Sumif formulas.

❏ Qualify your leads. Don’t chase 
everything as you’ll waste too much 
time and money. Figure out what 
clients/budgets/services are best for 
you and qualify around that. It won’t be 
perfect but it will help. 

❏ Everyone in your team should be 
creating content. Marketing plans will 
often fail because too much is expected 
of one person. It will be a lot easier and 
a lot better if everyone chips in. 
Different skills, different experiences 
will create a library of content to 
appeal to a variety of potential leads. 



Section 4 - Costs

❏ Ask your team for ideas (cost savings, 
lead generation). You might well be 
pleasantly surprised. I know, in the past, 
I have been. 

❏ Post pandemic blended meetings 
Agree with your clients about the best 
mix of remote and in person meetings. 
There’s scope for time and travel cost 
savings here without cutting out face to 
face altogether.

❏ Property Costs can vary from as little 
as 2% of revenue to as much as 10%. 
Post pandemic this is the area for cost 
savings.

❏ Always be recruiting. Don’t wait to win 
business to start the process, it could 
take months. Knowing good people 
who want to work with you speeds the 
process up and minimises reliance on 
freelancers.



Section 4 - Costs (cont)
❏ Freelancers. I’m always happy to see 

freelancers in an Agency - it means we’ve 
got more business than capacity. If you 
have no freelancers the odds are you have 
spare capacity.

❏ Remote working opens up remote 
recruitment. We’re no longer limited to 
recruiting within a 30 miles radius. Talent 
has opened up nationwide and worldwide.

❏ Everything to do with remuneration is 
more relative than absolute. Remuneration 
is emotional so how people’s pay compares 
to their peers is so, so important. 

❏ Try keeping to annual pay reviews. 
Calculate an overall “pot” of money 
available. If possible divide this up and let 
the department heads allocate within this 
budget. 

❏ Founders - don’t underpay yourself. It’s 
easy to be comforted by a healthy market. 
But if it’s because you don’t pay yourselves 
a market salary you’re kidding yourself 
about your true performance.



Section 5 - Positioning/Planning

❏ Always be on the lookout for a Product 
idea.  Every Service company should be 
looking for a Product and vice versa.

❏ Are you difficult to replace? How do you 
make yourself so valuable to your client  
that they can’t easily replace you? If you 
can't, there will be someone cheaper.

❏ Have a 3 Year Plan. 5 years is probably too 
many. Start with revenue growth @ 
15%/20% per annum and maintain/improve 
your Key Performance Indicator to see what 
your costs and profits could look like. Then 
comes the more difficult part of figuring out 
how to drive that growth. But it’s good to 
have a target.

❏ Spend more time on Agency Strategy 
Taking some time out to think about and 
discuss the opportunities and threats and 
our reaction to them may feel like a luxury. 
It really isn’t. 



Section 5 - Positioning/Planning 
(Cont)

 

❏ The world loves specialists. Don’t do 
everything ok, do some things 
exceptionally well. There will always be 
a premium on specialist skills. 

❏ Target Client Utilisation. How busy do 
you need to be to make money? What 
are we doing in non-client time?

Section 6 - Agency Management

❏ Find out the most important KPIs for 
your Agency and make decisions based 
on the effect it will have on them. My 
top preference would be for Gross Profit 
(Revenue - Direct Salary & Freelancers). 

❏ Fixed Cost Outsourcing solutions. If 
you have a client who wants a non-core 
solution it’s (nearly) always better to 
outsource than to bring in a freelancer. 
Just make sure the cost is fixed. 



Section 6 - Agency Management 
(Cont)

 

 

❏ Review your Client Profitability. Which 
clients are Profit Vampires? There are 3 
Deadly Sins; Over Servicing, Under 
Estimating and Scope Creep. Which 1 
(or 2, or 3) are happening with your 
most unprofitable clients and what can 
you do about it? 

❏ Get a bookkeeper earlier than you 
think. Your time is precious, don't waste 
it doing something that, let’s face it, isn’t 
going to be your strength.

❏ Train your Client facing staff. Train 
them how to negotiate. Train them how 
to forecast, to know how to recognise 
revenue accurately. Training here will be 
the best ROI you can get.

❏ Cost Estimates. Terrible name - call it a 
Quotation of course, call it your Price just 
not Cost Estimate. 



Section 6 - Agency 
Management (Cont)
  

❏ Don’t try to manage everything in your 
business through One spreadsheet. 
Fight the urge to have your forecast, 
budget and management accounts all in 
the same place. It’s fine in theory but 
always a nightmare in practice.

❏ Where do you make your money? 
Which service lines are most profitable? 
You will need to be able to analyse your 
revenue and salaries between different 
departments/services. 

❏ Get the most out of timesheets. If you 
use timesheets are you getting up to 
date information on utilisation and client 
profitability? 

❏ Why are your profitable clients 
profitable? What characterizes your 
most profitable and unprofitable clients? 
Is it size, ownership profile, service mix 
provided? 



Section 6 - Agency 
Management (Cont)
  

❏ Board Meetings which focus on key 
things. I’ve sat in a lot of meetings in my 
time. The majority of them could have 
been improved by having pre-reads and 
a focused agenda.

❏ Marginal Cost/Revenue. Always think in 
terms of how much revenue will this 
project and how much additional cost 
will it add.

❏ Use your Principal KPI as a starting 
point to find out more about your 
Agency and how the revenue forecast 
affects it. 



And Finally And Most Importantly 

❏ Have an accurate forecast. If you don’t 
know what’s going to happen next month, 
how do you know what decisions to take? 
Only confirmed revenue makes it to the 
forecast. Keep the pipeline separate. 

If you’d to know more about Agency 
Finances you can find me @novemberfridays 
on Twitter and my website 
novemberfridays.co.uk


