
Moving Forward 

● It is going to be very challenging, TRUE. 
● Is it a time to panic – definitely NOT. 
● Should we be positive, YES. 
● Can we come through it, YES. 
● Is it going to present opportunity, YES 

These are my compiled thoughts after the first few weeks of lockdown, with a few more to come no 

doubt. I’ve already shared a lot of info with you all - this is bringing it all together. But with some new 

ideas for Phase Two and Three 

I’ve been reading, listening and watching a lot of content to try and get my thoughts in a place where 

I really think that they’ll make a difference.  

We can only control what we can control so let’s focus on that. And I’m sharing what I would do now, 

knowing what I know. It’s a pragmatic approach. Belt and braces, no nonsense and making sure 

we’ve crossed all the Ts and dotted the Is. 

After reading this I would like all of you to prepare a one page plan of what you are doing in the 

short, medium and long term. This is what you need to focus on. There’s not ‘one size’ fits all either. 

Each plan will have its own distinctions tailored to you.  

Firstly, you should be able to answer mostly YES to all PHASE ONE 

---------------------------------------------------------------------------- 

PHASE ONE 

BUDGETS and FINANCE 

1. Crisis income budgets should be done - worst case scenario. 

2. Key staff should have been retained, furloughs should have been made, as appropriate - 

Don’t delay or do this bit by bit - make the difficult calls and go with it. 

3. Admin expenses should have been reduced as much as possible and then a little more. 

4. Salary reductions should have been made - including Directors, as appropriate. 

5. Chasing cash - actively - collect / negotiate whatever you can do. 

NB these budgets need to be done until the end of May which is the government’s first review of 

Furlough. [Potentially when restrictions on lock-down may be relaxed). 

 

 



COMMUNICATE WITH CLIENTS 

Categorise them by those that will be most affected short, medium and long term. 

1. Some may want to pause or postpone activity. - Can you work for free to keep the account 

alive - maybe postponing payment to a later date? 

2. Can you perform lower level activity for now? 

3. Do they need extra help? 

4. Whatever you do, keep in regular comms with them. Email and telephone 

Remember - we’re all in this together - show empathy and solidarity - none of you are in this for the 

short term. This is an opportunity to make your client relationship stronger! 

 

TEAM 

1. Communicate with them everyday 

2. Tell them what your plans are for business continuity. 

3. Schedule Group and solo video chats - keep it human -  can you buddy up the more 

vulnerable to help protect them. 

4. What can they be doing to upskill (This is also allowed under furlough too) 

Your team will be feeling sensitive, frustrated, bewildered and maybe even scared - just like you! 

 

BUSINESS 

1. Have we made a list of the systems and processes we are going to improve? 

2. What additional training has been set-up for the Directors and senior management? 

 

YOU 

1. Are you exercising? 

2. Are you sleeping? 

3. Are you eating well? 

4. Are you taking time to relax? 

5. Are you reading more? 

 



PHASE TWO - we should be actively on this NOW! 

Critical SURVIVAL in the medium term to get us through lock down and back into the light.  

In reality, the World we move into will be different. Whichever way we look at it there will be a 

recession for who knows how long. But we are in modern industries and there’s no reason why we 

can’t grow and thrive. 

 

BUDGET 

1. Have we done a 3 - 6 - 9 month budget based on what we know today and what we estimate 

might happen? (That takes us to at least September 2020 and better still December 2020) 

2. How deep is the loss - what can we afford to lose? Are we even planning to make a loss?  

3. How long can we survive on this current budget with the reserves we have? 

4. Are we reviewing our Clients / products / services for the future 

 

CLIENTS 

Have we run our existing clients through our new checklist? You’ll all be familiar with my list. This is 

the updated version of it: 

 

HOW FAST WILL THIS CLIENT'S BUSINESS RETURN TO NORMAL? 

Fundamentally, If a client’s business is going to bounce back these are the ones you should be very 

protective of first and foremost. 

● They’ve thrived since lockdown (food / drink etc.) - 5 

● They’ve stayed the same - 4 

● They'll easily survive but it’ll be a slow return to normal - 3 

● They may not survive this - 1 

 

TYPE OF INDUSTRY? 

● Modern Digitally Focussed, progressive - 5 

● Reliable and predictably secure industry - for now - 3 

● Old fashioned, on the way down (i.e. High-street retail) - 1 

 

   



TYPE OF CLIENT? 

There’s no doubt that the best customer is one that either retains their work with you or comes to you 

on a regular basis, maybe every week, month or quarter. These are much more predictable when it 

comes to forecasting and it allows you to layer your business for growth. 

● Retainer - 5 

● Regular - 4 

● Big Project - 3 

● Small project - 1 

 

TYPE OF PROJECT 

Fairly obvious, but worth scoring as there may well be not so profitable opportunities but the very 

nature that you’ve actually done work for the company or brand brings great recognition which  you 

then leverage. 

● Financially profitable - 5 

● Fun to do - 4 

● Makes us Famous  - 3 

 

NATURE OF CLIENT 

The only client to have is one that looks at you as a partner in whatever you’re doing, they rely on 

your advice and your service helps then succeed in the business. Once you slip into supplier status, 

that client will leave at any time and for any reason. However, if I had to waive one then this would be 

it - temporarily! 

● Collaborative and partnership focussed - 5 

● Likes a supplier relationship -  but otherwise is okay to deal with - 3 

● Energy Vampire - nothing’s good enough - 1 

 

Possible score out of 25 

● Above 16 - Focus on these 

● 11-15 - Keep them in holding pattern 

● 10 and below - they won’t be there for you to build on. 

 



PHASE 3  

1. Building a sustainable, long term and successful agency in 

The World V.2 

You will need to generate new revenues and maybe acquire new clients and though ordinarily I 

would always advise a curated farming approach, I wasn’t anticipating a lock-down. 

Now is the time to revisit my fundamental plan of agency success. Most of you will be familiar with 

this but it’s even more important now! - The Nabla, to the Tower arriving at the Pyramid. 

Profitability by income stream 

● Projects - Marginally profitable but is an introduction to new clients into the agency. 

● Retainers and regulars - Predictable and manageable. Very profitable 

● Long term value - The ultimate goal and highly profitable. 

 

Profitability by income stream 

What does your business breakdown look like now?. 

Projects - 65% • Regular or retained - 25% • LTV - 10% 

This is not sustainable long term - it’s too risky, projects may dry up or all come at once - there’s no 

structure and no possible way of growing the business easily. 

To move to the Tower - This is easier than it may seem. By selecting the right clients. The ones that 

come to you for a project must have something else afterwards. In the case of a Digital Agency it may 

be, initially be a website for example, that should be followed by a Retainer - technical, service level 

agreement with pans to maintain and work on the project through development or marketing content 

and some critical asset maintenance LTV (Long Term Value) income. 



After another few years the business income breakdown might be: 

Projects - 35% • Regular or Retained - 40% • LTV - 25% 

This is much more sustainable and the ‘predictable income of the business is now nearer the 65% 

mark. If we were to follow this trajectory after a further few years we’ll arrive comfortably at the 

Pyramid. Our income streams may well look like this: 

Projects - 20% • Regular or Retained - 50% • LTV - 30% 

Predictable income is now close to 80%. This is now totally sustainable and we’re in a really strong 

position. And if we make 20% net profit then we’ve broken-even without any new business. 

If we assume that new projects work stays the same throughout then we’ve actually managed to 

grow the business by 3.25 times! If we grow the new project work by double over the period the 

business will be 6.5 times larger. This is classic layering and nearly all agencies are capable of doing 

this. They just have to change how they think. 

2. GROWING YOUR BUSINESS 

CLIENT  FARMING 

● Do your homework - there could be at least 20-50% extra revenue in your clients. And now is 

absolutely the time to release this value that you can add to them? 

● What services do they use but don’t take from you? 

● What do they need - but they just haven’t identified it yet? 

● What does their future look like - can you help them get there 

IDEA! This is worth brainstorming with your team. They'll have ideas you’ve never even considered - 

why not pull a team together on each of your top clients and get them to come up with some ideas 

that you can take to them - There’s revenue here - you just need to go and ask for it. 

 

CLIENT ACQUISITION - HUNTING 

Use your network - speak to people - everyday - make connections, ask who needs help. There will 

be casualties and other agencies may not survive, without appearing to be too much like a vulture - 

how can you offer your services to step in where another agency can’t deliver because they’ve been 

too damaged in this crisis. Do not be afraid to ask the direct questions and be honest and generous 

with your approaches. 

Reach out through other channels too - social, Linked-in etc.  

Run PPC/social campaigns if they can match your needs. 



 

3. MATCHING YOUR BUSINESS TO THE NEW WORLD 

Now is the time to optimise, resize maybe and tailor your business. Brainstorm this with your senior 

team and innovators in your organisation. 

1. What will the new World will need more of? 

2. What do you do that they might need less of? 

3. What other skills do you have that you can monetise - Creative, Training, Strategy, Coaching? 

4. What can you offer clients that they need as part of their process and systems that lock you in 

FINAL WORD 

The World has already changed. But These points ring true to me. Take your time, there’s no rush, 

but start doing something. 

1. Stick to what works - don’t be tempted to diversify too far away from your core strategy, 

2. Remember feelings will matter even more - be sensitive, supportive and collaborative. 

3. Build your position of Authority - stand tall and take the moral high ground 

4. Make sure you identify and remind clients what value you add - remember we don't sell hours 

we sell value 

I’m here to support you all. Please prepare the one page plan I mentioned taking the above advice 

on-board and let’s look at it over the coming days and weeks. Tweaking as needed to reflect the ever 

changing external factors. 

 

I shall finish with Warren Buffet – 

 “when those around you are fearful be brave.” But be sure of your ground. 
Remember every one of us is in this. 

 

 

 


