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THE COMMERCIAL HEALTH CHECK  

A business can be busy, growing and generating good revenue s, and still not be commercially healthy  

Revenue is only part of the picture. A commercially healthy business also needs to be profitable, 

generate cash, have a healthy flow of future business, be resilient and support the way you want to 

work and live  

The Commercial Health Check  is an opportunity to step back  and look at the bigger commercial 

picture . Simply mark  each area based on how satisfied you are with where the  business is today , 

taking into account the  stage of business , and what success looks like for you:  
 

1 = not satisfied at al l  10 = extremely satisfied  
 

 Commercial Health Area  Score (1 –  10)  

1 Predictable monthly revenue   

2 Value creation and c harging appropriately for it (pricing)   

3 Net  profitability   

4  Cash and tax reserves   

5  Understanding and using  your key numbers   

6  Healthy lead  pipeline   

7 Working at a sustainable pace    

8  Commercial resilience (avoiding eggs in one baske t. People, products, customers )  

9  Income suppor ts  the life you want to live   

10 Confidence in the future  of the business   

 Total score / 100   
 

Now reflect on your scores:  
Q1.  Wh at stands out?  What surprised you, positively or negatively?  

 

 

 
 

Q2.  Where could improvements make the biggest difference ? Not necessarily your lowest score  
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Q3.  What are you avoiding? Which area do you already know needs attention , but  keep  putting off ? 

 

 

 

 

 

 
 

DIVE  DEEPER  -  THE SEVEN COMMERCIAL LEVERS  
 

When you want to improve the performance of a business, finding more customers is often what 

people think of first. T here are actually seven c ommercial  levers  you can pull . G ains across multiple 

areas can lead to substantial compounding of your efforts versus focusing on just one  alone : 

 

 

1. Generate more leads  –  often the hardest  and /or most expensive  

2. Convert more leads into customers  

3. Increase  average sale value  -  Pricing, upgrades, add - ons and higher - value options  

4.  Increase purchase frequency  

5.  Extend customer retention  

6.  Improve your sales mix  -  Sell more of your higher - margin products or services  

7. Manage your margins  -  Cost control, better buying, reduced wastage and improved efficiency  

 

 

Are you pulling the most effective levers?  
 

Q4.  Which of these  are  you  and the business  currently giving  most of your attention ? 

 

 

 

 

Q5.  Pulling w hich combination of levers has the potential to  make the biggest difference to your 

business in the next 12 – 18 months ? (2 or 3 max)  

 

 

 

 

 

 

 

 

 

Q6 .  Are these two answers the same? If not, what does that tell you?   
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CHALLENGE YOUR THINKING  

Looking at your business from a different perspective  can reveal things that weren’t  immediately 

obvious  before , or bring things back into focus that have been overlooked  

Take your time to consider  the  following  questions. You don't need a detailed answer to each  one. 

Simply n otice which one s make you stop, think or see something differently  

PROFIT  

Q7. If you had to improve profit without increasing sales, where would you look first?  

 

 

 

 

 

 

REVENUE  

Q8. If you had to increase revenue without generating more leads, what would you change?  

 

 

 

 

 

 

WASTE  

Q9. Where is wast ag e –  time, rework, effort or resources –  quietly eating into your margins?  

 

 

 

 

 

 

CUSTOMERS  

Q10. Which customers would look less attractive if you put a true cost against the time and effort they 

take?  

 

 

 

 

 

 

CASH  

Q11. If no money  came into the business for the next three months, how comfortably could it continue 

to operate?  
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RESILIENCE  

Q12. What does your business currently depend on that you would be nervous to lose?  

 

 

 

 

 

 

AND FINALLY ... 
Reflect back on  the scores you gave yourself at the very beginning.  

 

Q13. Which of your scores are based on numbers you know  and track , and which are based on how 

you think  the business is doing?  

 

 

 

 

 

 

Having taken another look at the commercial health of your business:  

 

Q14. What do you see differently now ? 

 

 

 

 

 

 

 

 

 

 

Q15. What will you do differently as a result of what you've seen?  

 

 

 

 

 

 

 

 

 

 


