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Why Most SME Budgets Are Wrong
(And How to Fix Yours)

A straight-talking guide from the team that's helped hundreds of SMEs get their
finances right
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Professional Financial Planning Made Simple

Let's have an honest conversation about something that's probably keeping you up at night:
your business budget. You know it's not quite right, but you're not sure exactly where the
problem is. Maybe the numbers look good on paper, but the cash flow feels all wrong. Or
perhaps you've spent weeks creating what looks like a perfect budget, only to watch reality
tear it apart within the first month.

Here's the thing - you're not alone, and more importantly, you're not failing. The way most
people approach budgeting for SMEs is fundamentally flawed. But here's the good news:
it's completely fixable, and we're going to show you how.

@ Here's what we've learned from working with SMEs across the
UK:

A 47,477 2+ 45%

UK businesses started 2024 in serious of business owners skip their own
financial trouble paychecks to keep things running

© 70% O 56%

have less than 4 months of cash in reserve lack reliable access to funding when they
need it

The Reality Check

Here's what's really happening out there, and we've seen this countless times: businesses
are treating budgets like weather forecasts when they should be treating them like GPS
systems.

UK Business Financial Distress Trends
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The numbers tell a story we see every day: 50% of SMEs are now using external finance,
up from 41% just at the start of 2023. That's not necessarily bad news - it shows
businesses are adapting. But here's where it gets concerning: credit card usage jumped
from 12% to 20%, and overdraft reliance grew from 11% to 17% in the same period.

This isn't about poor business management - it's about the fundamental approach to
financial planning that most SMEs use. We get it, and more importantly, we know how to fix
it.

A The Five Common Mistakes (That Aren't Really Your
Fault)

1. The Crystal Ball Trap

We worked with a client who spent three weeks perfecting their budget down to the penny. They'd
calculated everything: office supplies, coffee costs, even the exact amount they'd spend on printer
paper. The problem? Within six weeks, a key supplier changed their pricing, a major client delayed
payment, and their "perfect" budget was completely useless.

Here's the thing: budgets aren't crystal balls. They're not meant to predict the future with surgical
precision. Yet most SMEs treat them that way, then feel like failures when reality doesn't match the
spreadsheet.

<’ 2.When Revenue Isn't Cash (The Expensive Lesson)

Just last month, we had a call from a business owner who was celebrating landing their biggest
contract ever - £50,000. They'd already started spending based on that "guaranteed" revenue: new
equipment, extra staff, expanded office space. Six weeks later, they called us in a panic. The client had
payment terms they hadn't fully considered, and that £50,000 wouldn't hit their account for another 90
days.

Revenue on paper isn't cash in your account. It sounds obvious, but it's the single most costly mistake
we see SMEs make.

& 3. The Hidden Costs That Surprise Everyone

Think about the last piece of equipment or software you bought for your business. You budgeted for
the purchase price, right? But did you budget for the training time, the productivity dip while everyone
learns the new system, the integration costs, or the ongoing maintenance?

We see this constantly: businesses budget for the iceberg's tip while the real costs lurk beneath the
surface. A £5,000 software purchase easily becomes £15,000 when you factor in everything that
comes with it.

@ 4. The Set-and-Hope Approach

We've worked with businesses that create beautiful budgets in January and then don't look at them
again until December. It's like setting your GPS at the start of a road trip and then covering the screen -
you might end up somewhere, but probably not where you intended.

Your budget isn't a static document; it's a living, breathing tool that should evolve with your business.
But most SMEs treat it like a religious text - sacred and unchanging.

() 5. Flying Blind Without Clear Goals

Last year, we met with a successful business owner who showed us a detailed budget. We asked,
"What's this budget designed to achieve?" Long pause. "Well... to track our spending, | suppose."

A budget without clear, specific goals is like a detailed map with no destination marked. You might have
perfect navigation tools, but you'll never know if you're on the right path.

The Cash Flow Reality

SME Cash Flow Challenges (%)

I Skip Own Paychecks (45%) [ Struggle with Basic Bills (22%) [ Less than 4 Months Cash (70%)
I !0 Access to Financing (56%)

These aren't just numbers - they represent real business owners making real sacrifices to keep their
companies running.

o< A Better Way Forward

Here's what we've learned works, and it's simpler than you might think.

Think GPS, Not Route

Your budget should work like a GPS system. When you set off on a journey, your GPS doesn't know
about the traffic jam that's going to happen next Tuesday or the road closure you'll encounter. But it
gets you where you need to go by adapting to real-time conditions.

Your budget should do the same thing. It's not about predicting the future perfectly - it's about creating
a framework that helps you make better decisions when the unexpected happens (and it will happen).

The Three-Scenario Approach

Best Case Most Likely Challenge Case
Everything goes better Realistic expectations When things don't go to
than expected based on data plan

Instead of one budget, create three scenarios. Then build triggers that tell you which scenario you're
tracking toward and what actions to take in each case. It's like having a GPS that can handle multiple
routes.

Cash Flow First, Profit Second

We've seen profitable businesses fail because they ran out of cash, and we've seen cash-positive
businesses that weren't technically profitable thrive for years. Cash flow isn't just important - it's
everything.

Your budget needs to track not just how much you'll make, but when you'll collect it and when you'll
need to spend it. The timing is just as important as the amounts.

@1 Let's Talk About Getting Help Without Breaking the
Bank

Here's where many SME owners hit a wall. They know they need sophisticated financial
management, but a full-time CFO can cost £200,000+ per year. That's a big leap for most
growing businesses.

What This Actually Means for Your Business

Cost Comparison: Full-Time vs Fractional CFO
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Full-Time CFO Costs Fractional CFO Benefits
£ £150,000-£300,000+ salary £ £2,500-£10,000 per month
+ Benefits and pension (20-30%) © Immediate start
Q Recruitment fees (15-25%) 282 Broad industry experience
@ Long-term commitment ¢ 2 Scalable engagement
& Single perspective @ Objective external perspective

What You Actually Get

Strategic Services Operational Benefits

|~ Scenario-based budgeting @ KPI development and tracking

3 Cash flow forecasting 1@ Investor-ready financial packages
4 Growth strategy financial modeling %4 Process optimization

© Risk management frameworks 4l6 Compliance assurance

The businesses that win understand that financial expertise isn't a cost center - it's a competitive
advantage. The question isn't whether you can afford it; it's whether you can afford to operate without
it.

Ready to Make Some Changes? Here's Where to Start

You don't have to do this all at once. Here's how to begin transforming your financial
planning:

o Start with Cash Flow

Before you worry about profit margins or complex scenarios, get a clear picture of your cash flow
for the next 90 days. When is money coming in? When does it need to go out? This single step will
give you more clarity than most businesses ever achieve.

a Set Three Clear Goals

Not twenty goals, not a vague "grow the business" - three specific, measurable goals for the next
12 months. Maybe it's building 6 months of cash reserves, reducing client payment time to 30 days,
or achieving specific monthly recurring revenue.

e Build Your Three Scenarios

Create your best case, most likely, and challenge case scenarios. Don't aim for perfection - aim for
useful. What would you do differently in each scenario? Having this framework means you're
prepared instead of reactive.

a Schedule Monthly Reality Checks

Block out 2 hours every month to compare actual results with your projections. What worked?
What didn't? What changed? This isn't about beating yourself up - it's about learning and adapting.

e Know When to Get Help

If you're spending more than 10 hours a week on financial planning and still feeling uncertain, or if
you're approaching £1M+ in revenue, it's probably time to bring in professional expertise. The cost
of getting it wrong is always higher than the cost of getting help.

@ Remember This

You're not trying to build a perfect budget - you're building a better decision-making framework.
Every improvement makes your business more resilient and more likely to thrive, regardless of
what the economy throws at you.
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John is an Elite Strategic Adviser for companies and Partner at Legacy CFO Partners. With

decades of experience in strategic financial leadership, John has helped hundreds of

companies across various industries build robust financial frameworks that drive
sustainable growth. His straight-shooting, forward-thinking approach has made him a
trusted advisor to business owners who want practical solutions, not just theory.

Ready to Have a Conversation About Your Business
Finances?

We'd love to help.

No pressure, just a chat about where you are and where you want to be. Sometimes a fresh
perspective is all it takes to unlock the next level of growth.
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