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	BASIS OF THIS NOTE
This note is based solely on the figures submitted via the Free Margin Note form. No audit has been conducted. No management accounts, trial balance, or supporting schedules have been reviewed. The observations that follow are directional — they identify patterns that, in 29 years across 56 entities, have repeatedly indicated a specific class of problem. They are not a substitute for a full diagnostic.



THREE OBSERVATIONS

	Observation 01
Operating Margin

	YOUR FIGURE
9.7%
	SECTOR BENCHMARK
12–16%
	SIGNAL
Below healthy range

	On €6.2M revenue with €5.58M total expenses, the operating margin sits at 9.7%. The sector benchmark for a media and content agency of this size is 12–16%. The gap is not catastrophic but it is not a rounding error either. At your scale, closing half that gap — moving from 9.7% to 12% — is worth approximately €143,000 in additional profit annually without touching a single client contract. The question is not whether the margin is low. The question is which costs moved in the last 18 months without a corresponding revenue event, and whether scope delivered to clients is being captured and billed in full.



	Observation 02
Cash Conversion

	YOUR FIGURE
18.2 days
	SECTOR BENCHMARK
30–45 days
	SIGNAL
Cash thin relative to revenue

	Cash on hand of €310,000 against €6.2M revenue represents approximately 18 days of operating cover. The agency benchmark is 30–45 days minimum — enough buffer to absorb a delayed payment from one significant client without touching the payroll line. At 18 days you are running on trust: trust that your top clients pay on time, every time. In the current environment — with global brands cutting agency retainers in response to AI-driven in-house capability — that is not a position to be in. One large client delaying 45 days turns an 18-day buffer into a cash deficit. The underlying cause is almost always one of three things: slow invoicing, long payment terms accepted at contract stage, or scope delivered before a purchase order is raised. Each is fixable.



	Observation 03
Expense Ratio

	YOUR FIGURE
90.0%
	SECTOR BENCHMARK
82–86%
	SIGNAL
Cost structure needs attention

	Total expenses at 90% of revenue means €0.90 of every euro earned leaves the business before profit is declared. The benchmark for well-run agencies of this profile is 82–86%. The 4–8 percentage point gap is not visible on a P&L summary — it lives in the detail: unbilled overtime absorbed internally, client-requested revisions treated as goodwill rather than change orders, subscriptions and tools purchased at team level without central review, and staff time allocated to pitches that are not tracked as a cost. None of these are accounting problems. They are process and commercial discipline problems. Finance can identify them. Operations and account management have to fix them.



QUESTIONS THIS RAISES

	Q1
Do you know the actual net margin on each of your top five clients after internal hours are accounted for — not just the fee you invoice?

	Q2
When did you last review payment terms across your client base? Are any clients sitting on 60-day or 90-day terms that were accepted at pitch stage and never renegotiated?

	Q3
Is scope creep currently tracked and quantified, or is it absorbed informally and written off as relationship management?

	Q4
If your single largest client delayed payment by 60 days today, what happens to payroll next month?



WHAT HAPPENS NEXT

This note identifies three signals and four questions. It does not answer them. Answering them requires access to your management accounts, your client billing data, your timesheet system (if one exists), and a structured conversation about where the business has been and where it is going.

That is what the Diagnostic Sprint does. The Essential Sprint (€497) is the next step: a 90-minute working session, your numbers with my interpretation, your questions with direct answers. No slides. No frameworks. A conversation between someone who has run these numbers across 56 entities in 18 countries and someone who runs them in one business every day.

	Book the 30-minute call
calendly.com/satyabrata-das/45min
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