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STOP
GUESSING WHICH
BRANCHES MAKE MONEY

The playbook firms use to scale
from 12 to 60 locations — without spending millions
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Introduction

Growth without real numbers isn’t strategy — 6

it’s hope with an invoice

Be honest: do you actually know which of your
branches make money?

Payroll eats your margins, ads look amazing on paper but don’t bring in
paying customers, and by the time finance mails you a report, it’s already
too late to fix anything.

That’s why growth feels like rolling dice. Some branches pay off. Others
quietly bleed you dry. You don’t find out until months later — or worse, never
at all.

Private equity firms don’t play that game. They dont gamble — they
measure. They connect sales, payroll, marketing, and finance into one clear
picture so they know exactly where profit comes from.

Here’s the kicker: you don’t need Wall Street money to steal their playbook.
Whether you run 5 stores or 50, this works.

This is the story of how one business grew from 12 elinies to 60 — and how
the same approach works for retail, restaurants, and service businesses
too.
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The Growth Plateau:

Busy Doesn’t Mean Profitable

When the firm first stepped in, the business had 12 clinics across the region.
On paper, things looked decent. Revenue was steady. New customers were
walking in. Costs looked “manageable.”

But underneath? Chaos.

000 %
o

Staff performance was invisible “Busy” locations bled money

In clinics, that meant doctors. In A store packed with customers
retail, it could be sales reps. In looked like a success... until you
restaurants, waitstaff or kitchen factored in rent, overtime, and wasted
teams. The best people carried the stock. Meanwhile, a quiet branch was
business, but leadership couldn’t quietly the most efficient.

see it.

@

Marketing was blind Decisions were gut feel
Ads drove clicks, traffic, and sign- Schedules, expansions, even hiring —
ups. But nobody knew which all based on instinct, not evidence.

campaigns led to actual profit.
Dollars were flying out the window.

The result?
Growth stalled. Leaders wanted to scale, but every move felt like
a risk they couldnt measure.
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How We Turned “Data Chaos” Into a Clear Picture

The turning point came when leadership admitted: flying blind isn*t an option
anymore. Data analytics wasn’t a “nice to have.” It was survival.

The fix wasn’t adding new tools.
It was finally connecting the ones they already had:

Sales data from POS
or booking systems

Payroll and HR data showing
= labor costs and schedules

Accounting and finance

N data with the real margins

// Marketing data from ads,
20 loyalty, and campaigns

@ Customer data showing

who came back and why
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~ After:

A few live dashboard that

updates automatically every

day with 95-99% accuracy.

. Sales, payroll, marketing,

and costs finally talk to each

‘ ‘ other. No more chasing

| ’| | ‘ ’ | 1 || spreadsheets, no more
second-guessing.

iNE Clinic Sales Analytics Dashboard

8423221 2077 -] $548,550 kaam

3
¢

Fop Perlorming Clnics

= Questions  lke  “Which
— branch bleeds profit?” or
e -|  “Which ads actually work?”
o get answered in seconds —
) notweeks.

Revenue by Region
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Why Combining Systems Changes Everything

Looking at one system in isolation lies to you:

I I Sales alone shows " Marketing alone shows
I revenue, but not profit clicks, not paying customers

C R Payroll alone shows
shows totals, but not -‘O- y

which branch or ED% cost, but not if s’.caff are
actually productive.
product makes money.

Kl

The gold comes from overlap:

& Sales + Accounting: Sales + Marketing:
@ Reveals which products E Proves which campaigns
77 actually make money © create profitable customers
2 A Q Sales + Payroll: Sales + Inventory:
Shows revenue per labor Flags stock that moves vs.
jel 2 hour—who’s a star and who stock that dies on shelves
drags you down
Sales + Customer
Management: :
~ & Alone, each systemis a clue.
<=/ Spots loyal customers, Together, they tell the whole

why they buy, and how to
keep them story
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What We Found Under the Hood

The truth hit hard:

Staff performance:

A handful of providers carried the business. Others were
underperforming, hidden in averages.

Branch profitability:

The busiest clinics weren’t the most profitable. High rent and
bloated payroll quietly erased margins. A small “quiet” branch
was actually a goldmine.

Marketing ROI:

Campaigns looked great in dashboards but delivered traffic to

branches already maxed out. Money was wasted where there was no
capacity to serve

0. o
L U

geepl. Scheduling:

ooof \ )

Staff were stacked on slow mornings and thin on busy afternoons.
Payroll was leaking tens of thousands every month.

These weren’t guesses anymore.
The numbers were right there on the screen.
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Scaling Without Fear

With real visibility, expansion stopped being guesswork:

. Marketing spend
New locations were = . .
== shifted to campaigns
modeled after the 53 h id off i f.
roven profitable ones that paid off in profit,
> P not clicks
Underperformers were ‘ - Expansion decisions
,%)' coached or reassigned, éﬁ;_v) came with confidence
_‘ raising the bar across Z | instead of sleepless
the board night
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The result?
12 locations became 60.
And the same method worked in retail and restaurants too — replicate the winners,

fix or close the losers.
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Small Wins That Stack Into Millions

You don’t need to triple your size to feel the impact.
Even tiny tweaks created big results:

©

Moving ad spend away
from weekends saved
S15k in one quarter

Adjusting staff
schedules cut
labor costs by
12% — no layoff

Reassigning one

underperforming

provider boosted
margins by S8k a

month

~
HHE Provider Metrics

47 =

Month To Date Appointments

$40,465

Month To Date Revenue

Patient Workload

B No. of Patients

LR \H Il

Employee

Juan De La Cruz L

Dentist

Occupation

Montclaire

Practice

Mowv 24

@ Completed Appointments @ Scheduled Appointments

24

MTD Extractions

13
MTD Dentures

‘ ‘ | ‘ I
) MTD Implants

"4

"3

[*[3

When you stack these wins across multiple branches, you get the scale story
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The Playbook Firms Don’t Tell You

The same approach worked across industries:

Acquire a business with potential but underused,
messy data

Connect its sales, payroll, marketing,
and finance using data analytics into one dashboard

Spot the hidden leaks and profit drivers

Scale what works, fix what doesn’t

Sell with higher margins

For them, analytics wasn’t just support. It was the strategy
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What This Means for You

When the firm first stepped in, the business had 12 clinics
across the region.

You don’t need a billion-dollar firm behind you. Whether
you’ve got 3 stores, 10 restaurants, or 20 service branches,
your data already knows the truth.

The question is: are you using it?

Do you know which branches Can you spot your star staff —
are profitable after costs? and your underperformers?

2

Are your ads creating paying Are you scheduling based on
customers or burning cash? facts or gut feel?

2

[T the answer is
“I don’t know,”

you’re gambling.
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Every Month You Wait,
You Lose

Scaling from 12 to 60 wasn’t luck.
It was clarity.

Data analytics didn’t just save money.

It gave confidence, confidence to invest, to
expand, to cut losses, and to double down
onwinners.

eUN,
& "% Here’s the cost of inaction: every month you rely
:‘ .: on spreadsheets and hunches, you bleed
Ry money to wasted payroll, unprofitable ads, and

“busy” branches that quietly lose.
Stop gambling with your best branches.

Copy the DNA of your winners. Fix or close the
losers.

See where your money's really going - free review



http://www.competenceanalytics.com/book-a-meeting

