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The 90 Day Profit
Reset

The workbook. Twelve modules to put a
construction business on foundations that aren't

sand.

First fix. Second fix. Forever fixed.
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How to use this workbook

The Reset is built like a job. First fix is the work behind the walls that
everything depends on. Second fix is the visible work that makes the
money. Forever fixed is the finish and the rhythm that stops it decaying.

There are twelve modules, four per phase, one per week. Each has the same shape:

Why it matters

The problem this module fixes, in plain English.

Three questions

If you can answer all three with a number or a name today, skip the exercise. Most people can't, and that's
fine.

The exercise

Numbered steps. Do them in order. Your Taxtful accountant does the heavy lifting on the numbers on Supply
& Fit and Turnkey; you do the decisions.

Template and done-when

Fill the template in here or copy it to a spreadsheet. Don't move on until every box in "done when" is ticked.

None of this is a judgement on how you've run the business. Every gap this workbook finds is a gap in
the service you've been getting. That's the point of fixing it.

Contents

First Fix- Days 1to 30 Forever Fixed - Days 61to 90
1. Know your real numbers 9. The monthly pack and review

2. CIS and VAT, fixed 10. The tax plan

3. The retentions ledger 11. Structure and protection

4. The 13-week cash forecast 12. The 12-month plan

Second Fix* Days 31to 60
5. Margin by job

6. Pricing and tender review

7. Labour and status

8. Plant and overheads
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Part Three-Days 6110 90

Forever Fixed

Therhythm that keeps it standing

The rhythm that keeps it standing. Everything in firstand second fix
decays without a routine to maintain it. The last thirty days build the
monthly pack, the tax plan, the structure and the twelve-month

scoreboard, and put every one of them in the diary.

9  The monthly pack and review
10 The tax plan
1 Structure and protection

12 The 12-month plan
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Forever Fixed - Days 61 to 90

The monthly pack and review

Why it matters

Information you get once a year is history. Information you get every month, on the same page, in the same

format, with an hour set aside to act on it, is management. The pack is the single output the whole Reset has

been building towards.

Three questions

' When did you last see your numbers within two weeks of the month ending?
n If you had one page, what six numbers would you want on it?

ﬂ Who else in the business should see it?

Answered all three with a number or a name? Move on. Anything "roughly" or "my accountant would know": do the

exercise.

The exercise

1.

Agree the one-page layout with your accountant. It should include at minimum: certified sales, margin
by live job, retentions ledger, CIS and VAT position, 13-week cash forecast, tax set aside, and three
actions.

Agree the deadline: within ten working days of month-end.

Book a recurring one-hour review call for the day after the pack lands. Same time every month. Not
optional.

. Decide who sees it: you, any co-director, your site managers for their own jobs' margin.

. After the first pack, note what you didn't look at. Remove it. Note what you wanted and couldn't see.

Add it.
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Template

Pack section Source Owner Deadline Reviewed on

Done when

D Pack layout agreed D Monthly review call booked for the next twelve

[:] Ten-working-day deadline in place months

D Distribution list agreed

Notes and decisions



Forever Fixed - Days 61 to 90

The tax plan

Why it matters

A corporation tax bill that arrives as a surprise nine months after year-end is a sign the planning never
happened. The plan is simple: know the number before the year ends, set it aside monthly, and make the
pre-year-end decisions on purpose rather than by accident.

Three questions

' What will your corporation tax bill be for the current year, roughly?
n How much of it have you set aside?

ﬂ What decisions could you still make before year-end that would change it?

Answered all three with a number or a name? Move on. Anything "roughly" or "my accountant would know": do the
exercise.

The exercise

1. With your accountant, forecast profit for the current year from the monthly packs so far. Apply the
corporation tax rate. That is your provisional bill.

2. Open a separate bank account for tax. Transfer one-twelfth of the forecast bill every month. Add VAT and
PAYE if you struggle with those too.

3. Three months before year-end, book a planning meeting. Decide on: plant purchases and timing,
pension contributions, director pay and dividends, R&D claim if the work qualifies, and anything to
accelerate or defer.

4. Write down each decision, its tax effect and its cash effect. Tax saving never justifies spending money
you wouldn't otherwise spend.

5. Put the followingyear's planning meeting in the diary now.
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Template

Decision Deadline Tax effect £ Cash effect £ Decision made :3%

Done when
D Pre-year-end planning meeting held and decisions

D Provisional corporation tax known
documented

[:] Tax account opened, monthly transfer set up
D Next year's planning meeting in the diary

Notes and decisions



Forever Fixed - Days 61 to 90

Structure and protection

Why it matters

A construction company carries trading risk: a bad job, a customer going under, a contract dispute. Sensible
structure keeps the plant, property and reserves you've built up out of reach of that risk, and pays the
directors in a way that doesn't hand HMRC more than it needs.

Three questions

If your largest customer went into administration tomorrow, what would it cost you and what
would survive?

n Are your plant and property held in the same company that carries the contract risk?

ﬂ How much cash reserve do you hold, and how many weeks of overhead does it cover?

Answered all three with a number or a name? Move on. Anything "roughly" or "my accountant would know": do the

exercise.

The exercise

1. Quantify your exposure to each of your top five customers: certified but unpaid, retentions held, work in
progress. Compare each to your reserves.

2. Set areserve target: most contractors should hold at least eight weeks of overhead in cash, separate
from the tax account. Set a monthly transfer until you're there.

3. With your accountant, review whether a holding company or separate asset company would protect
plant, property and reserves from trading risk. Note the costs and the tax implications of moving assets.

4. Review director remuneration: salary, dividends, pension, benefits. Agree a plan for the year that's tax-
efficient and, more importantly, actually pays you properly.

5. Check credit insurance and contract terms for your largest customers. Retention bonds, payment
security and adjudication clauses are all negotiable.
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Template

Total exposure £ Coveredby reserves? Mitigation

Customer Unpaid certified £ Retentions held £ WIP £

Done when
D Structure review completed with a written

D Exposure by customer quantified
recommendation

D Reserve target set and monthly transfer in place
[:] Director remuneration plan agreed for the year

Notes and decisions



Forever Fixed - Days 61 to 90

The 12-month plan

Why it matters

Everything above becomes a habit only if it's measured. The plan is one page: the year's targets for margin,
cash, order book and the three numbers you check every Monday morning before anyone else gets to you.

Three questions

What margin do you want the business to make this year, and what would need to be true for
that to happen?

n What order book do you need by each quarter-end to hit it?

ﬂ What three numbers will you check every Monday?

Answered all three with a number or a name? Move on. Anything "roughly" or "my accountant would know": do the
exercise.

The exercise

1. Set four annual targets: certified turnover, gross margin percentage, year-end cash reserve, and secured
order book at each quarter-end.

2. Choose your three Monday numbers. Typical picks: bank balance versus forecast, certified value applied
last week, overdue retentions and debtors. Set up whoever produces them to send them by 8am
Monday.

3. List the five decisions you've made during the Reset that will move the numbers most: customers
dropped, prices changed, plant sold, staff moved. Assign each a date and an owner.

4. Book four quarterly review sessions with your accountant for the coming year. Each one: targets versus
actual, what changed, what next.

5. Write the plan on one page. Pin it up. Give a copy to anyone who needs to deliver it.
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Template

Measure Target Ql (ey] Q3 Q4 Owner

Done when

D Four annual targets set i Four quarterly reviews in the diary
[:] Three Monday numbers chosen and automated [:] One-page plan written and shared

(] Five decisions assigned dates and owners

Notes and decisions



Day 90: what you should now have

taxtful Monthly pack — August 2026

Prepared 9 September - Review call booked Thu 11 Sep, 8.30am

[ Monthly pack

Certified sales (month) Gross margin, live jobs
Jobs & margin £412,600 21.4%
A 8% vs Jul A 1.2 pts - target 22%

Retentions
CIS & VAT
Live jobs — margin vs tender

Cash forecast
Job Certified to date ~ Costtodate ~ Margin Tende

Retentions held by clients

£61,900 £9,115 14 wks

£18,400 overdue for release

Year to date: 5 months

CIS suffered, offset vs PAYF Cash runway

Reclaimed this month ¥ from 16 - see forecast

certified basis 13-week cash forecast £000s, closing balance

Tax plan Riverside Fit-out, On
Phase 2 £1,184,000 £896,000 24.3% 23.0% b o
Dosimeny Ashford Depot £642,500 £521,400 18.8% 22.0% Watch
100
Crown Street Offices £398,200 £352,900 11.4% 21.0% Action .
Northfield Contracts Ltd el Lo et G A
Main contractor - £6.2m MeadowLane Care 557000 £214,300 25.3% 24.0% - 0
Home track
Wk 1 Wk 4 Wk 7 Wk 10 Wk 13
Unit 7 Warehouse £156,800 £123,600 21.2% 20.0% "‘::‘:‘
- @ Expected @ If Crown Street pays 30 days late
Retentions ledger by release date Tax position known, not guessed Actions this month 3 open
Job Held Release Liability Amount Due 1. Crown Street: variation claim of £41k to be
submitted before next valuation — margin
Bridge Rd (final) £18,400 Jul 26 Overdue PAYE / CIS (Aug) £31,260 22 Sep recoverable to 19%.
2. Bridge Rd retention: £18,400 overdue; final
Kings Sq (1st) £22,750 Oct 26 Due VAT Q2 (repayment) —£14,180 7 Oct letter drafted, sending Monday.
3. Plant purchase: excavator before year-end
Riverside (1st) £11,900 Jan 27 Tracking Corporation tax (forecast) £118,400 1Jan 27 saves EBOI( CT — decision needed b)\; 31 Oct.
Ashford (1st) £8,850 Mar 27 Tracking Set aside to date £62,000 52%

D A set of accounts you believe, on a certified basis
with WIP and retentions shown properly

CIS offset monthly and reverse charge right on

every invoice

Aretentions ledger with an owner

A 13-week cash forecast updated monthly
Margin by job and by customer, reviewed monthly

Tenders that carry overhead and a minimum

0000 O

margin

D Labour status reviewed and documented

D Capital allowances claimed and plant utilisation
known

D A one-page monthly pack and an hour in the diary
toactonit

[:] Atax plan with the money set aside
D A structure that protects what you've built

D A one-page plan for the year and three numbers
every Monday

If you've ticked all twelve, the business is no longer built on sand. Keeping it that way is a monthly

rhythm, not a project. That's what the retainer is for, and it's your decision whether to take it.

Chris Neuman - Taxtful



