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I’m so glad you are here!  Get ready to get your breakthrough or B - number, the 

minimum amount that you need each month to keep the doors open. When you 

consistently hit this number every month, you have a breakthrough to profit! Your 

business has crushed the first hurdle: sustaining itself. 
 

Why do I need my “B” Number?   
 

Because you need to know what you HAVE to make each month, and once you make 

it, you are into the “gravy.” The gravy is the money you decide to park into the 

categories that meet your obligations and goals, not to mention the stress you WON’T 

have worrying about if you made enough this month. Let’s jump in! 
 

Before anything else, you must prioritize your business income to pay the expenses that 

keep your business running. These expenses can be categorized into the “four walls.”  

Each of the walls secures one area critical to your business to keep the doors open.  

These walls are prioritized and paid before anything else. Added together, these walls 

create the “B” number. 
 

The Four Walls Consist of: 

1. Rent or internet, and utilities, your access to your buyers 

2. Critical Operating Expenses that are required to keep doors open 

3. Inventory or products to sell or provide services with 

4. Payroll and payroll expenses 
 

If there are other bills and expenses, such as debt, loans, non-essential subscriptions and 

things that are part of your financial picture, but do not directly impact your ability to 

make money in business, they are further down the list of expenses.  
 

Here’s why:  if you had slower than expected sales for a few months, and you have to 

choose between the minimum credit card payment and the internet, and you 

absolutely need the internet to make sales, you will have to prioritize the internet. Or 

you will shut off the direct lifeline between the ability to make money, and not making a 

dime.  

 

The First Wall: rent (or internet) and utilities 
 

Two important points about this 1. your business is unique to you. You have a personal 

stamp on it that no one else has. In that vein, there isn’t a “right” number or type of 

expense at the stage of business you are in 2. The four walls will look different at each 

stage of business growth: solopreneur, side hustle, full time, employees, etc. You must 

revisit your spending plan categories at least every six months, unless there are major 

changes.  
 

Whether you are a product-based, service-based, or some other venture such as a 

vehicle-based business, you must FIRST pay the expense that keeps the door open. For 

example: 

 

• If you are in ecommerce, but didn’t pay your internet and domain expenses, you 

cannot reach the customers who buy from you. 
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• If you have a “brick and mortar” boutique, and the landlord locks the door for 

non-payment, you cannot sell to customers.  
 

This is always the very first business expense, every month. Pay your rent or internet! 
 

Next, you must have lights, heat (even in your own home), and in most cases a phone 

to operate. If you can keep the door open, but don’t have electric, heat, or a way to 

communicate with your clients, you are not open.  
 

  Worksheet for the first wall: rent and utilities or similar expenses 

 
          
 List your expenses and amounts here: 
 

          Rent or internet: _____________ 

 

          Electric:_________ Gas:___________ Water:__________  total:___________ 

               

          Phone/cell phone (for business): ____________ 

 

 Add together to total your First Wall: _____________________ 

        

Notes about changes or expected new expenses in the next 2-3 months: 

(ex: changing internet providers)   

 

 

 

 
 

The Second Wall: other operating expenses for running the business 
 

I pay monthly amounts for my cloud-based software, payment system, and Zoom 

account. These are critical to my business operation. I cannot operate without 

accessing files and having my clients access them, take payment for services, or lose 

the ability to videoconference with my clients. These expenses, if not paid, would shut 

me down very, very quickly.  
 

These are the “critical” expenses, meaning that I cannot operate without them. 
 

You have other expenses tied to the critical operation of your business. You need to 

identify them and prioritize them as the expenses that go “next.” If you can live without 

a service or product related to running your business, ask, “Do I really need this?”  
 

Think: 

• Payment services 

• Software on a monthly subscription 

• Gas for your car if you travel to deliver goods or services 
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Another note on “critical business expenses.” Many of us start out with certain expenses 

that are important to us, maybe logo items for example, that we think are “critical,” but 

they really aren’t. If the expense isn’t absolutely critical to providing your clients with 

legendary service,  it is not part of your Second Wall. Your Second Wall should be as 

“lean” as possible. And be honest when asking yourself if you can operate without 

something! 
 

Worksheet for the Second Wall: critical operating expenses. 
 

These are the expenses for the services or goods you absolutely need to continue doing 

business, no matter what!  
 

Expense:________________________________________   Amount:____________ 

 

Expense:________________________________________   Amount:____________ 

 

Expense:________________________________________   Amount:____________ 

 

Expense:________________________________________   Amount:____________ 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

The Third Wall: inventory to sell or products to use 
 

Seems almost obvious, but if you don’t have anything to sell- you can’t make money. If 

you are in a business that sells or creates products, you probably need either to get 

inventory to sell, or raw materials to create what you sell.  For example, if you are: 

 

▪ a beauty salon that does lash extensions and don’t have lashes, you can’t take 

clients.  

▪ a reseller on eBay, you must have things to sell.  

▪ a custom tee shirt designer you probably need, at a minimum, the blank shirts 

and vinyl.  

 

Expense:________________________________________   Amount:_____________ 

 

Add together to total your Second Wall: _____________ 

 

Notes about any upcoming changes: 

 

 

 

Expenses to re-examine:  
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The key here when money is tight, (and it may be some months): Be reasonable in 

purchasing inventory. Buy only what you need to sell, plus a little for new customers or 

clients. One mistake many business owners make is having overestimated their needs. 

Having stock or product lying around that isn’t being sold is money sitting on a shelf that 

could have been used for other things. 
 

Worksheet for your Third Wall: inventory and product 

 

    * Item: ________________________________________________  cost:___________ 

     Total sold last month:______________  Notes:______________________________ 

 

    * Item: ________________________________________________  cost:___________ 

     Total sold last month:______________  Notes:______________________________ 

 

    * Item: ________________________________________________  cost:___________ 

     Total sold last month:______________  Notes:______________________________ 

   

     Add to Total Your Third Wall here: _______________ 
 

Notes:  

 

 

 

 

 

 
 

 

The Fourth Wall: payroll and payroll expenses 
 

If you do not have employees yet, but you pay yourself, you want to complete this 

estimate! By the way, you get paid before debt. Trust me, you do. You are a business 

expense.  
 

If you have employees, they get paid before you. Period. We’ve all heard stories of 

paychecks bouncing…. Never let that be you. If you have employees, but things get 

VERY tight, and you must lay off, even temporarily, your employees will appreciate that 

you paid them always, and on time. Pay your payroll taxes, as well. 
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Payroll Worksheet 1: What are you paying? To whom? How often? 
 

How often will or do you pay employees (including yourself)?  __________ (every week, 

every 2 weeks, etc.) You will need this for Monthly Estimates. 
 

How much will or do you pay per hour/or a salary? ______________ 
 

If you have different hourly pay amounts for different roles, describe them and give 

amounts here: 

 

Self:______________________  

 

Employee: Description: __________________ cost/hr. ______________ 

 

Employee: Description: __________________ cost/hr. ______________ 

 

 Payroll Worksheet 2:  figure your gross wages per payday 
 

You need to multiply the hourly wage by the number of hours, to estimate the gross 

wages you will pay per payday. ex: if you pay weekly, and you have an employee 

making $12.00/hr. for 10 hours, the gross per week is $122.00 for each employee or for 

yourself: 

 

Self:______________________  

 

Employee: per hour:__________ estimated hrs.: _______cost ____________ 

 

Employee: per hour:__________ estimated hrs.: _______cost ____________ 
 

Add the costs for each employee to determine your estimated gross pay total for 

payroll every pay period: ___________________ 

When there is an odd or seasonal income fluctuation, up or down, looking at your gross 

pay to each employee per pay period may be a good way to make scheduling 

adjustments if needed.  

 

Payroll Worksheet 3: Other payroll costs 
 

Your withholding for yourself and your employees is in addition to their hourly pay. So, if 

you pay $10.00/hr. you must also pay a percentage cost out of pocket for your portion 

of withholding.  For your personal withholding,  have an accountant help you figure 

your personal taxes, or use an online tool to help.  
 

Amount of your costs for withholding per pay period:  
 

Self:______________________  
 

Employee: gross:_________ + withholding:_______ = employee cost _________ 
         

       Employee: gross:  _________ +withholding:_______ = employee cost _________ 
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Add the total employee costs for your employees so you can get an estimate of your 

payroll costs per pay period ________________. 

 

Payroll Worksheet 4: Monthly estimates 
 

a. Take Worksheet 2 total and add it to the Worksheet 3 total_______________. This is 

your estimated cost every payday.  

 

b. Multiply your estimated cost per payday by the number of pay periods in a 

month: _________. 
 

If you pay every two weeks, multiply by 2: _________________  or, if you pay every week 

multiply 4:________________.  This total for is the monthly amount that you should 

anticipate for your payroll and withholding, unless you either reduce or increase hours 

for your employees.  
 

Estimated Fourth Wall:____________ 

 
Now You Are Ready to Calculate Your Monthly B-Number: 
 

Transfer the totals from each of the four wall worksheets and add them together! 
 

Wall 1: _______________ 

Wall 2: _______________ 

Wall 3: _______________ 

Wall 4: _______________ 

My Monthly B-Number: ______________ 

 

Congratulations! You now have your B-number! 
 
Everything you make above this number is gravy. Honestly. Once you have this amount 

each month, all other income is yours to decide how to use. Just put it into your monthly 

written spending plan! 
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