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For the millions of people 
who run their own businesses

The millions more 
that help them.



There is a 

Fourth Statement

that is common and useful across all 

businesses

Our Premise



There is a Fourth Statement

that is common and useful 

across all businesses

We have a simple premise 

It would be like finding a 
new treasure map



The New Map would help you

● Know where you are

● Know where you’re going

● Know if you need to adjust



The New Map would help you

● Know where you are

● Know where you’re going

● Know if you need to adjust

and help you prioritize which 

adjustments you can make.



The Old Map wasn’t 
designed for that

It was designed for 
compliance not clarity



There is a Fourth Statement

that is common and useful 

across all businesses

The Fourth Statement is Designed for Clarity

Designed for Clarity



Characteristics of the 
Fourth Statement
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The Fourth Statement 
Integrates data from every business system
Is Based on Unit Economics
Extends all the way down to each transaction
Sits above the other financial statements
Ties everything together each week
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We Call The Fourth Statement 

The Statement of Economic Quality

● Sits above the Income Statement

● Integrates data from every business system

● Extends all the way down to each transaction

● Calculates and forecasts with Unit Economics

● Ties everything together each week



Every Business has an 

Audience
That it tries to convert into payments from

New Customers
& Keep them coming back



Once you see business this way 
the old ways of seeing

will seem quaint



To Help Everyone 
See Their Business 

Better

The Intention of this Presentation is

With the Statement of Economic Quality 



1. Our Premise - There is a Fourth Statement

2. Weekly Accounting Case Study: Deep Dive

3. The Five Most Important Things to Notice

4. Ten Quick Case Studies Across Different Business Models

5. The Twelve Ways to Improve Unit Economics

6. The Process Improvement Mindset

Agenda



Weekly Accounting
A Way to See Every Business Better

John Zdanowski
BrightZen Systems

Case Study



The Fourth Statement 
Integrates data from every business system
Is Based on Unit Economics
Extends all the way down to each transaction
Sits above the other financial statements
Ties everything together each week



The Fourth Statement 
Integrates data from every business system
Is Based on Unit Economics
Extends all the way down to each transaction
Sits above the other financial statements
Ties everything together each week



Built 5
$100 Million
Companies

and a
$100 Million

Fund

With The System



Helping Founders Succeed - 19 Exits



Weekly Accounting’s 
Statement of Economic Quality

Weekly Accounting’s
Income Statement



Columns represent each period
Weekly, monthly, quarterly, annual

This is annual. We’ll look quarterly, 
monthly & weekly too



Rows represent a collection of 
metrics about the key drivers of 
the business

These go from the widest part 
of the top of your funnel through 
sales to fulfillment.



We focus on the business at a 
per customer level

This is “Unit Economics”

A new language
Customer Acquisition Cost
Average Revenue Per Customer
Lifetime Gross Profit
Lifetime Contribution
Contribution Margin



After the Statement of 
Economic Quality are the 
traditional financial statements

Here is the Income Statement

The balance sheet is below



At first a matrix of numbers is 
complex

Just read and understand each 
row

The rows shown are not the 
only rows

There are other rows with other 
levels of detail

󰷺



Every row is drillable



Into every business system



The rows shown are not the 
only rows

There are other rows with other 
levels of detail



Now let’s zoom in to quarterly



Same Rows



Forecasting is easy at Quarterly

“This Quarter 
We’ll spend about the same on marketing
to drive a similar number of leads

And close a few more customers than we did Last 
Quarter”



This is the beginning of a new 

Feedback Loop

Unit Economics Assumptions

Income 
Statement

Balance Sheet

Forecast

FuturePast



Here’s the thing your accountant doesn’t want you to know



For running your business,

You can ignore 

month end



52 

Feedback Loops
per year are better than

12



When you put the 

Right Data 
in front of an 
Empowered team 
they Get Better.



42

Begin Implementation
of Weekly Accounting

Functional
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2021 2022 2023

IntegratedTroubled

Negative 
Gross Margins

Positive Gross 
Margins

Aligning a team around your custom Fourth Statement 
for your business is a journey

During this phase 
the team is 
aligning their 
understanding 
of the numbers 
and what they mean.
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Negative 
Gross Margins
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Margins

Aligning a team around your custom Fourth Statement 
for your business is a journey



The Weekly View
Of Your Business

How to Read



This is
Weekly Accounting’s
Weekly View of its business

We call it 
“Monday Morning Metrics



Here are the past few weeks



Here are the average weekly 
results for the last four quarters



And this is how we’re doing 
against our Q4 target



It’s very difficult to argue with 
this kind of truth…

…consistently presented
                            and reviewed
 
                                       Weekly😂



Let’s drill in to 
Level 2



The rows shown are not the 
only rows

There are other rows with other 
levels of detail



Here’s the detail on our demand 
generation & sales Funnel





Google ad 
spend at $11k 
per week!

That doesn’t 
seem right so I 
flagged the 
data team to 
double check.



Google ad 
spend at $11k 
per week!

That doesn’t 
seem right so I 
flagged the 
data team to 
double check.

Errors get caught 
sooner because 

they are easier to 
spot



You’ll find more errors the first 
few weeks you look at them than 
after you’ve looked at them the 
same way for a while.



When the whole organization understands

Once you understand what you are looking at

When you first start looking at something - it’s messy, keep looking!

Feedback Loops Make Systems Stable

Performance improves and 
becomes more predictable



The End
More to come



12 Actions
Improve your business

What are the



Spend more on marketing



1. Widen the Top of the Funnel: Bring in more attention—more eyeballs, leads, traffic, reach.

2. Increase Conversion Rate: Turn more of that attention into paying customers.

3. Accelerate Funnel Velocity: Shorten the time from first touch to first dollar.

4. Increase Average Order Value (AOV): Get each customer to spend more per transaction.

5. Raise Prices Intelligently: Charge more without killing conversion or Lifetime Gross Profit Lifetime 
Gross Profit.

6. Drive Repeat Purchases: Keep your customers coming back.

7. Reduce Cost of Goods Sold (COGS) Increase gross margin per unit sold.

8. Lower Customer Acquisition Cost (CAC) Find cheaper or more efficient acquisition channels.

9. Improve CAC Payback Time Get to breakeven on your acquisition cost faster.

10. Optimize Channel Mix Shift spend to higher-performing or more scalable channels.

11. Segment Customers by Profitability Double down on profitable segments; ignore or rethink 
unprofitable ones.

12. Model the S-Curve & Forecast Capacity Understand how big each channel or product line can get 
before it saturates—so you can plan when and where to expand.



We Call The Fourth Statement 

The Statement of Economic Quality





Case Study 
Weekly Accounting’s Statement of Economic Quality



Troubled Functional Integrated World Class

Data 
Quality

Traditional 

Monthly Close
done by an
Accountant

First Look 
at 

Weekly Metrics

You Trust
 the 

Weekly Metrics

The Unit of Work 

is Self Aware

Feels 
Like

We won’t know 
revenue until the 
books are closed

Where’d you get 
that data? 

That’s not right!

We know where 
to focus our 
attention.

Every role has an 
intention and a 

rowset.

Implementing Weekly Accounting is a Journey



Setting Win Win 
Productivity Targets

Setting it up to run in 1 hour per week

Making the unit of work self aware



When you put the 

Right Data 
in front of an 
Empowered team 
they Get Better.



Qualities of Right Data
Timely - Daily View - Weekly Oversight - Quarterly Goals

Accurate - Transaction Level Detail feedback loop

Simple - These Rows, These Goals.

Comparable - These Trends

Actionable - Structured 

Relevant

Connected

Honest



Playing with What are the Qualities of Right Data

What are the Qualities of Empowered Team

Literally the whole purpose of this plan is the third dimension in one way and just a qualitiy scale in another.

What do I mean by that….

We are using unit economic trends based on our historical data to set long term goals

 With this we can:  

- make a plan to align the team with those goals.

- demonstrate the Quality of the Fourth Statement

And if you let me be high for a minute with out you…

- Free ourselves of having to think about how much we are paid.

- [insert higher goal here] 

   Help everyone see their business better.

   Invent of a financial statement more important than the P&L



Jeff’s Goals

1. Smoke pot & talk about business
2. Make $50k per month in one hour per week

He has developed a cannabis allergy

So it's time to get focused on the second goal



2025 Goal

Everyone in the organization

Will have a set of metrics they are responsible for 

Presented consistently over time.

New thoughts at Year End

- Set a 3 year goal based on current unit economic trends 
- Demonstrate productivity increases over time 
- Document mindset 
- Develop systems that empower teams with these concepts, this language



Return to the main goal

$50,000 per month in 1 hour per week.

This forecast demonstrates 
achieving that in one year.



Return to the main goal

$50,000 per month in 1 hour per week.
With some reasonable 
improvements in 

Productivity in 3 areas.

1. People doing the work

2. People talking to clients

3. People developing the system 
to support them.

This forecast demonstrates 
achieving that in one year.



“Named must your fear be before banish it you can” Yoda

“I’m an old man and have known great many troubled, but 
most of them never happened.” Mark Twain

It’s Yoda teaching the same thing the mystics teach… 

● You can’t clear what you won’t name. 
● Once you name it, it loses its power.

I am an old man and have known a great many troubles, but 
most of them never happened z. - mark twain 

“I am an old man and have known a great many troubles, but 
most of them never happened.” — Mark Twain

It hits the same truth every time: most of what we fear is just 
weather in the mind.
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I am an old man and have known a great many troubles, but 
most of them never happened z. - mark twain 
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Return to the main goal

$50,000 per month in 1 hour per week.

This forecast demonstrates 
achieving that in one year.



Unit Economics Assumptions

Financial
Statements Forecast

FuturePast



Agenda

Our Premise

Characteristics of the Growth Statement



We help a lot of entrepreneurs

The first thing we ask when we meet one is…

“Where is the business right now and where do you want it to go?”

Usually they’ll tell us story without showing us any numbers

When we ask them about their numbers they usually say…

“We’ll have our accountant send financials!”

Then we wait.

That tells us they’re driving without a map.

Most small businesses are driving without a map.



The Accountants Map, 
Traditional Financial Statements, 
Were invented in 1494 and are 

insufficient for running a 
modern business


