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That's where this eBook comes in. We’ll walk 
through the five key business intelligence reports 
you need to make the right decisions for your 
agency (and answer the questions that keep you up at 
night):

1. Team Productivity: Are they happy?
Productive? Working on the right things?

2. Client Over-Servicing: Are you saying yes too
much? Is scope creep eating into your profits?

3. Understanding Profitability: Which clients &
projects are most profitable? Why?

4. Retainer Profitability: What’s my burn rate?
Are my retainers cost centers or profit centers?

5. Gaining Competitive Advantage: How do I
win more work? Compete against the bigger
agencies? Attract more talented team members
and ideal clients?

Together, these five areas of reports will give you 
the information you need to make those 
important high level, big picture decisions that 
guide the direction, growth and scalability of 
your agency - and the tactical decisions that 
impact team happiness, client success, and 
quality creative on a day to day basis. 

Let's get started...

Introduction

As the owner of a creative agency, you likely wear 
many hats. Depending on the size of your agency, 
you may act as the CEO, CFO, COO, HR Manager, 
Creative Director, & overall Person-In-Charge-Of-
Making-Everything-Happen-And-Everyone-Happy.  

At times, this can be a lot. Especially when you feel 
that weight of responsibility on your shoulders. 
Especially when you’re faced with decisions that 
keep you up at night. After all, your agency is 
more than just a business, it’s your passion and 
life’s work. And you care deeply about your 
creative quality, your team, and your clients. 

At the end of the day, what you really want is:

• Inspired and productive creative teams who
love coming to work…

• High quality creative work that your team is
proud of and really makes a difference...

• Happy clients who rave about you and refer
you to others…

• And a smooth running, profitable agency that
doesn’t keep you up at night.

The great news? All of this is possible when 
you’re able to make the right decisions for your 
agency. The challenge? You can’t make these right 
decisions if you don’t have the right information. 

Access to your data is important. 
You need information & insights that help 
you make smarter decisions both 
at a strategic macro-level, and at a 
tactical daily level.
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But in order to do this, you need some important 
data and information around:

• Where is your team spending their time?

• How much time is your team spending on
billable client-focused activities vs.
administrative work, business development,
and other tasks?

• Where is time being wasted or not spent on
the right activities?

With team efficiency reports, you can categorize 
by employee or the entire team, and measure 
overall utilization, task efficiency, and whether 
individuals and team leaders are meeting billable 
hours targets. As a measurable KPI, this helps 
team leaders be more accountable and get 
rewarded when they hit their targets. 

The ability to drill down and see how efficient 
individual employees are depending on the type 
of work they’re doing leads to effective resource 
allocation, as managers can assign work to team 
members who are most likely to complete this 
work efficiently.
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Measuring Team 
Productivity

Is your team happy? Productive? Working on 
the right things? Measuring team productivity is 
not just about creating a smooth running agency 
machine where no time is wasted and everyone is 
working at maximum capacity. 

It’s also about cultivating a happy team where 
everyone is inspired and motivated to come to 
work…  and retaining your best talent by making 
sure they’re spending more time on the right 
activities that light them up, and less time on 
activities that are depleting and could be handled 
by someone else. 

With this report, you can quickly see 
who is meeting, exceeding, and falling 
short of their target billables.



Staff Utilization

Where is your staff spending their time and 
what are they working on?  

With Staff Utilization reports, you can track how 
much time your employees are spending on 
internal work, such as agency marketing and 
social media vs. billable client projects. With this 
information, you’re better able to reassign staff 
from internal projects to more profitable ones 
when new clients come on board. 

Measuring Workloads and Capacity

Are you assigning the right jobs to the right 
people? 

With Staff Resource Forecast reports, you can 
more effectively manage workloads and capacity,

prevent unnecessary and costly downtime, and 
avoid overloading key staff members, which can 
lead to burnout, errors, and inefficiency.

Proper workload management also gives you the 
information you need to properly plan for hiring 
more staff and freelancers. 

By planning ahead, you’ll avoid paying 
unnecessary overtime costs and have enough 
time to find the right freelancers for the job and 
reduce the risk of having to hire less qualified 
contractors at the last minute or pay a premium 
for rush jobs.
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Use this report to see who has 
time to take on more work and 
who is nearing their capacity 
and at risk  of burning out.



However, as your agency grows, so do the number 
of staff, projects and tasks - and you no longer 
have the ability to make accurate decisions around 
workload based on conversations and gut feeling 
alone. 

Without accurate reporting, you risk not having the 
right information to make sound decisions, which 
could result in increased staff and freelancer costs, 
unhappy team members, and employee turnover.  

With productivity reports, you can access a Work 
Planning view to see tasks that have been assigned 
to various employees (along with deadlines), and 
drill down to specific teams, jobs, and clients. 

This gives you insight into which team members 
have available time versus those with too much 
work, any projects that may be at risk for missed 
deadlines, and how much workload a job or client 
adds to your team. 

Another approach is to anticipate busy periods by 
using historical data. Does your agency have a 
natural ebb and flow to its workload? A period 
where a large volume of repeat work is due at 
once? 

Reviewing historical data gives you the information 
you need to plan ahead. Bring in freelance vendors 
or give your creative teams a break in the weeks 
leading up to busy periods, allowing everyone to be 
well-rested and ready to work when the time 
comes.

There are many factors to consider in order to 
optimize your staff workloads, including 
knowing:

• How productive your staff usually are,

• How long it typically takes them to complete
certain tasks,

• Which projects they already have on their
lists,

• The deadlines and progress of each project,

• The pipeline of projects coming their way.

In a smaller agency, you can often gather this 
information through conversations with staff and 
making “guesstimates”, which can be relatively 
accurate because you have a limited number of 
employees, projects and tasks to consider. 

An effective way to avoid burnout 
is to review your employees' hours 
on a daily or weekly basis. The other 
approach is to anticipate busy periods 
by using historical data.
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Capacity vs Forecast vs Actuals—Past Summary (hrs)

Finding Your Efficiency

Efficiency is directly related to profitability. When 
your creative teams can produce high-quality 
work on a shorter time scale, your agency can 
take on and complete more projects for the 
same salary or contractor costs. 

Reports can help you identify which projects 
your agency completes ahead of schedule, on-
schedule or over-schedule. With this 
information, you can make key decisions around 
which projects you can take on to maintain or 
increase efficiencies. For example, you may 
choose not to bring in a bunch of website work 

 when similar projects usually run over time and 
budget. At the same time, this information helps 
you identify areas for improvement, whether 
that’s through training, staffing or process 
improvements.  

The report in the next example (Time Estimated vs. 
Actual by Assignee and Team) shows the estimated 
time vs. actual hours spent on each project. You 
can see exactly where each employee is efficient 
at certain tasks and completes their work within 
the budgeted amount of time, and where they are 
less efficient and go over time and budget. 

5

Comparing assigned hours against the actual spent allows us to see who may be 
overworked. Here we see that Alberto Rivera is under his assigned hours, while  
Damien Da Silva and Miro Vujicic are both over. This report can be adjusted to  
show daily, weekly, or monthly hours too.



This is valuable information because it highlights 
the type of work where individuals could either 
benefit from training, or be reassigned to areas 
more in line with their strengths. Not only does 
this allow your agency to grow and become more 
profitable, but it also places your creatives in 
places to succeed, as they’ll be focused on work 
that falls within their talent areas.  

Additionally, seeing which type of projects 
consistently take longer to complete than 
expected allows you to identify where 
inefficiencies have crept in. 

For example, in the chart above, it’s clear that 
production is consistently inefficient compared 
with other types of services. This creates a clear 
impetus for agency directors to review production 
processes to understand why they’re less efficient 
than other areas.
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Seeing which type of projects 
consistently take longer to complete 
than expected allows you to identify 
where inefficiencies have crept in.

Task Estimated vs Actual by Assignee and Team (hrs/%)
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This report allows you to view how long 
each team member is taking to complete 
their tasks. This information can be used 
to assign speci ic tasks to employees 
who have a history of completing them 
quickly and to a high standard.



• Account teams over-service clients on the
promise or expectation that more work will
appear. But the extra business doesn’t pan
out or is less than anticipated.

• Account managers and creative teams over-
service simply because they want to make a
great impression and don’t realize how this
may be impacting the business as a whole.

Sometimes over-servicing can be used as a 
strategic tool to demonstrate commitment and 
build long term relationships with key clients. But 
if over-servicing happens without a clear strategic 
reason and isn’t tracked and monitored, then it 
becomes money down the drain.
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30193: POP Display
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$5340.00
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One of the most common challenges agency 
owners face is client over-servicing. It eats into 
profits and can have a number of root causes, 
including:

• Clients underestimate their requirements and
change the scope of work after a campaign is
already underway. Unless a change order is
issued and the client agrees to pay the
difference, the agency often finds itself out of
pocket for the extra time and expense.

• The account service team worries about
offending or losing a client and says yes to
additional requests at no charge, which
results in the client becoming unprofitable.

Client & Job Estimated vs Actual (hrs/$/%)
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Client Over-Servicing

With this report, you can ensure your 
estimates are accurate, easily seeing 
which projects and services stayed on 
budget and which ran over.



The ability to view your average client budget burn-
rate can help you identify which customers are 
higher maintenance and cost you money, and 
which customers are profitable. With this 
information, you can make key strategic decisions 
around which clients to keep investing in, and 
whether to cut back working with more costly 
clients, or keep them on for longer term benefits. 

Another key metric to review is your average 
budget spend by job type, which identifies the areas 
of your work that are profitable compared to those 
where the client is being over-serviced. This 
information can help you decide whether to raise 
prices for certain types of jobs.

In the example below, it’s clear that branding tends 
to take more time and resources than the agency 
expects versus direct mail and signage, which have 
a high profit margin. 

As well as looking at the average budget spend by 
job type, agency managers can look at the average 
budget spend by account executives. This helps 
track which account executives are the best at 
managing budgets and delivery versus those that 
may need some support. Of course, one of the 
most important metrics of all is job profitability.
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These graphs allow you to see which job types are the most 
profitable, and which consistently run over budget. Here we 
see that branding work typically runs 12% over budget while 
websites are completed at less than half the time estimated.



A second profitability report helps you to see 
which types of work are most profitable, and 
where you may need to address some issues. For 
example, you may find that website production is 
much less profitable than expected. With this 
initial information, you can then investigate 
further to uncover the reasons why - which may 
include a need to work on team skills or time 
management, or to improve initial time and 
workload estimates. 

On the other hand, this type of report also 
identifies the type of work your agency excels in. 
With that information, you can drill down and 
discover exactly what makes you so good at what 
you do. From there, you can see what insights and 
lessons can be applied to bolster other areas of 
your agency. You can also direct your sales efforts 
towards getting more of that type of work.  

Viewing your profitability by 
client lets you spot where 
you may be over-servicing or 
where projects require 
more revisions and back and 
forth than the budget allows.

9

Understanding 
Profitability

To effectively run an agency, you need to 
understand its profitability. It’s not enough to 
know that you are profitable, you need to know 
why. As it stands, you might have some idea of 
which projects and clients are good for your 
agency. However, until you understand exactly 
who and what is making your agency money, 
further growth will be difficult.

Must-Have Profitability Reports

There are four key areas where reporting can 
deepen your understanding around your agency’s 
profitability. 

The first type of profitability report allows 
you to view your profits and losses by each 
client, an experience that can be eye-opening. 
Many agencies rely on predictable repeat work 
and retainers to provide the foundation of their 
profits and count these clients as among their 
most valuable. But what if some of those clients 
actually cost you money? And if they don’t cost 
you money, what if they’re less profitable than 
they should be?

Viewing your profitability by client lets you spot 
where you may be over-servicing or where 
projects require more revisions and back and 
forth than the budget allows. Having this 
information allows you to adjust your pricing going 
forward, properly accounting for the issues that 
are hurting your bottom line. 
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A third profitability report shows you how 
efficiently your agency delivers on specific 
services. This level of detail allows you to pinpoint 
the exact causes of your profits and losses. 

For example, your team may always deliver 
copywriting assignments on time and under 
budget. Great! More copywriting work will be 
good. But perhaps your design team struggles to 
finish work in the allotted time. 

So a project, like a white paper, which combines 
copywriting with design, occasionally goes over 
budget due to longer design times. This type of 
report gives you that insight.  

A fourth type of report drills into profitability 
by account executive. This report can help you 
see which account executives may be overselling 
services and which are ensuring all deliverables 
are completed according to the project brief and 
don’t go a dollar over budget.  

This information will help you get to the root 
cause. Are their clients particularly difficult to 
manage? Are there parts of your agency’s 
workflow that they find challenging to navigate? 
Or are they over promising deliverables to their 
clients, unaware of the effect it has on the 
agency’s bottom line? 

With this information, you address any issues, or 
support your account executives through 
education and training, and get your profitability 
back on track. 
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One key to profitability is 
knowing which job types have 
the highest profit margins (and 
which have none at all). This 
report can be viewed by client, 
job type, and staff member too.

Profit Margin by Job Type



Understanding Where Margins are 
Lost

As an agency owner, you likely have a particular 
profit margin in mind when you quote on a job - 
and are surprised when this profit margin isn’t 
achieved. Reports that measure your projected 
vs. actual profit margin will help bridge the gap 
between your expected margins and reality. 
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Comparing your budget spend by account executive provides 
insight into potential issues within your agency. In this report, 
we see that Ian Pohl manages brochure work efficiently, but 
branding assignments tend to run over budget.

Average Budget Spend by Job Type

You can drill down into job type, clients, 
account executive, and more to uncover exactly 
what’s causing you to lose profits. 

Are your account executives discounting too 
much? Are you taking on too many jobs that 
aren’t in your area of expertise? Or are you 
working with too many clients who aren’t ideal? 
This type of report will help you get these 
answers.



 If this is happening, it’s important to investigate 
the cause. Reports around write-offs and unbilled 
hours will give you this information, including an 
overview of where you are writing off work and 
how to limit this in the future. 
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0.00
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The reality is some amount of work will always 
be written off or not be billed at certain times 
in order to maintain a positive relationship with 
good clients. However, the rule of thumb for 
most agencies is that no more than 25% of 
your work should go unbilled.

Write-offs/Unbilled Hours (hrs $)
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Every agency will write-off some amount of hours. However, 
reports help ensure this doesn’t become an issue for your agency. 
In this report, we see that Bobby Floujeh has a significantly 
higher amount of unbilled hours than everyone else.



With the right reporting, you can review your 
retainer clients and see which ones are being 
over-serviced, and with what services. 

The table below shows a monthly overview of a 
retainer client and details in which months the 
spend exceeded the retainer. It’s possible to drill 
down into this table to get a more detailed view of 
exactly where the budget went over or under.

Not paying close attention to 
your monthly burn is how retainer 
clients get over serviced.
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Retainer 
Profitability

If you’re like many agency owners, you believe 
acquiring a strong group of retainer clients is the 
key to long term success. 

Why? Because it’s generally thought that retainer 
clients are more profitable than clients that are 
billed on a time and materials basis. 

But while this may be true for agencies that 
regularly track key profitability indicators and 
under-service their clients as a result, retainers 
can easily become loss-making if these key 
indicators are not being tracked. In many cases, 
retainer clients are actually being over-serviced, to 
the surprise of management. 

Retainer Budget Spend–Monthly
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Gaining the Competitive Advantage

Find out how 500+ agencies make 
smarter decisions with Function 
Point’s automated reports

Function Point customers have 80+ more 
annual billable hours, per employee, than the 
industry average 

In this eBook, we walked through the five key 
business intelligence reports that will give you the 
information you need to make those important 
high level, big picture decisions that guide the 
direction, growth and scalability of your agency.

To use these reports, you need a way to access all 
of the data from every aspect of your agency 
operations in one centrally stored location. Which 
is a challenge if you’re still using a variety of 
different tools to manage various aspects of your 
agency workflow.    

The best way to access the types of business 
intelligence reports outlined in this eBook and get 
the information you need to make those 
important decisions is to implement an all-in-one 
agency management software like Function Point.

With just one software managing every stage of 
your workflow, you centralize all of your data in 
one place, and have access to powerful business 
intelligence reporting.  

This gives you an enormous competitive 
advantage. You can view real time data, save time, 
eliminate spreadsheets and manual work, avoid 
human errors when creating reports, and stop 
double-entry of data. 

The single source of truth is extraordinarily 
powerful, especially for agencies looking to grow 
and outperform their competitors. 

So if your goal is happy clients, a thriving team 
who loves coming to work, and a smooth-running 
profitable agency, Function Point's all-in-one 
agency management solution with powerful 
business intelligence reporting is your answer.

Book a Demo Now

https://www.functionpoint.com/book-a-demo
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