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T he first time we set a goal to help one hundred agency

owners build seven-figure businesses, it sounded

almost unreasonable.

We had built our own agency, Plumbing & HVAC SEO, from the

ground up. We had lived through the early uncertainty, the

missed paychecks, the awkward sales calls, the late-night client

work, and the constant question every owner eventually asks: Is

this actually going to work?

We knew how hard the first million was because we had failed

before we found the model that worked. Twice before that,

actually: in college, we started two businesses together, and

both of them failed. Our credit was wiped out in the earliest

years of our marriage. So when we say we know the bottom of

this journey, we mean the actual bottom, and we climbed out of

it together.

Our first agency was a collection of projects, favors, custom

promises, and heroic effort. Every new client brought a

temporary sense of relief, followed by more work that landed

directly on us. We were busy, but we were not building leverage.

We had revenue, but very little predictability. We had clients,

but no machine for serving them. We had ambition, but

no roadmap.

After two years, that business failed. Josh had to close the doors,

apply for a job, and tell his father, a missionary who had invested

$10,000 out of a $24,000 annual income, that the money was

gone. He did eventually pay him back, but the drive home from

that conversation is not something either of us has forgotten.
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The failure was painful, but it gave us a question that eventually

changed our lives: What would we do differently if we had to

build an agency again?

The second time, we made different choices. We committed to a

specific niche. We created recurring programs instead of relying

on one-time projects. We built a repeatable sales process. We

designed a more deliberate client experience. We began

documenting how the work got done so the results did not

depend on one person’s memory. Josh focused heavily on

strategy, positioning, marketing, and sales. Yesenia built the

systems around client relationships, team coordination,

accountability, and retention. Our partner, Dean, helped lead

development and fulfillment.

That combination worked.

It worked in our own agency, and then it became the

foundation for Seven Figure Agency. We started teaching what

we had learned to other agency owners, not as theory, but as a

practical roadmap they could apply in the real world. The goal

was simple: help one hundred agencies reach seven figures and

create the freedom that a real business should provide.

Then something unexpected happened.

We reached the goal. Then we blew past it. As we write this,

more than 190 agencies have crossed the seven-figure mark

inside the Seven Figure Agency community, roughly 70 of them

have pushed on to multiple seven figures, and our new goal

is 500.
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And as we continued working with the owners who had crossed

that threshold, we noticed a pattern that forced us to rethink

nearly everything we taught about scale.

Getting to seven figures was not the finish line.

For many owners, it was the beginning of a completely

different challenge.

The agency that once felt exciting now felt heavy. The team was

larger, but every meaningful decision still found its way back to

the founder. Revenue had grown, but the owner’s calendar had

become a maze of meetings, approvals, client escalations, sales

calls, hiring conversations, and half-finished strategic projects.

The business looked more successful from the outside while

feeling less free from the inside.

Profit often compressed at the exact moment the owner

expected it to expand.

At $500,000 in annual revenue, an agency might have been

small, simple, and surprisingly profitable. At $1.5 million, it

suddenly needed account managers, specialists, salespeople,

supervisors, better software, stronger financial controls, and a

management layer that had not existed before. The owner was

investing in growth, but the investment often felt like a

permanent reduction in take-home income.

The business had more people, yet the founder was still the

person everyone trusted most.

The business had more systems, yet the founder still carried the

exceptions in their head.
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The business had more clients, yet the founder still stepped in

when a relationship was at risk.

The business had more revenue, yet it was not always becoming

a more valuable asset. The owners were not failing. In

most cases, they had done an extraordinary job. They had

simply outgrown the playbook that got them there. That

distinction matters.

When an owner believes the problem is a lack of effort, the

natural response is to work harder. They take more calls, approve

more decisions, study more tactics, add another service, attend

another meeting, and push the team faster. That response may

create a temporary lift, but it also makes the company more

dependent on the founder.

The harder the owner works inside the machine,
the less time they have to redesign the machine.

That is why so many agencies stall between roughly $1 million

and $3 million in annual revenue. The strategies that created the

first level of growth have reached their limit. Founder speed,

founder expertise, founder relationships, and founder problem-

solving can take a company a long way. They cannot take it all

the way.

We came to call this stage the Hero Owner Trap.

A Hero Owner business is designed around one person’s

heroic effort. It grows as fast as that person can work, decide,

sell, reassure, and rescue. Then it stops at the edge of that
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person’s capacity.

We know that trap because we lived in it.

There was a period in the growth of Plumbing & HVAC SEO

when we had more revenue, more employees, and more

opportunity than ever, but we also had more chaos. The

company was moving from approximately $2 million toward $3

million in annual revenue, and instead of feeling stronger, the

economics started to feel dangerous. We had hired ahead of

growth. We had layers of people without enough leadership.

Problems moved through the company until they reached one

of us. We were working long hours, carrying too much context,

and wondering whether we had built something that was

simply too expensive and complicated to control.

We had to make some difficult decisions. We had to improve the

financial structure. We had to clarify the accountability chart. We

had to stop treating managers as people who merely supervised

tasks and start developing leaders who could own outcomes.

We had to adopt a real operating rhythm. We had to create

scorecards that showed us the truth before the truth arrived as

a crisis.

Most of all, we had to change who we were inside the business.

The company did not need a more exhausted version of us. It

needed a different version of us. That was the transition from

Hero Owner to Architect CEO.
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PLUMBING & HVAC SEO TODAY

$580K
MONTHLY RECURRING REVENUE

47
FULL-TIME EMPLOYEES

97%+
CLIENT RETENTION

25%+
OPERATING PROFIT

<10 HRS
OWNER TIME PER WEEK

The agency that once needed us in every seat now runs on systems, leaders, and a

scoreboard.

An Architect CEO does not measure their value by how many

problems they personally solve. They design the conditions in

which problems are solved well without them.

They do not try to know every detail. They build a scoreboard

that makes the right details visible.

They do not hire more hands and keep every decision. They

develop leaders who can think, decide, and improve their part of

the organization.

They do not chase every opportunity. They identify the current

constraint and direct the company’s energy toward solving it.

They do not celebrate revenue while ignoring the economics

underneath it. They allocate capital with discipline and build

profit into the model.

They do not build a larger job. They build an asset.
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Today, Plumbing & HVAC SEO produces about $580,000 in

monthly recurring revenue, roughly $7 million a year, with a

team of 47 full-time people, a 97 percent monthly retention rate,

and profit margins north of 25 percent. Josh’s direct time in the

agency is about ten hours per week, concentrated into a small

number of high-leverage meetings and strategic activities. That

did not happen because the business became easier. It

happened because we stopped expecting founder heroics to

carry a company that had outgrown them.

We have now seen this transition across many agencies and

many niches.

We have watched Jacob and Tiffany Neffendorf build an agency

serving land clearing and excavation companies that moved

quickly to seven figures, then confront the reality that Jacob still

knew too much, sold too much, and carried too much. Their

next breakthrough did not come from becoming more heroic. It

came from building a company that could multiply beyond him.

We have watched Cris Rodriguez, serving martial arts schools,

move from doing the sales herself to building a sales function,

then face new constraints in retention, hiring, and leadership as

the company grew. Each breakthrough required a different

decision. Each new level exposed a new weakness.

We have watched Josh and Brittany Crouch take a home

services agency with strong demand but limited structure and

turn it into a highly systematized company approaching eight

figures. The growth was impressive, but the deeper

achievement was the machine and leadership structure

underneath it.
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We have watched Travis Weathers grow a multimillion-dollar

agency for moving companies and then focus with equal

intensity on making the economics work, proving that a larger

company is not necessarily a better company unless it produces

real profit and freedom.

We have watched Luke Eggebraaten, in the excavation niche,

create enough visibility and leadership to step away for an entire

month while the company continued operating.

We have watched Neil and Amy Trickett build an agency

serving hundreds of physical therapy clinics while maintaining

clear roles, a strong marriage, and disciplined systems for

decision-making.

We have watched Danny and Maday Barrera turn a shared risk

into a shared vision, then use trust, accountability, and an

operating system to keep the business from consuming the

relationship that made it possible.

These stories are not included in this book as decoration. They

are evidence of a pattern.

The pattern is the Agency Scale Model.

The Agency Scale Model has five parts: 1. Identify the constraint.

2. Build the machine. 3. Operate from a scoreboard. 4. Build

leaders, not employees. 5. Maximize profitability.

These are not five independent ideas to sample when you feel

inspired. They work together as one flywheel, and we will

unpack each of them, in depth and in order, in Part II.

That is scale.
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Scale is not a permanent state where the problems disappear.

Scale is the ability to solve a higher level of problem without

rebuilding the company around the founder every time.

This book exists because the owners who built the first million

deserve a second playbook.

The Seven Figure Agency Roadmap teaches the fundamentals

that help an agency create focus, recurring revenue, a

repeatable offer, client acquisition, delivery, retention, and the

beginning of a team. Those fundamentals remain essential.

We still believe in them. We still teach them. They are

the foundation.

Beyond Seven Figures begins where that roadmap starts

to strain.

WHO THIS BOOK IS FOR

The owner who can sell, but no longer wants every sale to depend

on them.

The owner who has employees, but still does not have leaders.

The owner whose revenue has grown faster than their visibility into

the numbers.

The owner whose company looks successful, but whose calendar

and bank account tell a more complicated story.

The owner who has already proven that they can work hard and now

needs to learn how to create leverage.
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And it is for the owner reading this in the middle of the biggest

shift our industry has ever seen. Let us say this plainly at the

start: AI will not replace the model in this book. It raises the

return on it. Every form of leverage we teach, the machine, the

scoreboard, the leaders, the profit, is now being amplified by

agents that can carry a meaningful share of the work, which

means the gap between architected agencies and founder-

dependent agencies is about to widen dramatically. A Hero

Owner with AI is still a bottleneck, just a faster one. An Architect

CEO with AI is something our industry has never seen before,

and the owners who make the shift first will set the standard

in their niche. We run our own companies this way today, and

we will show you exactly how, woven through every part of

this book.

We wrote this book together because that is how we built

the business.

Josh will naturally lead many of the conversations about

strategy, constraints, positioning, growth, and financial leverage.

Yesenia will naturally lead many of the conversations about

leadership, accountability, culture, hiring, operating rhythm, and

the human side of scale. But there is no clean dividing line

between those subjects, just as there was no clean dividing line

in the business. Strategy without execution is a wish. Operations

without direction is motion without progress. Leadership

without financial discipline can grow a company into danger.

Profit without purpose can create a business no one wants

to lead.

The real work has always been integrated.
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So is this book.

Our goal is not for you to read it once, underline a few sentences,

and place it on a shelf. We want you to bring it into your

quarterly planning meetings. We want your leadership team to

argue productively over the scorecard in Chapter 5. We want

you to calculate your revenue ceiling, map your accountability

chart, review your gross margin, and decide which founder

responsibility will no longer belong to you ninety days from now.

Use the appendices. Write in them. Turn the frameworks into

meetings, metrics, decisions, and commitments.

Most importantly, do not try to implement the entire book

at once.

That would violate the first principle of the model.

FIND THE CONSTRAINT.
SOLVE THE CONSTRAINT.

THEN MOVE TO THE NEXT ONE.

The next chapter of your agency will not be built through a

dramatic burst of effort. It will be built through a series of clear,

disciplined shifts that reduce dependence on you while

increasing the company’s ability to think, execute, and improve.

You are not doing it wrong. You outgrew the playbook. Now it is

time to build the company that can grow beyond you.



I N T R O D U C T I O N

THE MILLION-DOLLAR
ILLUSION

B E Y O N D  S E V E N  F I G U R E S
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I t was Friday, November 17, 2017, and I can tell you the date

because it is the morning my life split into a before and

an after.

The drive from our home in West Kendall to the office in Doral

takes about 45 minutes in Miami traffic, and I spent every one of

them the way I spent every morning that year: bracing, like a

boxer walking to the ring. I was in the BMW X3, which is its own

strange detail to remember, because the car was one of the

trophies. Proof that it was working. And that is exactly what

made the feeling in my chest so hard to name. I was proud of

what we had built. I felt successful. And I was burned out in a

way no vacation had touched.

Somewhere around mile ten, the phone started. S&D Plumbing,

one of our flagship case study clients, the account whose

numbers I put on slides, needed to meet. They had concerns. A

few minutes later our operations manager called. He also

needed to meet. It turned out to be internal office drama, the

thing I could stand less than anything else in the world. Two

calls, and I had not seen my desk yet.

Here is what made it confusing: by every measure I knew how to

track, we were winning. Two million a year. Sales still coming in.

A real team. A growing name in our niche. Everything we had

dreamed about when four of us shared a 10 by 10 office. And I

remember gripping the wheel and doing honest math with

myself for the first time. I had started this business for two

things: the money to live the life we wanted, and the freedom to

control my schedule and be present with my family. The money

was arriving. The freedom was not. To keep it all going, I had to

keep pressing: the marketing, the events, the team, the
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escalations, the drama. And here is the confession that took me

years to say out loud: part of me liked it. Part of me liked being

the one everything ran through.

But I was out the door at 7:30 in the morning and home at 7:30

at night. Yesenia was home with Brandon, our first son, and we

had another baby on the way. Sitting in that traffic, the thought

finally landed with its full weight: if nothing changes, I am going

to miss him growing up. I did not know yet what had to change.

I just knew something did.

This book is the story of what changed, in our agency and in

hundreds of others, and the model that makes the change

repeatable. We will come back to that Friday morning, because

the way out began with a single sentence Yesenia said, and it is

waiting for you in Chapter 2. First, the moment most agency

owners imagine long before it happens.

You open the dashboard, add up the trailing twelve months, and

see that the number has crossed $1 million.

For years, seven figures may have represented everything you

were working toward. It meant the risk had paid off. It meant

the late nights were worth it. It meant you had built something

real, not a side hustle, not a freelance practice, not a fragile

collection of projects, but a company.

You picture the celebration. You picture telling your spouse. You

picture the team meeting, the champagne, the social post,

maybe even the award you will put on the shelf.

And you should celebrate it.
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Building a million-dollar agency is hard. You have to create

demand, learn how to sell, deliver outcomes, retain clients, make

payroll, hire people, survive mistakes, and keep going when

the business is not behaving according to plan. Most people

never do it. Crossing seven figures is proof of discipline, courage,

and capability.

But nothing magical happens at midnight on the day you cross

the line. The clients do not suddenly become easier. The team

does not automatically become self-managing. The margins do

not widen simply because the top line is larger. Your calendar

does not clear itself.

In fact, many owners discover that the agency they built to

create freedom has become more demanding than the job

they left.

That is the million-dollar illusion.

The illusion is not that $1 million is meaningless. It matters. The

illusion is that the same business, only bigger, will automatically

create the life you imagined.

It will not.

A bigger agency magnifies its design.

If the agency is built around clear systems, capable leaders,

good economics, and visible numbers, growth can produce

more opportunity, more profit, and more freedom.

If the agency is built around the owner’s memory, relationships,

judgment, and willingness to rescue everyone, growth

magnifies dependence.
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A BIGGER AGENCY MAGNIFIES ITS DESIGN

MORE CLIENTS → more exceptions

MORE EMPLOYEES → more questions

MORE SERVICES → more coordination

MORE REVENUE → more places for money to leak

MORE OPPORTUNITY → more decisions

And now AI multiplies all of it. The same technology that can

give a well-designed agency almost unfair leverage gives a

founder-dependent agency one more thing that routes through

the founder. AI raises the ceiling and raises the stakes at the

same time, and we will return to it throughout this book.

The business grows, but the owner’s capacity
does not grow with it.

THE DAY SUCCESS FELT DANGEROUS

We remember the season when this became real for us.

Plumbing & HVAC SEO had momentum. We had found our

niche. We had a strong reputation. We were landing clients,

hiring team members, and building something that looked

increasingly impressive from the outside.

Inside the company, however, the experience was different.
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We had people, but too much still depended on a small group of

us. Client questions escalated upward. Delivery problems moved

from team member to manager and then to the owners. Sales

needed support. Hiring needed support. A financial decision

could not be made without context that lived in our heads. A

client who was thinking about leaving suddenly became

everybody’s emergency.

The agency was moving from approximately $2 million toward

$3 million in annual revenue, and the profit was not moving in

the same direction. We were adding people in order to support

the growth, but we had not yet built the leadership,

accountability, and financial visibility required to make those

people productive at scale.

THE TOP LINE SAID WE WERE WINNING.
THE CALENDAR SAID WE WERE TRAPPED.

THE P&L SAID WE NEEDED TO PAY ATTENTION.

There were moments when the conversation was not, “How fast

can we grow?” It was, “Have we built this in a way that could put

us in danger?”

That is a disorienting place for an owner.

At the beginning, the business is difficult because there is not

enough. Not enough clients. Not enough cash. Not enough

credibility. Not enough help.
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At this stage, the business becomes difficult because there is

too much. Too much complexity. Too much information. Too

many handoffs. Too many decisions. Too many things that

almost work.

You can feel proud and afraid at the same time.

You can have your best revenue month and still wonder why the

bank account is not stronger.

You can have a talented team and still feel as though no one can

move without you. You can love the company and quietly

fantasize about burning the entire thing down. We have heard

versions of that confession from agency owners in nearly

every niche.

“I thought the team would give me time back, but now I spend

my days managing the team.”

“We are selling, but we lose almost as much as we add.”

“We crossed seven figures, but I made more money when the

agency was smaller.”

“I hired managers, but they still bring every hard decision

to me.”

“I cannot take a real vacation because I know something

will happen.”

“I am the person everyone trusts, and I do not know how to stop

being that person.”

These are not isolated operational problems. They are

symptoms of a business model that has reached the edge of

founder capacity.
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THE TRAP NOBODY WARNS YOU ABOUT

The founder is usually the first competitive advantage of

an agency.

You care more than anyone else. You understand the clients.

You can spot the problem quickly. You know how to explain the

value. You can calm an angry customer, rewrite a proposal, fix a

campaign, review a website, coach an employee, and make a

decision with incomplete information.

When the company is small, that range is a superpower.

You become the person who can make things happen.

You say yes when other people hesitate. You work late when the

deadline is in danger. You learn whatever skill the business

needs next. You make promises, then stretch the company to

keep them. You carry the emotional weight because there is no

one else to carry it.

That behavior creates momentum. Then the company grows

around it. The team learns that the safest answer is to ask you.

Clients learn that the fastest path to certainty is to reach you.

Managers learn that difficult judgment calls can be escalated.

Salespeople learn that you can rescue a stalled deal. Account

managers learn that you can save a relationship. You learn that

stepping in works. Every rescue reinforces the system. Soon, the

company is not simply benefiting from your heroics. It is

designed around them. That is the Hero Owner Trap.

A Hero Owner business is designed around one person’s heroic

effort. It grows exactly as fast as that person can work, and it

stops exactly when they do.
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The trap is difficult to see because it is built out of strengths.

Your expertise made the company credible. Your speed made it

responsive. Your standards protected quality. Your relationships

created trust. Your willingness to carry the burden kept the

business alive. Nothing about those qualities is wrong. But a

strength used beyond its proper stage becomes a constraint.

Your hustle was your edge. Now it is your cage. Your expertise

made you indispensable. Now it makes you the bottleneck. Your

speed got things done. Now it teaches everyone to wait for you.

Your high standards created quality. Now they may be

preventing anyone else from owning the result.

This is not failure. It is graduation. The company needs a

different kind of leadership for the next stage.

THE NEW JOB OF THE OWNER

Most owners try to solve the million-dollar plateau by adding

more. More marketing. More sales activity. More services. More

people. More software. More meetings.

Those investments can be useful, but only when they address

the real constraint. Otherwise, they add force to a system that is

already overloaded.

Imagine a production line in which every finished product must

be inspected and approved by one person. You can add more

people at every other station. You can buy faster equipment. You

can increase the number of orders. The output will still be

limited by the person at the final inspection point.
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Now imagine that person is also responsible for selling the

orders, calming unhappy customers, approving expenses,

interviewing candidates, and deciding what the company

should do next.

That is what many seven-figure agencies look like.

The founder is not merely working in the system. The founder is

the system.

The solution is not to disappear overnight or abdicate

responsibility. The solution is to redesign the company so the

founder’s judgment is converted into leadership, process,

metrics, and decision rights.

That requires an identity shift.

You have to move from Hero Owner to Architect CEO.

The Hero Owner asks, “How can I solve this?”

The Architect CEO asks, “Why did this require me, and what

would have to change so it does not require me next time?”

The Hero Owner measures productivity by activity. The Architect

CEO measures productivity by leverage. The Hero Owner hires

people to help with tasks.

The Architect CEO builds seats with clear outcomes, then

develops leaders who can own them.

The Hero Owner manages from memory and proximity. The

Architect CEO manages from a scoreboard and operating

rhythm. The Hero Owner sees profit as what remains after

growth. The Architect CEO designs growth within financial
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guardrails. The Hero Owner reacts to the loudest problem.

The Architect CEO identifies the constraint that is limiting the

whole company.

This does not mean the Architect CEO stops working hard. It

means hard work is aimed at a different level of problem.

At the beginning, your work creates output. At the next level,

your work creates the system that creates output. Later, your

work develops the leaders who improve the system that creates

output. That is how the business begins to grow beyond you.

THE FIVE-PART AGENCY SCALE MODEL

THE AGENCY SCALE MODEL

1 IDENTIFY THE CONSTRAINT

2 BUILD THE MACHINE

3 OPERATE FROM A SCOREBOARD

4 BUILD LEADERS, NOT EMPLOYEES

5 MAXIMIZE PROFITABILITY

The five disciplines, applied in order, one constraint at a time.

The Agency Scale Model is the operating framework we use to

make that transition practical.

It has five parts.
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1. IDENTIFY THE CONSTRAINT

Every agency has many problems, but it does not have many

primary constraints at the same time.

One issue is usually limiting the system more than the others.

It may be lead flow. It may be sales capacity. It may be client

churn. It may be average value per client. It may be fulfillment

capacity, weak leadership, poor visibility, or margin compression.

If you solve random problems, you can become busier without

becoming less constrained.

The Architect CEO finds the current bottleneck, directs attention

toward it, solves it, and then looks for the next one.

That is the central rhythm of scale.

2. BUILD THE MACHINE

The first million can be built through talented people and

determined founders.

The next several million require a more dependable machine.

That machine includes a focused niche, a clear recurring offer,

standardized delivery, playbooks, project management, capacity

planning, financial controls, and an operating system that keeps

the team aligned.

The goal is not bureaucracy. The goal is reliable execution.

If your best employee leaves and the result leaves with them,

you do not yet have a machine. You have a talented person.
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A machine converts good judgment into repeatable

performance and creates a process for improving itself.

3. OPERATE FROM A SCOREBOARD

A seven-figure agency cannot be managed from instinct alone.

The owner needs to know whether the company is winning

before the month ends and before the bank account delivers

the news.

That requires an executive dashboard, functional scorecards,

clear metric ownership, and a meeting rhythm that turns data

into decisions.

Visibility does not create more control for the sake of control. It

creates freedom.

You can step away only when you can see what matters without

inserting yourself into every conversation.

4. BUILD LEADERS, NOT EMPLOYEES

Delegation is not the same as leadership.

Many owners hire employees, hand off tasks, and remain the

decision-maker behind every role. The org chart gets larger, but

the founder’s mental load does not shrink.

Real scale requires leaders who own outcomes, not assistants

who wait for answers.

That means clear seats, clear numbers, clear decision rights,

strong hiring, deliberate onboarding, regular coaching, honest

feedback, and a culture in which people are expected to think.
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The founder must stop being the automatic answer and start

becoming the person who develops better answer-makers.

5. MAXIMIZE PROFITABILITY

Revenue is not the same as success.

A $3 million agency that produces $120,000 in operating profit is

not automatically healthier than a $2 million agency that

produces $600,000.

The number everyone sees is not necessarily the number that

changes your life.

The Architect CEO understands gross margin, cost of goods

sold, overhead, acquisition cost, cash, operating profit, and

capital allocation. They know when investing ahead of growth is

strategic and when “investing in growth” has become an excuse

for financial drift.

Profit creates resilience. Profit funds innovation. Profit gives you

the ability to make decisions from strength instead of fear.

Together, these five systems form a flywheel. You identify the

constraint. You improve the machine around it. You use the

scoreboard to verify progress. You put leadership ownership in

place. You protect the economics. The company reaches a new

level, which reveals a new constraint. Then you repeat.
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THE PLATEAU IS INFORMATION

THE MILLION-DOLLAR PLATEAU

T H E  F I R S T  M I L L I O N

T H E  P L AT E AU

Straight up, then flat. The plateau is not a failure of effort. It is information.

One of the most important ideas in this book is that a plateau is

not a verdict.

It is information.

When revenue stops growing, the business is telling you that

one of its current assumptions has reached a limit.

Perhaps you can land five clients per month, but at your

current size you now lose five per month. Your marketing did

not stop working. Your retention ceiling caught up with your

sales engine.

Perhaps the clients stay, but each new account creates more

delivery work than the team can absorb. Demand is not the

constraint. Capacity and standardization are.

Perhaps you have capacity, but the founder still closes every

deal. Lead flow is not the constraint. Sales ownership is.
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Perhaps every department appears busy, but you cannot tell

which one is off track because no one owns a reliable scorecard.

Effort is not the constraint. Visibility is.

Perhaps revenue is growing, but every new dollar requires nearly

a dollar of new labor and overhead. Growth is not the constraint.

The economic model is.

The plateau becomes dangerous only when you respond to it

with undirected force.

The purpose of this book is to help you diagnose it accurately

and make the next right decision.

WHAT BECOMES POSSIBLE

It is easy to read about systems, dashboards, leadership teams,

and profit margins as though they are purely operational topics.

They are not.

They are how you get your life back.

When the machine is stronger, you do not have to spend

Saturday fixing the issue no one else understands.

When the scoreboard is clear, you do not have to carry every

number in your head.

When leaders own outcomes, you do not have to answer every

Slack message before the company can move.

When the economics work, you do not have to choose between

payroll and peace of mind.
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When the company can operate without your constant

involvement, you gain choices.

You can remain the CEO and focus on vision, partnerships,

authority, and capital allocation.

You can become a chairperson and install another executive.

You can acquire other companies. You can build a second

business. You can prepare the agency for a future sale. You can

take a month away. You can be present at dinner.

You can coach your child’s team, travel with your spouse, care for

your health, deepen your faith, or simply create enough blank

space to think again.

Freedom is not the absence of responsibility.

It is the ability to choose the responsibility that only you

should carry.

HOW TO USE THIS BOOK

The book is organized in three parts.

Part I is about the shift.

Before you can build a company that grows beyond you, you

have to recognize the ways your current identity is keeping the

company dependent. We will examine the Hero Owner Trap and

define the work of the Architect CEO.

Part II is the operating model.

We will work through the five elements of the Agency Scale

Model in practical detail. You will learn how to identify the

constraint, build the machine, create the scoreboard, develop
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leaders, and protect profitability.

Part III is about compounding.

We will show how the five elements become a flywheel and why

peer proximity becomes more valuable as the decisions become

more consequential and the number of qualified advisors

becomes smaller.

The appendices turn the ideas into tools. You will find an

assessment, a revenue ceiling calculator, an accountability chart

template, a scoreboard, a financial checkup, a

quarterly planning worksheet, a weekly leadership

agenda, recommended reading, and a ninety-day

implementation checklist.

Do not make the mistake of treating every chapter as an

immediate to-do list. Your agency does not need nine new

priorities. It needs one clear constraint.

As you read, capture every useful idea, but keep asking a

single question:

What is the one thing limiting our company now?

That question will prevent the book from becoming more

information and turn it into an operating advantage.

THERE IS ANOTHER WAY

If you are reading this while carrying a company that feels too

dependent on you, we want to say something clearly.
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You are not ungrateful for feeling tired after reaching a goal

other people admire. You are not a poor leader because the first

version of your team still needs you too much. You are not doing

it wrong because the margins tightened while you built the next

layer. You are not trapped forever because the company was

built around your strengths. You built the business you knew

how to build. Now you can redesign it. The agency can grow

without every new client adding work to your plate. The team

can learn to make decisions without lowering your standards.

The numbers can become more visible without requiring you to

micromanage. The company can become more profitable as it

becomes larger. The business can serve your life instead of

asking your life to serve it. There is another way. It begins by

naming the trap.

Then it requires becoming the leader who can
build the way out.



P A R T  I

I
THE SHIFT

1 The Hero Owner Trap

2 The Architect CEO



C H A P T E R

1
THE HERO OWNER TRAP

B E Y O N D  S E V E N  F I G U R E S
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T he laptop was never far away.

That was true during the week, which made sense. It was

also true at dinner, on the couch, on family outings, and on

weekends when the business was supposed to be quiet.

The interruption rarely announced itself as a major crisis.

It was usually a question.

A team member needed approval on a client decision. An

account manager wanted help responding to a complaint. A

salesperson needed an answer before a prospect went cold. A

website was not performing the way we expected, and someone

wanted Josh to take a look. A client relationship felt fragile,

and the safest move seemed to be bringing one of us into

the conversation.

Each request appeared reasonable on its own.

That was what made the pattern so dangerous.

There was no single dramatic moment when we decided to

build a company that depended on us. We built it one

reasonable interruption at a time.

We stepped in because we could help. We answered because

we knew the answer. We joined the call because the client

trusted us. We reviewed the work because our standards were

high. We made the decision because it was faster than

explaining the decision. The immediate problem disappeared,

and the deeper problem became stronger. The team learned

that the highest-risk issues should move upward. The client

learned that founder involvement was available when the

pressure increased. We learned that heroics worked.
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Soon the business had employees, managers, systems, and

meetings, yet the most consequential work still depended on

founder judgment. We were not doing every task anymore,

but we were still carrying the mental responsibility for nearly

every outcome.

That is an important distinction. An owner can delegate a great

deal of work and remain the bottleneck. The website may be

built by someone else, but the owner approves the design. The

client may have an account manager, but the owner handles

the difficult conversation.

The sales calls may be assigned to a salesperson, but the owner

enters when the deal stalls.

The operations manager may run the project board, but the

owner decides what happens when capacity is tight.

The bookkeeper may categorize the expenses, but the owner is

the only person who understands what the numbers mean.

The work moved.

The dependency did not.

WHY HEROICS WORK AT FIRST

It would be easy to describe the Hero Owner as controlling,

undisciplined, or unwilling to let go. That description is

usually unfair.

Heroic founders are often the reason the company exists.
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At the beginning, there is no leadership team. There is no

playbook. There is no trusted brand. There is no large cash

reserve. There may not even be enough recurring revenue to

know whether the business will survive.

The founder fills the gaps. You sell because there is no

salesperson. You manage the client because there is no account

manager. You review the work because there is no quality

assurance process.

You write the proposal, collect the payment, chase the missing

content, fix the campaign, interview the candidate, and update

the dashboard because the company cannot yet afford a

separate person for each responsibility.

This is not a mistake. It is often the only practical way to begin.

The founder’s speed creates an advantage. You do not need a

committee to make a decision. You see an opportunity and act.

You learn through direct contact with the market. You hear the

objections, watch the delivery problems, understand why clients

stay, and develop the judgment that eventually becomes the

company’s intellectual property.

Hustle creates the first version of the business.

For us, the first version looked like four people squeezed into a

10 by 10 office: Josh selling, Dean building, Yesenia constructing

the account management and retention systems, and Norton,

our first operations hire, wedged in beside us doing everything

else. Being crammed into that room doing it all ourselves was

not a flaw in the plan. It was the plan. And it worked, all the way

to seven figures.
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The problem begins when the company grows but
the founder’s role does not evolve with it.

A ten-person company cannot be managed like a three-

person company.

A hundred-client agency cannot rely on the same

communication habits that worked with twelve clients.

A $2 million business cannot safely operate with financial

information that arrives after the owner feels something

is wrong.

The founder who remains the center of every important loop

eventually becomes the limit of every important loop.

Your hustle was your edge.

Now it is your cage.
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THE FIVE DEPENDENCIES OF A HERO OWNER BUSINESS

THE FIVE DEPENDENCIES

DECISION

EXPERTISE

RELATIONSHIP

REVENUE

EMOTIONAL RESCUE

→

→

→

→

→

THE
OWNER

Every line runs through one person. Remove the owner and the system stops.

The Hero Owner Trap usually shows up through five kinds of

dependency. Most agencies have all five, although one or two

may be much stronger than the others.

1. DECISION DEPENDENCY

The team can execute, but it cannot decide.

Questions arrive all day:

Can we make this exception? Should we refund this client? Can

we hire another person? Which service should we prioritize?

How should we respond to this competitor? Can the account

manager promise this deadline?

The founder may believe they have delegated the role because

someone else is doing the work. But if every non-routine

choice requires approval, the owner still occupies the seat that
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matters most.

Decision dependency is one reason a larger team can create

more work for the owner. Every added employee creates

additional decision volume. If authority is not distributed with

the responsibility, growth multiplies questions instead of

multiplying capacity.

2. EXPERTISE DEPENDENCY

The company has talented people, but one person’s judgment

remains the ultimate quality standard.

This often happens in the founder’s original craft. The SEO

expert still reviews the strategy. The media buyer still diagnoses

the difficult campaign. The designer still approves the brand

direction. The sales expert still rewrites the offer.

The founder’s expertise created the service, so it feels

responsible to protect the quality. Yet if the expertise never

becomes a playbook, training system, quality checklist, score, or

leadership capability, it cannot scale.

The business does not own the knowledge. The founder does.

3. RELATIONSHIP DEPENDENCY

Clients, partners, or prospects trust the founder more than they

trust the company.

This is common when the founder is the face of the brand. The

content features the owner. The sales process is built around the

owner. The client was originally sold by the owner. When
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something feels uncertain, the client wants the person whose

confidence created the relationship.

Founder trust is valuable. It should not be eliminated.

It should be converted into institutional trust.

The client should believe in the process, the account manager,

the reporting, the standards, and the company, not only the

personality at the top.

If every important relationship is personal to the founder,

the company may have revenue, but it has limited

transferable value.

4. REVENUE DEPENDENCY

The founder remains the engine of demand or sales.

Perhaps every lead comes from the owner’s personal network

and content. Perhaps the owner closes every deal. Perhaps the

owner is the only person who can explain the strategy

convincingly. Perhaps the sales team appears to function until

the month is behind target, at which point the owner returns to

the calls.

Revenue dependency is especially difficult to release because

the founder’s skill is real. The owner may be the best salesperson

in the company.

But the relevant question is not, “Can anyone sell exactly as well

as I do?”

The relevant question is, “Can the company produce more total

sales capacity without requiring my calendar?”
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One excellent founder closer with twenty available calls per

month is still a smaller system than a well-trained sales function

that can handle sixty.

5. EMOTIONAL RESCUE DEPENDENCY

The founder is the person who absorbs anxiety. When the client

is angry, the team wants the founder. When an employee is

uncertain, the founder reassures them. When the numbers are

off, the founder carries the fear. When the strategy is unclear,

the founder creates confidence.

Every organization needs leadership during difficult moments.

Emotional steadiness is part of the job.

The trap appears when the team never develops its own

capacity to handle discomfort, conflict, ambiguity, or

accountability because the founder continually makes the

feeling go away.

Rescuing people from every difficult moment can look like

support while quietly preventing growth.

THE HEROIC FEEDBACK LOOP

The five dependencies reinforce one another through a simple

loop. 1. A problem appears. 2. The team escalates it to the

founder. 3. The founder solves it quickly. 4. The immediate

outcome improves. 5. Everyone concludes that founder

involvement was the right answer. 6. The next problem is

escalated sooner.

The loop rewards the behavior that creates the bottleneck.
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The founder receives a burst of usefulness. The team receives

relief. The client receives attention. The company avoids short-

term discomfort.

No one has an incentive to change the pattern in the moment.

The cost appears later. The owner has no uninterrupted time for

strategy. Managers do not build judgment. Employees wait

instead of thinking. Clients learn to escalate. The organization

loses confidence whenever the founder is unavailable. The

founder becomes both exhausted and proud of being essential.

That last combination can be hard to admit.

Being needed can feel meaningful. It can become part of the

owner’s identity. You built the company. You are the person who

knows how everything connects. When everyone comes to you,

it confirms your importance.

Then you resent the same people for needing you.

The way out begins with honesty.

You cannot build a company that grows beyond you while

continuing to measure your value by how much the company

needs you.

C A S E  S T U D Y

JACOB AND TIFFANY: WHEN ONE PERSON KNOWS TOO MUCH

Jacob and Tiffany Neffendorf built an agency serving land

clearing and excavation businesses. They moved quickly

because Jacob could do nearly everything the early

company needed.
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He could sell. He understood the service. He could help deliver

the work. He could answer the questions. His range created

speed, and the speed helped the agency reach seven figures.

Then the same range created the plateau.

The company had grown, but Jacob remained woven through

too many functions. Every additional client increased the

number of places where his judgment might be required. The

agency could continue growing only if Jacob continued

expanding his personal capacity, and personal capacity does not

expand at the same rate as a client base.

Tiffany’s involvement became part of the transition. Together,

they began treating the problem as a company design issue

rather than a personal time-management issue. They worked on

structure, ownership, systems, and the roles required to carry

the company forward.

The agency eventually grew well beyond the first seven-figure

threshold, past $350,000 in monthly recurring revenue, more

profitable than ever, and still climbing.

The important lesson is not the revenue number.

The lesson is that Jacob did not become less capable. The

company became capable in more places.

That is the purpose of scale.

C A S E  S T U D Y

MONICA: FROM CONSULTANT TO CEO

Monica Hemingway described her breakthrough in a way that

captures the identity problem clearly.
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She had spent years as a consultant. Consulting was how she

understood her value. She was good at the work, and clients

benefited from direct access to her thinking.

That identity helped her build Tree Care Marketing Solutions. It

also limited what the agency could become.

Her craft was never the problem. At one stretch, her company

went nine years without losing a single client. The limit was

structural, not personal.

A consultant is rewarded for personal expertise and

direct contribution.

A CEO is rewarded for building an organization that can create

results through other people and systems.

Monica first had to stop seeing herself only as a consultant and

begin acting like a business owner. That shift helped the

company grow. Then a trusted advisor challenged her again:

even a business owner can remain deeply involved in the work.

To move beyond the next barrier, she needed to think like the

CEO of a million-dollar company.

That meant strategy, long-term planning, positioning, and

building the structure around the work instead of being the

person who performed the work.

The external company changed after the internal identity

changed. That sequence is common. You cannot consistently

delegate work you still believe proves your worth.
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THE BELIEFS THAT KEEP OWNERS TRAPPED

Hero dependency is often protected by beliefs that sound

responsible. “No one will care as much as I do.” This may be true

in a literal sense. It is your company. Your financial risk and

emotional history are different from an employee’s.

But people do not need to care in exactly the same way to care

deeply and perform at a high level. They need a meaningful

mission, a clear outcome, the right incentives, the tools to

succeed, and a leader who holds standards consistently.

The goal is not to clone the founder’s emotional relationship to

the company. It is to create professional ownership. “It is faster if

I do it myself.” It is faster once.

If a task takes you thirty minutes and teaching it takes two

hours, doing it yourself feels efficient. But if the task repeats

every week, the two-hour transfer can save dozens of hours over

the next year.

Hero Owners optimize for the speed of the current task.

Architect CEOs optimize for the capacity of the system. “The

client only wants me.” The client wants confidence, clarity,

responsiveness, and results.

At first, you may be the only person associated with those

things. That does not mean the client is permanently incapable

of trusting someone else. It means the transition must

be designed.

A strong handoff explains why the new person is better

positioned to serve the client, establishes the founder’s

confidence in them, defines the communication rhythm, and
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keeps the founder available through an escalation process

rather than as the default contact. “The quality will drop.” It may

drop temporarily.

That is one of the most uncomfortable truths of delegation.

Someone learning a role may not perform at the founder’s

level immediately.

But if the founder keeps reclaiming the work whenever

performance is imperfect, the team never reaches competence.

The answer is not blind trust. It is a transfer process with

training, checkpoints, quality standards, metrics, and feedback.

Trust and inspection belong together. “I do not have time to

train anyone.” This belief usually means the dependency has

already become expensive.

If you cannot create time to transfer the responsibility, the

responsibility will continue consuming the time you do

not have.

The first step may be a temporary reduction in output, a

protected weekly training block, or the removal of a lower-value

commitment. There is no version of scale in which the founder

avoids the investment required to create capacity.

THE THIRTY-DAY DISAPPEARANCE TEST

A useful way to expose the Hero Owner Trap is to ask a

direct question:

If you disappeared from the business for thirty days, what

would stop?
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Do not imagine a vacation where you quietly monitor Slack

and answer messages each evening. Imagine that you are

genuinely unavailable.

Would sales continue? Would new clients be onboarded

correctly? Would delivery maintain quality? Would unhappy

clients be handled? Would the team know which decisions it

could make? Would invoices go out and cash be collected?

Would leaders recognize when a number was off track? Would

someone know how to respond if a key employee resigned?

Would the company continue improving, or would it merely try

to survive until you returned?

The purpose of the test is not to shame you. It is to identify the

forms of dependence that need to be redesigned.

Make four lists:

What would stop immediately? These are responsibilities

that have no backup owner or system. What would continue

but decline?

These are areas where ownership exists, but capability,

standards, or visibility remain weak.

What would continue normally? These are parts of the

business that are genuinely transferred. What would improve

without you?

This question may feel uncomfortable, but it is useful.

Sometimes founder involvement is adding delay, second-

guessing, or conflicting direction. An area that improves in

your absence may need clearer decision rights, not more

founder attention.



B E Y O N D  S E V E N  F I G U R E S

53

THE OWNER DEPENDENCY AUDIT

The Thirty-Day Disappearance Test reveals the symptoms. The

Owner Dependency Audit turns them into action.

For two weeks, capture every interruption, approval, escalation,

or task that reaches you.

Do not rely on memory. Keep a simple log.

For each item, record:

What happened?

Who brought it to you?

Which function did it come from?

Why could the person not resolve it?

What decision or knowledge did you provide?

Has this type of issue happened before?

What would prevent it from requiring you next time?

Then classify each item into one of the five dependencies:

Decision

Expertise

Relationship

Revenue

Emotional rescue

Patterns will appear quickly.

You may discover that most interruptions are not random. They

come from one weak seat, one unclear policy, one missing

quality standard, one client segment, or one manager who has
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not been given real authority.

For every repeated dependency, design five replacements:

1. OUTCOME

What result must be owned?

Avoid vague responsibilities such as “manage accounts.” Define

the result: maintain a specified retention rate, conduct monthly

strategy calls, identify risk early, and keep all client action

items current.

2. OWNER

Who is accountable for the outcome?

One seat should own it. Many people may contribute, but

shared accountability often becomes no accountability.

3. SYSTEM

What process, playbook, training, or tool supports

consistent execution?

The system should make good performance easier and reveal

when the work is not happening.

4. SCORE

What number tells you whether the outcome is being achieved?

A responsibility without a measurable signal is difficult to

manage without personal inspection.
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5. ESCALATION RULE

When should the issue legitimately move upward?

Removing yourself does not mean leaders never ask for help.

It means escalation is based on defined thresholds rather

than discomfort.

For example, an account manager may be authorized to

approve a service recovery credit up to a set amount. A

department leader may hire within an approved compensation

band. A salesperson may negotiate within defined terms. A

client cancellation risk may escalate only after the account

manager and leader have followed a specific save process.

Clear escalation rules protect both autonomy and standards.

STOP REWARDING ESCALATION

The way you respond to questions trains the company.

When someone brings you a problem and you immediately give

the answer, you solve the issue while reinforcing dependency.

A better response is:

“What do you think we should do?”

At first, the person may be uncomfortable. They may repeat the

facts or say they are not sure. Stay with the question.

Ask them to bring one problem, three possible solutions, and

one recommendation. We call this the one-three-one.
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One problem. Three possible solutions. One recommended

action. This is not a ritual designed to slow people down. It is a

development tool.

You get to see how the person thinks. You can coach the

reasoning instead of merely correcting the outcome. Over time,

the recommendation improves. Eventually, many people realize

they no longer need to ask because they have already worked

through the decision.

The company becomes more intelligent because the founder

stopped being the automatic answer.

WHAT THE HERO OWNER MUST LET DIE

Moving beyond heroics involves a loss. You may lose the feeling

of being the person who saves the day. You may lose direct

contact with every client. You may lose control over how every

detail is completed.

You may watch someone make a decision you would not have

made, then discover that their decision also works.

You may have to accept that a leader receives credit for an

outcome you once created personally.

You may have to sit through the discomfort of watching the

team struggle long enough to become stronger.

This is not a reduction in your value.

It is a change in the form of your value.
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The company no longer needs you to carry every result. It needs

you to build the structure, leaders, and standards that produce

results at a scale no individual could carry.

The Hero Owner proves they are capable.

The Architect CEO makes the company capable.

YOUR FIRST ACTION

For the next fourteen days, keep an interruption log.

At the end of each day, review every item that required your

involvement. Mark the dependency type. Identify the repeated

pattern. Then choose one dependency to redesign using

the five replacements: outcome, owner, system, score, and

escalation rule.

Do not begin with the most emotionally complicated

responsibility in the company.

Begin with a repeated dependency that is clear enough to

transfer and important enough to matter.

Your goal is not to remove yourself from the business in

two weeks.

Your goal is to stop treating dependence as normal.

Every time you replace one founder dependency with

organizational capability, the agency becomes more scalable,

more valuable, and more free. You do not need a more

heroic version of yourself. You need a company that requires

fewer heroics.
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YOUR NEXT ACTION
Take the Agency Scale Audit and score all five disciplines at

scale.sevenfigureagency.com/checkup. A printed version is

included in Appendix A.

My commitment

Deadline

https://scale.sevenfigureagency.com/checkup


C H A P T E R

2
THE ARCHITECT CEO

B E Y O N D  S E V E N  F I G U R E S
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Y ou met me in Miami traffic at the start of this book: Friday,

November 17, 2017, bracing at the wheel of a car that was

supposed to be a trophy, knowing something had to

change and not knowing what. This chapter is about what

changed, and it started at home, not at the office.

Yesenia made it impossible to keep postponing. One night she

said the thing that needed to be said, and I felt the

defensiveness rise in my throat before she finished, the answer

every founder gives already loaded: I’m doing this for us. But

that is not actually what she was arguing about. What she really

said was this: “You wake up at the crack of dawn and go to the

office every day, and you’re there until late at night. This is OUR

business. We get to set the schedule. You set the rules. So set

them up in a way that works for our family.”

I have thought about that sentence for years, because she was

not asking me to work less. She was pointing at something I had

completely stopped seeing: the cage had no lock on it. We built

the business. We built the structure. Every rule I was suffering

under was a rule I had written, and the man complaining about

the schedule was the man who controlled it. That is the

moment the Hero Owner Trap revealed itself for what it is. Not a

market condition. Not a growth stage. A set of choices,

renewable daily, that I kept renewing.

I did what I always do when I’m stuck. I read. I had convinced

myself the answer was operations: solve the operation and

everything goes great. I read Scaling Up and everything near it,

and then I did something that felt enormous at the time: I paid

a consultant $6,000 for a single day. He spent it in our office

pulling problems out into the light. I left that day optimistic. My
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team did not. Our operations manager wasn’t feeling the

direction. Our account lead asked if this was really the best use

of our time: “We have problems with our clients right now, and

we’re sitting in these meetings.” They weren’t being difficult.

They were doers, drowning, being asked to sit still while the

water rose.

I hired Cesar anyway, an EOS implementer we still work with to

this day. Thirty-five hundred dollars a session, six thousand up

front for a two-day annual planning. The executive team pushed

back again: come on, this is a big investment. And I remember

saying the only thing I knew for sure: this has to happen. The

only way through this is to dial in operations and build a real

leadership team. I did not know if it would work. I genuinely did

not know if I was lighting the money on fire.

Over the next six months, we rebuilt the accountability chart

from the ground up. We nominated leaders. We set their top five

KPIs. We started annual planning, quarterly planning, and

committed to the weekly Level 10 meeting, and for the first time

we truly owned our scoreboard and knew our numbers.

And that is when the ship started to turn.

I can tell you the exact moment I knew it had. Not long after, our

second son, Ryan, was born, and I did something that would

have been unthinkable on that November morning: I took three

entire weeks off. Not working-from-the-hospital off. Off. And

here is what happened at the company while I held my

newborn son: clients were sold, onboarded, launched, and

retained. Problems came up and got solved by the leaders who

owned them. Deadlines were met. Drama was handled.



B E Y O N D  S E V E N  F I G U R E S

62

Revenue and profitability rose. Three weeks of zero engagement

from me, and the machine did not wobble. I found out about

most of it later, the way you hear about weather in a city you no

longer live in.

The identity that drove to that office every morning did not

survive the turn, and this chapter is about the identity that

replaced it. To see the difference, look at a Wednesday now.

On Wednesday mornings, Josh still works inside Plumbing &

HVAC SEO.

The difference is what the work looks like.

There is a short meeting with the sales and marketing team. The

leaders responsible for demand and revenue share the

numbers, discuss what is working, identify what is off track, and

clarify any decisions that require the CEO’s perspective.

Then the leadership team meets. Each function has an owner.

The scorecard is visible. Priorities are reviewed. Issues are

identified, discussed, and solved. The conversation is not a

parade of updates for the founder. It is a working session among

leaders who are responsible for moving the business forward.

By the end of that block, the main operating work for the week

is complete.

The agency continues selling, onboarding, delivering,

communicating, collecting, and improving. Clients do not wait

for Josh to approve the next step. Team members do not need

him in every meeting. Leaders do not simply supervise tasks.

They own functions.

The business is not passive. It is architected.
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That distinction took years to build.

There was a time when the idea of contributing roughly ten

focused hours in an average week would have sounded

impossible. In the early agency, we were woven through

everything. The calendar reflected the company’s dependence

on us. Client calls, internal questions, sales conversations, hiring,

quality checks, and emergencies filled the available space.

Strategic thinking was what we tried to do after the urgent work

was finished, which meant it rarely received our best energy.

The current calendar did not appear because we discovered a

better scheduling app. It appeared because we redesigned the

company beneath it. An Architect CEO’s calendar is the visible

result of invisible structure.
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OWNER, BUILDER, ARCHITECT

THE GAME CHANGED

THE HERO OWNER
T H E  F I R S T  M I L L I O N

Hustle and speed

Expertise and doing the work

Saying yes to everything

Being everywhere

Founder energy

Revenue at all costs

THE ARCHITECT CEO
M U LT I P L E  S E V E N  F I G U R E S

Systems and leadership

Capital allocation

and leverage

Multiplication and delegation

Decision-making and focus

Building the machine that

does the work

Profit that matches revenue

Two different skill sets. Two different identities. The transition between them is the

hardest part of scaling an agency.

The founder’s role evolves through three broad stages.

STAGE ONE: OWNER

At the owner stage, you personally create much of the value.

You sell, serve, manage, and decide. Even when contractors or

employees help, the business remains closely connected to your

direct effort. Your knowledge of the client and the service is the

primary operating system.

This stage is normal. It provides the learning required to

understand what the company should eventually standardize.

The mistake is treating it as a permanent identity.
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STAGE TWO: BUILDER

At the builder stage, you begin turning personal performance

into organizational capacity.

You hire people. You document processes. You create programs.

You install project management. You define roles. You transfer

recurring work and begin developing managers.

Builders often remain busy because they are constructing the

company while still supporting the old version of it. They may

spend part of the day doing the work and the other part

teaching, checking, and correcting other people.

This is the bridge between a founder-powered business and

an institution.

It can feel slower before it feels faster.

STAGE THREE: ARCHITECT

At the architect stage, your primary work is company design.

You decide where the business is going. You identify the

constraint. You allocate capital. You select and coach leaders.

You establish the operating system. You define the few numbers

that reveal the truth. You make the high-leverage decisions that

shape the next version of the company.

You are no longer the person carrying each beam. You are

responsible for the blueprint, the load-bearing structure, and

the people qualified to build it.

An Architect CEO can still create content, speak at industry

events, join major partnerships, advise on important accounts,

or participate in product innovation. The point is not to
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become detached.

The point is to choose those activities because they are the

highest use of the CEO’s strengths, not because the company

collapses without them.

THE LEVERAGE STACK

THE LEVERAGE STACK

5 DECISION LEVERAGE

4 LEADERSHIP LEVERAGE

3 SYSTEMS LEVERAGE

2 TEAM LEVERAGE

1 TIME LEVERAGE

Each layer multiplies the one below it. Decision leverage compounds them all.

The word leverage is sometimes used as a synonym for

delegation. Delegation is only one layer.

An Architect CEO builds five forms of leverage.

1. TIME LEVERAGE

Time leverage begins by moving lower-value work away from

the owner and protecting space for higher-value work.
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This does not mean every minute must produce immediate

revenue. Thinking, learning, relationship-building, and planning

often create no visible output on the day they happen. They can

still be the highest-value activities in the company.

Time leverage asks:

What can only I do? What am I doing because I am still the

default rather than the best owner? Which activity creates

capacity for many people rather than output from one person?

Where is my best energy being consumed by work someone

else could perform well? The goal is not an empty calendar. The

goal is an intentional calendar.

2. TEAM LEVERAGE

Team leverage means capable people create results that no

founder could produce alone.

Hiring more people does not automatically create leverage.

A team becomes leverage when roles are clear, the people

fit the roles, outcomes are measurable, and authority

matches responsibility.

A team of twenty people who all wait for the founder

can produce less leverage than a team of eight with

strong ownership.

Team leverage is not headcount.

It is multiplied capability.
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3. SYSTEMS LEVERAGE

Systems leverage allows the organization to reproduce

good performance.

A system captures the best current way of achieving an

outcome. It reduces unnecessary variation, accelerates training,

clarifies handoffs, creates quality checks, and gives the team

something concrete to improve.

Systems do not replace judgment. They create a baseline that

preserves judgment for the situations that actually require it.

Without systems, every team member solves the same problem

independently. The company pays repeatedly for knowledge it

should own once.

4. LEADERSHIP LEVERAGE

Leadership leverage is created when leaders can make

decisions, coach people, solve issues, and improve their function

without using the founder as an operating crutch.

This is where many agencies stall.

They delegate tasks and hire managers, but the founder

remains the only executive mind in the company.

Real leaders increase the number of high-quality decisions the

organization can make at the same time.

That is one of the clearest definitions of scale.

5. DECISION LEVERAGE

Decision leverage comes from choosing the right problem.
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A founder can create enormous activity by changing the

website, launching a new service, adding an outbound team,

improving onboarding, rebuilding compensation, and

implementing new software in the same quarter.

An Architect CEO asks which one of those changes will increase

the performance of the whole system now.

One accurate strategic decision can outperform hundreds of

hours of undirected execution.

Decision leverage is why identifying the constraint is the CEO’s

central job.

Notice, too, that leverage itself has a history, and we are living

through its newest chapter. Every era of agency growth has

been a leverage upgrade. Hiring gave us people leverage. SOPs

gave us process leverage. Automation gave us software leverage.

And now agents give us knowledge leverage: the ability to take

everything your agency knows, your frameworks, your

playbooks, your judgment, and convert it into execution that

does not require a human to remember it, find it, or repeat it.

The agencies that shift first will set the standard in their niche,

because agency knowledge, converted into agency leverage,

compounds like nothing that came before it. We will build this

into the machine in Chapter 4.

FROM A JOB TO AN ASSET

A job pays you because you perform.

An asset has value because it can continue producing without

relying on your daily labor.
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Many agency owners create a high-paying job and call it a

business. The income may be excellent. The lifestyle may

even be enjoyable. There is nothing inherently wrong with

that choice.

The problem appears when the owner wants the benefits of an

asset while operating the company like a job.

They want to step away, but clients are attached to them.

They want to sell the agency, but the buyer sees that the

relationships and decisions live with the founder.

They want to hire a CEO, but the company’s judgment has never

been translated into a leadership structure.

They want more profit, but the economics depend on

underpaying the founder for work a replacement would have

to perform.

Building an asset requires designing for transferability. Can

another qualified person understand how the company makes

money? Can leaders run the operating rhythm? Can clients

receive consistent value without founder contact? Can the

company measure quality and risk? Can demand continue if the

founder creates less content for a season? Can financial

decisions be made from clean information? Can the

organization recruit and develop the next generation of leaders?

The more often the answer is yes, the more the agency behaves

like an asset.
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THE ARCHITECT’S WEEK

THE ARCHITECT’S WEEK

MON
LEADERSHIP

TUE
STRATEGY

WED
GROWTH

LEVERAGE

THU
CAPITAL

ALLOCATION

FRI
THINKING

AND
RENEWAL

Not client fires. Not “got a minute?” This is the calendar to compare yours against.

A common question is, “What should I do once I am no longer

doing everything?”

That question reveals how closely identity becomes connected

to activity.

An Architect CEO’s week will vary by the company’s stage and

the founder’s strengths, but it usually contains five categories

of work.

LEADERSHIP

Meet with the executive team. Review the scorecard. Coach the

leaders. Clarify accountability. Remove obstacles that genuinely

require CEO authority.

This is not the same as attending every departmental meeting.

The CEO works through leaders rather than around them.
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STRATEGY

Study the market. Decide where the company will and will not

compete. Review the offer, positioning, pricing, capacity, and

major risks. Identify the current constraint and set the few

priorities that matter most.

Strategy requires space. A calendar packed with back-to-back

meetings can produce motion while preventing thought.

GROWTH LEVERAGE

Create authority, cultivate partnerships, strengthen the brand,

build referral relationships, speak, write, or develop major

opportunities that can move the company by more than a few

percentage points.

The founder does not have to remain the only source of

marketing. But the founder’s credibility and perspective can be

used deliberately where it creates exceptional leverage.

CAPITAL ALLOCATION

Decide where money should be invested, protected, or

removed. Review financial performance. Evaluate hiring,

technology, acquisitions, marketing, compensation, reserves,

and distributions.

Capital allocation is one of the most important and least

appreciated CEO responsibilities. Every budget is a statement

about strategy.
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THINKING AND RENEWAL

Read. Reflect. Exercise. Spend time with family. Get away from

the operating environment. Create enough mental space to see

the company instead of merely reacting to it.

Renewal is not separate from leadership performance. An

exhausted CEO makes shorter- term decisions, avoids difficult

conversations, and reaches for familiar answers.

The company benefits when the leader is physically, emotionally,

spiritually, and relationally healthy.

A practical Architect Week might look like this:

Monday: leadership meeting, scorecard, priorities,

leader coaching

Tuesday: content, authority, and strategic communication

Wednesday: major partnerships, sales and market leverage

Thursday: product, strategy, and future-state planning

Friday: financial review, thinking time, learning, and reflection

Your exact schedule may differ. What matters is that the

calendar reflects the role you are trying to build, not only the

emergencies the current company creates.

For calibration, here is what the architect’s week actually looks

like in our own agency today. Josh’s direct time in Plumbing &

HVAC SEO is about ten hours per week. On Wednesdays from

10:00 to 10:30 he meets with the sales and marketing team,

because he is still the face on the company’s webinars. From

10:30 to noon he runs the leadership team meeting. That block

is his primary function in a company doing $580,000 a month in
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recurring revenue with 47 full-time team members. The rest

of the week belongs to Seven Figure Agency, to creating, and

to life. That is not a brag. It is a proof of concept, and Part II is

the blueprint.

THE TIME AND ENERGY AUDIT

You cannot redesign a calendar you have not examined.

For two weeks, track what you do in thirty-minute blocks.

Record the activity, the function it belongs to, the energy it

creates or consumes, and whether you are the correct long-

term owner.

Then sort the work into four categories.

ELIMINATE

Which activities should stop?

Some tasks exist because they always have, not because they

still matter. Some meetings do not create decisions. Some

reports are never used. Some services add complexity without

enough value. Some client exceptions should no longer

be offered.

Elimination is the cleanest form of leverage.

AUTOMATE

Which recurring actions can be handled through technology,

templates, triggers, integrations, or AI?
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Automation is useful when the process is stable and the

exception rate is low. Automating a broken process only creates

faster confusion.

DELEGATE

Which work should belong to another person or seat?

Delegation should include the outcome, authority, training,

metric, and check-in rhythm. Dropping a task into someone’s

inbox is not a transfer system.

ELEVATE

Which high-value activities deserve the capacity you

have created?

If you remove low-value work and then allow meetings,

messages, and new curiosities to refill the calendar, you have

not bought back time. You have merely changed the source of

the noise.

Name the activities you will elevate before you create the space.

CALCULATE YOUR BUYBACK RATE

A useful way to make time decisions more concrete is to

calculate what Dan Martell, in his book Buy Back Your Time, calls

a buyback rate. Yesenia teaches it at nearly every intensive

because it removes the emotion from delegation.

Start with your annual income from the business, including

reasonable executive benefits. Divide that amount by 2,000,

which approximates a standard working year.
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That gives you an estimated hourly value.

Then divide the hourly value by four to create a conservative

buyback rate.

For example:

Annual income and benefits: $250,000

Estimated hourly value: $250,000 / 2,000 = $125

Buyback rate: $125 / 4 = $31.25

In this example, any recurring work that can be performed well

for less than approximately $31 per hour deserves serious

consideration for delegation.

The formula is not a law. It does not mean every minute of your

time will magically generate $125. It is a decision tool that

exposes expensive habits.

If the owner of a multimillion-dollar agency spends two hours

booking travel, correcting invoices, organizing documents, or

performing routine project coordination, the company is using

high-cost capacity for low-leverage work. Yesenia frames it this

way: if you hired a COO at $300 an hour and caught them

sending routine emails and chasing invoices all day, you would

say they were wasting your money. That is exactly what you are

doing when you do those things yourself.

And remember what John Assaraf teaches in The Answer: there

are people who play at what you have to work at. The

spreadsheet work that drains you genuinely energizes someone

else. Delegation is not imposing your drudgery on a victim. It

is matchmaking.
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The same logic applies at home.

A disorganized home can consume the same energy you are

trying to protect in the business. Meals, errands, laundry,

scheduling, cleaning, packages, transportation, and household

coordination are real work. When both spouses are building

a company, raising children, and trying to stay healthy, those

tasks can become a second operating system that no one

has designed.

For years, we focused almost exclusively on removing ourselves

from lower-value work in the agency. Eventually, we realized

that freedom required redesigning life outside the agency too.

Hiring a house manager was not an easy decision for us. Yesenia

initially resisted the idea. It sounded excessive, and inviting

someone into the daily rhythm of the home felt uncomfortable.

The result was transformative.

We regained time and energy. Meals became more intentional.

Household friction declined. Exercise became easier to protect.

We could be more present with our children instead of

constantly completing the next chore. The support did not

make us less responsible. It helped us direct our responsibility

toward what mattered most.

If you do not build a business that serves your life, you can easily

build a life that serves your business.

The Architect CEO designs both with intention.

C A S E  S T U D Y
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NEIL AND AMY: CLEAR LANES CREATE SCALE

Neil and Amy Trickett built Practice Promotions after first

building and selling a physical therapy practice. Their agency

eventually grew to serve hundreds of clients and more than a

thousand clinic locations.

One of the reasons their partnership could support that scale

was role clarity.

Amy led much of the people, HR, administrative, and internal

support work. Neil focused more heavily on sales, marketing,

finance, and the classic CEO responsibilities. They helped one

another, but they did not treat every decision as shared

operational ownership.

They stayed in their lanes.

That clarity reduced duplicate work, conflicting direction, and

the exhausting question of who was responsible for what.

When major decisions required both perspectives, they

returned to data, core values, purpose, and the greatest good for

the greatest number. They also respected differences in

processing style. Neil might be ready to move quickly. Amy

might need time to consider the change. Strong partnership did

not require identical instincts. It required a process that allowed

both strengths to improve the decision.

Their story illustrates an important point: the Architect CEO does

not have to be one personality type.

Architecture can be shared among complementary leaders

when accountability remains clear.
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C A S E  S T U D Y

DANNY AND MADAY: FROM SHARED RISK TO SHARED VISION

Danny and Maday Barrera began with very little certainty.

Danny was freelancing and rebuilding his life after a divorce, in a

season he will tell you openly he is not proud of. Maday was a

kindergarten teacher, fifteen years in, earning $45,000 a year

with a master’s degree in education, with a stable paycheck,

benefits, a pension, and a clear professional identity. When

Danny needed $10,000 to exit an unhealthy business situation,

Maday called her aunt and borrowed the money. They had

known each other about six months.

Later, she left teaching and joined the business, while her whole

family told her she was crazy. Their early infrastructure was so

thin that when Danny wanted to join a coaching program, no

bank would take his business, so he paid through Maday’s

borrowed PayPal account.

In the early days, there were no polished seats or sophisticated

accountability charts. She handled invoices, contractor

payments, content, and whatever the company needed. They

were building the plane while flying it, as many founders do.

As the agency grew, trust remained the foundation, but trust

alone was not enough. They needed clearer roles, shared values,

an operating system, an integrator, and a way to separate

business disagreements from the marriage.

Maday described learning to distinguish between Danny the

husband and Danny the business partner. If a business issue

created frustration, it belonged in the appropriate meeting
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or issue list. It did not automatically become a family conflict

at dinner.

They also brought their children into the vision of the business

and invested in support at home. Work and life were not treated

as two sealed compartments. They designed an integrated life

around shared purpose, faith, family, health, and the company.

That is architecture too.

A business that grows beyond the founders
should strengthen the life around it, not
consume it.

DECISION RIGHTS: THE HIDDEN ARCHITECTURE

One of the most important tools for moving from builder to

architect is a decision-rights map.

Most org charts show who reports to whom. They do not show

who can decide what.

For each leadership seat, define four levels of authority.

DECIDE AND ACT

The leader can make the decision and execute it without prior

approval, provided it remains within agreed guardrails.

Examples might include routine hiring within an approved

compensation band, client recovery credits below a threshold,

vendor purchases within budget, or campaign changes within

the service strategy.
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DECIDE AND INFORM

The leader makes the decision, then communicates it to the

CEO or leadership team.

This is useful when speed matters but visibility is still important.

RECOMMEND AND APPROVE

The leader investigates the issue, provides options and a

recommendation, and receives approval before acting.

This is appropriate for higher-risk, less frequent decisions while

the leader is still developing judgment.

ESCALATE IMMEDIATELY

Certain situations require immediate executive involvement,

such as legal threats, suspected fraud, a material data

breach, a major safety issue, or a decision outside the leader’s

financial authority.

Decision rights reduce two common problems at the

same time.

They prevent the founder from being dragged into routine

choices, and they prevent leaders from taking inappropriate risk

because “ownership” was never defined.

Freedom is not created by vague empowerment.

It is created by clear authority inside clear boundaries.
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YOUR CALENDAR IS THE BLUEPRINT

Open your calendar and look at the last four weeks. Do not

evaluate your intentions. Evaluate the evidence. How much time

was spent in delivery? How much time was spent on client

escalations? How much time was spent approving routine

decisions? How much time was spent in meetings where you

were not the necessary owner?

How much uninterrupted time was available for strategy,

leadership development, capital allocation, partnerships,

and thinking?

Your calendar reveals the company you have actually designed.

If ninety percent of your time is spent operating, you do not yet

hold an Architect CEO role, regardless of your title.

That is not a criticism. It is a baseline.

Now design the next version.

Choose one recurring block for Architect work. Protect at least

two uninterrupted hours each week. Use that time only for one

of the five CEO categories: leadership, strategy, growth leverage,

capital allocation, or thinking.

Next, choose one responsibility from the Time and Energy Audit

to eliminate, automate, or transfer.

Then define the decision rights for the person receiving it.

Repeat every quarter.

The calendar will not change all at once. It will change as the

company beneath it becomes more capable.
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The Hero Owner asks the calendar to absorb more work. The

Architect CEO uses the calendar to design more leverage. Your

week is not merely a schedule. It is the blueprint for the leader,

and the company, you are becoming.

YOUR NEXT ACTION
Complete the Accountability Chart template in Appendix C,

then take the Team Assessment at

scale.sevenfigureagency.com/team.

My commitment

Deadline

https://scale.sevenfigureagency.com/team
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A

T H E  C E O  Q U E S T I O N

What is actually holding us back right now?

ustin Houser did what most agency owners dream about.

He found a niche, built momentum, and grew Base Coat

Marketing quickly in the painting contractor market. The agency

moved from an early negative position to roughly $90,000 in

monthly recurring revenue in a relatively short period. Sales

were happening. The market was responding. The business

looked like a rocket ship.

Then the growth slowed.

Austin had not forgotten how to sell. The niche had not

disappeared. The team had not stopped working.

The problem was that the system had changed.

Early in the growth curve, retention looked nearly perfect. The

client base was small enough that a handful of wins could hide

structural weakness. As the base grew, even a modest churn

rate translated into more cancellations each month. New sales

continued, but more of those sales were replacing clients that

had left rather than increasing the total client count.

The company was still moving.

It was no longer advancing at the same speed.

Austin could have responded by demanding more sales activity.

That is the instinct most founders have when revenue flattens.

More leads, more calls, more closes.
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Instead, the agency identified the constraint.

The limiting factor was not demand. It was retention and the

operating experience behind retention.

Austin focused energy on client delivery, account management,

communication, and the systems required to keep clients

successful for longer. That work helped the agency

break through the plateau and continue toward multiple

seven figures.

The lesson is simple, but it changes how a CEO leads:

Every agency has many problems. At any given moment, one

problem is limiting the whole system more than the others.

Find that problem. Solve that problem. Then find the next one.

GREAT CEOS DO NOT SOLVE RANDOM PROBLEMS

Agency owners are usually curious people.

We read books, listen to podcasts, attend events, test software,

study competitors, and collect ideas faster than the company

can implement them.

That curiosity is useful. It is also dangerous when it becomes

random improvement. You hear about outbound sales and

decide to build an SDR team. You hear about AI agents and

decide to automate delivery. You read a leadership book and

reorganize the company. You attend a financial workshop

and rebuild compensation. You see another agency add a

service and begin developing your own version. Every idea may

be good.
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Good ideas applied to the wrong constraint
create complexity.

If the business has strong demand but weak retention, adding

more sales accelerates the leak.

If retention is strong but delivery is at capacity, adding clients

increases missed deadlines and team burnout.

If operations are stable but the founder closes every deal,

redesigning onboarding does not remove the sales ceiling.

If revenue is growing while gross margin is deteriorating,

hiring another salesperson may increase the size of an

unhealthy model.

The Architect CEO does not ask, “What is a smart thing we

could improve?”

The Architect CEO asks, “What is the one limitation that is

preventing the whole company from achieving more now?”

This is the practical application of the Theory of Constraints. A

system’s output is limited by its most restrictive point.

Improving a non-constraint may make that area more efficient

without increasing the result of the system.

Imagine an hourglass.

You can widen the top. You can polish the glass. You can

add more sand. The rate of flow is still controlled by the

narrowest point.

Your agency has a narrowest point.
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The CEO’s job is to find it.

THE FIVE MOST COMMON AGENCY CONSTRAINTS

The exact issue changes, but most agency constraints fall into

five categories.

1. ACQUISITION CONSTRAINT

The agency does not create enough qualified opportunities.

Symptoms include inconsistent lead flow, dependence on

referrals, an empty sales calendar, overreliance on the founder’s

network, or marketing channels that are not producing at a

sustainable acquisition cost.

The solution may involve stronger positioning, consistent

authority building, outbound prospecting, partnerships, paid

acquisition, events, or a dedicated marketing owner.

The acquisition constraint is real, but it is overdiagnosed. Owners

often assume they need more leads because more sales feels

like the universal answer.

Sometimes it is.

Sometimes the next sale is simply replacing the

last cancellation.

2. CONVERSION CONSTRAINT

The agency has opportunities, but too few become clients.
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The issue may be sales capacity, poor follow-up, weak

qualification, an unclear offer, inconsistent discovery, weak proof,

pricing misalignment, or a founder who remains the only

trusted closer.

A conversion constraint is not solved only by improving a script.

It may require better positioning, stronger case studies, faster

response, clear sales stages, call coaching, proposal discipline, or

a sales leader who owns the whole function.

3. RETENTION AND CLIENT VALUE CONSTRAINT

The agency lands clients but does not keep them long enough,

or the average revenue per client is too low to support the

organization required to serve them.

Symptoms include high monthly churn, a growing volume of at-

risk accounts, low gross margin, weak onboarding, inconsistent

communication, excessive low-value clients, or a large gap

between current and new-client pricing.

The solution may involve better client selection, annual

agreements, stronger onboarding, clearer expectations, more

proactive account management, improved reporting, better

results, price increases, upsells, cross-sells, or removing an

unprofitable tier.

4. CAPACITY AND LEADERSHIP CONSTRAINT

Demand exists and clients stay, but the organization cannot

absorb growth without quality declining or the founder

becoming more involved.
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Symptoms include missed deadlines, overloaded account

managers, long onboarding queues, employee burnout, too

many direct reports, recurring founder escalations, or managers

who supervise work without owning outcomes.

The solution may involve standardization, capacity models,

better project management, a future-state accountability

chart, stronger hiring, leadership development, or a

redesigned service.

5. PROFIT AND CASH CONSTRAINT

The company is producing revenue but does not generate

enough operating profit or cash to fund the next stage safely.

Symptoms include gross margin below target, payroll pressure,

unclear cost of delivery, expanding overhead, excessive software,

long receivables, owner compensation hidden in operations, or

growth investments without a return threshold.

The solution may involve pricing, service redesign, labor

efficiency, expense reduction, collection discipline, capital

allocation, or a temporary pause in hiring and expansion.

These categories are connected. Solving one often exposes

another. That is not evidence that the solution failed. It is

evidence that the system reached a new level.
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THE REVENUE CEILING

THE REVENUE CEILING

CLIENT CEILING =
New Clients per Month

Monthly Churn Rate

REVENUE CEILING = Client Ceiling × Avg. MRR per Client

5 ÷ 0.05 = 100 clients  →  100 × $1,500 = $150,000 MRR

At 5 new clients per month, 5% monthly churn, and $1,500 average MRR, growth

stalls at $150,000 MRR no matter how hard the team sells.

Recurring revenue businesses have a useful mathematical

relationship that can reveal an approaching plateau.

You need three numbers:

Average number of new retainer clients added per month

Average monthly client churn rate

Average monthly recurring revenue per client

Use normalized numbers, preferably from the last twelve

months. Do not use your best month for sales, your worst month

for churn, or a handful of premium clients for average value. The

calculator is only as useful as the inputs are honest.

The formula is:

Client Ceiling = Average New Clients per Month / Monthly

Churn Rate

Then:
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Revenue Ceiling = Client Ceiling x Average Monthly Recurring

Revenue per Client

For example, imagine an agency that adds five clients per

month, has 5 percent monthly logo churn, and earns an average

of $1,500 in monthly recurring revenue per client.

Convert 5 percent to a decimal:

5 percent = 0.05

Client Ceiling:

5 / 0.05 = 100 clients

Revenue Ceiling:

100 x $1,500 = $150,000 MRR

At roughly one hundred clients, 5 percent churn means the

agency loses approximately five clients per month. If it

continues adding five, the business reaches equilibrium. It is

selling, onboarding, delivering, and replacing accounts, but the

total client count stops increasing.

The company feels busy because it is busy.

The ceiling is still real.

This is a simplified model, not a prophecy. It assumes that

acquisition volume, churn, and average client value remain

relatively stable. Real agencies have cohorts, seasonal sales,

expansion revenue, contraction, variable service tiers, and

revenue churn that may differ from logo churn.

The model is valuable because it exposes the levers.
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There are only three ways to move the ceiling: 1. Add more

clients per month. 2. Reduce churn. 3. Increase average

recurring revenue per client.

Every major revenue-growth strategy eventually acts on one or

more of those variables.

THE SAME AGENCY, THREE DIFFERENT CEILINGS

Using the example above, the starting ceiling is $150,000 MRR.

Now consider three scenarios.

SCENARIO A: IMPROVE RETENTION

New clients per month: 5

Monthly churn: 3 percent

Average MRR per client: $1,500

Client ceiling:

5 / 0.03 = approximately 167 clients

Revenue ceiling:

167 x $1,500 = approximately $250,500 MRR Without increasing

sales volume, the projected ceiling rises by more than

$100,000 MRR.

SCENARIO B: INCREASE CLIENT VALUE

New clients per month: 5

Monthly churn: 5 percent
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Average MRR per client: $2,500

Client ceiling:

5 / 0.05 = 100 clients

Revenue ceiling:

100 x $2,500 = $250,000 MRR

The client ceiling does not change, but the revenue ceiling does.

SCENARIO C: INCREASE ACQUISITION

New clients per month: 8

Monthly churn: 5 percent

Average MRR per client: $1,500

Client ceiling:

8 / 0.05 = 160 clients

Revenue ceiling:

160 x $1,500 = $240,000 MRR

Each lever can work. The right lever depends on the constraint

and the tradeoffs. An annual agreement may improve retention

but create more resistance in sales.

A price increase may lift average value but reduce close rate if

the market or proof does not support it.

More acquisition may raise the ceiling but overload delivery.

The purpose of the calculator is not to dictate the answer. It is to

make the strategic choices visible.



B E Y O N D  S E V E N  F I G U R E S

96

OUR OWN REVENUE CEILINGS

Plumbing & HVAC SEO encountered these ceilings more than

once, and we want you to see the moment we discovered the

first one, because it happened in a meeting you have probably

sat in yourself.

We were reviewing another solid sales month. Five new clients,

high fives, the recurring revenue line inching up on the slide.

And then someone asked a question that had never been on

the agenda: “How many did we lose last month? Are we losing

too many out the back?”

Silence. Not a guilty silence, an honest one. Nobody knew. We

tracked new clients the way sports fans track scores, and we

could not state our churn rate within three points. The number

quietly capping the entire business was not on any screen in

the room.

Part of why nobody wanted to look is that churn is personal.

When a client walks out the door, it feels like they are walking

out on you, a dagger every single time. It is easier to celebrate

the five coming in than to study the five going out. But the

math does not care about our feelings, and once we finally ran

it, the wall we had been hitting had a shape.

During one stage, the agency was around $80,000 in monthly

recurring revenue. We were adding approximately five clients

per month and losing roughly the same number. The churn rate

was far too high, close to 9 percent during that period.

The sales engine was not the primary issue.

Retention was.
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We invested in stronger onboarding, account management,

client communication, delivery, and the systems behind those

experiences. Over time, churn improved toward the 3 to 4

percent range. That changed the economics of every client we

acquired and allowed the agency to move toward approximately

$150,000 to $160,000 MRR.

Then we reached another ceiling.

There was only so much further we could push retention. Some

clients will sell their companies. Some will close. Some will

change direction. Some will leave regardless of performance. At

scale, moving from 4 percent to 3 percent churn can be

powerful. Expecting permanent 0 percent churn is not a serious

operating assumption.

The next lever was client value.

Our average fee had been around $1,500 per month. The team

was stronger, the service had improved, the proof was better,

and the value was greater. We increased the price toward $2,500

per month.

We were afraid the higher price would slow sales.

It did not destroy demand. It increased the economic capacity to

serve clients well and raised the revenue ceiling.

We also made a decision that initially felt like shrinking the

opportunity. We had introduced a lower-priced program for

smaller clients, around $750 per month. It created volume, but

the accounts did not stay as long, required disproportionate

energy, and pulled attention away from the larger plumbing

and HVAC companies we were best equipped to help.
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We eliminated the offer. That decision improved focus,

retention, and the quality of the client base. A constraint is not

always solved by adding.

Sometimes it is solved by removing the part of the model that is

weakening everything else.

THE ORDER OF THE LEVERS

When the Revenue Ceiling reveals a plateau, we generally

examine the levers in this order.

FIRST: RETENTION

There is little value in pouring more clients into a system that

cannot keep them.

Start by asking:

Are we selling the right clients? Are expectations clear before

the agreement is signed? Does onboarding create confidence

quickly? Do clients understand the plan and the timeline? Are

we communicating before they have to ask? Are results

visible and connected to business value? Do account

managers identify risk early? Are low-fit clients distorting the

churn number?

Retention improvements compound because they increase

lifetime value and reduce replacement selling.
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SECOND: CLIENT VALUE

If retention is healthy, examine average revenue per client. Can

the next cohort enter at a higher price? Are legacy clients

dramatically below the current rate?

Can the agency add valuable complementary services without

turning the offer into a custom menu?

Can existing clients move to a higher tier?

Is the agency giving away work that should be paid?

Higher client value can fund better talent, stronger service,

more innovation, and healthier margins.

THIRD: ACQUISITION AND SALES CAPACITY

Once the client experience and economics can support growth,

increase acquisition.

This may mean more marketing spend, more consistent

content, a stronger outbound team, more partnerships, trade

associations, additional salespeople, better follow-up, or a

broader but still coherent offer.

Many owners jump to a new niche when the current market

feels slow. That move should be treated carefully. A new niche

adds new messaging, proof, relationships, fulfillment nuances,

and management complexity. Most agencies have more room

in their existing vertical than they believe.

Expand because the data supports it, not because the current

constraint is uncomfortable.

C A S E  S T U D Y
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CRIS: CONSTRAINT AFTER CONSTRAINT

Cris Rodriguez is a useful example because her growth did not

come from one permanent breakthrough.

GrowPro Agency moved quickly from roughly $30,000 MRR

toward seven figures and beyond. Cris is a fast implementer.

When she sees the next problem clearly, she acts.

At one stage, the constraint was sales capacity because she was

still personally closing, spending forty to sixty hours a month on

audits and sales calls. She hired and trained a salesperson, even

though letting go of a role she performed well felt risky. In her

words, these agencies are our babies, and we become the

bottleneck. The new salesperson had no traditional sales

background. He had been a beekeeper, but he was hungry,

coachable, and willing to follow the process. He eventually

closed thirty-one clients in one month.

The agency gained more than sales capacity. Cris regained

roughly forty to sixty hours per month that had been consumed

by audits and sales calls.

At another stage, retention required deeper attention. The

company built more visibility around client health, improved the

scorecards, and focused operating energy on the weak point.

Later, the people system became the constraint. The agency lost

ten employees in one year, forcing Cris to examine hiring,

onboarding, culture, and leadership more honestly.

The lesson is not that GrowPro had too many problems.

The lesson is that each solved constraint created the capacity to

encounter a more advanced one.
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That is what growth looks like from inside the company.

FIND, SWARM, SOLVE, RECALCULATE

We use a four-step constraint cycle.

STEP 1: FIND

Use the numbers and the operating evidence to identify the

point that is limiting the whole system.

Ask:

Where is demand exceeding capacity? Where is capacity sitting

unused? Which number has stopped improving? Where are

delays accumulating? What problem repeatedly reaches the

leadership team? Which weakness would make the largest

difference if solved? What would still prevent growth if every

other issue disappeared?

The last question is especially useful. If you improved sales

tomorrow, would delivery break? If you fixed delivery, would

churn still cap growth? If you improved churn, would average

value still make the model unprofitable?

STEP 2: SWARM

Concentrate resources on the constraint.

Assign one accountable owner. Define the target. Choose the

leading and lagging indicators. Give the problem adequate

time, attention, and budget.
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Do not ask the team to solve the main constraint while also

carrying ten unrelated quarterly priorities.

Focus is a form of force.

STEP 3: SOLVE

Build the improvement into the organization.

A constraint is not solved because the founder personally

pushed the number for one month. The solution must

become a process, capability, role, or operating standard that

can continue.

Document the new approach. Train the team. Set the metric.

Establish the meeting rhythm. Clarify the owner.

STEP 4: RECALCULATE

Once the metric improves, look for the next constraint. Do not

keep optimizing the old bottleneck beyond the point of useful

return. A company can become excellent at solving yesterday’s

limitation while ignoring today’s.

THE QUARTERLY CONSTRAINT PLAN

For the next quarter, complete one page.

Current constraint:

State the problem in one sentence.

Evidence:

List the three to five facts proving it is the constraint.
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Target outcome:

Define the measurable result required by the end of the quarter.

Leading indicators:

Identify the weekly behaviors or metrics that should move

before the final result appears.

Accountable owner:

Name one person.

Three rocks:

Choose no more than three major initiatives that directly attack

the constraint.

Stop list:

Name the projects, experiments, or distractions the company

will not pursue this quarter.

Integration plan:

Define how the solution will become part of the machine once

it works.

This last section prevents the company from relying on a

temporary burst of attention.

YOUR ACTION

Gather the last twelve months of data.

Calculate:
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Average new retainer clients per month

Average monthly logo churn

Average MRR per client

Client ceiling

Revenue ceiling

Then run three scenarios:

What happens if churn improves by one percentage point?

What happens if average MRR per client increases by 20

percent? What happens if the agency adds two more clients per

month? Do not choose the scenario with the largest theoretical

number automatically. Choose the lever that addresses the real

constraint without creating a more dangerous one. Write the

constraint at the top of your quarterly plan. Make it the first

question in the leadership meeting. Use it to decide what to

read, whom to hire, where to invest, and what to ignore.

One more reason this discipline matters now: AI accelerates

whichever lever you pull. If sales is the constraint, agent-

supported outbound can multiply a small team’s reach. If

retention is the constraint, agents can watch every account for

the early warning signals no human has time to monitor. But AI

pointed at the wrong lever just helps you polish a strong link

faster. The technology raises the reward for correct diagnosis; it

does not replace it.

Your agency does not have a hundred problems. It has one

constraint and ninety-nine distractions.

Great CEOs do not solve random problems.
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They identify the constraint, solve the constraint, and repeat.

YOUR NEXT ACTION
Run your own numbers in the Revenue Ceiling Calculator at

scale.sevenfigureagency.com/ceiling. A printed version is

included in Appendix B.

My commitment

Deadline

https://scale.sevenfigureagency.com/ceiling
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T

T H E  C E O  Q U E S T I O N

How do I make this business scalable?

he client’s name was Arrow Plumbing, out of Little Rock,

and I had sold them personally. I still took sales calls then,

still did account management, still believed my

involvement was the quality control. We had spent real time

with the owner: his growth, his goals, his targets. I thought we

were doing a good job.

A few months in, he asked for a call, and he did not waste it. “I’m

not getting the results, and I don’t want to hear the excuses.”

Then he said the sentence I have never forgotten: “You know

what your problem is, Josh? You’re a good salesman.”

He did not mean it as a compliment. He meant I had sold him a

bill of goods: a promise my personal conviction could make but

my company could not yet reliably keep. And the reason it hit so

hard is that some part of me knew he was pointing at

something real.

Here is the ending you might not expect. We did not lose Arrow

Plumbing. We got to work, closed the gap, and kept that client

for years, until the owner eventually sold his company to private

equity. But the sentence stayed with me, because it named the

most dangerous gap in any agency: the space between what

the founder can promise and what the machine can deliver.

Charm opens that gap. Only systems close it.
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This chapter is about closing it. And to show you what the

machine looks like when someone builds it all the way out, let

us start with two people who did.

Josh and Brittany Crouch did not begin Relentless Digital with a

sophisticated operating system.

They began with industry knowledge, demand, and the

willingness to figure things out.

Both had experience in the HVAC world. Josh had worked inside

contracting businesses and understood the market. Brittany

knew the industry too and brought a strong instinct for people,

hiring, and culture. Contractors started asking for help. The

agency grew.

During the early period, Josh was still working full time while

serving clients on the side. Calls were squeezed between the

responsibilities of the day. The team was small. Tracking

was limited. The offer was narrower than it would eventually

become, and much of the company’s capability lived in

the founders.

By the time they were near the seven-figure mark, the demand

was real. The structure was not ready for what the opportunity

could become.

They did not need proof that people would buy.

They needed a machine that could keep the promise at a

larger scale.

The first major shift was focus. They systematized the programs

and became known for a small number of things they could

explain, sell, and deliver repeatedly. They shared useful insights
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with the HVAC market, including visual tools and local search

strategies that made the work easier for prospects to

understand. They built authority by giving value consistently.

Then they kept building beneath the demand.

Processes became clearer. Hiring became more systematic.

One-way video interviews and defined selection steps helped

them screen a large number of remote applicants. Brittany

played a central role in determining who fit the culture. Josh

began buying back time from marketing, sales, and eventually

the technical areas in which he had been the expert. Relentless

Digital eventually grew from roughly $83,000 MRR to $784,000

in monthly recurring revenue, just shy of a $10 million annual

run rate.

The headline is the growth.

The lesson is the infrastructure.

A rocket can leave the ground through force. It
cannot stay on course without systems.

SIMPLIFY TO MULTIPLY

When owners feel the pressure of scale, they often respond by

adding complexity.

Another service could create more revenue, another niche more

opportunity, another tool, another manager, another meeting.

Sometimes those additions are necessary. More often, the
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company needs clarity before it needs more parts, because

simplicity scales and complexity fails under pressure.

A scalable agency is not a company with no complexity. It is a

company that manages necessary complexity through a small

number of clear operating patterns.

In practice that means a clear offer, a clear client journey, and

clear accountability. Work enters the system predictably,

handoffs are visible, the quality standard is defined, exceptions

have owners, the numbers reveal whether the machine is

working, and the team knows how the system improves.

The goal is not to make the business simplistic. The goal is to

make it understandable enough that people can operate and

improve it without founder translation.

WHAT WE MEAN BY A MACHINE

The word machine can sound impersonal, especially in a service

business built on relationships and judgment.

We do not use it to suggest that people are interchangeable

parts or that clients should receive robotic service.

We use it to describe a company whose results do not depend

on improvisation at every step.

A machine has inputs, a process, outputs, owners, standards,

feedback, and maintenance.

In an agency:

Inputs include qualified prospects, signed agreements, client

information, strategy,
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content, creative, budgets, and team capacity.

The process includes selling, onboarding, planning,

production, quality assurance,

reporting, communication, renewal, and expansion.

Outputs include client results, client confidence, retained

revenue, referrals, profit, and

case studies.

Owners are the seats accountable for each stage.

Standards define what good looks like.

Feedback comes from scorecards, client surveys,

performance data, team observations,

and financial results.

Maintenance is the operating rhythm that solves issues and

improves the system.

When those elements are vague, the company runs on heroics.

When those elements are visible and owned, the company

begins to behave like a machine.
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THE FIVE LAYERS OF THE AGENCY MACHINE

THE AGENCY MACHINE

1 FOCUS

2 THE STANDARDIZED OFFER AND CLIENT FLOW

3 PLAYBOOKS AND PROJECT MANAGEMENT

4 THE OPERATING SYSTEM

5 CONTINUOUS IMPROVEMENT

Five layers, built in order. Each layer stabilizes the one above it.

A scalable agency machine has five layers.

LAYER ONE: FOCUS

The machine begins with what it is designed to produce and

for whom.

A clear niche reduces variation across marketing,

sales, onboarding, delivery, reporting, hiring, and

client communication.

When you serve one kind of client, the team learns the

economics, language, buying patterns, seasonal cycles,

common objections, success metrics, and recurring problems of

that market.
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Case studies become more relevant. Referrals become easier.

Training becomes more specific. Delivery can use shared assets.

Account managers recognize risk sooner. Salespeople speak

with greater authority.

A niche is not merely a marketing tactic.

It is an operational strategy.

Focus also includes the ideal client within the niche. A plumbing

company doing $500,000 in annual revenue may require a

different service, budget, education level, and result horizon

than one doing $10 million. Treating both as the same client

creates strain throughout the system.

Define:

The market you serve

The size and stage of the ideal client

The problems you solve

The outcomes you are best equipped to create

The clients you will not accept

A machine designed for everyone is a custom shop disguised as

a scalable business.

LAYER TWO: THE STANDARDIZED OFFER AND CLIENT FLOW

The next layer is a recurring program with a repeatable path

from sale to success.
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Standardization does not mean every client receives identical

strategy. It means the company has a common architecture for

delivering value.

For example:

A defined discovery and qualification process

A consistent agreement and expectation-setting process

A standard onboarding sequence

A core strategy framework

A predictable production cadence

A quality assurance method

A reporting and communication rhythm

A renewal and expansion process

The team should know what happens in week one, month one,

month two, and month three. The client should know too.

Standardization reduces anxiety because people are not

inventing the service under deadline.

It also exposes where customization is legitimate. Once the

baseline is clear, the company can intentionally adapt for a

client’s market, budget, competition, or goals without rebuilding

the entire program.

A useful target is the 80/20 offer. Eighty percent of the

delivery follows the standard system. Twenty percent allows

informed adaptation.

If every account is 100 percent custom, the agency is difficult to

train, price, forecast, and improve.
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If every account is treated identically regardless of context, the

agency may be efficient but ineffective.

The machine needs both discipline and judgment.

LAYER THREE: PLAYBOOKS AND PROJECT MANAGEMENT

A playbook turns the client flow into executable work.

We prefer the word playbook to SOP because a playbook

suggests a team pursuing an outcome, not a person following

instructions without thought.

A strong playbook includes more than a screen recording of

someone clicking through a task.

A complete playbook answers eleven questions: why the process

exists, what must be true when it is complete, which seat is

accountable, what triggers it, what inputs it requires, the current

best sequence of steps, what excellent looks like, where it

commonly breaks, when the owner should escalate, which

number reveals whether it is working, and when it was last

improved and by whom. That sounds like a lot until you notice

that a person doing the job already knows all eleven. Writing

them down is not creating knowledge. It is capturing

knowledge the company is currently renting.

The playbook describes the game. Project management shows

whether the play is happening.

Your project management system should make commitments

visible. Every recurring deliverable needs a template, owner, due

date, status, dependencies, and quality checkpoint.
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The system should answer four questions without a meeting:

what must be done, who owns it, when it is due, and whether it

is at risk.

If the answer lives in Slack, memory, or a founder’s head, the

work is not fully in the machine.

A project management platform does not create operational

discipline by itself. A messy process entered into software

becomes a digital mess.

First define the flow.

Then configure the tool around it.

LAYER FOUR: THE OPERATING SYSTEM

The operating system is how the people running the machine

stay aligned and improve it.

We use the Entrepreneurial Operating System, commonly

known as EOS, in our companies. Its value is not the

terminology. Its value is the discipline of a shared rhythm.

A practical operating system creates:

A clear long-term vision

Annual and quarterly priorities

An accountability chart

Weekly scorecards

A consistent leadership meeting

A process for identifying, discussing, and solving issues

Regular review of people and seats
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Quarterly and annual planning

Before installing an operating system, many agencies run on

“got a minute?”

A question appears, someone sends a message, a quick

meeting begins, and the founder’s day fragments into a series of

unplanned decisions.

A weekly leadership rhythm creates a place for important issues

to be solved by the right people. The team does not ignore

urgent matters, but it stops treating every uncertainty as an

immediate interruption.

The system also protects priorities.

Without quarterly planning, the company can pursue a different

improvement every week. With quarterly rocks, leaders know

what matters now and what can wait.

The operating system turns good intentions into cadence.

LAYER FIVE: CONTINUOUS IMPROVEMENT

A documented process is not a finished process.

One of the most damaging phrases in a growing company is,

“We already did that.”

We already fixed onboarding. We already built the sales process.

We already documented fulfillment. We already hired a leader.

At the next level of volume, every system will be tested again.

What worked for twenty clients may fail at sixty. What worked

with one account manager may break with four.
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What worked when the founder knew every employee may not

work with forty remote team members.

What worked before a service platform changed may no longer

create the same result.

The machine must contain a process for improving

the machine.

We call this the continuous-improvement loop: 1. Measure the

result. 2. Identify the gap. 3. Study the root cause. 4. Improve the

process. 5. Train the change. 6. Verify adoption. 7. Measure again.

At earlier stages, getting the system to 80 percent may be

enough. You need a usable process more than a perfect one.

Beyond seven figures, the work shifts from creating every

system to improving one system at a time.

A practical approach is to choose one major operating system

each quarter. Quarter one might focus on marketing. Quarter

two might focus on sales. Quarter three might focus on

onboarding and delivery. Quarter four might focus on retention

and account management. Improve each by 3 to 5 percent.

Then begin the cycle again. Small improvements compound

across a large client base.

THE MACHINE MATURITY LADDER

Most agencies move through four stages.
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STAGE ONE: HEROICS

Results depend on talented people working hard and solving

problems in real time.

The company can move quickly, but performance varies.

Knowledge is personal. When someone leaves, their capability

leaves with them.

STAGE TWO: PROCESS

The company begins documenting how the work should

be done.

Checklists, templates, training videos, and project boards

appear. The founder or a few key people still monitor the

work closely.

STAGE THREE: SYSTEM

The process has an owner, a metric, a quality standard, and a

regular operating rhythm.

The system can run without the founder watching every step.

New people can be trained. Leaders can identify when it is

off track.

STAGE FOUR: SELF-IMPROVING MACHINE

The team responsible for the system studies its performance

and improves it.

Good people become better because the environment

produces feedback, learning, and accountability. Innovation no

longer depends entirely on the founder.
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Ask where each major function sits on the ladder:

Marketing

Sales

Onboarding

Delivery

Account management

Hiring

Team onboarding

Finance

Leadership communication

Your agency may have stage-three sales and stage-one

onboarding. That is normal. The point is to see the unevenness

and choose the system that matters most now.

THE BEST-EMPLOYEE TEST

Ask a difficult question:

If your best employee quit tomorrow, would the company

continue producing the same result? If the answer is no, you

may have exceptional talent without a durable system. This

does not mean the employee is unimportant. Great people

matter enormously.

A strong machine does not make talent irrelevant. It makes

talent transferable and amplifies what good people can do.
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In a talent-driven agency, the person creates the result, the

method lives in their head, training happens informally, the

team works around individual styles, and when the person

leaves, quality leaves with them. In a system-driven agency, the

system creates the baseline result, the method is visible and

teachable, training follows a defined path, roles have clear

outcomes and metrics, good people improve the system, and a

departure creates disruption but not collapse. Your aim is not to

remove the human advantage. It is to make sure the company

owns what its people learn.

C A S E  S T U D Y

TONY RICKETTS: GROWTH BROKE THE AGENCY

Tony Ricketts had deep technical experience long before

Lawnline Marketing became a multiple-seven-figure agency.

He had built websites, written code, worked in an agency, and

tried several versions of a business. One early attempt focused

on a productized website platform for real estate agents. The

software existed, but the economics and retention did not work.

Tony and his partner eventually chose the lawn and landscape

niche. Growth was not immediate. The company generated only

a few thousand dollars in its first partial year, then roughly

$71,000 the next year and about $228,000 after that. It

continued climbing, but much of the revenue still came

from projects.

When Tony was challenged to eliminate project work and build

recurring marketing programs, he resisted. Websites were part

of his identity and even part of the company name.
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Then he looked around a room of agency owners with less

technical experience who were growing much faster.

He made the decision.

The company dropped the project work, temporarily gave up a

significant portion of revenue, and committed to recurring

programs. Within the following years, revenue accelerated past

seven figures and into multiple seven figures.

Then growth broke the agency.

Fulfillment became overloaded. Client results suffered. Leaders

left. Churn increased. At one point, the agency lost

approximately $100,000 in monthly recurring revenue from a

higher peak and had to rebuild.

Tony’s conclusion was not that systems had failed.

It was that the systems were not yet strong enough for the

volume and breadth of service.

The company served clients across multiple fulfillment

departments. Every additional service created handoffs and

dependencies. Tony responded by breaking complex work into

smaller, clearer components so it could be trained, measured,

and performed without relying exclusively on rare specialists.

His story demonstrates a truth most owners would prefer

to avoid:

You will probably break the machine more than once.

Growth exposes the next weak point.
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The goal is not to build a system that never breaks. The goal is to

build an organization that can see the break, learn from it, repair

it, and become stronger.

OUR MOVE TO A VIRTUAL TEAM

Plumbing & HVAC SEO also required a redesign as it grew.

One major decision was moving from a physical-office model

toward an all-virtual team. Today all 47 full-time team members

are virtual, and the move was one of the single biggest

improvements we ever made to profitability. It widened the

talent pool and strengthened the financial structure, but it also

required more explicit systems.

In an office, leaders can rely on proximity. They can observe who

is present, overhear conversations, answer quick questions, and

sense when something feels off.

A virtual company cannot depend on those signals.

It needs clearer outcomes, better scorecards, documented

communication rhythms, visible project management, and

deliberate culture.

The move worked because the operating system became

stronger than the building.

That is an important lesson for any agency deciding between

local, hybrid, or distributed teams.

The location does not create accountability.

The system does.
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BUILD THE CLIENT JOURNEY AND TEAM JOURNEY TOGETHER

Agencies often invest heavily in the client journey and treat the

employee journey as an internal administrative process.

The two systems are connected. A weak team journey eventually

becomes a weak client journey. Map both.

CLIENT JOURNEY

Awareness -> Consideration -> Sale -> Onboarding -> Early Win -

> Ongoing Value -> Renewal -> Expansion -> Advocacy

At each stage, define the same seven elements: the client’s

emotion, the desired outcome, the owner, the communication,

the deliverable, the metric, and the common failure point.

Then notice that your team has a journey too, and it runs

through the same kind of stages: awareness, application,

selection, offer, onboarding, competence, ownership, growth,

leadership, advocacy. Design it with the same care you give

clients. How does a strong candidate discover you? What does

the interview communicate about the culture? What must the

person learn in the first thirty, sixty, and ninety days, and how will

competence be measured? What career path exists, and how

can your strongest people attract more people like themselves?

A machine is not only the process used to deliver client work.

It is the process used to create the people who deliver

client work.

One retention principle belongs in the client journey design,

and Yesenia insists on it: the number one reason a client cancels

is perceived indifference. A client can be getting good results
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and still leave because they feel ignored, so the machine must

manufacture attention on purpose. In our companies that starts

in the first 48 hours, with a welcome experience that signals

what we believe about the relationship. The welcome box only

contains genuinely high-quality items; if the budget is tight,

send fewer things of better quality, never cheaper things. From

there, the team connects with clients as human beings. Our

people friend clients on social media, notice the weddings, the

new babies, the hospital stays, and mark them with a gift or a

note. That is not fluff, and it is not the founder’s personal charm.

It is churn prevention engineered into a playbook, which means

it survives scale.

We learned the deeper version of this lesson the expensive way.

For a stretch, every client got the identical cadence: the same

meeting schedule, the same report format, the same questions

answered, because that was how we liked to run accounts.

Churn crept up, and we could not see why, because by our own

standard we were serving everyone well. It took Yesenia’s survey

discipline to surface the truth: different clients need completely

different rhythms. The Type A owner who trusts you wants the

numbers in his inbox and no meeting at all. Another client

needs the monthly conversation to feel the partnership. We had

been losing clients we never had to lose, not through neglect,

but by forcing our preferences on their experience. We rebuilt

account management around client preference, and the leak

stopped. Survey your clients. Then believe them.
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CAPACITY IS PART OF THE DESIGN

A system can be documented and still fail if the company sells

more work than the team can perform.

Capacity planning answers:

How much work can one person or pod handle at the required

quality level? What are the leading indicators that capacity is

becoming tight? How long does it take to recruit and train the

next person? At what utilization level should hiring begin?

Which roles are shared across clients, and which scale linearly?

Where does automation create real capacity? Where would

automation reduce quality or trust?

For account management, we often see a range of

approximately twenty-five to thirty clients per full-time account

manager, but the correct number depends on service

complexity, client size, meeting frequency, and support

structure. The point is not the universal ratio. The point is having

a ratio.

The same is true for direct reports. Five direct reports may be a

healthy leadership range for many roles, but the complexity of

the work and maturity of the people matter.

Do not manage capacity by feeling.

Create a model, then improve it with evidence.

AUTOMATE THE STABLE, NOT THE CONFUSED

AI and automation can create significant leverage in an agency.
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They can support research, reporting, content workflows, follow-

up, documentation, quality checks, data movement, training,

and internal communication.

But automation should follow clarity.

If the team does not agree on the process, automating it will

scale disagreement.

If the output is not defined, automation will produce more

output without a reliable standard.

If the client experience is weak, automated communication can

make it feel colder rather than better.

Use this sequence: 1. Eliminate unnecessary steps. 2. Simplify the

remaining process. 3. Standardize the best current method. 4.

Assign ownership and quality controls. 5. Automate the stable

portions. 6. Review exceptions and improve.

Technology is part of the machine.

It is not a substitute for design.

THE MACHINE NOW INCLUDES AGENTS

Everything we have described so far, playbooks, project

management, an operating rhythm, is the machine as we built

it for the first decade. There is now a new layer, and it changes

the economics of everything above it.

Start with a problem every agency has and almost none can

name: a memory problem. Your best thinking is trapped in

documents, Slack threads, Loom videos, and your own head. The

cost shows up as repeated training, slow decisions, and
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inconsistent execution. Every new hire relearns what the

company already knows. Now imagine your best employee

never forgot. Every framework, every playbook, every lesson,

instant and on demand for your whole team. That is what an AI

agent with persistent memory actually is, and it is why we tell

our members that the agencies that deploy agents will out-

deliver the agencies that merely prompt.

There is a real distinction there. Using AI means you prompt, it

responds, you copy and paste, and it starts from zero every time,

one person in one chat window. Agentic AI means agents that

monitor, decide, and execute, that remember everything,

and that your whole team works with from a shared brain.

The difference is the difference between a calculator and

an employee.

This is also the next evolution of the playbook itself. An SOP is a

static document that sits in a folder, waits for someone to find it,

and goes stale the day it is written. A skill is that same

knowledge living inside an agent, run on demand by anyone on

the team, and updated continuously. SOPs made your

knowledge readable. Skills make it executable.

Here is what it looks like in practice, because we do not teach

what we do not run. Inside our own agency we rebuilt client

delivery as an agent-supported operating system covering the

full client lifecycle, from onboarding through optimization.

Across the six phases of delivery, the agent now handles roughly

65 to 85 percent of the work: the research, the drafts, the setups,

the tracking, the reporting packages. What stays human is
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deliberate and non-negotiable: the kickoff call, the welcome gift,

the design approvals, the monthly review conversations, the

emotions, and the judgment.

And every handoff between agent speed and human trust runs

through what we call a control gate: a hard stop where the

agent prepares everything and a human approves before

anything goes live. Nothing publishes without a gate. No

budget changes without a gate. In regulated niches, no claims

without a compliance gate. Our operating rule is worth putting

on your wall: speed comes from automation, trust comes from

the control gates, and you need both, always. Two more rules

ride alongside it. The agent never invents a statistic, a review, or

a claim; every number traces to a source or it does not ship. And

the agent never delivers bad news to a client alone; it prepares

the brief, and a human delivers it.

One warning and one reframe before you build. The warning:

powerful is not the bar, deployable is. We have watched dozens

of technically gifted owners disappear into self-hosted

infrastructure that never went live for their team. Choose the

version your whole company will actually use this month over

the impressive version that ships next year. The reframe: the

platform is not the asset. Platforms will come and go, and the

specific tools we use today will be different by the time you read

this. The operating system you install on top of them,

your knowledge, your gates, your standards, encoded

and executable, is what compounds. Build the OS. Rent

the platform.
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THE NINETY-DAY MACHINE SPRINT

Choose one system connected to the current constraint and run

a ninety-day sprint.

WEEKS 1 AND 2: MAP REALITY

Observe the current process from trigger to outcome.

Do not document what the team is supposed to do. Document

what actually happens.

Interview the people performing the work. Review

recent failures and strong examples. Identify hidden

handoffs, workarounds, duplicate steps, delays, and

founder dependencies.

WEEKS 3 AND 4: DESIGN THE STANDARD

Define the desired outcome, owner, sequence, quality standard,

metric, and escalation rule.

Remove unnecessary variation. Decide which client-specific

choices require judgment and which steps should be consistent.

WEEKS 5 AND 6: BUILD THE PLAYBOOK

Create the checklist, templates, training, project workflow, and

quality controls.

Keep it usable. A perfect forty-page document no one opens is

less valuable than a clear three-page playbook integrated into

the work.
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WEEKS 7 AND 8: TRAIN AND TEST

Run the process with real work. Watch where people hesitate.

Capture questions. Correct unclear steps. Verify that the project

system reflects the playbook.

WEEKS 9 AND 10: MEASURE

Review the leading and lagging indicators. Compare cycle time,

errors, quality, client experience, and team effort to the baseline.

WEEKS 11 AND 12: TRANSFER AND IMPROVE

Confirm the long-term owner. Establish the review cadence.

Update the playbook. Place future improvements on the issue

list or quarterly plan.

At the end of the sprint, the founder should be less necessary to

that system than at the beginning.

That is the test.

ASK A BETTER QUESTION

When something goes wrong, most owners ask:

Who messed up?

Sometimes there is a genuine performance problem, and

accountability matters.

But the more scalable first question is:

What system was missing, unclear, ignored, or inadequately

owned? Did the person know the outcome? Was the process

documented? Was the capacity realistic? Was the quality
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standard visible? Did the metric reveal the issue early? Was the

leader checking the right thing? Did the person have the

authority required? Was the wrong person in the seat?

The answer may still be a people decision. A machine cannot

compensate indefinitely for someone who does not fit the

values, lacks the capability, or refuses the process.

But asking about the system prevents the company from

solving recurring design failures through repeated blame.

YOUR ACTION

Run the Best-Employee Test across the agency.

Identify the three functions most dependent on one

talented person.

Then score each function from one to four on the Machine

Maturity Ladder:

1. HEROICS

2. PROCESS

3. SYSTEM

4. SELF-IMPROVING MACHINE

Choose the function most connected to the current constraint.

Launch a ninety-day machine sprint. Do not try to document

the entire company at once.



B E Y O N D  S E V E N  F I G U R E S

133

Build one important system well enough that the owner,

the key employee, and the client are no longer carrying

unnecessary risk.

The business does not become scalable because the founder

works harder. It becomes scalable when the organization can

reproduce, measure, and improve the work. Build systems,

not heroics.

YOUR NEXT ACTION
Run the Ninety-Day Machine Sprint using the

implementation checklist in Appendix I.

My commitment

Deadline
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L

T H E  C E O  Q U E S T I O N

How do I know whether we are winning every week?

uke Eggebraaten wanted to take a month away from

the agency.

Not a working vacation. Not a trip where the laptop remained

open and the team knew he would answer if the message

sounded important enough. He wanted to be genuinely less

available and trust that Phaser Marketing could continue selling,

serving, retaining, and improving.

That kind of freedom is not created by optimism.

It is created by visibility.

Luke had built a successful agency serving excavation

companies. As the company grew, he added people and

leadership, but more people also created more information. The

founder could no longer understand the state of the business by

overhearing a few conversations or remembering every account.

The agency needed a scoreboard.

Once the executive metrics and departmental scorecards

became clearer, Luke and the leadership team could see the

health of the company without relying on constant founder

involvement. The numbers did not replace the team. They gave

the team a common language.

When Luke stepped away for a month, the company continued

growing, retained its standards, and maintained visibility into

the areas that mattered.
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The month off was the visible accomplishment.

The scoreboard was the operating capability that made

it possible.

A GAME WITHOUT A SCORE

Imagine watching a football game in a packed stadium with no

scoreboard. The players are moving. Coaches are shouting. The

crowd is reacting. Everyone looks busy. But you cannot see the

time, the score, the down, or the distance.

You might infer what is happening from the emotion in the

stadium. You might remember a few plays. You might ask

someone nearby. You still would not know the state of the game

with confidence.

Thousands of agencies operate this way.

The team is active. Clients are receiving work. Sales calls are

happening. Slack is full. Meetings are scheduled. The founder

senses whether the month feels good or bad.

That is not a scoreboard.

It is activity plus intuition.

Intuition matters. Experienced founders often detect risk before

the financial statements prove it. But intuition becomes less

reliable as the company grows because no single person can

absorb every relevant signal.

Great CEOs do not manage from memory.

They manage from a scoreboard.



B E Y O N D  S E V E N  F I G U R E S

137

VISIBILITY IS FREEDOM

Some owners resist scorecards because measurement feels

like control.

They do not want to micromanage the team. They want people

to feel trusted. They do not want the culture to become cold or

overly numerical.

The opposite is usually true.

Without clear numbers, leaders compensate with more

meetings, more messages, more explanations, and more

founder inspection.

When the number is visible and the owner is clear, the

conversation becomes simpler. Is the metric on track or off

track? What changed? What is the root cause? What action will

the owner take?

A scoreboard reduces the need to monitor people
by increasing the ability to monitor outcomes.

Visibility is what allows the founder to step away without

becoming blind.

DASHBOARD, SCORECARD, AND FINANCIAL STATEMENTS

These tools are related, but they are not the same.
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THE EXECUTIVE DASHBOARD

The executive dashboard shows the current state of

the company.

It answers:

How large are we? Are we growing? Are clients staying? Are the

economics healthy? Do we have enough cash? Do we have

capacity? The dashboard is usually reviewed monthly, with

certain metrics updated weekly or daily.

FUNCTIONAL SCORECARDS

Functional scorecards show whether each department is

performing the activities and producing the results required to

support the dashboard.

Marketing, sales, onboarding, delivery, account management,

finance, and people should each have a small set of

weekly numbers.

A scorecard is not a list of everything the team can

measure. It is a set of signals that helps leaders predict and

improve outcomes.

FINANCIAL STATEMENTS

The profit and loss statement, balance sheet, and cash-flow

information show the formal financial result.

They are essential, but often lagging. By the time the P&L

reveals a margin problem, the labor, pricing, or delivery issue

may have existed for months.
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The scoreboard should include leading indicators that give the

company time to act.

THE EXECUTIVE SIX

THE EXECUTIVE SIX

01
ACTIVE CLIENTS

02
MONTHLY RECURRING REVENUE

03
MONTHLY CHURN

04
GROSS MARGIN

05
CUSTOMER ACQUISITION COST

06
CASH ON HAND

Six numbers, one page, reviewed on a rhythm. If a metric changes no decision, it

does not belong here.

At minimum, an agency owner should be able to access six

numbers quickly.

1. ACTIVE CLIENTS

How many active recurring clients does the agency serve now?

Track both total clients and the change from the prior period.

Client count matters because it connects acquisition, churn,

capacity, and service economics.
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2. MONTHLY RECURRING REVENUE

What is the current recurring revenue run rate?

Separate recurring revenue from projects, setup fees, pass-

through ad spend, and one- time work. Those categories can

be valuable, but they behave differently. Also track new MRR,

churned MRR, expansion MRR, contraction MRR, and net

new MRR.

3. MONTHLY CHURN

Track both logo churn and revenue churn.

Logo churn measures the percentage of clients lost.

Clients lost during the month / Clients at the beginning of

the month

Revenue churn measures the percentage of recurring

revenue lost.

Churned MRR during the month / MRR at the beginning of

the month

The two numbers can tell different stories. Losing three small

accounts may create high logo churn with modest revenue

churn. Losing one large account may create the opposite.

Use a rolling average to reduce the temptation to overreact to a

single month.

4. GROSS MARGIN

Gross margin shows how much revenue remains after the direct

cost of delivering the service.
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(Revenue - Cost of Goods Sold) / Revenue

This is one of the most important measures in an agency

because it tells you whether the service model creates enough

room to fund overhead, sales, marketing, leadership, and profit.

5. CUSTOMER ACQUISITION COST

How much does it cost to acquire a new client?

Include the relevant sales and marketing spend for the period

divided by the number of new clients. Depending on the

company, it may be useful to calculate both a blended CAC and

channel-specific CAC.

CAC becomes more meaningful when paired with payback

period and lifetime value.

6. CASH ON HAND

How much usable cash does the company have now, and how

many months of operating expenses does it represent?

Profit is not the same as cash. Growth can consume cash

through hiring, receivables, taxes, software commitments, and

timing differences.

A strong company knows both its operating profit and its

cash runway.

These six numbers create a minimum viable dashboard.

A more complete dashboard should also include operating

profit, average revenue per client, sales pipeline, capacity,

receivables, and owner compensation.
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LEADING AND LAGGING INDICATORS

A lagging indicator tells you what happened.

A leading indicator helps predict what will happen.

Monthly recurring revenue is lagging. It reflects sales, churn,

pricing, and expansion decisions that occurred earlier.

Qualified appointments held can be leading. If held

appointments decline now, new MRR may decline later.

Churn is lagging. At-risk client count, missed strategy calls,

delayed deliverables, low client health scores, and unresolved

support issues may be leading.

Gross margin is lagging. Utilization, production hours per client,

rework, and contractor spend may be leading.

The best scorecards pair the outcome with the activities or

conditions that drive it.

Two examples show the pattern. A sales scorecard might track

qualified appointments booked and held, proposals sent, close

rate, new MRR, and average starting MRR. An account

management scorecard might track strategy calls completed,

at-risk clients, client health by red, yellow, and green, open

issues, expansion opportunities, and both logo and revenue

churn. Onboarding, delivery, people, and finance follow the

same logic, and the complete metric menus for all six

departments are waiting in Appendix D. The exact metrics

depend on your offer and stage. The principles do not.
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EVERY NUMBER NEEDS FIVE THINGS

A metric without context creates debate rather than clarity.

Every number on the scoreboard should have five elements.

1. DEFINITION

How is the metric calculated?

If marketing counts a qualified lead differently from sales, the

scorecard cannot create alignment.

Write the definition.

2. OWNER

Who is accountable for the number?

Many people may influence it. One seat owns it.

3. TARGET

What range is green, yellow, or red?

A number without a target is information, not a score.

4. FREQUENCY

How often is it updated and reviewed?

Choose a cadence appropriate to the speed of the process.

Pipeline may be weekly or daily. Gross margin may be monthly.

Employee engagement may be quarterly.
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5. ACTION

What happens when the metric is off track?

The scorecard should trigger thinking, not simply

record disappointment.

For example, if held appointments are below target for two

consecutive weeks, the marketing and sales leader may audit

source volume, show rate, speed to lead, and calendar

availability. If client health declines, the account management

leader may launch an at-risk review.

Predetermined response reduces emotional decision-making.

DO NOT BUILD A DATA MUSEUM

Agencies can overcorrect and track everything.

The result is a dashboard with fifty charts, twelve filters, and no

clear answer to the question, “Are we healthy?”

A scorecard should be useful enough to change behavior.

Use three tests for every metric:

Does this number influence a decision? Does one person own

it? Would we notice a meaningful problem later if we stopped

tracking it?

If the answer is no, remove it from the executive view. The

number may still belong in a departmental analysis, but it

should not compete for leadership attention.

The executive dashboard is a cockpit, not a warehouse.
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THE THREE OPERATING RHYTHMS

A scoreboard creates value only when it is built into a

meeting rhythm.

WEEKLY: OPERATE

The weekly leadership meeting should review the

scorecard quickly.

Do not explain every green number. Confirm it and move on.

When a number is red, place the underlying issue on the issue

list. The purpose of the meeting is not to admire the scorecard.

It is to solve what the scorecard reveals.

Weekly questions:

Which numbers are off track?

Is this a one-week fluctuation or a pattern?

What issue is causing the variance?

Who owns the next action?

Is a quarterly priority at risk?

MONTHLY: UNDERSTAND

The monthly review goes deeper.

Review the full executive dashboard, P&L, balance sheet, cash,

cohort trends, sales performance, churn, capacity, and major

budget variances.

Monthly questions:

Did revenue, gross margin, and operating profit meet plan?
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What changed in the client base?

Which channel produced profitable growth?

Where did labor or delivery cost move?

Which client cohort is performing differently?

Are cash and receivables healthy?

Does the forecast require a decision now?

QUARTERLY: IMPROVE

The quarterly planning session looks beyond current operations.

Review the prior quarter, identify the next constraint, evaluate

the accountability chart, set a small number of rocks, and decide

which systems need improvement.

Quarterly questions:

What did we learn?

What constraint is now limiting the company?

Which metric most needs to move?

Which leader or seat needs to change?

What will we stop doing?

What are the three to five priorities for the next ninety days?

The rhythms prevent weekly urgency from replacing

strategic improvement.

CRIS AND THE TRAFFIC-LIGHT SYSTEM

As GrowPro Agency expanded, retention became one of the

constraints that required more visibility.
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The company developed a traffic-light approach to client health.

Green clients were healthy. Yellow clients showed warning signs.

Red clients required immediate attention. The value was not the

color itself. The value was the discipline of defining the signals.

A yellow account might have missed calls, delayed inputs, weak

engagement, an unresolved result issue, a change in ownership,

or repeated concern about value. Those indicators gave the

team a chance to act before the cancellation arrived.

Without a health system, churn can feel sudden even when the

client has been signaling risk for months.

A client scoreboard turns emotion into an operating process.

The account manager sees the risk. The leader reviews it. The

team chooses a save plan. The founder is not surprised by

every cancellation.

OUR SCOREBOARD AT PLUMBING & HVAC SEO

At Plumbing & HVAC SEO, the executive scoreboard and weekly

leadership rhythm became central to reducing founder

dependence. On any given day, the board answers the six

questions without anyone opening a spreadsheet: active clients,

monthly recurring revenue (currently about $580,000), monthly

churn (retention holds at 97 percent), gross margin, cost to

acquire a client, and cash on hand.

Sales and marketing have numbers. Operations has numbers.

Account management has numbers. Finance has numbers.

Leaders are responsible for knowing what is on track, what is

not, and what issue requires attention.
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The scoreboard allows Josh to enter a leadership meeting and

focus on the exceptions rather than reconstruct the entire

company from conversation.

That is a different kind of control.

Hero Owner control comes from being involved.

Architect CEO control comes from having a reliable system of

visibility and accountability.

The second type creates far more freedom.

THE DISAGREEMENT THAT BUILT OUR DISCIPLINE

We need to tell you about the hardest disagreement of our

partnership, because it is the reason we will never again run a

company without a scoreboard.

For a stretch of years, our operations manager ran the day to day

at Plumbing & HVAC SEO: account management, operations,

even finance touched his desk. Josh had built a deep, trusted

relationship with him. In Josh’s mind, this person was the

freedom. He was the reason the founders could step back.

Yesenia did not have evidence. She had a feeling in her gut that

something was not right, and she said so plainly: it is time to

move him out.

Josh could not believe it. Adamantly, stubbornly against it. His

argument was not crazy: this is the person who runs everything.

If we remove him, I get sucked all the way back in, and we go

backward several levels. We were both convinced we were right,

and we stayed convinced for a while, which is its own kind of

hard in a marriage that shares a payroll.
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Then we actually looked. Closer inspection revealed that a

number of things Josh believed were being handled were not

being handled at all, and worse, there were financial

irregularities that never should have been possible. The trust

had been standing in for verification, and the verification, once

we finally did it, ended the debate in an afternoon. He was gone,

and the company got stronger, not weaker. Josh did not get

sucked back in. The systems got elevated instead.

The lesson here is not “always trust your spouse,” although Josh

will now tell any room that Yesenia’s intuition has been right on

every major people move since. The lesson is bigger and it

applies to every leader reading this: do not ignore an

uncomfortable signal just because the current arrangement is

convenient. Josh dismissed the signal precisely because acting

on it threatened his freedom, and that is exactly when signals

are most dangerous to dismiss. When your gut, or your

partner’s, flags a key person, do not argue with it and do not sit

on it. Investigate. You cannot trust people blindly, and the

answer is not to trust less. It is to verify more. A scoreboard,

honest financials, and a consistent assessment rhythm are not

surveillance. They are what makes deep trust safe to give. Josh’s

instinct is to avoid conflict, and this season taught him that

success in business and in life mostly comes down to the

willingness to have the tough conversation and make the

tough decision.

That is what this chapter’s tools are actually for. Not reporting.

Not bureaucracy. Making sure the truth about your company

does not depend on any one person’s honesty, including the

people you love trusting most.
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THE SCOREBOARD BUILDS ITSELF NOW

One more reason the excuses have expired: the scoreboard used

to be a real project, and now it is a weekend. Hand your

dashboard template and your data sources to an AI coding

agent and you can have a live executive dashboard, updating

itself, in days rather than quarters. Better still, agents do not just

display the numbers. They watch them. In our own delivery

system, the agent flags a spend anomaly the day it happens,

scores client health weekly, and raises a same-day alert when a

metric crosses its threshold. The operating rule is no silent

failures: every flagged issue stays visible until a human resolves

it. Your scoreboard should be moving in the same direction,

from a report someone assembles to an instrument that

watches the company with you.

THE SCOREBOARD FAILURE MODES

Most scorecards fail for predictable reasons.

THE DATA IS LATE

If the number arrives after the meeting or several weeks after

the activity, it cannot guide timely action.

Automate data where possible and make manual ownership

explicit where automation is not practical.

THE DATA IS NOT TRUSTED

If the team debates the source every week, the definition or

system is broken.
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Choose one source of truth and document the calculation.

THERE ARE TOO MANY NUMBERS

When every metric is important, none is prioritized.

Reduce the executive scorecard to the handful of numbers that

reveal the system.

NO ONE OWNS THE NUMBER

Shared ownership creates explanations. One seat must be

accountable for understanding and improving the result.

THE MEETING BECOMES A STATUS REPORT

A leader reads the number and describes what happened, but

no issue is solved.

Move quickly from variance to root cause and action.

RED NUMBERS BECOME PUNISHMENT

If leaders fear presenting a red metric, they will hide, redefine, or

delay the truth. Red is not a moral failure. It is information. The

culture should reward early visibility and strong response, not

cosmetic green.

GREEN NUMBERS CREATE COMPLACENCY

A metric can be on target while the target itself is too low for the

next stage.
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Quarterly planning should review whether the scorecard still

reflects the company’s ambition and current constraint.

BUILD THE SCOREBOARD IN THIRTY DAYS

Week One: Define the Executive View Choose ten to fifteen

maximum executive metrics. Start with the Executive Six and

add the numbers required by your business model.

Write the formula, owner, target, source, and frequency for each.

WEEK TWO: BUILD DEPARTMENT SCORECARDS

Ask each leader to propose five to fifteen weekly metrics for

their function.

Challenge every number. Is it actionable? Is it predictive? Is

it owned?

WEEK THREE: ESTABLISH THE DATA PROCESS

Connect systems where practical. Create manual update

responsibilities where needed. Decide when the scorecard locks

before the weekly meeting.

Do not wait for a perfect automated dashboard. A reliable

spreadsheet updated consistently is more valuable than an

unfinished software project.

WEEK FOUR: RUN THE RHYTHM

Use the scorecard in the weekly meeting. Mark each number

green, yellow, or red. Move red patterns to the issue list. Assign

actions. Review whether the metrics created useful decisions.
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Then improve the scoreboard itself.

YOUR ACTION

Without opening a laptop, answer these questions:

How many active recurring clients do you have? What is your

current MRR? What is your rolling monthly churn? What is your

gross margin? What is your blended customer acquisition cost?

How much cash is available? What is the current capacity of the

delivery and account management teams? If you cannot answer

quickly, build the minimum viable dashboard this month.

If you can answer, ask the next question:

Does each leader know the number they own and the action

required when it moves off track?

Feelings lie, anecdotes lie, and the last conversation you had lies

loudest of all, because it is the most vivid. The numbers just sit

there being true.

A scoreboard is not a collection of charts. It is the agreement

between strategy, ownership, and truth. What gets measured

gets improved. What gets owned gets changed. What becomes

visible no longer has to live in the founder’s head.
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YOUR NEXT ACTION
Build your scoreboard at

scale.sevenfigureagency.com/scoreboard. A printed version

is included in Appendix D.

My commitment

Deadline

https://scale.sevenfigureagency.com/scoreboard


C H A P T E R

6
BUILD LEADERS, NOT
EMPLOYEES

B E Y O N D  S E V E N  F I G U R E S
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Y

T H E  C E O  Q U E S T I O N

Who should own the decisions instead of me?

esenia here. This chapter is mine to open, because the

hardest handoff in our company was not Josh’s. It was the

day I gave away my clients.

That is how it felt: mine. I had built the account management

side of Plumbing & HVAC SEO relationship by relationship. I

knew whose son was graduating, whose busy season was

coming, who needed a call before they got nervous. And I had

reached the ceiling nobody warns you about: one person can

genuinely care for maybe twelve to fifteen client relationships

before the caring turns into coping.

So we hired an account manager, and I trained her on

everything, not just the reports and the process, but the people.

And then came the calls I dreaded, where I told each client

the truth: “She is going to give your account more focused

attention than I can. I trained her personally. And I am right here

behind her.”

I white-knuckled every one of those conversations, certain the

clients were staying for me. Here is what actually happened:

almost nothing. No exodus, no crisis. The clients did not need

me. They needed to feel cared for, and a dedicated person with

capacity cares better than a stretched founder ever can.

That handoff taught me the sentence this whole chapter stands

on: your business grows to the level of the people you build and

trust. Cris Rodriguez learned the same lesson at a much bigger
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scale, and her version is worth the whole price of this book.

Cris had built one of the fastest-growing agencies in the room.

GrowPro Agency began almost by accident. Cris owned a

martial arts school and created an eight-week marketing

mastermind for other school owners. At the end, the

participants told her they did not want more instruction. They

wanted her to do the marketing for them.

The agency was born.

Cris moved quickly. She created an offer, executed the playbook,

became highly visible in the martial arts industry, published a

book, built partnerships, and kept showing up. The agency

crossed seven figures, then kept climbing, past $150,000 a

month, past $250,000, and on toward $436,000 in monthly

recurring revenue.

From the outside, the growth looked exceptional.

Inside the company, something started breaking.

The team expanded from approximately twenty people toward

thirty. In one difficult year, ten employees left, roughly 30

percent of the team. Cris took the departures personally. She

questioned her leadership. She wondered whether she was

capable of building the next version of the company.

For a while, the instinct was to keep changing the process. Was

the role unclear? Was the workflow wrong? Did onboarding

need another revision? Those were reasonable questions, but

they delayed a harder conclusion. Some of the problems were

people problems.
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The hiring process had not been strong enough. The agency

had brought in people who did not truly enjoy marketing or

fit the environment. Cris had also waited too long to make

decisions about people she knew were not right for the

next stage.

The company did not merely need more employees.

It needed a stronger system for finding, selecting, developing,

and trusting leaders.

Cris rebuilt the team member journey. She examined how

candidates became aware of the company, how they were

evaluated, how the agency differentiated itself during hiring,

how new team members were onboarded, how performance

was measured, how strong people were retained, and how

employees became advocates who attracted other A players.

She also made one of the hardest focus decisions of her

entrepreneurial career. Cris had been running several ventures

at once, including the martial arts school that had shaped her

identity. During a mastermind conversation, she realized that

other owners at a similar revenue level often had partners

and a narrower focus, while her attention was divided across

multiple businesses.

She sold the school, closed or reduced other ventures, and

concentrated on the agency.

Then she hired an integrator, a former client and martial arts

school owner who believed so deeply in the vision that he sold

his business and moved his family to join the company.

The next level did not come from Cris managing more people.
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It came from building leaders and creating an organization

they could lead. Employees Complete Tasks. Leaders Own

Outcomes. A growing agency usually moves through four levels

of people capability.

DOER

A doer completes assigned work.

The role can be highly skilled, and the person may be excellent.

The primary responsibility is execution.

MANAGER

A manager organizes work and supervises execution.

They assign tasks, monitor deadlines, answer questions, and

maintain standards for a team.

LEADER

A leader owns an outcome.

They understand the goal, use the scorecard, make decisions,

solve problems, develop people, improve the system, and

escalate appropriately.

EXECUTIVE

An executive owns a major function in the context of the

whole company.

They make tradeoffs across departments, allocate resources,

think ahead, build other leaders, and help shape strategy.
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Many agencies call someone a leader when the person is

functioning as a manager.

The title says Director of Operations, but the founder still

decides priorities, staffing, process changes, client exceptions,

and budget.

The title says Head of Account Management, but the person

mainly coordinates calls and brings every difficult client to

the owner.

The title says Sales Manager, but the founder still sets the

strategy, reviews every deal, handles compensation, and rescues

the month.

A leader is not defined by the title or the number of direct

reports. A leader is defined by ownership. If every important

decision still needs you, you do not have a leadership team. You

have assistants with larger titles.
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THE LEADERSHIP OPERATING SYSTEM

THE LEADERSHIP OPERATING SYSTEM

1 STRUCTURE

2 SELECTION

3 OWNERSHIP

4 DEVELOPMENT

5 ACCOUNTABILITY AND CULTURE

Five systems that turn employees into owners of outcomes.

Building leaders requires more than hiring charismatic people

and hoping they take initiative.

We use five systems.
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1. STRUCTURE

2. SELECTION

3. OWNERSHIP

4. DEVELOPMENT

5. ACCOUNTABILITY AND CULTURE

These systems work together. A great person in a vague seat will

struggle. A clear seat filled by the wrong person will remain

weak. A strong hire without decision rights will become an

expensive coordinator. A capable leader without feedback can

drift. A high- standard culture without trust can hide problems.

SYSTEM ONE: STRUCTURE

Before deciding who should lead, define what the company

needs led. This is the purpose of the accountability chart. An

organizational chart usually shows hierarchy and names.

An accountability chart begins with the functions required by

the future business, then defines the outcomes and

responsibilities of each seat.

At a minimum, most scaled agencies need ownership for:

Vision and strategy

Integration or company operations

Marketing

Sales
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Client onboarding and delivery

Account management and retention

Finance and administration

People and culture

Depending on the offer, delivery may include separate leaders

for web, SEO, paid media, creative, content, or technology. The

goal is not to create departments prematurely. The goal is to see

the work clearly.

Build the chart for the company you expect to become in the

next twelve to twenty-four months, not only the company you

have today.

For every seat, define:

Purpose: Why does the seat exist? Five key outcomes: What

must the person produce? Scorecard: Which numbers show

whether the seat is working? Decision rights: What can the

person decide and within what limits? Direct reports: Which

seats are accountable to this leader? Future capacity: What will

change as the company grows? Only after defining the seat

should you place a name in it.

Owners frequently reverse the order. They look at a loyal person

and design a role around what that person can do. This can

reward loyalty while creating structural confusion.

Build the seats the company needs.

Then ask whether the current people get it, want it, and have

the capacity to succeed in them.
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THE VISIONARY AND INTEGRATOR RELATIONSHIP

At a certain stage, many founders need a second-in-command.

The founder may be strongest at vision, relationships,

marketing, product, and major growth opportunities. The

company also needs someone who can translate vision into

priorities, coordinate leaders, maintain the operating rhythm,

and ensure that decisions become execution.

That role may be called integrator, COO, president, general

manager, or director of operations depending on the size

and scope.

The title matters less than the accountability.

A strong integrator:

Connects the departments

Protects quarterly priorities

Runs the leadership rhythm

Forces issues into the open

Clarifies ownership

Holds leaders accountable

Turns founder ideas into sequenced execution

Pushes back when the company is taking on too much

The wrong integrator becomes a messenger between the

founder and the team.

The right integrator becomes a leader of leaders.
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Cassi Carpenter’s experience at Tech Pro Marketing illustrates

the difference. She joined as an integrator when the agency was

around $36,000 in monthly recurring revenue. A salesperson

joined around the same time. Those two seats allowed the

founder to step away from daily integration and sales work. Cassi

later became a partner as the company grew through seven

figures, an acquisition, and the operational strain that came with

doubling overnight.

The integrator did not simply remove tasks. The role changed

the company’s decision capacity.

SYSTEM TWO: SELECTION

Hiring is not an administrative function. It is a growth system.

Every weak hire creates work for the team, risk for clients, and

additional management load. Every strong hire increases

capability and raises the standard around them.

A useful hiring process includes:

1. A CLEAR SCORECARD

Define the mission of the role, outcomes, competencies, values,

metrics, and thirty-, sixty-, and ninety-day expectations before

posting the job.

Do not hire for a vague list of duties.

Hire for results.
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2. A COMPELLING OPPORTUNITY

A players are evaluating you too.

Why should a talented person choose your company?

Explain the mission, market, standards, growth opportunity,

leadership style, remote or in-person environment,

compensation philosophy, and what the person will be able

to own.

The agency must become a place strong people want to join.

3. A STRUCTURED SCREEN

Use clear questions and consistent evaluation. For remote roles,

one-way video responses can reveal communication,

preparation, and whether the person follows instructions before

the team invests in live interviews.

Before the formal steps, it helps to know what Yesenia

personally watches for in every interview, because these are the

signals most agencies miss. First, how the candidate presents

on camera: did they care enough about the backdrop, the

lighting, how they show up? For a remote company, the Zoom

square is the office. Second, how they communicate: regardless

of role, can they articulate a complete thought? Stumbling

through answers now becomes stumbling through client and

team communication later. Third, their story and life context: we

ask about their history and their situation, because we are

building a relationship, not renting hours. Fourth, the serious

question: skip the desert-island brainteasers and give them a

real problem from your company right now, then ask exactly

how they would solve it in the role. Fifth, the vibe check: on
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paper they can be perfect and something still feels off. Trust it.

Broken eye contact on hard questions and badmouthing

previous employers are red flags we have learned to honor. It is

far cheaper to catch it in the interview than in month two.

One more of her rules: full time over part time, almost always.

Part time means part-time energy and part-time enthusiasm. If

budget is the concern, hire full time internationally through the

strong staffing partners in this industry before you hire

fractionally at home.

4. EVIDENCE OF PERFORMANCE

Ask for examples, results, work samples, and situations in which

the candidate solved a relevant problem.

Past behavior does not guarantee future performance, but it is

stronger evidence than charm alone.

5. SCENARIO-BASED INTERVIEWING

Give the candidate a realistic issue.

An account manager might be asked how they would respond

to a client who is unhappy with early results.

An operations leader might receive a capacity conflict with three

deadlines and limited staff.

A sales candidate might review a recorded call or explain how

they would handle a common objection.

You are not only testing the answer. You are observing how the

person thinks.
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6. VALUES AND WORKING STYLE

The person does not need to share every background or

personality trait with the team. They do need to operate in a way

that fits the company’s values and role demands.

A highly autonomous environment requires people who can be

resourceful, communicate early, and own outcomes. A person

who needs continuous direction may be successful elsewhere

and still be a poor fit for your company.

7. REFERENCES AND RISK REVIEW

Verify what matters. Discuss gaps, transitions, and concerns

directly. Do not ignore your instincts, but do not confuse an

instinct with evidence either.

A disciplined process protects the company from falling in love

with a candidate too early.

A PLAYERS REQUIRE AN A-PLAYER ENVIRONMENT

Agency owners often say they cannot find strong people.

Sometimes the market is difficult. Sometimes the company is

not ready for the people it wants.

An A player walks into the business and quickly evaluates:

Is the vision clear? Does leadership make decisions? Are

priorities stable? Do people keep commitments? Are poor

performers tolerated? Does the company have the systems

required to succeed? Will I be trusted? Will my leader listen?

Can I grow here?
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A chaotic company can hire a strong person and
then teach them to disengage.

Before asking how to attract better people, ask whether

the business offers an environment in which better people

can thrive.

SYSTEM THREE: OWNERSHIP

Delegation without ownership creates boomerang work.

The task leaves the founder’s desk, then returns as questions,

approvals, corrections, and escalations.

A complete transfer includes six elements.

OUTCOME

What result does the person own?

CONTEXT

Why does the result matter, and how does it connect to

the company?

AUTHORITY

What can the person decide, spend, change, or approve?

RESOURCES

What people, budget, tools, information, and support

are available?
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SCORE

How will performance be measured?

CADENCE

When will progress, coaching, and issues be reviewed?

The founder should not disappear after the transfer. Early

ownership requires more coaching, not less.

The goal is to inspect without reclaiming.

TRUST AND INSPECT

Leaders need trust. They also need standards. Owners

sometimes swing between two extremes.

At one extreme, they micromanage. Every detail is checked,

every decision is questioned, and leaders learn that ownership is

mostly symbolic.

At the other extreme, they “trust” by stepping away without

clear outcomes, data, or coaching. Months later, the result is off

track, and the owner concludes that delegation does not work.

Real trust is not the absence of inspection.

It is confidence inside a transparent system.

A healthy leadership relationship sounds like this:

“You own this outcome. Here is the target. Here are the

guardrails. Here is how we will measure it. Here is when we will

review it. I am available to coach, but I will not make every
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decision for you. If the number is off, bring the truth early. We

will solve it together.”

That environment creates both autonomy and accountability.

THE ONE-THREE-ONE

When a leader brings a problem, ask for:

One problem. Three possible solutions. One recommendation.

The one-three-one develops judgment because it forces the

person to move past description.

At first, the three solutions may be weak. That is useful

information. You can coach assumptions, tradeoffs, and second-

order effects.

Over time, leaders begin arriving with stronger

recommendations. Eventually, many solve the issue before the

meeting because they have internalized the thinking process.

An even simpler question is:

“What do you think we should do?”

Ask it before providing your answer. The founder’s responsibility

is not to prove they can solve the problem faster. It is to increase

the number of people who can solve the problem well.

SYSTEM FOUR: DEVELOPMENT

Leadership is not a personality trait discovered during

an interview.

It is a capability built through responsibility, feedback, reflection,

and increasing scope.
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Use a leadership development ladder.

LEVEL ONE: OWN YOUR WORK

The person keeps commitments, communicates early, follows

the process, manages time, and produces quality.

LEVEL TWO: OWN THE RESULT

The person understands the outcome, watches the metric,

solves routine problems, and improves the process.

LEVEL THREE: LEAD OTHERS

The person sets expectations, delegates, coaches, gives

feedback, handles conflict, and develops team members.

LEVEL FOUR: LEAD THE FUNCTION

The person forecasts capacity, manages budget, sets priorities,

collaborates across departments, and builds the next layer

of leadership.

LEVEL FIVE: LEAD THE ENTERPRISE

The person thinks in the context of the whole company,

participates in strategy, allocates resources, and makes tradeoffs

beyond their own department.

Promotions should reflect demonstrated capability at the next

level, not only tenure or loyalty.
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A beloved early employee may be perfect for the work they do

and not want to become a leader. That is not a failure. Create

strong individual-contributor paths where possible.

Do not force someone into management as the only way to earn

more or gain status.

C A S E  S T U D Y

ALAN: WHAT A LEADER TAKES OFF YOUR MIND

Josh here, because this one is mine, and it contains one of the

deepest ideas in this entire book.

Alan was one of our first five employees. When he joined us, he

was working part time in a retail store selling children’s suits,

and we brought him on to post social media content. There was

nothing on his resume that suggested he would one day help

run a multi-million-dollar agency.

But from the beginning, he had the things you cannot teach. He

learned quickly. He followed through on what he said he would

do. He took ownership. Every time we gave him more

responsibility, he grew into it, and over the years he worked his

way through social media, content, marketing support, and

operations, until the operations leadership seat opened.

Before we promoted him, Yesenia and I asked ourselves the

same three questions we now ask about every leadership

elevation, straight from the EOS playbook. Does he get it? Does

he want it? Does he have the capacity? The answer was yes,

three times.
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Then came the hard part. We had to let go. Real rope, real

decisions, real permission to make his own mistakes and reach

his own conclusions instead of pre-loading ours. That is where

the story actually starts.

Here is what the change looked like from inside my life. Before

Alan, if a client’s website went down at two in the morning on a

Saturday, my phone buzzed. It did not matter where I was or

what I was doing. Nobody else was working, so I was the alert,

the one logging into the hosting system in the dark. And even

on the good Saturdays, the quiet ones, some part of my mind

was always on call, listening for the buzz.

After Alan took ownership, my phone stopped buzzing. And

then something subtler and far more important happened: I

stopped expecting it to. The job did not just leave my plate. It left

my mind. An entire category of vigilance that had occupied

background bandwidth for years simply disappeared, and I

never had to think about it again.

The biggest change was not that Alan fixed problems. It was

that he started solving problems I did not even know existed.

The reporting platform got upgraded. The SEO processes

improved. Better systems got built, people got led, and none of

it was waiting on my push. He was not maintaining the business

I handed him. He was making it better than I would have made

it myself. Every founder dreams of hearing that sentence, and

Alan is the reason I get to say it.

So here is the lesson, and it is not “hire great people.”
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Leaders do not create freedom because they take work off your

plate. They create freedom because they remove work from your

mind. There is a huge difference between delegation and

mental freedom: you can delegate a task and still think about it

all day. A doer owns the work, and you keep owning the

outcome. A leader owns the outcome, and that is the moment

your mind becomes available for the next stage of growth.

That is what this chapter is promising you. The Alans are already

on your team, posting the social content, selling the children’s

suits. The question is whether you will build the seat, ask the

three questions, and hand over the rope.

DO NOT BECOME THE AI BOTTLENECK

A new version of the Hero Owner Trap is being built right now in

thousands of agencies, and it looks like progress. The founder

falls in love with AI, and rightly so. But then the pattern repeats:

the founder is the one up at midnight testing every new tool,

and the team waits for the findings. We lived this one too. In our

first season of serious AI adoption, our implementer could build

almost anything and ship almost nothing, because every

unblock, every access grant, every integration, every deploy, ran

through one person: Josh. We had rebuilt the bottleneck with

better technology.

The fix is a leadership fix, not a technical one. Push AI fluency

down through the whole company. Give the team shared

access, shared memory, and shared integrations, so knowledge

is loaded once and used by everyone, and the founder is not the

gate. Then make it part of level-two leadership accountability:

every leader should be looking up at how AI changes their
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function, hunting for what it makes possible in their seat, not

waiting for the founder’s memo. In our companies, once agents

were doing a meaningful share of a department’s work, AI

effectively earned a seat at the leadership table, reviewed in

the same rhythm as any other function. The architect does

not operate the new machine. The architect makes sure

everyone can.

BUILD LEADERS BEFORE YOU NEED THEM

Most owners wait until the role is overloaded, then promote the

best doer and expect immediate leadership.

A better process begins earlier.

Give emerging leaders responsibility for a project, a metric, a

small team, a meeting, or a process improvement.

Observe whether they:

Clarify the outcome

Communicate consistently

Ask useful questions

Make decisions

Follow through

Handle disagreement

Learn from mistakes

Improve the system

Help others perform

Then coach the gaps.
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The company should maintain a bench plan for every key seat:

Who could cover this role temporarily? Who could grow into it

over the next twelve months? What experience do they

need now? Which external hire might eventually be

required? Succession is not only for a future sale. It protects

normal growth.

THE FOUR FOUNDER REPLACEMENTS

REMOVE YOURSELF IN ORDER

1 OPERATIONS AND DELIVERY

2 ACCOUNT MANAGEMENT

3 ADMINISTRATIVE AND MARKETING SUPPORT

4 SALES

Exit each seat before hiring for the next. Each role you leave frees capacity for the

one after it.

Although the order depends on the founder’s strengths and the

business model, most agency owners need to remove

themselves from four major areas.
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1. OPERATIONS AND DELIVERY

If the founder is still building websites, managing campaigns,

coordinating production, or supervising every project, this is

often the first major transfer.

The owner needs an operations or delivery leader who can

manage capacity, deadlines, quality, people, and process.

2. ACCOUNT MANAGEMENT

The founder cannot remain the primary relationship owner for a

growing client base.

Account managers increase communication capacity, but the

next level requires a leader who owns the client-success system,

retention, at-risk accounts, coaching, and the standards of

the team.

3. ADMINISTRATIVE AND MARKETING SUPPORT

Email, scheduling, travel, coordination, invoices, research,

publishing, and recurring marketing administration can

consume a surprising portion of the founder’s week.

An executive assistant, personal assistant, or marketing

coordinator can return mental space before the company is

ready for a full department leader.

4. SALES

Many founders hold sales the longest because they are good at

it and believe prospects need them.
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A salesperson creates capacity only when the offer, lead flow,

sales process, proof, coaching, and scorecard are mature

enough to support the role.

For a founder whose strength is operations rather than selling,

the order may change. The principle is not a rigid hiring

sequence. The principle is to remove the founder from the work

that limits company capacity while protecting the functions

only the founder should lead.

WHO TO HIRE AND WHEN: THE PHASE TEAM GROWTH CHART

The questions we are asked more than any others are who to

hire next, when, and what to pay them. So we built the answer

from our own companies and from the data of hundreds of

member agencies. Two governing rules sit above the stages.

Keep total team cost under 50 percent of revenue, which

protects your path to a healthy 25 percent profit. And hire

slightly ahead of pain, because finding and training a great

person takes weeks you will not have once the pain arrives.

At $20,000 to $35,000 in monthly recurring revenue, run a team

of two to four on a budget of roughly $5,000 to $7,000 a month.

The assistant comes first: inbox, billing, client admin, marketing

support, and part-time project management. Then a fulfillment

specialist to own core delivery, and a part-time bookkeeper. Yes,

a bookkeeper this early. Categorizing transactions is low-value

work, and financial fog is expensive.

At $35,000 to $60,000, run four to six people on $10,000 to

$20,000. Now the account manager, and here is the ratio to

memorize: one account manager for every 25 to 30 clients, hired
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before you reach the number, not after. Add a project manager

to own delivery and task delegation, and an appointment setter

on salary plus commission to fill the calendar. This is also the

stage to invest deliberately in your own leadership skills,

because the next stage requires them.

At $60,000 to $83,000, run six to eight people on $20,000 to

$35,000. The sales closer arrives, because a full-time person with

a wide-open calendar will always out-close a founder with

eleven other jobs. Add a launch coordinator to engineer

onboarding, and promote an operations manager from within if

you possibly can. Promoting from within tells the whole team:

we grow, you grow. This is also when to install your operating

system. You saw what our install actually looked like in Chapter

2: the $6,000 consulting day the team doubted, Cesar walking

us through the process quarter by quarter, six months of

rebuilding the accountability chart, and the ship finally turning.

We waited until $2 million at Plumbing & HVAC SEO to go

through that, did it at $1 million at Seven Figure Agency, and if

we started a third company we would do it right here. The

earlier the better.

From $83,000 to $125,000 and beyond, run eight to twelve

people on roughly $28,000 to $35,000, adding specialists as

capacity demands: web development, content and SEO, paid

search. The ratios keep you honest: another account manager

every 25 to 30 clients, a paid-search specialist around every 50

clients, a media buyer around every 75. Past a million, hiring

becomes capacity math, and the scoreboard tells you when.
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Treat these numbers as guardrails, not gospel. Yesenia’s

shorthand for following the proven path, borrowed from The

Mandalorian, is simpler: this is the way. The point is that you

should never again wonder whether you are overspending or

underspending on team. And if you deliberately overhire to get

ahead of growth, trading profit temporarily, that is a legitimate

strategy with one warning attached: the danger word is

temporary. Re-evaluate every quarter, and claw your way back to

healthy margins.

C A S E  S T U D Y

DANNY AND MADAY: TRUST NEEDS STRUCTURE

Danny and Maday Barrera built Contractor Click together from a

fragile beginning into a large agency.

Their relationship was rooted in trust and respect. Maday took

significant personal risk to support the early business. Danny

brought vision, sales energy, and ambition. Maday brought

organization, operations, and steadiness.

As the company grew, those complementary strengths

needed structure.

They defined shared values. They clarified roles. They brought in

an integrator and implementer. They used an operating system

to place issues in the right forum rather than allowing every

business disagreement to spill into family life.

Their experience reveals why strong relationships alone are not

enough to run a scaled company.

Trust makes hard conversations possible.
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Structure makes hard conversations productive.

C A S E  S T U D Y

NEIL AND AMY: STAY IN YOUR
LANE, SHARE THE BIG DECISIONS

Neil and Amy Trickett also built with complementary roles.

Amy focused on people, HR, administration, and supporting the

team. Neil focused on sales, marketing, finance, and the future

of the company.

They stayed in their lanes without becoming isolated.

In our own partnership, staying in your lane extends to

something less obvious: protecting each other’s operating

energy. Yesenia deliberately routes day-to-day operational

negativity away from Josh and the sales team, because sales

runs on belief, and a founder marinating in every small

complaint sells worse by Friday. This is not hiding the truth. The

issues get absorbed, logged, and solved on the operations side,

and the material ones reach the leadership meeting. It is

emotional role design: every seat has an energy it needs to

protect, and a leadership team should be built to protect it for

each other.

When a major decision affected both areas, they looked at the

data, core values, mission, and impact on the greatest number

of people. They listened to one another and respected that one

person might process change faster than the other.

Their agency could support hundreds of clients because

leadership did not require one person to carry every perspective.
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Different strengths became an advantage because

accountability remained clear.

SYSTEM FIVE: ACCOUNTABILITY AND CULTURE

Culture is not the collection of perks the company offers. Culture

is the behavior the organization rewards, tolerates, and repeats.

A healthy leadership culture has several characteristics.

CLEAR CORE VALUES

We prefer developing core values with strong existing team

members rather than inventing them alone in a room. That is

exactly how ours were written. We got our early team together

and everyone independently listed the qualities that made this

group work. We tallied the overlaps and kept the top five, values

like being a team player and being resourceful. Because the

team wrote them, the team believes them, and they became a

genuine benchmark for who gets to join.

Ask what qualities already make the best people successful.

Look for repeated language. Define the behaviors that

demonstrate each value.

Then use the values in hiring, recognition, coaching, promotion,

and separation.

PSYCHOLOGICAL SAFETY WITH PERFORMANCE STANDARDS

People need to be able to tell the truth without fear of

humiliation or immediate punishment.

They also need to know that commitments matter.
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Safety does not mean avoiding accountability. It means

problems can be exposed early enough to solve.

RECOGNITION

People want to be seen.

Use team huddles, wins channels, peer recognition, values-

based awards, development opportunities, and meaningful

celebration to reinforce what good looks like.

A former team member taught Josh this the hard way. Years

ago, one of our writers left the company and posted a review

online aimed at him personally: how dare you tell people they

are doing great and then let them go. It stung because it was

fair. Josh had been handing out break-room encouragement to

people two levels removed from him, with no actual knowledge

of their performance. The praise was warm, generic, and, to the

person who received it right before a hard conversation, worse

than silence. Encouragement in a vacuum is not kindness.

Recognition should be specific. “Great job” is pleasant. “You

demonstrated resourcefulness by solving the client issue before

it became an escalation” teaches the culture.

Make it systematic so it happens hundreds of times a month

without you in the room. In our companies we use a Slack app

called Karma: team members award each other points for living

the core values, the points convert into gift cards, and every

month we get to watch people cash in and celebrate one

another. The gift card is nice. The engine is being seen.
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Recognition in front of peers motivates more than money,

and a recognition system tied to values means the culture

reinforces itself.

HONEST PEOPLE DECISIONS

One consistently negative or low-accountability person can

damage a team of strong people.

Owners often delay the decision because they care, hope for

improvement, or fear the disruption.

Compassion matters. Clear feedback, coaching, a performance

plan when appropriate, and a respectful process matter.

So does the health of the team.

Hire slowly. Coach clearly. Decide promptly when the evidence is

sufficient. Separate with dignity.

The gap between knowing a conversation is necessary and

having the conversation is one of the most expensive gaps

in leadership.

THE A, B, AND C PLAYER REVIEW

At least quarterly, review every team member against

two dimensions.

VALUES

Does the person consistently demonstrate the core behaviors?
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PERFORMANCE

Does the person produce the outcomes of the seat?

An A player fits the values and consistently performs.

A B player may fit the values but need development, or perform

well while showing a correctable inconsistency.

A C player repeatedly misses the values, the performance

standard, or both.

Do not use the labels casually or as a popularity contest. Use

evidence, scorecards, examples, and multiple perspectives.

Then act. A players need recognition, challenge, growth,

and retention. B players need a clear development plan,

deadline, and support. C players need a direct decision, not

indefinite ambiguity.

THE LEADER’S WEEKLY ONE-ON-ONE

A strong one-on-one is not a status update the leader could

read elsewhere.

Use a simple agenda:
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1. PERSONAL CHECK-IN

2. WINS AND PROGRESS

3. SCORECARD AND PRIORITIES

4. OBSTACLES AND DECISIONS

5. PEOPLE AND CAPACITY

6. FEEDBACK IN BOTH DIRECTIONS

7. DEVELOPMENT GOAL

8. COMMITMENTS BEFORE THE NEXT MEETING

The leader should leave knowing what matters, what they own,

and where they are growing.

The CEO should leave with fewer hidden concerns, not more

tasks to reclaim.

YOUR ACTION

Build the future-state accountability chart for the company you

expect to lead twelve to twenty-four months from now.

For every key seat, define the five outcomes, scorecard, and

decision rights.

Then place current names in the seats and ask:
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Does this person get the role? Do they want the role? Do they

have the capacity for the role? Are they a doer, manager, leader,

or executive today? What development would move them one

level higher? Where are you still the hidden owner?

Choose one recurring decision that currently comes to you.

Transfer it using the six elements of ownership: outcome,

context, authority, resources, score, and cadence.

When the person brings the next problem, ask for the one-

three-one. Then coach without taking the responsibility back.

Your business will not grow to the level of your ambition. It will

grow to the level of your leaders.

YOUR NEXT ACTION
Take the Team Assessment at

scale.sevenfigureagency.com/team. The Weekly Leadership

Meeting agenda is included in Appendix G.

My commitment

Deadline

https://scale.sevenfigureagency.com/team
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T

T H E  C E O  Q U E S T I O N

How do we turn growth into wealth?

he email said congratulations. We had just made the Inc.

5000 list of the fastest-growing private companies in

America. Two hundred thousand dollars a month in

revenue, a real office, a growing team, our name on a national

list. It felt like a celebration, and for about a week, it was.

Then came the monthly meeting with Elliot.

Elliot handled our books, and we sat down with him every

month to review the financials. For years those meetings were a

pat on the back: you guys are doing great, keep going. This time

he looked worried, and Elliot did not do worried. The numbers

were simple and awful. On $200,000 in monthly revenue, we

had kept $11,000 in profit. Five and a half percent. And there was

$65,000 in the bank, less than one month of operating expenses.

A few more months like this and we would be moving money

from our personal account to keep the company running,

something we had never done in the history of the business.

I remember the drive home from his office with one thought on

a loop: how did I let us get here? Around that time I had read

Simple Numbers, Straight Talk, Big Profits by Greg Crabtree, and

one line came back and rearranged my stomach: if you are not

at 10 percent profit, you are not breaking even, you are in the

danger zone. We were the fastest-growing-company success

story, and we were in the danger zone. One bad churn month,

one key person demanding a raise we could not refuse, and the

Inc. 5000 company was negative. Growth was expensive, and we
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had been buying it without watching the register: the office

lease, the raises, the big bets on marketing and trade shows.

Our monthly financial discipline had been a glance and

a handshake.

When I got home, the house eventually went quiet, the kids

asleep, and the laptop came open on the kitchen table between

us. I went through every expense line in the company, and at

some point I said the sentence out loud to Yesenia that neither

of us has forgotten: “We might have to let people go. We are

actually in danger here.” Revenue at an all-time high, fear at an

all-time high, both at the same table. And the feeling I

remember most was not fear. It was embarrassment. I had kept

spending, kept hiring, kept calling it investing in growth. And

now I was going to have to look my team in the eye and tell

them we had to make changes that would cost good people

their jobs.

Dean, Alan, and I used to go to lunch several times a week. This

lunch was different, and they knew it before I said anything.

“Guys, it’s time to make some cuts. I know we don’t want to do it.

We look at the team, we look at every expense, and we eliminate

at least $20,000 a month to get this back on track.”

We did it. A handful of people went, and it hurt, and it hurt the

morale of everyone who stayed. I was up more stressed nights in

that window than in any season before or since. It was also the

right decision, and I would make it again faster. That month I

taught myself the anthem of this chapter in the most expensive

classroom there is: revenue is vanity. We were a nationally

ranked success story that was a few weeks of bad luck away

from insolvency.
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We tell you that story first because everything else in this

chapter, the zones, the red line, the pricing math, the monthly

review, was learned there. And because we want you to see

what is waiting on the other side of the discipline, meet an

owner who learned the same lesson and kept going.

When we interviewed Travis Weathers, he was sitting in an

airplane hangar.

Behind him was a Cherokee Six, a 300-horsepower airplane he

could fly for fun. Aviation had been part of his dream long before

Rotate Digital became a multiple-seven-figure agency. He

originally imagined becoming a missionary or commercial pilot.

The agency eventually gave him another option: build the

business, stay closer to his family, and fly because he wanted to.

The airplane was a visible symbol of freedom.

The financial journey behind it was less glamorous.

Rotate Digital had grown into a strong agency serving moving

companies across the United States and Canada. It had

approximately 175 clients and was moving toward $5 million in

annual revenue. The growth was real, but Travis could also see

the uneven line behind it. Revenue climbed, dipped, recovered,

and climbed again.

At one stage, the company had invested heavily in growth. It

built delivery capacity, hired people, developed infrastructure,

and created the organization required to serve a much larger

client base.

The top line expanded.

The profit did not match the effort.
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Travis began focusing more deliberately on the economics. He

compared cost structures with other agency owners. He looked

at gross margin, labor, overhead, pricing, and the financial

implications of the team he was building.

The agency grew from roughly $3 million to $5 million, and one

of those later years produced more profit than the prior five

years combined.

The lesson was not to stop investing.

The lesson was to stop confusing investment with an indefinite

excuse for weak economics.

TWO AGENCIES, TWO REALITIES

WHICH BUSINESS WOULD YOU RATHER OWN?

AGENCY A

Revenue $3M

Operating profit $120K

AGENCY B

Revenue $2M

Operating profit $600K

The bigger company can be the worse business. That is the mindset shift.

Consider two companies. Agency A generates $3 million in

annual revenue and produces $120,000 in operating profit.

Agency B generates $2 million in annual revenue and produces

$600,000 in operating profit. Which owner has built the

stronger business? Revenue alone cannot answer.
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Agency A may be making a strategic investment that will create

significant future value. It may also be operating a bloated,

underpriced, labor-heavy model that turns growth into stress.

Agency B may be unusually efficient. It may also be

underinvesting and vulnerable because the owner is performing

work that should be reflected in the expenses.

The point is not that one margin fits every company at

every stage.

The point is that the headline number is not the
business model.

A larger agency is not automatically a better agency.

The purpose of revenue is to fund value creation and produce

profit, cash, opportunity, and enterprise value.

If growth produces more work, more risk, and less owner return,

the company has not yet earned the right to celebrate the top

line without qualification.

THE FUZZY MATH PROBLEM

As an agency grows, the financial picture often becomes fuzzy.

The owner receives a salary, distributions, benefits, travel,

vehicles, home-office expenses, meals, and other legitimate or

potentially legitimate business expenses. Tax planning may
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encourage the company to recognize certain costs. Personal

lifestyle and business activity become mixed in ways that make

the bottom line difficult to interpret.

This is not tax advice. Work with qualified accounting and tax

professionals to determine what is appropriate for your business

and jurisdiction.

The operating issue is clarity.

Can you see what the company earns before discretionary

executive benefits and owner- specific choices?

A useful chart of accounts separates:

1. REVENUE

2. COST OF GOODS SOLD

3. GROSS PROFIT

4. SALES AND MARKETING

5. GENERAL AND ADMINISTRATIVE OVERHEAD

6. OPERATING PROFIT

7. EXECUTIVE BENEFITS OR
DISCRETIONARY OWNER EXPENSES

8. Taxes, interest, depreciation, and other below-the-line items

as appropriate
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This structure allows the owner to answer two different

questions. How profitable is the operation? How much total

economic benefit is the owner receiving? Those are both

important. Combining them into one unclear number weakens

decision-making.

At Plumbing & HVAC SEO, improving the chart of accounts gave

us a clearer view of operating profit. We could see whether the

underlying business was healthy before looking at the

discretionary choices we made as owners.

That clarity changed conversations.

Instead of saying, “The bank account feels low,” we could ask

whether delivery cost, overhead, acquisition spend, or executive

benefits had moved.

You cannot manage a number you have not defined.

THE AGENCY ECONOMIC MODEL

A healthy agency model can be understood through four layers.

LAYER ONE: COST OF GOODS SOLD

Cost of goods sold includes the direct costs required to deliver

the service.

Depending on the agency, this may include fulfillment payroll,

contractors, direct production tools, media management labor,

content production, design, development, and other costs

directly connected to client work.
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The exact classification should be consistent and reviewed with

your accountant.

Our general target is to keep direct delivery cost at

approximately one-third of revenue or less over time.

That creates a gross margin near 65 to 67 percent.

LAYER TWO: SALES AND MARKETING

A growth-oriented agency may invest approximately 5 to

15 percent of revenue in sales and marketing, including

commissions, SDRs, marketing staff, ad spend, events, tools,

and providers.

The correct level depends on growth goals, acquisition channels,

payback period, and cash.

The expense should be evaluated by return, not only

by percentage.

LAYER THREE: OVERHEAD

Overhead includes leadership, administration, finance, HR,

facilities, shared software, professional fees, and other general

operating costs.

A useful long-term target is often below approximately 25

percent of revenue, although stage, location, service model, and

leadership investment can move the number.
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LAYER FOUR: OPERATING PROFIT

What remains after delivery, sales and marketing, and overhead

is operating profit.

A well-run agency may normalize around 15 to 30 percent

operating profit over time.

That range is not a guarantee or a universal law. It is a

guardrail that helps the owner recognize when the model

needs attention.

The math creates a useful picture:

Revenue: 100 percent

Cost of goods sold: 33 percent or less

Gross margin: 67 percent or more

Sales, marketing, and overhead: managed within the

remaining structure

Operating profit: approximately 15 to 30 percent over time

The model becomes difficult when direct delivery cost

consumes 45 or 50 percent before the company funds account

management, sales, leadership, administration, and profit.

That is why gross margin deserves executive attention.

THE 3X RULE

A simple pricing test is the 3X Rule.

Estimate the direct monthly cost required to deliver the service

to one client. Multiply it by three.
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If the direct delivery cost is $500 per month, the minimum

sustainable price may be around $1,500 per month.

If the direct delivery cost is $1,000, the price may need to be

around $3,000.

The multiplier supports a gross margin near two-thirds, which

leaves room for sales, account management, leadership,

overhead, and profit.

The 3X Rule is a starting point, not a pricing strategy by itself.

Price should also reflect value, positioning, demand, risk,

complexity, and the cost of acquiring and retaining the client.

The rule is useful because many agencies calculate whether a

service is profitable by comparing price only to the visible

contractor or software cost. They ignore management, rework,

communication, quality assurance, and the infrastructure

required to serve the account.

A service can appear profitable at the task level while weakening

the company at the system level.

And note what is happening to this math in the AI era: the

delivery cost inside your pricing is exactly the number agents

attack. Every hour of fulfillment work an agent absorbs under

human quality gates widens the margin without touching the

price. The agencies treating AI as a margin strategy, not just a

productivity toy, are quietly rebuilding their unit economics

while their competitors demo tools.

The Goldilocks number to aim for is roughly a 66 percent gross

margin, which is exactly what the 3X rule produces. In simple

arithmetic: keep cost of goods sold at 33 percent or less, keep
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overhead under 25 percent, spend 5 to 15 percent on sales and

marketing, and what falls out the bottom is a durable 15 to 30

percent operating profit, sustained by structure rather than

heroic cost-cutting at the end of the quarter.

PROTECT THE GROSS MARGIN

THE LEAKING BUCKET

REVENUE IN

SCOPE CREEP BAD PRICING LOW GROSS MARGIN

SOFTWARE SPRAWL TOO MANY MANAGERS LOW UTILIZATION

PROFIT OUT

Revenue pours in. Profit is what survives the leaks.

Gross margin deteriorates through small decisions. A client asks

for one additional report. A salesperson promises a custom

deliverable. An account manager adds a meeting. A specialist

spends twice the expected time. A low-priced legacy account

receives the current premium service. The agency keeps an

underperforming service because it is part of the package. Each

exception may seem minor. Across one hundred clients, the cost

becomes structural.

Protecting gross margin requires:

Clear scope and change-order rules

Time or effort estimates by service component
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Capacity and utilization tracking

Quality assurance that reduces rework

Pricing reviews by cohort

Legacy-client strategy

Vendor and contractor review

Standardized delivery

Discipline in sales promises

Removal of low-value complexity

Margin is not only a finance issue.

It is the financial expression of operations.

THE TEN-PERCENT RED LINE

THE TEN-PERCENT RED LINE

<10%
RED

10–15%
CAUTION

15–20%
STABLE

20–30%
HEALTHY

Normalized operating profit as a percentage of revenue. Below 10 percent, the

company is one bad quarter from crisis.

Growth often creates temporary margin compression.

A company may hire an account manager before the existing

team is full. It may add a sales leader before the additional

revenue arrives. It may invest in technology, training, a new

service, or an acquisition.
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Those decisions can be wise. The danger is allowing temporary

compression to become the permanent model. We use 10

percent operating profit as a red line.

If normalized operating profit moves below 10 percent, the

company should stop and respond. Review hiring, marketing,

infrastructure, pricing, delivery cost, and overhead. Protect cash.

Do not continue adding expense under a vague promise that

profit will appear later.

A simple guardrail system is:

BELOW 10 PERCENT: RED

Pause nonessential hiring and investment. Identify immediate

cost, pricing, or productivity actions. Protect liquidity. Build a

recovery plan.

10 TO 15 PERCENT: CAUTION

The company may be investing ahead, but every major expense

deserves scrutiny. The leadership team should know how and

when the margin will recover.

15 TO 20 PERCENT: STABLE

The company has reasonable room, depending on cash and risk.

Continue improving the model and invest selectively.
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20 TO 30 PERCENT: HEALTHY

The company has stronger optionality. It can choose between

distributions, reserves, debt reduction, hiring, marketing,

technology, and acquisitions.

Margins will move. The red line keeps movement from

becoming drift.

GROWTH INVESTMENTS NEED AN EXIT CONDITION

Whenever the company deliberately reduces profit to invest in

growth, define five things.

AMOUNT

How much will be invested?

DURATION

For how long?

HYPOTHESIS

What result should the investment create?

LEADING INDICATOR

What early evidence will show whether the investment

is working?

EXIT CONDITION

When will the company stop, change, or scale the investment?
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For example, hiring a sales development team might require a

six-month investment. The hypothesis is that it will create a

specified number of qualified appointments at an acceptable

cost. The leading indicators are activity, connection rate, and

appointments held. The exit condition is a date or spend level at

which the company will redesign or discontinue the effort if the

evidence is insufficient.

Without an exit condition, “investment” can become a

permanent story attached to an unprofitable expense.

CAPITAL ALLOCATION IS THE CEO’S WORK

Bookkeeping can be delegated. Invoicing can be delegated.

Transaction categorization can be delegated. Payroll

administration can be delegated. The owner cannot fully

delegate financial responsibility.

Someone else can prepare the information. The CEO

must understand the information and make the capital-

allocation decisions.

Capital can be directed toward:

Delivery capacity

Leadership

Sales and marketing

Technology and automation

Product development

Client experience

Training
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Reserves

Debt reduction

Taxes

Owner distributions

Acquisitions

Every dollar has an opportunity cost.

The question is not only, “Can we afford this?”

Ask:

What constraint does this investment solve? What return do we

expect? What risk does it create? What happens if it takes twice

as long? What are we choosing not to fund? Does this increase

or reduce founder dependence? Does it improve the value of

the asset? A budget is strategy expressed in dollars.

THE MONTHLY FINANCIAL REVIEW

The CEO should conduct a structured financial review

every month.

Use closed, reconciled numbers whenever possible.

Review:

REVENUE

Actual versus target

Recurring versus one-time

New, churned, expansion, and contraction MRR

Revenue by service, client segment, and cohort
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Cost of Goods Sold

Actual versus budget

Direct labor

Contractors

Production tools

Margin by service or client cohort

Rework and unusual delivery cost

Gross Margin

Current month

Rolling three-month and twelve-month trend

Variance from target

Root causes

Sales and Marketing

Spend by channel

New clients

CAC

Payback period

Pipeline and forecast

Overhead

Payroll and leadership cost

Software

Professional fees

Facilities
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Variances and redundant expenses

Operating Profit

Current month

Year to date

Normalized profit before discretionary executive benefits

Trend relative to guardrails

Balance Sheet and Cash

Cash on hand

Receivables

Debt

Taxes reserved

Deferred revenue or obligations

Months of runway

End the review with decisions, not observations. What will

change? Who owns it? By when? What metric will show

the effect?

C A S E  S T U D Y

NEIL AND AMY: TRANSPARENCY BEFORE OPTIMIZATION

Neil and Amy Trickett learned that financial systems protect

more than profit. They protect trust.

During an earlier business, billing and cash problems began

accumulating. Checks were missing, the office process was

failing, and Neil used a line of credit to cover the gaps without

fully communicating the situation to Amy.
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Eventually, the problem became too large to hide or

manage alone.

The difficult conversation was not only about money. It was

about transparency.

They learned to make the financial system visible and shared at

the right level. Later, they used principles similar to Profit First by

creating separate accounts and automatic allocations for taxes,

reserves, owner pay, and other needs.

The system reduced the stress created by surprises. A strong

financial operating model is not only an accounting

achievement. It is a leadership promise that the truth will be

visible early.

CASH CREATES OPTIONALITY

A profitable P&L does not guarantee a healthy bank account.

Cash can be consumed by slow receivables, prepaid expenses,

tax obligations, debt, hiring ahead, annual software contracts,

client refunds, or owner distributions.

Maintain a cash target appropriate to the risk of the business.

Many agencies aim for several months of operating expenses,

but the correct reserve depends on concentration, contract

terms, seasonality, debt, payroll, and the stability of demand.

The stronger the reserve, the more calmly the CEO can

make decisions.

Cash allows you to:

Keep a great team through a temporary slowdown
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Invest when competitors retreat

negotiate from strength

handle a major cancellation

replace a weak leader carefully rather than desperately

acquire assets

take distributions without threatening payroll

Profit creates cash over time when it is collected and protected.

Cash creates options.

YOUR FINANCIAL CHECKUP

Answer these questions: 1. Is the chart of accounts separating

direct delivery, overhead, operating profit, and

executive benefits clearly?

2. WHAT IS THE ROLLING TWELVE-MONTH GROSS MARGIN?

3. What is the direct delivery cost by service and client tier? 4.

Which clients or services produce the weakest margin? 5. Is

every recurring offer priced at approximately three times direct

delivery cost or

supported by another clear economic rationale? 6. What

percentage of revenue is invested in sales and marketing?
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7. WHAT PERCENTAGE IS OVERHEAD?

8. WHAT IS NORMALIZED OPERATING PROFIT?

9. HAS THE BUSINESS CROSSED THE 10 PERCENT RED LINE?

10. How much cash is available after taxes and known

obligations? 11. Which growth investments have defined

hypotheses and exit conditions? 12. What one decision would

improve profit without damaging the client result?

Choose one action for the next thirty days. Raise the price for the

next cohort. Remove an unprofitable deliverable. Reclassify the

chart of accounts. Review legacy clients. Renegotiate a vendor.

Reduce rework. Pause a weak investment. Improve collections.

Do not try to cut your way to greatness. The purpose is not

indiscriminate expense reduction.

The purpose is to align the cost structure with the strategy and

the value the company creates.

Revenue is vanity.

Profit is freedom.
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YOUR NEXT ACTION
Complete the Financials Checkup on your own P&L at

scale.sevenfigureagency.com/financials. A printed version is

included in Appendix E.

My commitment

Deadline

https://scale.sevenfigureagency.com/financials
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Y esenia here, with the picture I give every owner who asks

what the road to eight figures looks like.

You are standing in a dark room, and in front of you is a ladder.

You climb it, rung by rung, and the climbing is the work: the

hires, the systems, the hard conversations. Here is the part

nobody tells you: only from the top of that ladder can you even

see the next ladder. It was invisible from the floor. You could not

have planned for it, and you did not need to. And when you have

climbed enough of them and you look back from high enough,

all those separate climbs turn out to be tiles in one mosaic, a

picture that only makes sense from a distance.

That is what scaling beyond seven figures actually feels like from

the inside. Not a staircase you can see to the top of. A series of

ladders in the dark, each one revealed by finishing the last.

Tony Ricketts stood on stage at one of our events and described

the same truth in harder language.

His agency was approaching another major revenue milestone,

and he expected the company to break again.

He did not say it with defeat. He said it with experience.

Lawnline Marketing had already grown, broken, rebuilt, lost

ground, and grown again. Tony had watched a wave of sales

reveal weak fulfillment. He had watched client churn expose

gaps in results. He had watched leadership changes create

uncertainty. He had watched a company that looked successful

by annual revenue lose approximately $100,000 in monthly

recurring revenue before rebuilding the systems beneath it.
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He knew the next wave of growth would expose another

weakness. The only uncertainty was where. That observation

captures the reality of scale better than a smooth chart

ever could. Growth does not remove constraints. Growth

reveals them.

The difference between an agency that stalls at $1 million and

one that moves through $3 million, $5 million, and $10 million is

not that the larger company avoids breakage.

It identifies, absorbs, and solves breakage faster. That is what the

Agency Scale Model becomes when all five parts work together.

It becomes a flywheel.

THE SCALE FLYWHEEL

THE SCALE FLYWHEEL

1 IDENTIFY THE CONSTRAINT

2 IMPROVE THE MACHINE

3 OPERATE FROM THE SCOREBOARD

4 TRANSFER OWNERSHIP TO LEADERS

5 PROTECT AND REDEPLOY PROFIT

6 FIND THE NEXT CONSTRAINT

↻  REPEAT:  MOVEMENT SIX FEEDS MOVEMENT ONE

Six movements, repeated every quarter. Each turn makes the next one easier.
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The order matters: each movement creates the condition the

next one depends on.

Then the cycle repeats.

A constraint without a machine solution remains
a founder project.

A machine without a scoreboard can drift without

anyone noticing.

A scoreboard without leadership becomes another report the

founder must interpret and act upon.

Leadership without profitable economics creates a larger

organization the company cannot safely support.

Profit without constraint discipline can be spent on attractive

projects that do not improve the system.

The flywheel turns when the parts reinforce one another.

MOVEMENT ONE: IDENTIFY THE CONSTRAINT

The company begins by deciding what problem deserves

concentrated attention.

This protects the leadership team from random improvement

and keeps the CEO from converting every idea into a priority.

At $1 million, the constraint may be founder-led sales,

inconsistent retention, or basic capacity.
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At $3 million, it may be middle management, margin

compression, service variation, or a lack of executive visibility.

At $5 million, it may be leadership depth, cross-functional

coordination, market expansion, innovation, or a function that

has outgrown its original leader.

At $10 million, it may involve enterprise leadership, acquisitions,

executive succession, concentration risk, capital structure, or the

ability to evolve the offer without destabilizing the core.

The categories change in sophistication, but the job remains

the same.

Find the narrowest point.

MOVEMENT TWO: IMPROVE THE MACHINE

The company builds the solution into the way it operates.

If retention is the constraint, the answer is not a month of

founder save calls. It is a stronger client-selection process,

onboarding, success plan, communication rhythm, health score,

account-management capability, and delivery result.

If sales capacity is the constraint, the answer is not the founder

taking more calls. It is a clearer offer, repeatable sales process,

training, coaching, follow-up, pipeline visibility, and a capable

sales owner.

If margin is the constraint, the answer is not one round of

expense cuts. It is pricing, scope, labor design, service

standardization, quality improvement, and financial discipline.
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The machine converts the breakthrough from an event into

a capability.

MOVEMENT THREE: OPERATE FROM THE SCOREBOARD

The company verifies that the solution is producing the

intended result. The scorecard moves from observation to

management. Did churn improve? Did cycle time decrease? Did

sales capacity increase? Did quality remain stable? Did the

change improve gross margin? Did client health improve? Did

the founder receive fewer escalations?

Without measurement, the team may declare victory

because the project was completed rather than because the

outcome changed.

The scoreboard protects the organization from confusing

activity with progress.

MOVEMENT FOUR: TRANSFER OWNERSHIP TO LEADERS

The improved system receives an accountable owner.

This is the step that allows the founder to move on to the next

constraint without the previous one returning immediately.

The leader owns the result, the process, the metric, the people,

and the next round of improvement.

The CEO remains responsible for company performance. The

CEO is no longer the operating owner of every solution.

This transfer is what creates compounding.
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If the founder must keep personally maintaining every

breakthrough, the number of improvements the company can

sustain remains limited by the founder’s attention.

Leaders turn one founder mind into many capable

decision centers.

MOVEMENT FIVE: PROTECT AND REDEPLOY PROFIT

A solved constraint should improve the economics or create the

capacity to improve them. Better retention increases lifetime

value. Higher client value funds stronger service. Standardized

delivery improves gross margin and quality. A salesperson

expands capacity beyond the founder’s calendar. A strong

leader reduces the opportunity cost of founder involvement. The

company must then decide what to do with the financial return.

Some profit strengthens reserves. Some rewards the owners.

Some funds the next leader, system, marketing channel,

technology investment, or acquisition.

The important word is decide.

Profit should be allocated according to strategy, not absorbed

unconsciously by the next layer of expense.

MOVEMENT SIX: FIND THE NEXT CONSTRAINT

The solved problem changes the system.

That change reveals the next limitation.

This is where many owners become discouraged. They expected

the business to feel permanently fixed.
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There is no permanently fixed growing company. There is a

company with a stronger capacity to improve. The appearance

of the next constraint is not evidence that the flywheel stopped.

It is the signal to begin the next turn.

THE STAGES ARE PATTERNS, NOT LAWS

Agency owners often ask what the company should look like at

$1 million, $3 million, $5 million, or $10 million.

Revenue ranges are useful because similar structural pressures

tend to appear around similar levels. They are not laws. A high-

ticket agency with twenty clients has different needs from a

lower-ticket agency with four hundred. A paid-media agency

has different delivery economics from a creative studio. A

founder with a strong partner has different capacity from a

solo owner.

Use the stages as diagnostic patterns.

AROUND $1 MILLION: PROVE AND STANDARDIZE

The agency has proven that the market will buy and that the

service can create value.

The priorities here are foundational: strengthen the niche and

the recurring offer, remove the custom work that weakens the

model, build dependable acquisition, install onboarding and

delivery playbooks, improve retention, and pull the founder out

of direct fulfillment. The first accountability chart, basic

scorecards, and financial controls go in now. The owner’s shift is

from primary producer to builder.
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AROUND $3 MILLION: LEAD AND INTEGRATE

The company has enough people and clients that informal

coordination stops working.

This is the leadership leap: build a real leadership team, add an

integrator or strong operating leader, clarify departmental

ownership, and reduce direct reports to a sustainable level.

Handoffs and the operating rhythm tighten, gross margin gets

protected through deliberate management-layer investment,

and the founder exits sales and account rescue. The executive

dashboard goes live, and operating profit gets separated from

fuzzy owner economics. The owner’s shift is from builder to

Architect CEO.

AROUND $5 MILLION: DEEPEN AND MULTIPLY

The company has a functioning machine, but leadership depth

and market leverage become more important.

Now the work is depth: developing leaders beneath the

department heads, improving forecasting and capacity

planning, and strengthening capital allocation. Demand

diversifies beyond one channel or one personality, innovation

moves inside delivery, and selective acquisitions or partnerships

enter the conversation. Concentration risk, succession

for key seats, and the transferability of the asset become

explicit priorities. The CEO’s work becomes strategic and

enterprise-wide.
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AROUND $10 MILLION: INSTITUTIONALIZE AND EXPAND

The agency is becoming an enterprise, and the priorities read

like it: executive-team maturity, multi-layer leadership

development, formal succession and incentive structures, and

greater financial sophistication. Strategic acquisitions, new

markets, brand architecture, and product and technology

strategy come onto the board, along with governance, risk, and

steadily reduced founder concentration. And the biggest

question becomes a genuine choice: hold it forever, expand it,

install a CEO, or exit.

The founder may remain the CEO, move toward a chairperson

role, or prepare the next executive.

At every stage, the company asks the same question in a more

advanced form:

What is the constraint now?

THE FLYWHEEL IN OUR OWN AGENCY

Plumbing & HVAC SEO did not move from startup to multiple

seven figures through one perfect system.

The early constraint was demand and business-model focus. We

chose a niche, built a recurring offer, and developed a

repeatable path to clients.

Then retention became the constraint. We strengthened

onboarding, communication, account management,

and delivery.
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Then client value became the constraint. We raised pricing and

removed a low-end offer that created complexity without

enough long-term value.

Then leadership became the constraint. The company had

people, but too much judgment remained with the founders

and a few key individuals. We adopted EOS, clarified the

accountability chart, developed leaders, and strengthened the

weekly rhythm.

Then profitability became the constraint. We improved the

financial structure, made difficult staffing and operating

decisions, moved toward a virtual model, and protected the

margin required for the company to remain healthy.

Then founder time became a constraint in a new way. The

agency was stable enough that Josh’s highest value was

no longer daily involvement. We redesigned the week

around leadership, sales and marketing leverage, and

strategic contribution.

Every solution changed what was possible.

Every new possibility exposed the next limitation.

That is why the current company can produce multiple-seven-

figure revenue, strong retention, healthy operating profit, and

continued growth without requiring full-time founder operation.

The flywheel did not remove work.

It changed who owned the work and what level of work

remained for us.

C A S E  S T U D Y



B E Y O N D  S E V E N  F I G U R E S

224

CRIS: A FAST-TURNING FLYWHEEL

Cris Rodriguez’s growth illustrates a faster version of the same

cycle. She used education to build the initial model. Execution

helped the agency reach seven figures. Consistency and

omnipresence strengthened demand and partnerships.

Delegating sales removed a founder-capacity constraint.

Scorecards and traffic-light client health supported retention. A

more deliberate hiring system addressed team churn. An

integrator increased leadership capacity. Focus allowed Cris to

stop chasing multiple ventures and concentrate the company’s

force. Later, acquisitions became possible because the base

organization was stronger. The speed came not from having

fewer constraints.

It came from recognizing them, acting decisively, and using a

community of experienced owners to shorten the learning cycle.

C A S E  S T U D Y

JOSH AND BRITTANY: DEMAND, THEN INFRASTRUCTURE

Josh and Brittany Crouch began with an authentic market

advantage. They understood HVAC contractors, created valuable

content, and built demand.

At approximately $83,000 MRR, the constraint was not whether

the market cared. It was whether the agency could become

structured enough to carry the opportunity.

They standardized programs, improved hiring, developed

systems, built the team, and removed Josh from more

operating roles.
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As leadership and infrastructure strengthened, the same

authority that once created more work for the founder began

feeding a larger machine.

The agency grew well beyond the first million and toward eight

figures. Demand without infrastructure creates chaos.

Infrastructure without demand creates overhead. The flywheel

coordinates the two.

THE AI MULTIPLIER

Every movement of the flywheel is being amplified by AI right

now, and the compounding is not subtle. The machine gets

cheaper and faster, because agents carry 65 to 85 percent of

delivery under human gates. The scoreboard gets smarter,

because it builds itself and watches itself. Leadership changes

shape, because AI fluency becomes a level-two accountability

in every seat. And profit strengthens, because the 1X cost

of delivery inside your pricing math is exactly the number

agents attack.

The deepest change is positional. Your clients’ customers

increasingly never see a results page at all. They ask an AI who to

call, and they act on the answer. That means the winning

agencies are not using AI a little to do digital marketing. They

are becoming growth partners with AI at the core, making sure

that when someone asks who the best is in their client’s market,

the answer is their client. We frame the promise carefully, and

you should too: the systems are not deterministic, so you

promise the inputs and report the visibility trend, never a

guaranteed placement. But make no mistake about the
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direction. Winning the AI answer is becoming as important as

winning the ranking, and the agencies that shift first will set the

standard in their niche.

One caution so the flywheel keeps its balance: AI accelerates

whatever it is pointed at. Pointed at the constraint, through the

machine, with gates, it compounds growth. Pointed everywhere

at once by an excited founder, it compounds chaos. The model

does not change in the AI era. It just spins faster.

WHY THE FLYWHEEL STALLS

The Agency Scale Model stops compounding for

predictable reasons.

THE COMPANY SKIPS THE CONSTRAINT

Leadership chooses an exciting initiative rather than the

limiting issue.

The fix is to return to the data and ask what would still prevent

growth if the project succeeded.

THE SOLUTION REMAINS A FOUNDER CAMPAIGN

The metric improves only while the founder is personally

pushing it.

The fix is to build the process, scorecard, and

leadership ownership.
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THE MACHINE BECOMES BUREAUCRATIC

The company adds forms, meetings, approvals, and

documentation that slow the work without improving the result.

The fix is to simplify and reconnect every process to an outcome.

THE SCOREBOARD BECOMES REPORTING THEATER

Numbers are presented, but no decisions change.

The fix is to turn every meaningful variance into an issue, owner,

and action.

LEADERS OWN TITLES, NOT OUTCOMES

Department heads coordinate activity but escalate judgment.

The fix is to clarify decision rights, coach through the one-three-

one, and evaluate whether the person has the capacity for

the seat.

PROFIT IS SPENT BEFORE IT IS CREATED

The company adds the next layer of expense based on projected

growth and never restores margin.

The fix is to use financial guardrails, investment exit conditions,

and a monthly capital- allocation review.

THE CEO HOLDS THE OLD CONSTRAINT TOO LONG

The founder continues optimizing a problem that has already

moved below the next bottleneck.

The fix is to recalculate and release ownership.
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THE QUARTERLY FLYWHEEL REVIEW

At the beginning of each quarter, the leadership team should

review one page for each flywheel movement.

CONSTRAINT

What is limiting the company now?

What evidence supports that conclusion?

MACHINE

Which system must be built or improved?

What part of the current process is creating the limitation?

SCOREBOARD

Which leading and lagging metrics will prove the solution

is working?

Who owns the data?

LEADERSHIP

Which seat owns the outcome?

What authority, capability, or support is missing?

PROFIT

What will the solution cost? What financial return or risk

reduction should it create? What guardrails apply?
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NEXT CONSTRAINT

If this works, what is likely to become the next limitation?

The last question improves preparation without distracting the

team from the current priority.

For example, if the company doubles qualified sales

opportunities, delivery capacity may become the next

constraint. The leadership team can plan recruiting and training

lead time without prematurely building a large idle team.

GROWTH AS A LEARNING ADVANTAGE

At higher levels, the company’s greatest advantage may not be

one tactic, service, or channel.

It may be the speed at which the organization learns. A learning

agency tells the truth through its scoreboard, discusses issues

without blame, runs controlled experiments, documents what

works and stops what does not, develops leaders who improve

their own functions, shares lessons across departments, treats

client feedback as design input, reviews its financial outcomes,

and keeps enough profit and cash on hand to act on what

it learns.

Competitors can copy an offer, a website, a campaign.

It is much harder to copy an organization that learns faster than

the market changes.
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YOUR ACTION

Bring the flywheel into your next quarterly planning session. Do

not ask each department for a list of priorities first. Begin with

the company constraint.

Then trace the full cycle:

What machine improvement will solve it? What score will prove

it? Which leader will own it? How will the economics remain

healthy? What new constraint is likely to appear? Set no more

than three company rocks that directly support the turn of the

flywheel. Assign one owner to each. Define the stop list. Then

make the quarter about execution, not inspiration.

The agencies that move from $1 million to $3 million, $5

million, and $10 million are not the agencies that finally

escape problems.

They are the agencies that turn problem-solving into an

organizational capability.

Every new level brings a new constraint. Find it. Solve it. Build

the solution into the company. Repeat.
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YOUR NEXT ACTION
Run your next quarter with the Quarterly Planning Worksheet

in Appendix F.

My commitment

Deadline



C H A P T E R

9
WHY YOU CANNOT SCALE
ALONE

B E Y O N D  S E V E N  F I G U R E S
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T he contract was for $350. One small hotel meeting room

next to our office, capacity fifty, and we were terrified of it.

Until then, “events” meant twelve people around the boardroom

table at Plumbing & HVAC SEO: no cost, no stakes, no risk of

embarrassment. This was different. We had rented space. We

had told people to travel. We ran the emails and the ads and

then spent the final week doing the math every event host

knows: what if nobody comes? We drove over that morning with

our fingers crossed, hoping the room would not be empty.

Forty-five people showed up. A few spouses and team members

pushed it past capacity, and people stood along the back wall.

Today that same gathering is 300-plus agency owners in a

luxury hotel with sponsors and a production team, and every

quarter we still feel a trace of that first morning.

We tell you that story for one reason: everything in this chapter,

we bet on before we could prove it. We believed something

powerful happens when owners get in a room together, away

from the office, live and in person. Twelve seats taught us. Forty-

five confirmed it. Three hundred keep confirming it every

quarter, and the stories that follow are what happens inside

those rooms.

Alex Sidorenkov left one of those events with a workbook full

of ideas.

He had heard the model. He understood the principles. He

could see the path from a small, inconsistent agency to a

focused recurring-revenue business.

He also believed he could do it himself.
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Six months later, another invitation arrived.

Alex looked at the workbook from the first event. It was sitting in

the same place. The ideas had not been transformed into a

niche, a team, a sales engine, or a stronger business. They had

become dust-covered proof that knowing and doing were not

the same thing.

This time, he returned with a different decision.

He would stop treating help as optional.

At the time, his agency was around $17,000 in monthly recurring

revenue. Then COVID hit, and the business fell toward $7,000.

The market Alex served was disrupted. The future felt uncertain.

On his own, he did not know exactly what to do.

Inside a community of agency owners, he saw a different

response. People were not pretending the problem did not exist.

They were sharing information, changing direction, adjusting

offers, and taking action.

Alex followed the pivot, used the time to sharpen the niche

and infrastructure, and grew toward $60,000 MRR after the

market reopened.

Then he hit another plateau.

This one was not only operational. It was psychological.

Alex described a fear of success. He wondered what more

money and a larger company might do to him. The people he

saw at the next level appeared different, perhaps more

confident, more capable, or more comfortable with risk.
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During a mastermind conversation, he sat near owners he

admired, including Matt Plapp and Tony Ricketts. Proximity

changed the picture. They were successful, but they were still

human. They had problems, doubts, families, mistakes, and

decisions just like he did.

The next level stopped looking like a different species

of entrepreneur.

It became a set of choices made by people he could know.

Alex expanded the way he thought about growth, built joint

ventures, hired a team, learned to trust them, and eventually

moved the agency into multiple seven figures.

The workbook contained useful information.

The room created movement.

THE PROBLEMS BECOME LESS SEARCHABLE

At the beginning of an agency, many questions have accessible

answers. How do I choose a niche? How do I price the service?

How do I get my first clients? How do I write a proposal? How do

I hire a contractor?

Books, courses, videos, templates, and public communities can

provide a strong starting point.

Beyond seven figures, the questions become more contextual.

Should we hire a COO now or develop the current operations

leader? Is the margin compression a normal investment cycle or

a sign that the offer is broken?
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Should we remove a loyal leader who helped build the company

but may not fit the next seat?

Should we raise prices, reduce scope, or change the ideal client?

Should we buy a competitor? Should the founders remain co-

CEOs, divide the roles, or install another executive? How much

cash should we hold before expanding? Is the founder still the

best person to be the face of the brand? These questions do not

have universal answers.

They require pattern recognition, judgment, context, and often

the perspective of someone who has made a similar decision.

As the company grows, the owner’s qualified peer group usually

becomes smaller. Friends may be supportive without

understanding the stakes. Employees may understand the

operation but not carry the owner’s financial risk.

A general business group may offer useful perspective without

understanding recurring revenue, client churn, agency labor,

service delivery, or founder-led demand.

The owner can become surrounded by people and still feel

alone in the decision.

THE THERMOMETER

There is a concept in T. Harv Eker’s Secrets of the Millionaire

Mind that explains more agency plateaus than any spreadsheet:

the internal thermometer. Every one of us has a setting, a

number that feels like us. Maybe yours is $50,000 a month.
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Maybe it is $150,000. When you drift above it, some quiet

internal force pulls you back toward the comfort zone. The

thermostat holds.

You do not change that setting by reading about bigger

numbers. You change it by standing next to people who live at

bigger numbers and discovering, with a small shock, that they

are not smarter than you. We watch it happen at every intensive:

an owner stuck at $60,000 a month sits at dinner next to

someone doing $400,000 in a similar niche, with similar

problems, and something audibly recalibrates. Yesenia calls it

the glass-shatter moment: these things are possible, an actual

human is doing them, and the human is ordering the same

appetizers you are.

BORROWED CERTAINTY

One of the most valuable things a strong peer group provides is

borrowed certainty. Borrowed certainty does not mean copying

another person’s answer blindly. It means seeing evidence that

the problem is survivable and the path is real.

When you are considering hiring a salesperson for the first time,

the decision can feel dangerous. A peer who has hired three,

trained two successfully, and fired one can help you see the

normal failure modes.

When you are facing a sharp churn event, it can feel as though

the business is collapsing. A peer who lost significant MRR,

rebuilt the client experience, and recovered can help you

separate panic from action.
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When profit falls after hiring a leadership layer, it can feel as

though management was a mistake. A peer can show you how

long the investment took to create capacity and which financial

guardrails protected the company.

When you need to remove yourself from sales, your identity may

resist the change. A peer who did it can explain what was lost,

what was gained, and how the handoff was designed.

Their experience does not eliminate your risk.

It shortens the distance between uncertainty and

informed action.

PROXIMITY CREATES PATTERN RECOGNITION

A single story can inspire.

Repeated exposure creates pattern recognition.

After working with hundreds of agencies, we can often see the

structure beneath a problem quickly.

The owner says sales are slow, but the data shows a

retention ceiling.

The owner says the team needs another person, but the

accountability chart shows unclear ownership.

The owner says the salesperson cannot close, but the recorded

calls reveal weak proof and a confusing offer.

The owner says clients are demanding, but the sales process has

been promising custom work without pricing it.
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The owner says profit is low because of investment, but no one

can explain the return or exit condition.

The owner says the leader is not stepping up, but the founder

overrides decisions and attends every meeting.

Patterns are difficult to see when you are emotionally inside

the situation.

A strong peer or coach can recognize the pattern because they

are not carrying the same history.

They can ask the question you have stopped asking.

They can challenge the story that makes the current behavior

feel inevitable.

CRIS AND THE COST OF SPLIT FOCUS

Cris Rodriguez did not lack work ethic.

She lacked concentrated focus.

At one point, she was running the agency, a martial arts

school, consulting, coaching, and commercial real estate. Each

venture had a reason to exist. Each demanded decisions and

mental energy.

During a mastermind hot seat, she compared her situation

with other multiple-seven- figure owners. Many had partners

and fewer active ventures. The contrast made the opportunity

cost visible.

Where could GrowPro be if it received her full

strategic attention?
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That question led to one of the hardest decisions of her career.

She sold the martial arts school, the business that had helped

create her identity and the agency itself. She reduced the other

distractions and focused.

The room did not make the decision for her. It created enough

perspective for her to see the real tradeoff. Good peer groups do

not merely provide answers. They improve the quality of the

decision-maker.

THE FIVE FORMS OF PEER LEVERAGE

A strong community creates five kinds of leverage.

1. DIAGNOSTIC LEVERAGE

Peers help identify the real constraint faster.

They ask questions, compare numbers, and

challenge assumptions.

2. PATTERN LEVERAGE

The group has seen more situations than any one owner.

A decision that feels unique may be a familiar stage transition.

3. STANDARD LEVERAGE

Your sense of normal changes according to the people

around you.
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If everyone in your circle accepts 8 percent monthly churn, weak

margins, or founder dependence as inevitable, you may

normalize it.

When peers show that 3 percent churn, a month away, a real

leadership team, or 25 percent operating profit is possible, the

standard rises.

4. ACCOUNTABILITY LEVERAGE

A quarterly plan is more likely to be executed
when the owner has to report honestly to
respected peers.

The group can remember the promise the owner would prefer

to reinterpret.

5. EMOTIONAL LEVERAGE

Entrepreneurship creates emotional volatility.

A major client leaves. A leader resigns. A campaign fails. A record

month arrives. An award is announced during a period of

internal chaos.

Peers help the owner remain steady. They remind you that a

bad week is not the end and a great week is not proof that the

company is invincible.

Borrowed perspective protects decision quality.
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WHAT A HIGH-VALUE PEER GROUP LOOKS LIKE

Not every room creates leverage.

A strong group has several qualities.

RELEVANT STAGE

The members should understand the size and complexity of the

company you are leading. A group can include owners

ahead of you and peers near your level, but it should not

require you to explain the basic reality of the business before

every conversation.

SHARED CANDOR

People must be willing to reveal the ugly numbers, difficult

people issues, failed experiments, and personal fears behind the

polished story.

A room full of performances creates comparison, not growth.

EVIDENCE, NOT ONLY OPINIONS

Members should explain what they did, what happened, and

what they learned. Strong opinions without operating evidence

can create noise.

GENEROSITY WITHOUT PROMOTION

The best communities contain people who share playbooks,

contacts, numbers, and mistakes without turning every

interaction into a sales opportunity.
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Trust compounds when the room is protected.

One of our favorite illustrations of this generosity is how Luke

Eggebraaten found his way into the community. When he went

full time on Phaser Marketing, paying himself $500 per

paycheck, he cold-messaged an agency owner he admired, Tony

Ricketts of Lawnline Marketing, asking for advice. Tony’s reply

was pure give and share: read this book, and when you are done,

come be my guest at the intensive in Miami. Luke flew out, sat

in a room of two hundred agency owners doing exactly what he

was trying to do, and, by his own cheerful admission, rounded

his $8,300 a month up to $10,200 on the intake form to clear the

minimum. Everything about his trajectory changed in that

room. Years later, Luke is the one on stage teaching other

members how he took a month away from a growing agency.

The room replenishes itself. That is the design.

ACCOUNTABILITY

The group remembers commitments and asks what happened.

Insight should lead to action.

LONG-TERM RELATIONSHIPS

The value increases when people see one another repeatedly.

They know the history of the company, the recurring patterns,

the founder’s blind spots, and whether the same issue is

returning under a new name.

Alex learned to approach people he admired, say hello, and

continue the relationship at the next event and the next.

Proximity became cumulative.
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THE CONSTRAINT COUNCIL

You do not need to wait for a formal mastermind to create a

useful decision process.

Build a Constraint Council of three to five people.

Include a mix of:

One or two agency owners at a similar stage

One operator who is meaningfully ahead

A specialist relevant to the current constraint

A coach, advisor, or board-level thinker

A spouse or business partner when the decision affects the

shared life or company

Meet monthly or quarterly for ninety minutes.

Each owner prepares a one-page brief:

Context: What is happening? Numbers: What does the evidence

show? Constraint: What do you believe is limiting the company?

Options: What are the three realistic choices? Recommendation:

What are you leaning toward? Fear: What makes the decision

difficult? Ask: What specific perspective do you need from the

group? The group should ask questions before giving advice.

What assumption are you making? What would have to be true

for this to work? What are you avoiding? What does the

scoreboard say? Which problem will this create next? What

would you advise another owner to do in the same situation?

End with one decision, one owner, and one date. A conversation

without commitment may feel useful while changing nothing.
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THE HOT-SEAT METHOD

THE HOT-SEAT METHOD

1 STATE THE ISSUE

2 CLARIFY

3 DIAGNOSE

4 RECOMMEND

5 COMMIT

Twenty focused minutes in front of the right peers replaces weeks of solo

deliberation.

A productive hot seat follows five stages.

1. STATE THE ISSUE

The owner has five minutes to explain the problem and the

relevant context.

2. CLARIFY

The group asks factual questions only. No advice yet.

3. DIAGNOSE

The group identifies patterns, assumptions, and possible

root causes.
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4. RECOMMEND

Members share concise recommendations based on

relevant experience.

5. COMMIT

The owner states what they will do, what they will not do, and

when the result will be reviewed.

This process prevents the loudest person from solving the

wrong problem before the room understands it.

ASKING FOR HELP IS AN EXECUTIVE DISCIPLINE

Some founders treat asking for help as evidence that they

are unprepared.

The opposite is true at higher levels.

A CEO’s decisions affect employees, clients, cash, family, and

enterprise value. Refusing qualified perspective is not strength.

It is unnecessary risk.

Yesenia often teaches that the breakthrough is on the other side

of embarrassment. The owner may be embarrassed that the

numbers are unclear. Embarrassed that a trusted leader is

failing. Embarrassed that the agency reached $2 million without

a real onboarding process. Embarrassed that the company is

growing while the owner is close to burnout. Embarrassed that

the same issue has returned.

The room becomes valuable when the owner tells the truth

before the problem becomes a crisis.
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There is an entry fee to all of this, and it is not the membership

dues. It is vulnerability, and the principle we built our whole

community on comes from Luke 6:38: give, and it will be given

to you, a good measure, pressed down, shaken together,

running over. In practice it looks like this: at a mastermind you

will be asked to bring your one biggest issue and say it out loud

to a room of people you respect. Here is the ugly thing

happening in my business right now. That is scary. The owners

who grow fastest do it anyway, ask the question they are afraid is

stupid, share the numbers they are embarrassed by, and in

return get the room’s full pattern library pointed at their

problem. And they give as much as they take, because helping

someone two steps behind you is how you consolidate your own

learning. The ones who stay quiet and protect their image grow

at the speed of content, which is to say, slowly. It is what is

caught, not what is taught.

PROTECT THE MARRIAGE AND PARTNERSHIP TOO

Owners who build with a spouse or partner have an additional

reason to seek outside perspective.

The business can turn every dinner into a leadership meeting

and every disagreement into a relationship issue.

Danny and Maday Barrera learned to use an integrator,

implementer, one-on-ones, and an issue list so the two founders

were not the only container for every problem.

Neil and Amy Trickett used clear lanes, data, and shared decision

principles to reduce unnecessary friction.
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We have also used coaches, EOS implementers, peer groups,

and trusted advisors to create spaces where the company can

be examined without forcing the marriage to carry every

operating tension.

Outside perspective does not weaken the partnership.

It can protect it.

THE DIFFERENCE BETWEEN COMMUNITY AND NETWORKING

Networking asks, “Who can help me?”

Community asks, “How can we make one another better

over time?”

Networking often collects contacts. Community accumulates

trust. Networking can be transactional and short-lived.

Community sees the whole journey.

The most valuable conversations often happen after the formal

session. One owner shares a compensation plan. Another

explains how they handled a resignation. Someone introduces a

potential leader. A peer recognizes that the owner is repeating

an old pattern. A couple sees another couple navigating the

same stage with health and respect.

The information is useful.

The relationship is the multiplier.

YOUR ACTION

Identify the decision you are currently carrying alone.
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It may involve a leader, pricing, retention, profit, a new market, a

partner, an acquisition, or your own role.

Prepare the one-page Constraint Council brief.

Then schedule a conversation with three people whose

experience is relevant and whose candor you trust.

Do not ask, “What would you do?” before sharing the numbers

and the real fear. Ask them to challenge the diagnosis. Ask

which pattern they see. Ask what consequence you are

underestimating. Then make the decision and report back. Your

next breakthrough may not be hidden in another course,

dashboard, or tactic.

It may be waiting inside one honest conversation with people

who can see what you cannot see from inside the company.

And here is the part of this chapter that becomes more true

every year, not less. AI can now draft your content, run your

reporting, watch your scoreboard, and carry most of your

delivery. It cannot sit across a dinner table and tell you the truth

about yourself. It cannot hand you the certainty of someone

who made your exact decision eighteen months ago. Everything

else in your agency is becoming automatable. The room is not,

which makes the room the most defensible advantage left.

Change your thermometer by changing your proximity. You can

own the agency alone. You cannot see every constraint alone.
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YOUR NEXT ACTION
See how Seven Figure Agency members run their Constraint

Councils at sevenfigureagency.com.

My commitment

Deadline

https://sevenfigureagency.com/


C L O S I N G

BEYOND YOU

B E Y O N D  S E V E N  F I G U R E S
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T here is a version of success that looks impressive from

across the room.

The revenue is large. The team photo is crowded. The client list is

recognizable. The founder is invited to speak. The awards arrive.

The company appears on the right lists.

There is another version that can only be understood from

inside the life. You can leave the office without carrying the

entire business in your head. A leader makes a decision you

once believed only you could make. A client receives an

excellent result from a team member you trained and trusted.

The company has a difficult month, and the cash, scorecard, and

leadership rhythm allow everyone to respond without panic.

You take your spouse to lunch and do not spend the entire

meal answering messages. You are present with your children

without wondering what is breaking. You take care of

your health.

You have room to pray, think, create, travel, serve, and imagine

what the next decade could become.

The business keeps growing.

That is the success we wanted when we started, even before we

had the language for it.

We did not begin our first agency because we wanted a more

complicated job. We wanted freedom, impact, and a future we

could shape ourselves.
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The first attempt produced the opposite. More effort created

more dependence. The company needed Josh for the work,

Yesenia to support the home and income, and both of us to

keep believing through a business model that was not working.

When that agency failed, the failure did not remove the dream.

It clarified the design problem.

The second agency was built differently. We chose focus. We

chose recurring revenue. We chose systems. We built client

retention and account management with intention. We learned

to hire. We learned to lead. We learned to review the numbers.

We learned to let other people become better than us at work

we once considered part of our identity.

We still made mistakes. We hired the wrong people. We held on

too long. We carried too much. We invested ahead of growth

and watched profitability compress. We created bottlenecks

through the very strengths that had built the company.

We had to learn the same lesson at a higher level:

The business could not grow beyond us until it
stopped being built around us.

That is the central message of this book.

A BUSINESS THAT CREATES FREEDOM

Freedom does not mean doing nothing.
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For us, freedom means doing the work we are uniquely called

and equipped to do.

It means Josh can focus on strategy, teaching, authority,

partnerships, and the ideas that move the company

forward rather than personally closing every sale or rescuing

every account.

It means Yesenia can lead through culture, people, systems,

organizational design, and the standards that help leaders

and families thrive rather than carrying every coordination

detail herself.

It means we can build together without allowing the company

to consume the relationship that made the company possible.

It means our children see not only that work matters, but that

work can be designed in service of faith, family, health,

contribution, and choice.

Your version of freedom may look different. You may want to

remain deeply involved in the agency for the next twenty years.

You may want to become chairperson and install a CEO. You

may want to acquire other companies. You may want to sell. You

may want to use the agency to fund another mission. You may

simply want to stop checking Slack at dinner. The Agency Scale

Model is not designed to force one lifestyle. It is designed to give

you options.

A founder-dependent company limits options because every

path begins with the question, “What will happen without me?”

An architected company expands options because capability

lives throughout the organization.
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A BUSINESS THAT DEVELOPS LEADERS

One of the most meaningful outcomes of scale is not the

number of employees.

It is the number of people who become leaders because the

company existed.

A strong agency can teach someone to manage a client, run a

meeting, own a number, solve a conflict, make a decision,

improve a process, coach another person, and carry

responsibility with confidence.

Those capabilities leave the workplace with them.

They influence families, communities, future companies, and

the way people understand themselves.

When you stop being the answer to every problem, you create

space for other people to discover that they can answer difficult

questions too.

That is not a loss of leadership.

It is the multiplication of leadership.

A BUSINESS THAT SERVES CLIENTS WELL

Scale should improve the client experience, not turn it into an

assembly line. The machine exists so the fundamentals are

dependable. The right work happens on time. The client

understands the plan. The results are measured. The

communication is proactive. The account manager can identify

risk. The leader can improve the system.
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The founder does not have to rescue the relationship because

the relationship was designed to be strong before the crisis.

A company that grows beyond the founders should carry their

standards forward, not leave those standards behind.

A BUSINESS THAT CHANGES THE FAMILY TREE

Profit is not the purpose of a life. It is still an important tool. A

profitable business can create security where there was

uncertainty. It can fund education, health, generosity, travel,

investment, and opportunity. It can allow a spouse to choose

how they spend their time. It can give children a different

understanding of what is possible. It can support employees

through meaningful careers. It can allow the owners to give in

ways that were not available before. It can become an asset that

is sold, held, transferred, or used to build the next thing.

Revenue impresses people. Profit changes choices. A valuable

asset can change a family tree.

Cris Rodriguez has a memory she shares from before all of it:

standing in a grocery line, opening the banking app to see

whether there was enough to cover the food, transferring from

savings to checking with her heart pounding. She talks about

that moment because of what this journey did to it. Money

stress simply left her family’s life. Her phrase for it is the one we

would put on the cover of this chapter if we could: this changed

the direction of our family tree.
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A BUSINESS THAT CONTINUES

The ultimate test of an organization is not whether the founder

can produce a great result.

It is whether the standards, values, judgment, and capability can

continue without depending on the founder’s daily presence.

This does not mean the company must outlive you in a literal

sense. It means the company has become larger than your

personal labor.

It can keep a promise you are not personally monitoring. It can

make a strong decision you did not personally approve. It can

develop a leader you did not personally manage. It can improve

a process you did not personally redesign. It can create value

while you are somewhere else. That is what it means to grow

beyond you.

THE WORK NEVER BECOMES FINISHED

You will not complete the final chapter, run the appendices, and

arrive at a permanently unconstrained company.

The next sale may expose onboarding. The improved

onboarding may expose delivery capacity. The stronger team

may expose weak leadership. The leadership layer may

compress profit. The margin work may expose pricing. The

higher price may require stronger proof. The larger opportunity

may require a different version of you. This is not an argument

for endless hustle. It is an argument for a repeatable way of

leading. Find the constraint. Solve the constraint. Build the

solution into the machine. Measure it on the scoreboard. Give it

to a leader. Protect the profit. Then look again. Every new level
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brings a new constraint. The company does not need you to

solve every one personally. It needs you to make sure the

organization becomes capable of solving the next one.

YOUR NINETY-DAY DECISION

Do not close this book with nine chapters of good intentions.

Choose one constraint. Write it in one sentence. Choose one

accountable owner. Choose one score that must move. Choose

no more than three rocks for the next ninety days. Choose what

the company will stop doing so the work receives real focus.

Choose the date when the leadership team will review the

result. Then begin.

The architecture of a company is built through decisions that

become structures, structures that become habits, and habits

that become culture.

One quarter will not finish the transformation.

It can change the direction.

THE COMPANY YOU WERE TRYING TO BUILD

When you were doing the early work, chasing the first clients,

and wondering whether the agency would survive, you were not

dreaming only about a revenue number.

You were dreaming about what the number might make

possible. More control over your time. More security for your

family. More impact for your clients. More opportunity for your

team. More ability to choose.
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Do not let the achievement of seven figures become the reason

you abandon the life you hoped it would create.

For us, that life has names: Brandon, Ryan, and Justin, and

dinners where nobody’s phone is face up on the table.

Ryan’s birth had already shown us the machine could hold for

three weeks without us. What we wanted to know next was

whether it could do more than hold. Let us leave you with what

the payoff actually looks like, because it is not a number. This

past year we took the family on a three-week trip out west.

Disney, the VIP tour. Universal. Then an RV, and two weeks

rolling up the coast, and here is the part that would have been

science fiction on that November morning in Miami traffic: for

two consecutive weeks we were completely off the grid. No

email. No Slack. Not reachable, on purpose.

We came home to find that Seven Figure Agency had exceeded

its revenue target for the month, and Plumbing & HVAC SEO

had set an all-time record with over $48,000 in new monthly

recurring revenue signed, all while we were disconnected in an

RV with our boys. We sat with that for a while. Not because of

the money, but because of what it proved: the abundance and

the freedom were finally the same thing. The company was

crushing it for its clients, growing without us, and we were

exactly where we wanted to be.

That is the whole promise of this book, delivered. Not

systems. Freedom.

That life runs on a priority stack we try to live by: God first, each

other second, our boys, and then the business. When the stack

is in order, the business gets the best of us. When it inverts, the
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business gets the leftovers of two depleted people, and so does

everyone who works for us.

And the mission continues. More than 190 agencies have

crossed seven figures with us so far. The new goal is 500, and if

you have read this far, we suspect you are one of them.

When we look back across more than twenty years of building,

we do not think about the awards. Not the Inc. 5000 plaque, not

the biggest sales month, not even the first time one of our

companies crossed seven figures. Those moments mattered.

They are not the ones that changed our lives.

The moments we remember are quieter. A Friday morning drive

to Doral, realizing we had built a successful business that no

longer resembled the life we wanted. A chair across from Elliot,

wondering how a company doing $200,000 a month could

leave us worried about payroll. Yesenia, with Brandon in her

arms, asking the question that had no defense. Three weeks

with a newborn Ryan while the company grew without us. A

theme park with our boys while two companies served clients,

solved problems, and set records, and neither of us opened

a laptop.

Those were never really business moments. They were the

moments that proved we had finally built what we thought we

were building all along.

Not an agency. A life.

That is the trap, and we want to name it one last time.

Entrepreneurs tell ourselves we are sacrificing today so we can

have freedom tomorrow. Then one day tomorrow arrives, and
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we are still sacrificing. The revenue is bigger, the team is bigger,

the responsibilities are bigger, and freedom never shows up. Not

because we failed. Because we kept building the company that

got us here instead of the company that could take us where we

actually wanted to go.

So hear this clearly: you are not trapped because your business

has grown. You are trapped because your business has grown

around you. And that is good news, because what gets built can

be rebuilt.

That is why we wrote this book. Not to help you build a bigger

agency. To help you build one that no longer depends on you.

Someday, Brandon, Ryan, and Justin will not remember how

many clients we had. They will not remember the MRR chart,

the plaque, or which software ran the dashboards. They will

remember whether we were at the dinner table. They will

remember an RV rolling up the coast, two weeks when nobody

could reach us, and that their parents built something together

and still chose each other first.

Your team will not remember your revenue either. They will

remember whether the seat you built for them changed their

story: the way a part-time suit salesman became the leader who

owned Saturday, the way a kindergarten teacher became a

partner, the way a beekeeper became a closer.

And the market will not remember your stack. It will remember

whether the thing you built kept its promises after you stopped

being the one keeping them.

Build something worth remembering.
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At some point after you close this book, you will walk back into

your office. The emails will still be there. The notifications will still

be waiting. Someone will need a decision, a client will have a

question, a salesperson will want your approval. Nothing will

look different.

But something should be. You now know the difference

between building a business that needs you and building one

that needs your leadership, and every decision you make from

this point forward moves you toward one of those futures.

In the months ahead you will hire people, redesign systems, and

make difficult calls. Some days will feel like moving backward.

Other days you will wonder if it is worth it. Keep going. You are

not just changing how your agency operates. You are changing

what it is capable of becoming.

So here is our challenge, and it is a decision, not a technique.

Decide that from this day forward, you will no longer measure

your importance by how much your business depends on you.

Measure it by how little it has to. The greatest companies are not

built by indispensable founders. They are built by leaders who

make themselves progressively unnecessary, and that is not the

end of your value. It is the highest expression of it.

Do not just implement the Agency Scale Model. Become the

kind of leader who can build it.

Every new level brings a new constraint. That is not the fine

print. That is the deal, and now you know exactly what to do

with it. Find it. Solve it. Repeat. We will see you beyond seven
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figures, and when you get there, do one thing for us: turn

around and pull the next agency up.

One last thing. At the start of this book, sitting in Miami traffic, I

confessed something that took me years to say out loud: part of

me liked being the one everything ran through. If some part of

you likes it too, we understand better than anyone. So we will

leave you with the sentence we most needed to hear back then.

Go build the company that no longer needs you to prove

your worth.

That is the day you become the Architect CEO. And the life you

started this for is waiting on the other side.
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A P P E N D I X  A  ·  T O O L S  &  T E M P L A T E S

THE AGENCY SCALE ASSESSMENT

This assessment measures how far the agency has moved from Hero

Owner dependence toward an Architect CEO operating model.

Score each statement: 0 = not true or not in place; 1 = partly true,

inconsistent, or founder-dependent; 2 = consistently true and owned

by the organization. Do not score based on intention. Score based on

what has been consistently true during the last ninety days. The

maximum score is 50.

SECTION 1: IDENTIFY THE CONSTRAINT

1 We know our normalized average new clients per month,

monthly churn, and average MRR per client.

0 1 2

2 We can state the company’s current primary constraint in one

sentence and support it with data.

0 1 2

3 Our quarterly priorities are directly connected to the primary

constraint.

0 1 2

4 We resist launching initiatives that do not address the

constraint, even when they are good ideas.

0 1 2

5 When a constraint is solved, we deliberately re-diagnose rather

than assume the next constraint.

0 1 2

SECTION SUBTOTAL / 10

SECTION 2: BUILD THE MACHINE

6 We have a clearly defined niche, a standardized recurring offer,

and a documented client journey.

0 1 2
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7 Core delivery runs from playbooks inside a project management

system, not from memory.

0 1 2

8 A new team member can reach competent output using our

documentation and training, without shadowing the founder.

0 1 2

9 Our operating system (weekly leadership meeting, quarterly

planning, annual planning) runs on schedule.

0 1 2

10 If our best employee resigned tomorrow, results would continue

because the system owns the results.

0 1 2

SECTION SUBTOTAL / 10

SECTION 3: OPERATE FROM A SCOREBOARD

11 We have an executive dashboard covering clients, MRR, churn,

gross margin, acquisition cost, and cash.

0 1 2

12 Every department has a weekly scorecard of three to five owned

numbers, marked on track or off track.

0 1 2

13 Data arrives on time and is trusted enough to argue from, not

about.

0 1 2

14 A red number automatically becomes an issue in the weekly

meeting within seven days.

0 1 2

15 Quarterly priorities are chosen from what the trends say, not

from what feels urgent.

0 1 2

SECTION SUBTOTAL / 10

SECTION 4: BUILD LEADERS, NOT EMPLOYEES

16 We have a future-state accountability chart with a name,

purpose, outcomes, and scorecard for every seat.

0 1 2

17 Leaders own outcomes and decision rights, not just tasks and

titles.

0 1 2
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18 Problems arrive as a one-three-one (one problem, three options,

one recommendation), not as escalations.

0 1 2

19 We evaluate every seat honestly as A, B, or C at least twice a year

and act on what we find.

0 1 2

20 We develop future leaders before the seat opens rather than

promoting on loyalty and hoping.

0 1 2

SECTION SUBTOTAL / 10

SECTION 5: MAXIMIZE PROFITABILITY

21 Our chart of accounts separates true operating expenses from

executive benefits, so operating profit is visible at a glance.

0 1 2

22 Our core program passes the 3X rule: price is at least three times

the true cost to deliver.

0 1 2

23 Every major growth investment has an amount, a duration, a

hypothesis, a leading indicator, and an exit condition.

0 1 2

24 Net operating profit is tracked monthly against the 10 percent

red line and the 15 to 30 percent healthy zones.

0 1 2

25 The owner personally reviews the P&L and balance sheet line by

line every month, without exception.

0 1 2

SECTION SUBTOTAL / 10

SCORING

40 to 50: You are operating as an Architect CEO. Your work is

refinement and the next constraint.

25 to 39: The model is partially installed. Identify the lowest-scoring

section; it is almost certainly related to your current constraint.
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Below 25: The company still runs on founder heroics. Start with Chapter

3, pick one constraint, and build outward from there. Do not attempt all

five sections at once.

TOTAL SCORE / 50
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A P P E N D I X  B  ·  T O O L S  &  T E M P L A T E S

REVENUE CEILING CALCULATOR

The Revenue Ceiling Calculator estimates the recurring-revenue

plateau created by the relationship among new-client volume, churn,

and average client value.

It is a strategic model, not a precise forecast. Use normalized inputs

and update it quarterly.

STEP 1: GATHER THE INPUTS

Average New Retainer Clients per Month Use the total number of

new recurring clients added during the last twelve months divided

by twelve.

Do not include one-time projects unless they become recurring clients.

New clients during last twelve months

Average new clients per month / 12 =

AVERAGE MONTHLY LOGO CHURN

For each month: Clients lost during the month ÷ Clients at the beginning of
the month

Use a rolling average rather than one unusually good or bad month.

Average monthly logo churn percent

Convert the percentage to a decimal for the formula. Examples:

2 percent = 0.02

3 percent = 0.03

5 percent = 0.05
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8 percent = 0.08

AVERAGE MONTHLY RECURRING REVENUE PER CLIENT

Current recurring revenue ÷ Current active recurring clients

Current MRR: $

Active recurring clients

Average MRR per client: $

STEP 2: CALCULATE THE CLIENT CEILING

Client Ceiling = Average New Clients per Month ÷ Monthly Churn Rate

Average new clients

Monthly churn as a decimal

Client ceiling / = clients

STEP 3: CALCULATE THE REVENUE CEILING

Revenue Ceiling = Client Ceiling × Average MRR per Client

Client ceiling

Average MRR per client: $

Estimated revenue ceiling: $ MRR

Estimated annual recurring run rate: $ x 12 = $
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WORKED EXAMPLE
Average new clients per month 5

Monthly churn 5 percent, or 0.05

Average MRR per client $1,500

Client ceiling 5 ÷ 0.05 = 100 clients

Revenue ceiling 100 × $1,500 = $150,000 MRR

At approximately one hundred clients, 5 percent churn equals approximately five

lost clients per month. If the agency continues adding five, net client growth

approaches zero.

SCENARIO PLANNING

SCENARIO
NEW
CLIENTS /
MO

MONTHLY
CHURN

AVG. MRR /
CLIENT

CLIENT
CEILING

REVENUE
CEILING

Current

Retention
improvement

Price / value
increase

Acquisition
increase

Combined plan

Run at least three scenarios before choosing the quarter’s lever.

Current churn percent

Improved churn percent

New revenue ceiling: $ MRR

What operational changes would be required?

Better client qualification

Clearer expectations during sales

Stronger onboarding

Faster early win



B E Y O N D  S E V E N  F I G U R E S

271

Improved delivery result

More proactive account management

Client health scoring

Annual agreements

Removal of low-fit clients or offers

Other: 

CLIENT-VALUE SCENARIO

What happens if average MRR per client increases by 10, 20, or

30 percent?

Current average MRR: $

10 percent higher: $

20 percent higher: $

30 percent higher: $

POSSIBLE LEVERS:

Increase price for new clients

Raise legacy pricing

Create a higher-value tier

Add a standardized complementary service

Expand successful clients

Remove a low-priced tier

Improve proof and positioning

Other: 

ACQUISITION SCENARIO

What happens if the agency adds one, two, or three more clients

per month?

Current average new clients

Scenario one

Scenario two
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Scenario three

POSSIBLE LEVERS:

Increase qualified lead flow

Improve show rate

Improve close rate

Add sales capacity

Improve follow-up

Build joint ventures or associations

Increase authority and content

Add a proven acquisition channel

Other:  Interpret the Result Carefully The simple model assumes:

New-client volume remains stable

Churn remains stable as the client base grows

Average client value remains stable

Expansion and contraction revenue are limited

Capacity can support the projected client base

Acquisition cost remains economically acceptable

Real agencies are more complex.

LOGO CHURN VERSUS REVENUE CHURN

Logo churn measures clients lost.

Revenue churn measures recurring revenue lost.

Track both. A company can have low logo churn and high revenue

churn if one large client leaves. It can have high logo churn and

moderate revenue churn if smaller clients leave more often.
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COHORT CHURN

Compare clients by start date, offer, price, salesperson, account

manager, niche segment, and service tier.

A blended churn number can hide a weak cohort.

EXPANSION REVENUE

If existing clients regularly buy more services or locations, include

expansion MRR in a more advanced model.

Net New MRR = New MRR + Expansion MRR - Churned MRR -

Contraction MRR

CAPACITY CONSTRAINT

A mathematical revenue ceiling is not permission to sell beyond

delivery capacity. Before choosing acquisition as the lever, confirm:

Onboarding capacity

Fulfillment capacity

Account-management capacity

Hiring lead time

Quality assurance

Cash required to fund growth

Profit Constraint A higher ceiling can create a worse business if the

client economics are weak. Before raising volume, confirm:

Gross margin by offer

CAC and payback period

Working-capital needs

Management-layer cost
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Operating-profit guardrails

MAKE THE DECISION

Our current estimated revenue ceiling is: $ MRR The limiting
lever is most likely:

Acquisition

Conversion

Retention

Client value

Capacity

Leadership

Profit / cash

The evidence is

Our ninety-day target is

The leading metric is

The lagging metric is

The accountable owner is
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A

A P P E N D I X  C  ·  T O O L S  &  T E M P L A T E S

ACCOUNTABILITY CHART TEMPLATE

n accountability chart defines the seats the business needs, the

outcomes each seat owns, and the relationships among them.

Build the chart before assigning names.

STEP 1: DEFINE THE MAJOR FUNCTIONS

Use the future company you expect to lead in the next twelve to

twenty-four months. Typical agency functions include:

Vision and strategy

Integration / company operations

Marketing

Sales

Client onboarding

Delivery / fulfillment

Account management / client success

Finance / administration

People / culture

Technology / AI, when material to the model

The same person may occupy multiple seats today. Keep the seats

separate on the chart so you can see the actual work and plan

future hires.
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STEP 2: COMPLETE ONE SEAT CARD PER FUNCTION

SEAT CARD TEMPLATE
Complete one card for every function on the chart.

Seat name

Purpose (why does this seat exist?)

FIVE KEY OUTCOMES

1.

2.

3.

4.

5.

Write outcomes, not activity lists. Weak: “Manage account managers.” Stronger:

“Maintain rolling monthly revenue churn below target while every client has a

current success plan and health status.”

SCORECARD

METRIC TARGET FREQUENCY SOURCE

DECISION RIGHTS
Decide and act (within these guardrails)

Decide and inform

Recommend and approve

Escalate immediately when

DIRECT REPORTS

1.

2.

3.
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CAPACITY TRIGGER
At what client, revenue, team, workload, or complexity level must this seat add

capacity or change structure?

REQUIRED COMPETENCIES

1.

2.

3.

CORE VALUES BEHAVIORS
What behaviors must the person demonstrate consistently?

STEP 3: PLACE NAMES IN SEATS

SEAT CURRENT
PERSON

GET
IT?

WANT
IT? CAPACITY? LEVEL

TODAY
DEVELOPMENT / HIRE
DECISION

Level today: Doer / Manager / Leader / Executive.

Use evidence.

Get it: Does the person understand the role and how it

connects to the company?

Want it: Does the person genuinely want the responsibilities,

pressure, and work?

Capacity: Does the person have the time, capability,

emotional range, and judgment required?
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STEP 4: EXPOSE FOUNDER DEPENDENCE

Mark every seat in which the founder is the official or hidden owner. For

each, answer: What still depends on me? Why has it not transferred?

No person in the seat

Wrong person in the seat

Playbook is missing

Scorecard is missing

Decision rights are unclear

I reclaim decisions

Client or team trust is still attached to me

Financial authority is unclear

Other: 

Target transfer date

Future owner

TRAINING AND TRANSITION STEPS

1.

2.

3.

4.

STEP 5: BUILD SUCCESSION

For every leadership seat, identify:

KEY
SEAT

INTERNAL
SUCCESSOR

READINESS
DATE

EXPERIENCE
NEEDED

EMERGENCY
COVERAGE

EXTERNAL
SEARCH
NEEDED?
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Succession is not only an exit-planning exercise. It prevents the

company from becoming fragile around any one leader.

SAMPLE TOP-LEVEL ACCOUNTABILITY CHART

VISIONARY / CEO
Owns vision, strategy, market positioning, capital allocation, key relationships, and

executive leadership.

INTEGRATOR / COO
Owns execution of the vision, leadership-team alignment, operating rhythm, cross-

functional issues, and company priorities.

MARKETING LEADER
Owns qualified demand, authority,

channel performance, CAC inputs, and

the marketing team.

SALES LEADER
Owns pipeline execution, conversion,

sales coaching, forecasting, new MRR,

and the sales team.

DELIVERY LEADER
Owns onboarding, fulfillment, quality,

capacity, cycle time, results, and

production teams.

CLIENT SUCCESS LEADER
Owns communication, client health,

retention, expansion, account-manager

performance, and the client journey.

FINANCE / ADMINISTRATION LEADER
Owns accurate financial information, cash visibility, billing, collections, compliance

coordination, administration, and management reporting.

The chart should match your model. Do not add a layer because

another agency has one. Add it when the work and complexity require

clear ownership.
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U

A P P E N D I X  D  ·  T O O L S  &  T E M P L A T E S

AGENCY SCOREBOARD

se this appendix to create a minimum viable executive

dashboard and functional weekly scorecards.

The executive dashboard answers, “Is the company healthy?” The

functional scorecards answer, “Which activities and conditions are

driving the result?”

EXECUTIVE DASHBOARD

METRIC DEFINITION TARGET CURRENT PRIOR
MO. OWNER

Active clients
Total active recurring clients
at period end

MRR
Contracted recurring
revenue at current run rate

New MRR
Recurring revenue added
during period

Churned MRR
Recurring revenue lost
during period

Net new MRR
New + expansion − churn −
contraction

Logo churn
Clients lost / beginning
clients

Revenue churn
Churned MRR / beginning
MRR

Avg. MRR per
client

MRR / active clients

Gross margin (Revenue − COGS) / revenue

Operating
profit

Operating profit / revenue

CAC
Sales and marketing cost /
new clients
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METRIC DEFINITION TARGET CURRENT PRIOR
MO. OWNER

Cash on hand
Usable cash after known
restrictions

Receivables
30+

Uncollected invoices older
than 30 days

Delivery
capacity

Available versus committed
capacity

At-risk MRR
MRR attached to red or high-
risk accounts

Mark each metric green, yellow, or red at every review.

METRIC DEFINITION CARD
Complete one for every executive and department metric.

Metric name

Purpose (why do we track it?)

Formula

Source of truth

Owner

Update frequency

Green range

Yellow range

Red range

Required action when yellow

Required action when red

FUNCTIONAL SCORECARDS

Choose only the metrics that influence decisions in your model.
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MARKETING SCORECARD

WEEKLY METRIC TARGET ACTUAL OWNER STATUS / ISSUE

Qualified leads created

Cost per qualified lead

Content / authority assets published

Webinar or event registrations

Partner-sourced opportunities

Outbound positive responses

Lead-to-booked-call rate

Website conversion rate

SALES SCORECARD

WEEKLY METRIC TARGET ACTUAL OWNER STATUS / ISSUE

Qualified appointments booked

Qualified appointments held

Show rate

Proposals / offers made

Close rate

New clients

New MRR

Average starting MRR

Follow-up tasks completed on time

Pipeline value, next 30 / 60 / 90 days

ONBOARDING SCORECARD

WEEKLY METRIC TARGET ACTUAL OWNER STATUS /
ISSUE

New clients waiting to launch

Days from signed agreement to kickoff

Days from kickoff to first deliverable
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WEEKLY METRIC TARGET ACTUAL OWNER STATUS /
ISSUE

Onboarding tasks completed on time

Clients missing required inputs

Early client satisfaction / confidence
score

Onboarding rework or errors

DELIVERY SCORECARD

WEEKLY METRIC TARGET ACTUAL OWNER STATUS /
ISSUE

Deliverables completed on time

Quality assurance pass rate

Rework rate

Average production cycle time

Capacity utilization

Backlogged work

Client-result metric 1

Client-result metric 2

Automation / AI exception rate, if
applicable

CLIENT SUCCESS SCORECARD

WEEKLY METRIC TARGET ACTUAL OWNER STATUS / ISSUE

Strategy calls completed

Green clients

Yellow clients

Red clients

At-risk MRR

Open client issues beyond SLA

Expansion opportunities

Referrals requested / received
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WEEKLY METRIC TARGET ACTUAL OWNER STATUS / ISSUE

Logo churn

Revenue churn

PEOPLE SCORECARD

WKLY / MO. METRIC TARGET ACTUAL OWNER STATUS / ISSUE

Open roles

Qualified candidates

Time to hire

Ninety-day new-hire retention

Training completion

Direct reports per leader

A-player percentage

Employee pulse / engagement

Unplanned absence / capacity risk

FINANCE SCORECARD

MONTHLY METRIC TARGET ACTUAL OWNER STATUS / ISSUE

Revenue versus budget

Cost of goods sold

Gross margin

Sales and marketing spend

Overhead

Operating profit

Cash on hand

Taxes reserved

Accounts receivable over 30 days

Budget variance requiring action
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WEEKLY SCORECARD REVIEW

1 Confirm data is complete.

2 Move quickly through green metrics.

3 Ask the owner of every yellow or red metric for the issue, not a

long defense.

4 Add recurring or material issues to the leadership issue list.

5 Identify, discuss, and solve the highest-priority issue.

6 Assign one owner and due date to every action.

7 Do not change the target in the meeting merely to make the

metric green.

MONTHLY EXECUTIVE REVIEW

Answer:

What changed in revenue, clients, churn, margin, cash,

and capacity?

Which trend is improving?

Which trend is deteriorating?

Which leading indicator predicted the result?

Which result surprised us, and why?

What decision must be made now?

Does the current scoreboard still reflect the constraint?
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QUARTERLY SCOREBOARD AUDIT

For each metric, ask:

Does it influence a decision?

Is the formula clear?

Is the data trusted and timely?

Does one seat own it?

Is the target appropriate for the next stage?

Does a red number trigger action?

Remove metrics that do not pass the test. Add only the measures

required to see the current constraint and the health of the system.
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FINANCIAL CHECKUP

This checkup is an operating diagnostic, not tax, legal, or accounting

advice. Work with qualified professionals to confirm classifications

and compliance.

1. CHART OF ACCOUNTS CHECK

Can the P&L show these layers clearly?

Revenue

Cost of goods sold

Gross profit

Sales and marketing expense

General and administrative overhead

Operating profit

Executive benefits / discretionary owner expenses

Interest, taxes, depreciation, and other below-the-line items as

appropriate

If not, schedule a chart-of-accounts review with the bookkeeper,

accountant, or fractional CFO.

SUGGESTED REVENUE CATEGORIES

Recurring service revenue

Setup / launch revenue

Project revenue

Expansion / add-on revenue

Pass-through or reimbursed revenue, if material
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Other operating revenue

Suggested Cost-of-Goods-Sold Categories

Direct fulfillment payroll

Direct contractors

Content / creative production

Development production

Direct media-management labor

Direct client-delivery software

Other costs that rise directly with service delivery

Use one consistent policy. Do not move expenses between COGS and

overhead simply to improve the appearance of gross margin.

SUGGESTED OVERHEAD CATEGORIES

Executive and leadership payroll not directly in fulfillment

Finance and administration

HR and recruiting

Shared software

Rent and facilities

Professional fees

Insurance

Education and training

Travel not classified elsewhere

General operating expenses

Suggested Executive-Benefit Categories
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Owner-specific vehicle expense

Discretionary executive travel

Owner meals and lifestyle expenses treated appropriately

by advisors

Other benefits that a buyer or replacement CEO might

normalize separately

The purpose is to see operating health before discretionary owner

choices, while still recording those choices accurately.

2. RATIO CHECK

Enter the rolling twelve-month result.

Ratio Formula Guideline Actual Status Cost of goods sold COGS /

revenue Approximately 33% or

less Gross margin Gross profit / revenue Approximately 65-67%

or more Sales and marketing Sales + marketing / Often 5-15%, based on

revenue plan Overhead G&A overhead / Often below

revenue approximately 25% Operating profit Operating profit / Often 15-

30% over

revenue time Cash reserve Usable cash / monthly Company-specific

operating expense target Receivables risk A/R over 30 days / total

Company-specific

A/R target These are diagnostic ranges, not universal laws. Evaluate the

stage, service model, location, client concentration, cash cycle, and

growth plan.
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3. GROSS-MARGIN CHECK BY OFFER

Direct Delivery

OFFER / TIER MONTHLY PRICE GROSS PROFIT GROSS MARGIN 3X COST TEST ACTION

Cost

Pass / Review Ask:

Which offer produces the strongest client result and margin?

Which offer creates the most rework, exceptions,

and support?

Which legacy accounts are receiving premium delivery at

outdated pricing?

Which services should be repriced, standardized, redesigned,

or removed?

4. TEN-PERCENT RED-LINE CHECK
Current normalized operating profit percent Below 10 Percent

Pause nonessential hiring

Pause or review nonessential capital projects

Review pricing and scope

Review COGS and utilization

Review overhead and software

Protect cash and collections

Build a ninety-day margin-recovery plan 10 to 15 Percent

Confirm which investments are temporarily compressing margin

Define the date and evidence for recovery

Avoid adding expense without an explicit return case 15 to 20 Percent
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Maintain discipline

Improve the weakest cost category

Build cash reserves

Invest selectively against the primary constraint 20 to 30 Percent

Decide deliberately among distributions, reserves, debt reduction,

growth, technology, leadership, and acquisitions

Do not let healthy profit disappear through undirected expense growth

5. GROWTH-INVESTMENT CARD

Complete one for every material growth investment.

Investment

Constraint addressed

Total approved amount: $

Duration Hypothesis:

Leading indicator

Target result

Review date Exit / redesign condition:

6. MONTHLY FINANCIAL REVIEW AGENDA

Revenue

Actual versus budget

Recurring versus one-time

New, expansion, churned, and contraction MRR

Revenue by offer and cohort

Delivery Economics

COGS versus budget

Gross margin and trend
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Labor, contractor, tool, and rework variances

Margin by offer or client cohort

Growth Economics

Sales and marketing spend

New clients

CAC and payback

Pipeline and forecast

Overhead

Payroll

Leadership layer

Software

Professional fees

Unusual or redundant expense

Profit and Cash

Operating profit

Executive benefits

Cash on hand

Receivables

Taxes reserved

Debt and obligations

Runway
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DECISIONS

DECISION OWNER DUE DATE METRIC EXPECTED FINANCIAL EFFECT

7. THIRTY-DAY PROFIT ACTION
The financial constraint we will address is

The thirty-day action is

Possible actions:

Raise new-client pricing

Review legacy pricing

Remove or reprice an unprofitable service

Reduce rework

Improve utilization

Reduce software or overhead

Improve collections

Pause a weak investment

Reclassify the chart of accounts

Other: 

Owner

Expected result

Review date
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QUARTERLY PLANNING WORKSHEET

se this worksheet during a half-day or full-day quarterly

planning session with the leadership team.

The purpose is not to create the longest list of projects. It is to identify

the current constraint, learn from the last quarter, and commit to the

few priorities that can move the whole company.

1. RECONNECT TO THE VISION

THREE-YEAR PICTURE

Revenue

Operating profit percent

Clients

Team / leadership structure

Founder role

Market position

What will be true about the company that is not true today?

ONE-YEAR TARGETS
Revenue

Operating profit percent

Clients

PRIMARY STRATEGIC OUTCOMES
1.

2.

3.
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2. REVIEW THE PRIOR QUARTER

WINS

What worked, improved, or deserves celebration?

1.

2.

3.

4.

5.

MISSES

What did not happen or did not create the expected result?

1.

2.

3.

4.

5.

LESSONS

What should the company repeat, stop, or change?

Repeat

Stop

Change

ROCK REVIEW

PRIOR ROCK OWNER COMPLETE? (YES / NO) RESULT CREATED LESSON

Do not mark a rock complete because tasks were performed. Mark it

complete when the defined outcome was achieved.
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3. REVIEW THE SCOREBOARD

KEY METRIC TARGET QUARTER RESULT TREND ISSUE / INSIGHT

Revenue Up / Flat / Down

Net new MRR Up / Flat / Down

Logo churn Up / Flat / Down

Revenue churn Up / Flat / Down

Gross margin Up / Flat / Down

Operating profit Up / Flat / Down

CAC Up / Flat / Down

Cash Up / Flat / Down

Capacity Up / Flat / Down

At-risk client MRR Up / Flat / Down

Which result surprised us?

Which leading indicator predicted the result?

Which metric no longer helps us make decisions?

Which metric is missing?

4. IDENTIFY THE CONSTRAINT

Complete the sentence:

The company cannot reach the next level until we

EVIDENCE

1.

2.

3.

4.

5.
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What would still prevent growth if every other current issue

disappeared? Which constraint category is this?

Acquisition

Conversion

Retention / client value

Capacity / machine

Leadership

Scoreboard / visibility

Profit / cash

Other: 

5. DEFINE THE NINETY-DAY OUTCOME

By the end of the quarter, we will:

Lagging result

LEADING INDICATORS

1.

2.

3.

Accountable executive

6. SET COMPANY ROCKS

Choose three to five maximum. Fewer is often better.

ROCK OWNER DUE
DATE

OUTCOME / DEFINITION OF
DONE

LEADING
METRIC DEPENDENCIES

Test every rock:
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Directly supports the constraint or essential company health

Has one owner

Has a measurable definition of done

Can realistically be completed within ninety days

Has adequate capacity and budget

Has dependencies and risks identified

7. CREATE THE STOP LIST

What will the company not begin, continue, or over-prioritize

this quarter?

1.

2.

3.

4.

5.

Ideas can be valuable and still be wrong for this quarter.

8. PEOPLE AND ACCOUNTABILITY REVIEW

SEAT PERSON RIGHT PERSON?
(YES / NO)

RIGHT SEAT?
(YES / NO)

CAPACITY
RISK?

DECISION /
DEVELOPMENT ACTION

FOUNDER DEPENDENCIES TO REMOVE THIS QUARTER
1.

2.

3.

LEADERSHIP DECISIONS REQUIRED
1.

2.
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3.

9. FINANCIAL GUARDRAILS
Approved investment for the quarter

Minimum operating-profit guardrail percent

Minimum cash guardrail

Hiring approved

Expenses or investments requiring review

10. RISKS AND PRE-MORTEM

Imagine the quarter ended and the plan failed. Why?

1.

2.

3.

4.

5.

What will we do now to reduce those risks?

11. COMMUNICATE THE QUARTER

After planning, share a concise company update:

What we accomplished

What we learned

Where the company is going

The constraint we are solving

The company rocks

What each department owns
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What we are not doing

How progress will be measured

Date of company communication

Owner

12. MID-QUARTER RESET

Schedule a midpoint review around day forty-five.

Midpoint date

At the review, ask:

Are the leading indicators moving?

Are rocks on track?

Has the constraint diagnosis changed?

Does any rock need to be simplified or stopped?

Is a leadership, capacity, or cash issue threatening execution?

What must happen in the next two weeks?
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WEEKLY LEADERSHIP MEETING
AGENDA

This is a Level 10-style weekly leadership agenda. EOS is a proprietary

operating system, and teams using EOS should follow the official

materials and guidance. This agenda is provided as a practical

operating rhythm for the Agency Scale Model.

Recommended length: 90 minutes

Recommended participants: CEO, integrator or COO, and the leaders of

the major company functions

Recommended rule: Same day, same time, starts on time, ends on

time Before the Meeting Every leader updates their numbers, rocks,

and to-dos before the meeting begins.

The meeting is not the place to discover that the data is missing.

Scorecard updated

Rock status updated

Prior to-dos marked complete or incomplete

Client and people headlines added

Issues added to the issue list

Relevant documents linked

1. CONNECT AND FOCUS: 5 MINUTES

Each person shares one personal or professional win. Optional

icebreaker: The purpose is to reconnect as humans and enter the

meeting with attention.



B E Y O N D  S E V E N  F I G U R E S

302

2. SCORECARD: 10 MINUTES

Review weekly metrics.

Move quickly through green numbers. For every yellow or red number:

Confirm the owner

Ask whether it is a one-week fluctuation or a pattern

Add the underlying issue to the issue list

Do not solve the issue during the scorecard review

OFF-TRACK METRIC OWNER ISSUE ADDED? (YES / NO)

3. QUARTERLY ROCKS: 5 MINUTES

Each rock is either:

On track

Off track

Complete

Do not give a long status report.

Add obstacles to the issue list.

ROCK OWNER STATUS ISSUE ADDED?

4. CLIENT AND TEAM HEADLINES: 5 MINUTES

Share only material headlines. Client examples:

Major win
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Red client

Renewal or expansion

Legal or reputation risk

Significant result or failure

Team examples:

New hire

Resignation

Performance concern

Recognition

Capacity issue

Leadership development

Add issues that require discussion.

5. TO-DO REVIEW: 5 MINUTES

Review commitments from the prior meeting.

Target: At least 90 percent complete.

An incomplete to-do is not automatically carried forward without

discussion. Ask why it was missed and whether the action

remains correct.

PRIOR TO-DO OWNER COMPLETE? (YES / NO) NEW ACTION IF NEEDED

6. IDENTIFY, DISCUSS, SOLVE: 55 MINUTES

Prioritize the issue list.
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Solve the highest-value issue first, not the easiest.

IDENTIFY

What is the real issue?

Separate the symptom from the root cause.

DISCUSS

Share relevant facts and perspectives.

Avoid repeating the same point, defending departments, or solving

through opinion without evidence.

SOLVE

Choose a decision or action.

Assign one owner and a due date.

If the issue requires more analysis, define the specific information

needed and who will bring it.

PRIORITY ISSUE ROOT CAUSE DECISION / TO-DO OWNER DUE DATE

Useful questions:

What is the fact, and what is the story?

Which constraint does this affect?

What system is missing or unclear?

Who owns the outcome?

What does the scorecard say?
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What decision are we avoiding?

What would prevent this from happening again?

What is the simplest viable solution?

7. CONCLUDE: 5 MINUTES

Review all new to-dos.

Confirm who communicates what to the rest of the company.

Rate the meeting from 1 to 10.

Average meeting rating / 10

Ask anyone below an 8:

What would have made the meeting better?

COMMUNICATION CASCADE

MESSAGE AUDIENCE OWNER DATE / CHANNEL

MEETING HEALTH CHECK

Quarterly, ask:

Do the right leaders attend?

Are scorecard numbers complete and trusted?

Are rocks tied to the current constraint?

Are hard issues being raised early?

Does the team solve root causes rather than symptoms?

Are to-dos completed at least 90 percent of the time?

Does the meeting reduce side meetings and “got a minute”

interruptions?

Does each leader leave clearer about ownership?
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If the weekly meeting is not reducing chaos
outside the meeting, improve the meeting and

the accountability around it.
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RECOMMENDED READING

The goal is not to read every book at once. Choose the book that best

addresses the current constraint, apply it, and return to the list when

the constraint changes.

CONSTRAINTS AND SYSTEMS

THE GOAL BY ELIYAHU M. GOLDRATT AND JEFF COX

Why it matters:

A practical introduction to the Theory of Constraints. It teaches the

discipline of improving the limiting point in a system rather than

optimizing every part independently. Read when:

The company is busy, multiple projects are competing for attention,

and growth remains flat.

THE E-MYTH REVISITED BY MICHAEL E. GERBER

Why it matters:

A foundational explanation of the difference between doing the

technical work and building the business that delivers the technical

work. Read when:

The founder remains the best technician and the company depends

on personal expertise.

CLOCKWORK BY MIKE MICHALOWICZ

Why it matters:
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A practical approach to designing a company that can operate

without the owner and protecting the core function that drives value.

Read when:

The owner wants to step away but does not know which systems and

roles must be built first.

OPERATING SYSTEMS AND EXECUTION

TRACTION BY GINO WICKMAN

Why it matters:

Introduces the Entrepreneurial Operating System and its practical tools

for vision, accountability, scorecards, quarterly priorities, meetings, and

issue-solving. Read when:

The agency has a growing team but lacks a consistent

operating rhythm.

SCALING UP BY VERNE HARNISH

Why it matters:

Provides frameworks around people, strategy, execution, and cash for

companies moving into a more complex growth stage. Read when:

The leadership team needs a broader enterprise view and stronger

growth disciplines.

MEASURE WHAT MATTERS BY JOHN DOERR

Why it matters:

Explains how objectives and key results can create focus, alignment,

and measurable progress. Read when:
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Priorities are vague, departments pursue disconnected goals, or the

company confuses activity with outcomes.

LEADERSHIP AND PEOPLE

THE FIVE DYSFUNCTIONS OF A TEAM BY PATRICK LENCIONI

Why it matters:

Shows how trust, conflict, commitment, accountability, and results

interact inside a leadership team. Read when:

Meetings are polite but important issues remain hidden, or leaders

protect their departments instead of the company.

WHO BY GEOFF SMART AND RANDY STREET

Why it matters:

Provides a structured approach to defining roles, building scorecards,

interviewing, and selecting people based on evidence. Read when:

The agency has experienced repeated hiring misses or is preparing for

an important leadership hire.

MULTIPLIERS BY LIZ WISEMAN

Why it matters:

Examines how leaders can amplify the intelligence and capability of

the people around them rather than becoming the answer to

everything. Read when:

The founder is surrounded by capable people who still wait

for direction.
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RADICAL CANDOR BY KIM SCOTT

Why it matters:

Offers a framework for combining direct challenge with genuine care

in feedback and leadership. Read when:

Performance conversations are delayed, unclear, or avoided in the

name of being kind.

TIME AND LEVERAGE

BUY BACK YOUR TIME BY DAN MARTELL

Why it matters:

Gives founders a practical framework for calculating the value of time,

transferring work, and designing a life and company around higher-

leverage contribution. Read when:

The owner is successful but overloaded with work another person

could perform.

WHO NOT HOW BY DAN SULLIVAN AND BENJAMIN HARDY

Why it matters:

Reframes growth from “How do I do this?” to “Who can own this

outcome?” Read when:

The founder continues responding to every new opportunity by adding

personal work.
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FINANCE AND PROFIT

SIMPLE NUMBERS, STRAIGHT TALK,
BIG PROFITS BY GREG CRABTREE

Why it matters:

Provides clear thinking about labor efficiency, owner compensation,

profit, and the economics of privately held companies. Read when:

Revenue is growing but the owner cannot tell whether the underlying

operation is healthy.

PROFIT FIRST BY MIKE MICHALOWICZ

Why it matters:

Introduces a cash-management system built around intentional

allocations for profit, owner pay, tax, and operating expenses.

Read when:

The company appears profitable on paper but cash is inconsistent or

taxes create recurring stress.

FINANCIAL INTELLIGENCE FOR ENTREPRENEURS
BY KAREN BERMAN AND JOE KNIGHT

Why it matters:

Explains the P&L, balance sheet, cash flow, ratios, and judgment

behind financial statements in accessible language. Read when:

The owner delegates bookkeeping but does not feel confident

interpreting the financial information.
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CLIENT EXPERIENCE AND RETENTION

NEVER LOSE A CUSTOMER AGAIN BY JOEY COLEMAN

Why it matters:

Provides a framework for the emotional stages of the early client

journey and the experiences that create confidence and loyalty.

Read when:

Clients are most likely to churn during the first several months or

onboarding feels transactional.

GIFTOLOGY BY JOHN RUHLIN

Why it matters:

Explores strategic gifting and relationship-building as a thoughtful

system rather than a promotional tactic. Read when:

The agency wants to strengthen client, partner, and employee

relationships in a memorable way.

HOW TO USE THIS LIST

Before selecting a book, write:

Current constraint

The capability we need

Book selected

Leader responsible for implementation Three ideas we will test: 1.
2. 3.

Review date

Learning becomes leverage only when it changes how the

company operates.
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NINETY-DAY IMPLEMENTATION
CHECKLIST

This plan turns the Agency Scale Model into one focused quarter.

Do not attempt to rebuild all five systems at once. The quarter should

revolve around the current constraint while maintaining the minimum

health of the rest of the company.

BEFORE DAY ONE
Complete the Agency Scale Assessment

Gather twelve months of new-client, churn, client-value, margin, and

cash data

Calculate the Revenue Ceiling

Build or update the executive dashboard

Draft the future-state accountability chart

Schedule the quarterly planning session

Schedule weekly leadership meetings for the full quarter

Schedule the day-forty-five midpoint review

Schedule the day-ninety quarterly review

DAYS 1 TO 10: DIAGNOSE

CEO

State the current constraint in one sentence

List the evidence supporting the diagnosis

Identify what would still prevent growth if other current projects

succeeded
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Choose one lagging outcome and no more than three leading

indicators

Name the executive owner

LEADERSHIP TEAM

Review the prior quarter’s wins, misses, and lessons

Review the scorecard and financial trends

Map the current process connected to the constraint

Interview the people closest to the work

Review recent failures and strong examples

Identify founder dependencies

Create the stop list

OUTPUT

One-page constraint brief

Baseline metrics

Accountable owner

Ninety-day target

Three to five company rocks maximum

DAYS 11 TO 30: DESIGN

Machine

Define the outcome of the system being improved

Define the trigger, inputs, sequence, handoffs, and quality standard

Identify unnecessary variation and custom work

Define capacity and hiring implications

Eliminate unnecessary steps before automating Scoreboard

Define metric formulas and sources

Assign one owner to each metric

Set green, yellow, and red ranges
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Define actions required when the metric is off track

Confirm data can be updated before the weekly meeting Leadership

Confirm the correct seat owns the outcome

Define decision rights

Identify capability gaps

Build the coaching or hiring plan

Transfer one recurring founder decision Finance

Approve the investment amount and duration

Define the expected financial result or risk reduction

Establish operating-profit and cash guardrails

Create the exit or redesign condition

OUTPUT

Updated playbook or system design

Metric definition cards

Decision-rights map

Approved budget and guardrails

DAYS 31 TO 60: IMPLEMENT

Team

Train the people performing the work

Explain why the change matters

Test the process with real clients or work

Capture questions and exceptions

Update the project-management workflow

Verify that templates, tools, and access are available Leadership

Use the one-three-one for issues

Coach the owner of the system without taking the work back

Review capacity and morale

Recognize early wins and values-aligned behavior
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Address performance concerns promptly Scoreboard

Review leading indicators weekly

Move meaningful variances to the issue list

Confirm data is trusted

Remove or revise metrics that do not create decisions Midpoint Review,

Around Day 45

Are the leading indicators moving?

Is the diagnosis still correct?

Are rocks on track?

Has a new capacity or leadership problem appeared?

Is the financial guardrail intact?

What should be simplified, stopped, or accelerated?

What must happen in the next fourteen days?

DAYS 61 TO 80: STABILIZE
Compare current metrics with the baseline

Review quality, cycle time, client impact, team effort, and margin

Confirm the process works without founder intervention

Resolve recurring exceptions

Update training and documentation

Confirm the long-term system owner

Add the review rhythm to weekly or monthly meetings

Build backup coverage for the owner

Communicate progress to the company

DAYS 81 TO 90: TRANSFER AND RECALCULATE

TRANSFER

The system has one accountable leader

The leader owns the scorecard
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Decision rights are clear

The team has been trained

The founder is no longer the default escalation point

Future improvements have a review cadence

FINANCIAL REVIEW

Compare actual investment with budget

Measure financial result or risk reduction

Review gross margin and operating profit

Decide whether to continue, scale, redesign, or stop the investment

RECALCULATE

Complete the Agency Scale Assessment again

Recalculate the Revenue Ceiling

Review the executive dashboard

Identify the likely next constraint

Update the future-state accountability chart

Schedule the next quarterly planning session Day-Ninety Review

Results Constraint: Target: Actual result: Leading indicators: Financial

effect: Founder time or dependency removed:

LESSONS

What worked? What did not? What should become standard? What

should stop?

NEXT CONSTRAINT
The next limiting point appears to be

EVIDENCE

1.

2.
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3.

TWELVE-MONTH IMPLEMENTATION RHYTHM

Use four ninety-day cycles.

QUARTER 1
Constraint

System to improve

Leader

Score

QUARTER 2
Constraint

System to improve

Leader

Score

QUARTER 3
Constraint

System to improve

Leader

Score
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QUARTER 4
Constraint

System to improve

Leader

Score

THE FINAL CHECK

At the end of every quarter, answer:

Is the company less dependent on the founder?

Is the result more repeatable?

Is the truth more visible?

Is a leader stronger?

Are the economics healthier?

Is the next constraint clearer?

If the answer is yes, the Agency Scale Model is working. Find it. Solve

it. Repeat.


