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THE $10MTHE $10MTHE $10M
BUSINESS

PLAYBOOK
The $10M Business Playbook is a practical guide for founders
ready to move from operator to enterprise builder, installing the
systems, leadership, and leverage required to scale sustainably
beyond themselves.
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Introduction:
From Business
Owner to
Enterprise
Builder

There comes a point in every
successful business when
growth stops feeling exciting
and starts feeling heavy.
Revenue is strong, customers
are buying, and the team is
larger than ever. From the
outside, it looks like success.
Yet internally, the pressure
increases. Decisions take
longer, mistakes cost more,
and problems ripple instead
of resolving cleanly. The
business demands more of
you, not less. If you’ve
reached this point, you
haven’t failed, you’ve
reached the edge of a new
stage.

Why This Book Exists
Most business books focus
on starting up or scaling in
theory. Few address the
demanding middle stage,
where success brings
complexity. This book is for
owners who have proven
they can build a business
and now must turn it into
an enterprise. The $10M
stage is not about hustle. It
is about redesigning the
business and evolving your
leadership.

Business vs. Enterprise
A business can be profitable and
still fragile. An enterprise is
different, it is predictable,
repeatable, leader-led, system-
driven, and not dependent on
one person. Many owners can
reach $3–5M through effort and
grit alone, but very few cross
$10M without structural change.
What built the business in the
early years eventually becomes
the constraint. Without redesign,
the founder becomes the
bottleneck.

The Real Shift
Early growth is about control.
This stage is about leverage. You
move from managing people to
leading leaders. Systems must be
rebuilt, and growth engineered,
not chased. Capital,
partnerships, and structure now
matter deeply. The business must
function without you by design.
This is where founders confront
the gap between who they were
and who the business now
requires them to be.
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Who This Is For
This book is for owners approaching a
ceiling at $1–3M, leaders who find
themselves unexpectedly “busy again” at
$3–5M, and founders at $5–10M who
recognise that effort is no longer the
answer. It is for those who want scale
without chaos and growth without fragility.
It is not for beginners, dabblers, or those
searching for shortcuts. It is a field guide
for serious builders.

What This Book Is
This is not a startup manual, a
motivational pep talk, or a
tactics-heavy marketing
guide. It does not promise
easy scale or perfect
conditions. You won’t find
gimmicks or theory detached
from reality. What you will
find is a practical way of
thinking—grounded in real
businesses and real scale—
that shows how enterprises
are actually built.

The Price of Scale
The goal is not simply
revenue—it is optionality. A
true enterprise runs without
you day to day, produces
predictable profit, has real
leadership depth, and creates
value beyond your personal
time. Whether you ever
choose to sell is irrelevant.
What matters is that you
could.

Reaching $10M requires
trade-offs. Systems will need
to be broken and rebuilt.
Roles will evolve. Some
people will grow with the
business, and some won’t.
That is not a reflection of
loyalty; it is the reality of
growth. Enterprise building is
not about protecting the past
—it is about taking
responsibility for the future.

The Outcome

One Question
Before you continue, consider this honestly: if you stepped away from your business for 90 days, would
it grow, stall, or struggle? The answer is not a judgment—it is your starting point. From here on, the
objective is no longer survival. It is building an enterprise that works, whether you are in the room or
not.
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Chapter 1
What Got You to $1M
Will Kill You at $10M

Most owners hit a point between $2M and $5M where nothing
is technically wrong, yet everything feels heavier. Revenue is
growing, the team is larger, and the business looks successful
from the outside. But decisions slow down, problems ripple
outward, and the workload creeps back up. It feels like the price
of growth. It isn’t. It’s a signal that the rules have changed.

In the early years, the owner drives everything. They know the
product, the market, and the customers. They make the key calls,
solve the hardest problems, and hold the standards. That works,
until scale adds complexity. Decisions require more context.
Managers hesitate. Issues escalate upward. The owner becomes
the final approval for too many things. It feels responsible. It is
actually a constraint.

The Pattern

When Strength Becomes the Bottleneck
At $1M, being the best problem-solver in the room is an asset. At $10M, it becomes a
bottleneck. Not because the owner is wrong, but because they are still operating on assumptions
that no longer fit the size of the business. Scale rarely breaks from incompetence. It breaks from
outdated leadership models.

The Realisation
The skills that built the business will not scale it. At $1M, effort solves problems. At $10M, effort
hides structural weaknesses. Control once protected quality; now it slows momentum and creates
dependency. What worked before will eventually limit growth if nothing changes.

The Psychological Trap
Being needed feels good. Decisions wait for you. Problems resolve because you step in. But if the
business depends on you everywhere, it does not function independently. It leans. Leaning
businesses do not scale. They turn into expensive jobs that demand more time and carry more
emotional weight.
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Hero-based leadership creates
three problems at scale: decision
bottlenecks, stalled leadership
growth, and structural fragility.
These costs do not appear on a
profit and loss statement. They
show up as exhaustion and the
sense that the business is harder
than it should be.

The Hidden Costs

The Shift
This stage requires firing yourself as the hero. Not stepping away, but stepping out of execution.
The business must work through you, not because of you. That shift moves you from doing to
leading, from control to leverage, from fixing problems to designing systems. It is not a
downgrade. It is a promotion.

The Hard Truth
Not every system will survive the transition. Not every person will
grow into the next stage. That is not failure. It is scale. Enterprise
building requires responsibility to the future, not loyalty to the
past.

The Question
If you disappeared for 90 days, would the
business grow, stall, or struggle? At $10M,
the goal is independence. That begins when
you stop trying to make everything work
yourself and start building a system that
works without you. That is what this book is
about.
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Chapter 2
The CEO Job Description
(For Real This Time)

Most people who call themselves CEOs aren’t. They are
senior operators with a title—solving problems, approving
everything, jumping into meetings they shouldn’t be in, and
mistaking busyness for leadership. At $10M, that confusion
is costly. Somewhere between $3M and $10M, the business
stops needing a hard worker and starts demanding a
decision-maker. Many founders stall here—not for lack of
skill, but because no one clearly explained what the role
actually becomes. They keep doing what worked before,
only at higher volume, and burn out in the process.

If you are still the best salesperson, problem-solver, firefighter, or operator in the business, you are
not the CEO—you are the bottleneck. At $10M, your value lies not in doing the work, but in
designing the environment where great work happens without you.

The CEO Is Not the Best Doer

At this level, the CEO has four non-negotiable responsibilities. Everything else is noise.
Direction: You own the future, not tomorrow’s schedule. Set clear direction, define scalable
ambition, say no more than yes, and protect the long-term vision from short-term distractions.
People: You don’t manage helpers; you build leaders. Fewer direct reports, higher expectations,
more accountability, less involvement. Too many reports at $10M indicate a structure problem,
not a workload problem.
Numbers: You own the truth. Understand cash flow, profitability, margins, leading and lagging
indicators. Your job is to see reality, not micromanage.
Systems: You design frameworks that prevent problems, create accountability, install operating
rhythm, and make performance visible. Recurring problems indicate system flaws, not people
flaws.

The Four Non-Negotiable Responsibilities

The real upgrade at $10M is not authority—it’s restraint. Fewer decisions, made better. Less
involvement, more impact. More trust, fewer heroics. You stop being the center of execution and
become the architect of scale. Holding onto outdated systems or roles out of loyalty doesn’t protect
the business; it weakens it.

The CEO’s True Upgrade
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Ask yourself honestly: if you stepped away from daily
operations for 30 days, would the business improve, survive, or
struggle? The answer is revealing. It shows how much of the
CEO role you are actually playing versus how much you are still
functioning as the business’s default problem-solver. Many
founders think they are leading because they are always “in the
room,” making decisions, and putting out fires. But at scale,
being constantly needed is not leadership—it’s dependency.
True leadership is measured by how well the business functions
in your absence. If the company falters without you, it’s not a
sign of loyalty or hard work—it’s a signal that your role has not
yet evolved. Reflecting on this question forces clarity about your
priorities, your influence, and the structures you need to put in
place to create independence. This is not about stepping back
or disengaging; it’s about stepping up into the real CEO role—
the one responsible for shaping the environment, guiding
leaders, and designing systems that work without relying on
your constant presence.

The CEO’s True Upgrade
Why This Chapter
Comes Before Systems
Before we dive into systems,
processes, or operating models,
one principle must be crystal clear:
systems don’t scale businesses—
leaders do. A brilliant operating
system will fail if the person at the
top is unclear about their role.
Authority becomes fuzzy,
accountability collapses, and
structure cannot hold. If the CEO is
still acting as the day-to-day
firefighter, even the most
sophisticated systems will be
overridden, bypassed, or ignored.
The systems themselves are neutral;
their effectiveness depends on the
clarity, consistency, and discipline
of the leadership that activates
them. That’s why this chapter
comes first. You must understand
and inhabit your role as the CEO
before you can design the
structures that allow the business to
operate independently. Once your
role is clear, everything else—
processes, teams, decision
frameworks, and operational
rhythms—can finally function as
intended, creating sustainable
growth, freeing your time, and
transforming the business into an
enterprise that thrives without
relying on your constant presence.
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Chapter 3
ABoS at Scale — From
Control to Profitability
Discipline

At $1M, systems give control. At $10M,
they give freedom. Many owners assume
scaling means doing more of what worked
—more people, customers, or activity—but
that approach stalls growth at this level.
Systems that carried a business to $1–3M
are often informal, owner-driven, and
flexible. At scale, that flexibility becomes
fragility. Decisions slow, standards vary,
and accountability weakens. The business
feels unpredictable—not due to mistakes,
but because the systems weren’t rebuilt for
growth.

Why Control Isn’t Enough
Many owners respond by doubling down on control
—more reporting, more approvals, more
involvement. At $10M, control alone doesn’t indicate
strength. What matters is whether the business is
profitable, repeatable, and resilient. The focus must
shift from control to discipline: disciplined decision-
making, disciplined accountability, disciplined
performance, and disciplined profitability. This is
what the ActionCOACH Business Operating System
(ABoS) delivers at scale—not just tools, but a
framework for disciplined growth.

Installing vs. Living Inside a System
At $1M, you install systems. At $10M, you live inside them. ABoS stops being something you
reference occasionally and becomes the operating language of the business. Leaders rely on
data, not feelings. Meetings produce decisions instead of updates. Accountability becomes
visible. Emotions stop overriding process. This is the difference between a business that survives
growth and one built to handle it.
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Cadence Replaces Charisma
Many businesses still run on the founder’s energy: charisma,
urgency, and passion. Scaled businesses, however, run on
cadence. Cadence is operational consistency—how often
leaders meet, how decisions are made, how performance is
reviewed, and how follow-through is enforced. When
cadence is right, intensity drops and results improve.
Without it, chaos fills the gap. Leadership meetings become
commitments, not conversations.

At lower stages, profit is a by-product. At $10M, profit
becomes intentional. Margins are designed, pricing is
deliberate, divisions are accountable, and sales focus on
efficiency and quality, not just volume. Growth without
margin creates stress, not freedom. The businesses that
thrive focus on growing better, not just faster.

Profit as a Discipline

The Courage to Break What Works
Leadership maturity shows when founders dismantle systems that worked at smaller scale.
Breakdowns aren’t failure—they are signals. Strong leaders use them to redesign and upgrade,
not panic. Holding onto outdated systems slows the business and limits freedom.

When the Organization Feels the Shift
As ABoS embeds, standards rise, accountability becomes visible, and performance is
measurable. Some people thrive and step up; others do not. This isn’t personal—it’s structural.
ABoS reveals who is ready for the next level and who may need a different role or environment.

The Calm You Didn’t Expect
Once ABoS is fully operational, stress drops. Decisions move
faster. Leaders lead. The emotional weight lifts from the owner.
The company stops feeling fragile and begins to feel solid. That
strength allows growth, leverage, partnerships, and expansion
without burning out the people inside the business.

The Turning Point
This chapter marks a shift. Growth becomes intentional.
Leadership becomes distributed. The business relies less on the
owner. ABoS stops being a tool and becomes the business’s
operating mindset. Momentum replaces effort, and the company
begins to scale with discipline rather than heroics.
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Chapter 4 The $10M Growth Flywheel

The Turning Point

Marketing, Sales, Retention, Momentum

At $10M, growth stops
being linear. Pushing
harder on marketing,
sales, or hustle only
creates short-term spikes
and stress. True scale
comes from a self-
reinforcing system—a
flywheel—where each
part of the business
feeds the next, building
momentum over time.

Why Linear Growth Breaks
Early-stage growth responds to more effort. At $10M, constant
input no longer works: growth stalls when attention or effort dips.
Instead, a flywheel compounds momentum, making growth
predictable and resilient. Marketing generates demand. Sales
converts it. Retention compounds value. Weakness in any one
slows the system. Businesses that scale cleanly integrate all three
instead of optimizing them in isolation.

Marketing, Sales, and Retention: The Growth Engine
At the $10M stage, growth depends on a system where marketing, sales, and retention work
together. Marketing builds credibility, pre-qualifies prospects, sets expectations, and reduces
friction, making sales easier. Sales must be systemized, defining the ideal customer, key
objections, and decision points to create predictable revenue. Retention becomes a structured
system that stabilizes revenue, increases lifetime value, lowers acquisition costs, and generates
referrals, turning customer loyalty into a reliable growth engine rather than leaving it to chance.

Marketing, Sales, and Retention: The Growth Engine
A working flywheel creates smoother sales, stronger customer relationships, more
referrals, and sustainable growth. At $10M, growth relies on design, not effort, and a
well-built flywheel compounds results even when you step back. Ask yourself: where is
growth still effort-driven, and where could it compound? This reveals your next leverage
point.
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At $10M, the biggest barrier
isn’t strategy, systems, or
cash—it’s you. The version
of yourself that built the
business is no longer enough
to scale. Early-stage
leadership is personal:
decisions run through you,
energy flows from you, and
your involvement drives
outcomes. At scale, that
model quietly breaks.
Meetings multiply, decisions
slow, people wait, and you
become the bottleneck.

The Shift from
Control to Capacity
To grow beyond this point,
leadership must move from
control to capacity. Your
job is no longer to be the
smartest person in the room
—it’s to create rooms
where others can lead
without you. Management
and leadership serve
different purposes:
management provides
clarity and structure, while
leadership creates belief,
alignment, and energy. At
$10M, balancing both is
essential.

The CEO’s Real Role
At $10M, the CEO’s focus shifts
from doing to leading. Your role
is to set direction, build leaders,
allocate resources, protect focus,
and design the future. Handling
day-to-day problems yourself
doesn’t make you indispensable
—it signals that the system is
broken and that the business
relies too heavily on you.

From Doing to
Developing
The key question shifts from
“How do I do this?” to “Who
needs to be able to do this
without me?” This perspective
forces you to clarify
expectations, define outcomes,
create decision frameworks, and
develop others to take
responsibility.

Chapter 5
Leadership at $10M —
From Being the Boss to
Building Leaders

When You Become
the Constraint
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Letting Go and Evolving the Team
Not everyone who helped you get the
business this far will be able to grow with
you to the next level. That’s not failure—it’s
natural evolution. Holding onto people who
can’t step up doesn’t protect them; it limits
their growth and constrains the business.
True leadership focuses on building owners,
not followers—people who can think,
decide, and act in alignment with the
business even when you’re not in the room.
This shift ensures the business can scale
without relying solely on your presence.

The Emotional Side of
Leadership
Letting go of control is more
emotional than tactical. Many
founders tie their identity to
being needed, being the
fixer, or being the final
authority. At $10M,
leadership requires
embracing replaceability by
design. It’s not about losing
relevance—it’s about creating
leverage, multiplying your
impact, and freeing yourself
to focus on strategic priorities.
Accepting this shift takes
courage, but it’s essential for
sustainable growth.

What Strong
Leadership Looks Like

To continue evolving, ask
yourself: where are you still
essential, and where should
someone else be leading?
The answer highlights the
areas where leadership must
grow, systems must be
strengthened, and ownership
must be distributed.
Addressing this question is
the key to building a team—
and a business—that can
thrive without you.

When leadership is
functioning at this level, the
difference is clear. Decisions
are made faster, problems
surface sooner, and
accountability is shared
across the organization. The
business feels lighter, less
dependent on heroics, and
more resilient. Perhaps most
importantly, you regain the
mental space to focus on
long-term strategy and future
growth rather than being
consumed by day-to-day
firefighting.

The Question That
Defines Growth
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Chapter 6
Execution at Scale — Making
Consistency the Competitive Advantage

At $10M, execution is no longer about effort—it’s about
reliability. Most businesses don’t fail because their ideas are
bad; they fail because execution is inconsistent. One week
standards hold, the next week results wobble. The owner jumps
in to fix problems, and the cycle repeats. This pattern might
survive at $1–3M, but at $10M, it becomes fatal.

Inconsistent execution carries three hidden costs. First, it destroys
trust: customers and team members never know what to expect,
and unpredictability kills scale. Second, it forces heroics: people
compensate with effort instead of relying on systems, leading to
exhaustion and firefighting. Third, it prevents leverage: growth
depends on who is working rather than how the system
functions. Execution at scale solves all three.

Why Inconsistency Is So Expensive

What Execution Really Means
Execution at $10M is about doing the right things, the same way, every time. This requires clarity
on what success looks like, who owns what, how performance is measured, and how often
results are reviewed. When these are clear, execution becomes mechanical, not emotional.
Mechanical execution creates space for creativity, leadership, and growth without chaos.

Process Is Not Bureaucracy
Many owners resist process, associating it with red tape, but good process removes friction. It
anticipates problems, eliminates guesswork, and empowers people to act without waiting for
approval. At scale, process isn’t optional—it’s essential to maintain quality while increasing
volume.

The Difference Between Management and Execution
Management decides what should happen. Execution ensures it actually happens. Many
leadership teams set goals, agree on priorities, and make plans—but fail to install execution
discipline. Plans without execution are wishes.
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Great execution runs on rhythm.
Daily actions feed weekly results,
weekly results feed monthly
reviews, and monthly reviews
inform quarterly priorities. This
cadence creates momentum.
Without rhythm, teams drift,
meetings become updates
instead of decisions, and
accountability fades, forcing the
owner back into enforcement.
Execution discipline removes that
need.

The Rhythm That Holds
Everything Together

Visibility Changes Behavior
Visibility is one of the most powerful execution tools. When
performance is transparent, standards rise naturally,
accountability spreads, excuses disappear, and improvement
accelerates. Dashboards, scorecards, and KPIs empower people
to see how their work connects to the bigger picture—not to
control, but to guide and inspire.

Why “Good Enough” Stops Working
At earlier stages, “good enough” often
suffices. At $10M, small misses compound,
inefficiencies multiply, and minor delays ripple
across the organization. Execution at scale
demands higher standards—not perfection,
but consistency. The goal is predictable
performance, not flawless performance.

The Owner’s Role in Execution
Paradoxically, improving execution requires less involvement, not more. The CEO’s role is to
define standards, install the system, review outcomes, and develop the leaders responsible for
delivery. If results depend on your presence, it’s not a system—it’s a workaround.

When Execution Is Working
Execution discipline is evident when fewer issues reach the owner’s desk, problems are solved
closer to where they occur, meetings produce clear commitments, and results stabilize even as
volume increases. The business stops feeling chaotic and starts feeling solid. Dependability—not
excitement—is the foundation for sustainable scale.
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Chapter 7
Building an Asset, Not
Just a Business

Most business owners say they want freedom, yet very few
build a business designed to deliver it. At $10M, that
distinction becomes unavoidable. A business can be
profitable yet consume your life. It can grow but collapse if
you step away. And it can look successful on paper while
holding very little real value without your presence. This
chapter is about making the shift from running a business to
creating an asset that works independently of you.

Early in a business, the key question is simple: “How do I make more money?” At $10M, the
question evolves: “How do I build something that works without me?” This shift is not philosophical
—it’s intensely practical. Every business owner will exit at some point, one way or another. The
question is whether that exit is planned or forced.

The Moment the Question Changes

Every business owner has three exit paths. The first is a negative exit: burnout, ill health, forced
shutdown, or selling under pressure—when the business controls the owner instead of serving them.
The second is a passive exit: the business continues generating income without the owner’s day-to-
day involvement, restoring time, clarity, and optionality. The third is a financial exit: the business
can be sold for a real multiple because it no longer depends on the founder to function. At $10M,
you’re either building toward the second and third options or drifting toward the first.

The Three Exits Every Business Owner Gets

Here’s an uncomfortable truth: most businesses are not assets—they’re jobs with overhead. Buyers
pay for predictability, not effort. If revenue depends on the owner making decisions, closing deals,
or solving problems, the business carries risk, and risk reduces value. A business becomes valuable
when revenue is repeatable, leadership is distributed, systems run operations, results are consistent,
and the owner is optional. That doesn’t happen by accident—it happens by design.

Why Most Businesses Are Not Sellable

Income thinking focuses on “How much did we make this month?” Asset thinking asks, “How
valuable is what we’re building?” At $10M, owners who don’t shift often trap themselves: they
chase growth without improving structure, increasing revenue while decreasing quality of life. Asset
thinking prioritizes recurring revenue, retention over acquisition, systems over heroics, leadership
depth over personal control, and margin over volume. These choices are not optional—they’re what
turn a business into a scalable, sustainable enterprise.

The Shift From Income Thinking to Asset Thinking
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Freedom doesn’t come first—it arrives after systems are built,
leaders are developed, and the business stops depending on
you. Many owners try to claim freedom prematurely, reducing
effort without changing structure. That rarely works. True
freedom is earned through discipline, not delegation alone.
When the business can operate without you, time returns,
pressure drops, decision fatigue disappears, and optionality
increases. This is leverage, not luck.

Why Freedom Is a Lagging Indicator
The Emotional Shift
Owners Must Make
As the business becomes less
dependent on you, it’s normal to
feel less needed, less central, and
less involved. That discomfort
signals progress, not failure. Your
value shifts from what you do to
what you’ve built. This transition—
from operator to owner—is both
psychological and practical, and it
is essential for creating a true
asset.

The Role of ABoS in Asset Creation
This is where the ActionCOACH Business Operating System
matters most. ABoS is not about running a better business this
quarter; it’s about building a business that scales without chaos,
operates without the founder, can be transferred or sold, and
continues performing under new leadership. In other words, it
transforms effort into enterprise value. Without a system,
freedom is temporary. With a system, freedom is sustainable.

What a Real Asset Feels
Like
When a business becomes an
asset, you can step away without
anxiety. Decisions don’t stall,
problems are solved without
escalation, and performance
doesn’t depend on your mood,
energy, or availability. The
business becomes calm, stable,
and reliable—not stagnant or
slow. Stability attracts buyers,
partners, and investors while
giving the owner their life back.

The Question That Defines This Chapter
Ask yourself honestly: If I had to step away for six months, would this business get stronger or
weaker? Your answer reveals whether you are building income—or creating a true asset.
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Chapter 8
Leverage — Doing the
Work Once and Getting
Paid Forever

Every business owner understands hard
work. Very few truly understand leverage.
Hard work builds momentum early.
Leverage is what makes momentum
compound. At $10M, the difference
between businesses that keep growing and
those that stall is rarely intelligence,
ambition, or even execution—it’s leverage.

The Real Definition of Leverage
Leverage is not working less—it’s doing the work
once and getting paid repeatedly. This can take
many forms: a system that replaces decision-making,
a process that prevents recurring problems, a
product that sells without constant involvement, a
customer who buys again, or a team that produces
results without supervision. Each removes
dependence on your time. That’s the point.

Why Effort Stops Scaling
In the early stages, effort works. You put in more hours, sell harder, and push through problems.
Results follow. At scale, effort becomes the most expensive resource. When revenue depends on
people doing more, longer, or harder, growth hits a ceiling. Time runs out. Energy fades. Quality
drops. Leverage is how businesses escape that trap.

The Four Forms of Leverage in Every $10M Business
Leverage almost always comes from four sources:

Leverage Through Systems – Systems let work be done consistently, reduce mistakes, speed
decisions, and scale performance without supervision. Without systems, people compensate with
effort. With systems, effort is replaced by consistency.

Leverage Through People – Great leaders build teams that multiply output—not by working harder,
but through clarity, accountability, and trust. People become leverage when trained, empowered,
and measured against clear outcomes.
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Leverage Through Marketing – Marketing becomes leverage
when it continues to attract customers after the work is done.
Content, brand, positioning, and reputation compound over
time. Done poorly, marketing drains resources; done well, it
multiplies results.
Leverage Through Capital – Capital accelerates growth,
removes bottlenecks, and unlocks opportunities that effort
alone cannot reach. It is not a replacement for discipline,
but a multiplier of it.

Leverage requires discomfort. It demands investing before
certainty, letting go of control, trusting systems over instincts,
and building for the long term instead of short-term relief.
Many owners delay because effort still works—barely—but
effort always has a limit. Leverage doesn’t.

Why Most Owners Underinvest in Leverage

The Moment Leverage Becomes Obvious
Owners often feel leverage first when they step away for a week and the business continues to
perform. Messages go unanswered, decisions still happen, and results remain stable—or
improve. That’s leverage in action: not because of harder work beforehand, but because
something has been built to operate independently.

Leverage Is Earned, Not Installed
Leverage is not a tactic or tool. It is the result of systems built properly, leaders developed
intentionally, execution disciplined consistently, and strategy designed for scale. Shortcuts fail
because leverage only shows up after the work is done right.

Why ABoS Exists
The ActionCOACH Business Operating System exists to help
owners stop trading time for results and start building leverage
deliberately. ABoS organizes systems, leadership, execution,
metrics, and cadence—not as theory, but as a repeatable
framework that installs leverage into the business over time.
Without a system, leverage is accidental; with one, it’s inevitable.

What Leverage Feels Like in Practice
When leverage works, growth feels calmer, decisions happen
faster, results are predictable, pressure drops, and opportunity
increases. You stop feeling chased by the business and start
feeling supported by it.

The Question That Anchors Leverage
Ask yourself: Where am I still trading time for results, and what needs to be built so I don’t
have to? That question points directly to where leverage must be created.
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Most businesses don’t fail—
they stall. Revenue flattens,
growth slows, energy drops,
and owners feel busy without
progress. From the outside,
the business looks successful;
inside, it feels stuck. This
plateau is more common
than most owners realize.
The plateau isn’t caused by
laziness or bad markets. It
happens because the
business grows faster than
the structure supporting it.
Early habits—effort,
proximity, personal
involvement—stop working.
Flexibility becomes fragility,
and leadership without
depth becomes a bottleneck.

The Predictable
Growth Ceilings
Businesses face predictable
ceilings: around $1M,
growth is limited by owner
capacity; $3–5M, systems
are inconsistent and
knowledge lives in heads,
not processes; $7–10M, the
business needs leaders who
can act independently.
Pushing harder never solves
these ceilings. Hustle feels
productive but doesn’t
address the constraint.
Longer hours, harder sales,
or adding people often
increases complexity instead
of capacity. The plateau
signals that success now
requires design, not effort.

What the Plateau
Really Means
The plateau is feedback. Systems
that “mostly work” must be
rebuilt. Leadership must develop
depth. Decision-making must
become structured. Ignoring it
creates frustration; responding
creates growth.

The Owner’s Role
Often, the owner is part of the
constraint—not due to failure but
because old habits no longer
serve the business. Staying
involved creates dependency
and slows progress. This is a
signal to evolve the role.

Chapter 9
Avoiding the Plateau —
Why Businesses Stall at
$3–$10M

The Comfort Trap
The plateau feels safe: profitable,
predictable, familiar. Many
owners wait, shrinking ambition
to fit the existing structure.
Potential is capped not by
failure, but by hesitation.
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How Businesses Break Through
Breakthrough doesn’t come from clever
tactics—it comes from redesign. Good-
enough systems are rebuilt, leaders are
developed, accountability is shared, and
growth is treated as an engineering
problem rather than a motivational one.
Breaking through requires honesty about
what no longer works and what must
change. Redesign is not weakness—it’s a
mark of serious business building.

The Value of Coaching
At the plateau, perspective is limited. Outside insight helps identify the real constraints and design the
next level. Not to motivate, but to clarify what must be rebuilt. When the plateau is overcome, growth
resumes naturally. Decisions are faster, energy returns, and the business feels lighter—not due to more
effort, but because it’s built to support the next stage. Ask yourself: am I pushing this business forward,
or am I willing to redesign what’s holding it back? Your answer determines whether the plateau is
temporary—or permanent.
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Chapter 10 The Decision That
Changes Everything

By now, one thing
should be clear: building
a $10M business isn’t
about effort. It’s about
intention. It’s about
choosing to stop reacting
to growth and start
designing it. Most
owners never make that
shift, not because they
lack capability, but
because they stay busy
solving today’s problems
instead of building
tomorrow’s structure.

Nothing Changes Without a Decision
Insight doesn’t create scale. Understanding doesn’t build systems.
Progress begins the moment insight turns into a committed decision,
one acted on consistently, even when it feels uncomfortable. Many
businesses stall not from ignorance, but from postponed decisions.
And postponed decisions quietly become permanent ones.

Why Waiting Is Risky
Waiting feels cautious. Responsible. Safe. But while you wait, complexity grows, inefficiencies
harden, small problems normalize, and dependency increases. Momentum rarely collapses
suddenly—it erodes gradually. Many owners try to improve. They attend workshops, read
books, and take notes. But trying relies on motivation, and motivation fades. Installing change
is different. It means clear systems, clear ownership, clear cadence, and clear accountability.
Once installed, progress no longer depends on willpower—it becomes structural. That’s the
difference between temporary improvement and lasting transformation.

Final Thoughts
A $10M business isn’t just about hitting a revenue number—it’s about building
optionality: a company that runs without constant supervision, grows without chaos,
delivers predictable profit, and supports your life instead of consuming it. Moving from
insight to action doesn’t require something dramatic, just something decisive. That’s the
purpose of two weeks of coaching with ActionCOACH—clarifying the real constraint,
identifying what to install first, and creating momentum through disciplined execution.
The real question is simple: are you ready to stop pushing harder and start building
smarter? Businesses don’t reach $10M because their owners are extraordinary—they
reach it because their owners decide to stop guessing, stop reacting, and start installing
what works. Take the step, gain clarity, and start building the business you actually want.

The Real Choice
The choice isn’t whether you want a $10M business. It’s whether
you’re willing to build it properly. That means installing systems
instead of relying on memory, building leaders instead of rescuing
people, designing structure instead of improvising solutions, and
measuring what matters instead of guessing. This isn’t about
perfection. It’s about commitment.

You Don’t Build This Alone
Very few owners build a $10M enterprise alone—not because they aren’t capable, but
because perspective matters. When you’re inside the business every day, you adapt to
problems instead of redesigning them. An experienced coach doesn’t run your business; they
help you see what you’re too close to see and guide you through installing what’s required
next.
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