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INTRODUCTION

START TO SCALE WORKBOOK

This workbook turns the concepts from Start to Scale into working tools for your business.



HOW ITS DESIGNED

This workbook is designed to be modular. Each chapter has the ability to stand alone, so you can work through sequentially or jump to whats most urgent. This flexibility enables the workbook to meet you where you are in your scaling journey. Bridges at the end of each chapter point you to logical next steps, but theyre suggestions, not requirements.

In this workbook you will find three types of chapter:

 Diagnostic  Assess where you are, identify focus areas, build an action plan for what needs attention

 Template  Build a specific tool step-by-step (like your One-Page Strategic Plan or Core Values)

 Framework  Apply a proven method to your situation and walk away with a clear output



HOW ITS STRUCTURED

The workbook follows five sections: Barriers and four Decisions.

Barriers (Chapter 1) helps you diagnose whats holding you back and points you toward the right decision area.

The Four Decisions:


[image: img1a.jpg] People (Chapters 23)  Right people, right roles, right culture

[image: img1b.jpg] Strategy (Chapters 46)  Differentiation, brand promise, strategic plan

[image: img1c.jpg] Execution (Chapters 79)  Priorities, themes, meeting rhythms

[image: img1d.jpg] Cash (Chapter 10)  Cash flow acceleration



Each decision ends with a culminating activitya single artifact that integrates the work from that section into one usable tool.

Where to Start


Not sure whats broken?

[image: img1_arrow.jpg] Start with Chapter 1: Barriers




Know your problem is people?

[image: img1_arrow.jpg] Jump to Decision 1 (Chapters 23)




Have the right team but lack direction?

[image: img1_arrow.jpg] Jump to Decision 2: Strategy (Chapters 46)



THIS IS A LIVING TOOL

Your business will change. The chapter that doesnt apply today may be exactly what you need in six months. A team of two becomes a team of ten. Cash flow tightens. Strategy that worked stops working.

Come back. Redo the diagnostics. Update your one-pagers. The exercises are designed to be repeatedyour answers will evolve as you scale.




BARRIERS

FIND YOUR STARTING POINT

In this section, you will work through one chapter and one culminating activity:





	CHAPTER 1

	Barriers to Scale 
Identify which of the three barriers is blocking your growth right now and understand the specific sub-problems causing friction.




	Culminating Activity

	Barrier-to-Decision Map 
Translate your barrier diagnosis into a clear starting point for the rest of the workbook.







WHY BARRIERS COMES BEFORE ANY DECISIONS

You cant fix what you havent diagnosed. Most scaling advice tells you to work on people, strategy, or executionbut where should you start? If you go in the wrong order, even good work can get wasted.

Barriers gives you a starting point. Instead of guessing where to focus, youll identify the specific constraint blocking your growth right now.

BY THE END OF THIS SECTION, YOULL HAVE



	Your Barrier Profile 
A single-page snapshot of your primary barrier, key symptoms, and why fixing it matters

	Your Barrier-to-Decision Map 
A clear action plan pointing you to the decision (and specific chapter) that will have the highest impact

	A realistic timeline 
When youll complete that decision and what youll do with the outputs





HOW TO USE THIS DECISION



	[image: img1_solo.jpg]

	If youre solo: Be honest with yourself in the diagnostic. The barrier you most want to skip is probably the one that matters most. Your Barrier Profile becomes your accountability document.




	[image: img1_team.jpg]

	If you have a small team: Consider having each leader complete the diagnostic independently, then compare results. Misalignment here reveals a lot.







CHAPTER 1

BARRIERS TO SCALE



Heres what most founders dont know: There are only three barriers that prevent companies from scaling successfully. Leadership, systems, and market dynamics. These barriers are predictable, and the tools to handle them are within your grasp. The discipline is simply finding which barrier is blocking you right now and implementing the right tools to break through.

In this chapter, youll identify your primary scaling barrier and understand exactly what its costing you. By the end, youll have a clear picture of what needs to change and where to focus first.



[image: img1_key.jpg] KEY CONCEPTS

Every growing company hits these three barriers. The question isnt if youll face them; its which one is slowing you down right now.

Barrier 1: Leadership

You need two critical abilities: predict whats coming and delegate effectively.

Shows up as:

 Youre the bottleneck, and it feels like business can only grow as far as your personal capacity

 Team waits for your direction on most decisions

 Delegation doesnt work. Tasks come back needing your intervention

 You cant take time off without things falling apart

Barrier 2: Systems & Structures

Complexity increases exponentially as you add people.

Shows up as:

 Nobodys clear on who owns what

 Projects fall through cracks or stall at 80 percent done

 Information doesnt flowone part of the company doesnt know what the other is doing

 The harder everyone works, the more chaotic things get

Barrier 3: Market Dynamics

Market pressures intensify as you scale, and a few-point margin swing can cost millions.

Shows up as:

 Gross margin is shrinking

 Customers demanding lower prices or better terms

 Competitors getting more aggressive

 Unclear differentiation (you might be competing on price by default)



1. Whats Your Primary Barrier?

Below are specific symptoms for each barrier. Check any that apply to your situation. This will confirm your primary barrier and reveal which specific issues need attention.

Barrier 1: Leadership

[image: img1_box.jpg] Youre personally involved in hiring decisions, even for junior roles

[image: img1_box.jpg] Team members regularly ask What should I do about X? for things you thought theyd handle

[image: img1_box.jpg] Youve given people authority but then had to step back in because results werent what you expected

[image: img1_box.jpg] You canceled personal plans multiple times this year because the business needed you

[image: img1_box.jpg] Key projects or initiatives can only move forward when youre driving them

[image: img1_box.jpg] Youre not confident in your ability to predict what challenges are coming in the next six to twelve months

[image: img1_box.jpg] Revenue growth has flattened while your work hours have increased

Barrier 2: Systems & Structures

[image: img1_box.jpg] Different team members have conflicting understandings of priorities

[image: img1_box.jpg] Projects get 80 percent done and then stall waiting for someone to finish their piece

[image: img1_box.jpg] When you ask Who owns X? theres either no clear answer or multiple people claim it

[image: img1_box.jpg] Important information lives in one persons head or email, not in a system others can access

[image: img1_box.jpg] Youve had conversations about what someone is responsible for, and they genuinely didnt think it was theirs

[image: img1_box.jpg] Onboarding a new customer or employee takes much longer than it should because the process isnt documented

[image: img1_box.jpg] You sometimes discover that two people were working on the same thing without knowing it

Barrier 3: Market Dynamics

[image: img1_box.jpg] Your gross margin has declined in the past twelve months

[image: img1_box.jpg] Customers are asking for price concessions more frequently

[image: img1_box.jpg] Youve noticed two to three new competitors in the past year, or existing competitors are getting more aggressive

[image: img1_box.jpg] Youre not confident you could articulate your unique value proposition in one to two sentences

[image: img1_box.jpg] When a prospect chooses someone else, youre not entirely sure why

[image: img1_box.jpg] Strategic decisions feel risky because youre missing key market data or customer insights

[image: img1_box.jpg] Youre unsure whether youre truly differentiated or essentially competing on price



Count the symptoms you checked in each category:

1. Leadership symptoms: _____

2. Systems & Structures symptoms: _____

3. Market Dynamics symptoms: _____

If your scores are tied or within one to two symptoms, use this default order:

1. Leadership (most foundationaldelegation and prediction enable everything else)

2. Systems & Structures (accountability and processes scale your capacity)

3. Market Dynamics (strategic positioning protects your growth)

My primary barrier is: ________________



2. Deep Dives

Now that youve identified your primary barrier, complete only the deep dive section below that matches your barrier.

[image: img1_arrow1.jpg] Complete Deep Dive A if Leadership is your primary barrier.

[image: img1_arrow1.jpg] Complete Deep Dive B if Systems & Structures is your primary barrier.

[image: img1_arrow1.jpg] Complete Deep Dive C if Market Dynamics is your primary barrier.

DEEP DIVE A: LEADERSHIP (PREDICT & DELEGATE)

Your leadership barrier shows up in two ways: prediction and delegation. Lets diagnose which is causing the most friction.

Prediction Questions:

1. Can you articulate your companys strategic direction for the next twelve months in two to three sentences?

a. Yes, clearly

b. Sort of

c. No

2. Do you have a systematic way of tracking market changes or competitor moves?

a. Yes, I regularly review this

b. I do it informally

c. No

3. When you think about the next major growth milestone (e.g., doubling revenue, adding new product/service lines, expanding to new markets), do you have a clear plan for what needs to change organizationally to get there?

a. Yes

b. Partially

c. No

Delegation Questions:

4. When you delegate a project, how often does it come back needing significant rework or intervention from you?

a. Rarely (< 20 percent of the time)

b. Sometimes (2050 percent of the time)

c. Often (> 50 percent of the time)

5. Do you have clear metrics for measuring whether someone is succeeding in a delegated responsibility?

a. Yes, for most delegated work

b. For some things

c. No, I mostly just know when its not working

6. When youre out of the office for more than two to three days, how does the business perform?

a. Runs smoothly

b. Mostly okay, but some things stall

c. Things definitely slip or slow down


Your Leadership Diagnosis:

Look at your answers above.

[image: img1_arrow2.jpg] If you answered A for a question, it means its not an issue you need to address.

[image: img1_arrow2.jpg] Any question where you answered B or C is a specific issue that deserves attention.

If you answered B or C for question 1, 2, or 3, you have Prediction Issues: Youre operating reactively instead of proactively. You need clearer strategic frameworks and
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	[image: img1_solo.jpg]

	Working solo? Keep this profile somewhere visible. Review it monthly to track whether these symptoms are improving as you work through the relevant sections of this workbook.




	[image: img1_team.jpg]

	With a team? Share this profile with your leadership team or a trusted advisor. Use it to create a shared understanding of whats blocking growth and why youre prioritizing certain work.
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