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Chris has built something rare  practical tools grounded in real self-awareness. This isnt a motivation book, its a blueprint for leaders who want real results.

Adam Miron, LL.D (hon), MBA, Author of Billion Dollar Startup | Entrepreneur

Chris Atwell has captured what many agency leaders experience, but struggle to articulate  the transition from working harder to leading smarter. Momentum by Design delivers a clear, actionable system to create alignment, strengthen teams, and build sustainable growth. Its a must-read for any leader looking to gain control and move their business forward with intention.

Justin Pfeifer, CPMR, Chief Business Officer/Principal at Southwest Sales Inc.

As newer agency owners, we knew we needed to evolve but didnt have a clear path forward. The principles in Momentum by Design reflect the same impact Chris had on our business  stronger leadership, more independent teams, and better alignment across the organization. Its a practical guide for leaders who want to grow without losing control.

Clay Tingler, CPMR, Principal at Smith & Stevenson

Chris has a unique ability to see the big picture and break it down into manageable pieces. In Momentum by Design, he provides a clear roadmap for leaders and teams to navigate competing priorities and bring order to the daily chaos of running a business.

Scott Cooper, CPMR, CPSC, President at Cooper New England Sales, Inc.

Momentum by Design is a book youll come back to. It reinforces the leadership habits that matter and brings clarity to the frameworks that drive real growth. Its a practical guide for leaders who want to stay aligned, focused, and moving forward.

Terry King, President at C&O Sales

Momentum by Design is thought-provoking, practical, and highly relatable. It forces you to slow down, reflect, and take action. Chris clearly understands the challenges of running an agency and lays out a powerful plan to gain control, drive growth, and build real momentum.

Nate Wolfe, CPMR, President of Sales at Manufacturers Marketing Inc (MMI)

Ive seen Chris set goals, build systems, and do the work to achieve real outcomes. Hes done this across industries and in his personal life. He doesnt just teach this, he lives it. Momentum by Design distills that experience into practical tools leaders can actually use. Its an essential read for any manufacturers rep looking to grow personally and professionally.

Robb Gilbear, Author ofDie Before They Do, Business Mentor and Speaker
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DEDICATION

To my daughters, Sophie and Lily.

May you grow with courage, curiosity, and strong character, and always remember that leadership begins with how you live, not what you say.

And in memory of my grandfathers, Idus Atwell, Rhal Pelland, and Rgent Mose, whose strength, wisdom, and entrepreneurial spirit shaped the values that guide the way I live and lead.
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FOREWORD

The fact that you are reading this means you care a lot about your business and your team. My partner and father, Gary, made a comment to me years ago about growing the business in a very simplistic manner: Do you have 25 years of experience or one year of experience 25 times? These words have always resonated in the back of my mind, reminding me to think and do differently.

Since I met Chris Atwell in early 2023, we have worked together in a coaching relationship. I have had him challenge me to be a better leader, creating real change in my personal life and business. What I appreciate most is how Chris builds you up. He helps you see the patterns that have you stuck, and he then brings you back to evaluate your fundamentals, as a business but, more importantly, as an individual. Everything we discuss or work on focuses on energy, clarity, and momentum. The goal is to create the best version of yourself that you can.

Im honored to write this foreword for my friend and coach, Chris Atwell, and his work through Mindset-Conquest.

It is rare to meet someone who truly understands the role of a manufacturers representativewho we are, what we bring to the market, and how we serve the companies we work with to grow for decades in the local geographic market. Many of us have been around a long time, in many instances longer than the companies we represent. Chris understands the challenges, the business model, and how to work toward sustainable success in business with your most valuable assets: your people, your time, and your ability to lead.

Chris speaks directly to the development of your self, your team, and your business. His core message is simple: You can build leaders, provide them the tools that drive the business, and create a plan, broken down into modules, that doesnt depend entirely on you to be there. Its not magic. It starts with developing the right framework, habits, and expectations, a little bit at a time.

This is a guide for the leader who wants more than just motivationbut you will get that too! Its for the leader who wants to buy back their time, reduce chaos in their daily life, and build a team that succeeds. As you work through it, you will experience thought-provoking questions to answer. The clarity provides immediate actions that can be incorporated into your daily personal and business habits. You can apply them in your next meeting, your next planning session, or your next hard conversation.

This is not just a book that Chris has writtenit is a collection and organized framework that will provide you with insights in each chapter. Read it chapter by chapter, pause, answer, and implement. Dont just read it cover to cover and try to pick and choose what you remember. Let it feel a little uncomfortable. That discomfort is usually the signal youre changing a pattern that has been running your business for years.

Chris has put real thought into making this practical and has used these concepts with leaders and seen their success. Im proud of him for getting it into your hands. If youre ready to lead with more clarity, install real accountability in yourself and your team, and build a healthier, stronger team, youre going to get a lot from what follows.

Want to get clear, stay healthy, and build? Chris will show you howto do it differently.

 Brian Morgan
The Morgan Group
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INTRODUCTION

Every leader hits a point where working harder stops working.

Youre grinding, juggling responsibilities, and doing everything you can to move the business forward, yet things still feel heavier than they should. Ive been there, and its one of the main reasons I wrote this book.

You didnt plan to become the bottleneck. Somewhere along the way, success quietly turned into pressure. The business relies on you. Decisions flow through you. And even when you try to step back, the weight pulls you back into the weeds. Not because you want control, but because you care deeply about getting it right.

Youve built something real. A respected business. Strong relationships. A reputation youre proud of. Yet behind the scenes, meetings drift, accountability slips, and your team looks to you for answers they should already own. The more responsibility you carry, the harder it feels to create space without things breaking.

Most leaders dont struggle because they lack effort or intelligence. They struggle because the business has outgrown the hustle. Without structure, leadership depth, and clear ownership, everything eventually funnels back to the person at the top. Thats when working harder stops working, and a different kind of leadership becomes necessary.

Before becoming a full-time coach, I spent years trying to outwork every problem. But my experience didnt come from one place. I learned discipline and resilience in the military, creativity and entrepreneurship through running my music business, and the importance of communication and service while working in restaurants. Later, I spent years in corporate sales leadership, where I saw firsthand how structure, self-awareness, and strong systems could make or break a career.

All those experiences shaped how I lead and coach today.

But even with that background, I still ran into the same trap many leaders face. I pushed too hard, carried too much, and tried to be the person who could do it all. Eventually, everything caught up with me. I ended up in the hospital with rhabdomyolysis, a serious condition caused by extreme physical stress where muscle tissue breaks down and releases toxins into the bloodstream, which can lead to kidney failure if not treated quickly.

I spent five days in the hospital connected to IVs, giving my body a chance to recover and my mind more time than I wanted to think. Even after I was discharged, I wasnt out of the woods. For months, I was monitored as an outpatient, trying to avoid long-term damage and forced to confront what my pace, habits, and identity had been costing me.

That experience forced me to slow down long enough to see what I had been avoiding, to rethink how I lived, worked, and led.

That turning point changed everything. It pushed me to build a new approach grounded in clarity, simplicity, and intention, not force. Over time, this became the foundation of the Mindset-Conquest approach, which Ive now used to help leaders across North America strengthen their leadership and build healthier, more effective businesses.

A large part of my coaching work is in a specific industry: manufacturers rep agencies. Its a space I understand deeply, and its where Ive helped some of the largest agencies in the industry. Leaders like Jamie, a third-generation owner stepping into new responsibilities. Dean, a leader stretched across multiple roles who needed routines and structure to regain control. And organizations like Smith and Stevenson and Southwest Sales, both major agencies with significant territory coverage and revenue, who used the Mindset-Conquest approach to strengthen their leadership habits, develop future leaders, improve communication, increase CRM adoption, and build meeting rhythms that created more alignment and accountability across their teams.

But while the rep world is where Ive built a strong specialization, my work extends far beyond it.

Over the years, Ive coached leaders at every level, from small businesses and growing teams to executives inside organizations generating up to $500 million a year. Different industries, different personalities, different challenges, but almost always the same patterns underneath:


	Leaders overwhelmed because theyre relying on effort, not structure

	Priorities that shift faster than the team can respond

	Lack of clarity around goals, expectations, and communication

	Strong performers unsure how to lead others

	A constant feeling of pressure with no system to relieve it



Its not a motivation issue.

Its not a discipline issue.

Its an energy, clarity, and momentum issue, the heart of the Mindset-Conquest approach and the foundation of what I call Momentum by Design.

Momentum by Design is the practical application of that approach. Its the point where mindset meets structure. Its how leaders align their energy, clarify priorities, and install simple systems that allow progress to compound instead of resetting every week. When the momentum advantage is in place, leaders stop pushing harder and start moving forward with consistency.

When leaders apply this approach, things begin to shift quickly. My clients consistently experience results like the following:


	Three to 10 hours every week reallocated from reactive firefighting to strategic, high-impact leadership work

	Improved confidence and steadiness in their leadership

	Higher accountability across their teams

	Better communication and fewer bottlenecks

	Revenue growth between 10% and 27% due to better pipeline clarity and execution



These outcomes arent random. They happen because the approach is simple, practical, and grounded in real-world leadership, not theory.

This book gives you that process.

Youll build your foundation, deepen your self-awareness, create structure around your role, strengthen your leadership identity, develop internal and external frameworks, and apply tools like the Precision Pipeline Index to elevate how your team sells, plans, and executes. Whether you lead a manufacturers rep agency or work in a completely different industry, the principles inside this book apply.

This isnt a book you read once and put away. Its something you work through, revisit, and use to strengthen your leadership over time.

My goal is simple:

To help you become a more intentional, confident, and effective leader. Someone who leads with purpose instead of pressure and builds momentum that lasts.

Lets get started.
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CHAPTER 1

THE THREE PILLARS OF MINDSET-CONQUEST

We are what we repeatedly do. Excellence, then, is not an act, but a habit.

 WILL DURANT

I failed my first semester of business school.

To be fair, I didnt want to be there in the first place. I grew up in a military family, and when I told my dad, a sergeant in the Army, that I wanted to be a DJ at 17, he quickly shut me down. Instead, he told me that I had to go to college. He paid my tuition and enrolled me in a business program. Naturally, I rebelled and soon flunked out.

Thats when I got a call from my grandfather, who was sick with rheumatoid arthritis and needed extra support. He said, Chris, Im thinking about hiring a full-time nurse. Why dont you come help me while you figure things out? He offered me a monthly salary and the opportunity to live with him. Most importantly, he listened to my dreams and aspirations.

To everyones surprise, including my own, I joined a reserve unit in Ottawa and went through basic military training. At that point in my life, I was searching for structure and direction more than adventure. I wanted discipline. I wanted to test myself. And I wanted to belong to something that demanded more of me than comfort ever could.

The military gave me structure, accountability, and a deep respect for preparation and follow-through. It also wired a pattern in me that I wouldnt recognize until much later: the belief that carrying more, pushing harder, and being the one others relied on was not just expected, but admirable.

After that, I enrolled in culinary school and began working as a restaurant manager while DJing on the side. I gravitated toward environments that moved fast and demanded precision. High expectations felt familiar. Pressure felt normal. And being busy became part of my identity.

These were great first steps, and working in restaurants enabled me to make music and connect with music professionals. But it wasnt enough.

I reenrolled in the same business school program I had failed out of at 17. This time, I paid for it myself. I knew what I wanted to do: I wanted to start a record label. My focus gave me drive, and I crushed my studies!

After college, I worked as a flight attendant while building a recording studio at home. I liked movement and variety, the challenge of managing multiple worlds at once. A few years later, I moved into sales, and for nearly two decades I juggled both careers while continuing to build in music.

From the outside, it looked like success. I led a large sales team across Canada with minimal oversight. I produced a song that was featured in a Sprite commercial. I was performing at a high level in multiple arenas, and by every visible measure, I had made it.

What I didnt see at the time was the pattern I was reinforcing. I was rewarded for carrying more, saying yes, and being capable in every room I walked into. The same traits that drove my success were quietly training me to overextend, self-manage everything, and equate leadership with endurance rather than structure.

Then things changed again. After a health scare, I realized that I wasnt in alignment anymore. It was time for a shift. It was time to share what I had learned from all my experiences.

Now Im a coach, and I help manufacturers rep agency owners and leaders grow personally and professionally. The first part of my training rests on three pillars: energy, clarity, and momentum. These are the building blocks that will help you excel, both in business and in life.

The Three Pillars of Mindset-Conquest

High-performing leaders dont leave their habits to chance. They build their lives on a foundation that supports consistent energy, clear decision-making, and unstoppable momentum.

The Three Pillars of Mindset-Conquest break down as follows:

Energy = Protecting your health and vitality to fuel leadership.

Clarity = Knowing your numbers so decisions are informed, not reactive.

Momentum = Designing habits and routines that make success repeatable.

Together, these three pillars create the conditions for Momentum by Design. When applied consistently, they produce the momentum advantage, your ability to move faster on the right things without burning yourself out or losing control of your business.
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Case Study: When the Three Pillars Click

When I first started working with Dean, he was a classic example of a strong performer stuck in a difficult pattern. He was wearing multiple hats, saying yes to everything, and constantly putting out fires. On paper, he was doing all the right things, but he felt like he was always behind and never really caught up.

We didnt start by adding more to his plate. We started with energy. That meant getting honest about his routines, including sleep, exercise, and the way he was starting and ending his days. Within a few weeks, he had a simple morning routine and a clearer shutdown routine at the end of the day. Nothing dramatic, just consistent habits that gave him more energy and presence.

From there, we worked on clarity. Dean defined what success looked like in his role, what his top priorities were (both people and projects), and what only he could do versus what he could delegate. He began blocking time for high-impact work instead of living in his inbox and reacting to every request.

Thats when momentum started to show up. Meetings felt more focused. His team knew what to expect from him. He stopped bouncing from task to task and started moving the right things forward consistently. The external results followed, but the biggest shift was internal: He finally felt like he was leading on purpose instead of just trying to keep up.

Pillar One: Energy (Health and Well-Being)

Success isnt about just talent, strategy, or effort. It is also about energy. There are a lot of things that you probably want to accomplish in business, relationships, family, and more. In all aspects of your life, your physical and mental well-being will set the tone by defining your energy. That is why energy is the first pillarthe spark that sets you into motion. Lets break down why health is your most valuable asset and how to optimize it to set yourself up for long-term success.

Youve probably heard that exercise is important, and its true. Exercise is fundamental to your health. Exercise gives you stamina for chaotic and long days. But exercise builds more than musclesit builds your mind. Routine exercise sharpens your mind, reduces stress, and builds resilience. These are fundamental must-haves for leaders.

I go into my full routine during pillar 3, but I usually work out twice a day. I have a brief workout in the morning, and then I also deep train in the afternoon. I work with a fitness trainer to make sure that Im optimizing my workouts and avoiding injury.

Nutrition works in tandem with exercise. Just as exercise builds more than muscles, food does more than provide calories. A well-rounded diet thats composed of real, single-ingredient foods will give you sustained energy and improve your mood and focus. Sugar and alcohol, on the other hand, will make you crash and will wreck your sleep. Focusing on eating healthy foods is crucial to living a healthy life.

Much as we need to eat well, we also need to drink enough water. When youre dehydrated, youre tired, dizzy, and confused. One
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	Year-over-year dollar variance







	Overall company revenue

	Manufacturer/product line

	Customer

	Individual territories











	What are their trends?

	Who are their top lines?

	Who are their top customers?

	Which customers represent 80% of the total revenue?










	Revenue Lever #1: Maximize Existing Accounts






	Revenue Lever #2: Expand Your Core Market



	Revenue Lever #3: Create New Value


















	Morning Routine




	Workday Structure





	Evening Routine



	Weekend








	Ask yourself, What am I doing now?



	Ask yourself, Where do I want to be?



	Make the changes.













	I have a strong fitness habit so that I can maintain my goal weight of 185 pounds and reach 12% body fat. I want to stay lean and mean.

	I quit my drinking habit because I want to stay focused, hit my business goals, and be a present dad.

	I stretch so I can be mobile and injury-free. I want to be able to lift my kids (and hopefully grandkids) as I get older!

	I routinely check my numbers, including my bank account, to keep track of my cash flow and grow my business. This helps me train my worth as a business owner and hit my revenue targets.















	Protect your energy by building daily health and recovery routines (incorporating sleep, exercise, nutrition, and mental resets).

	Create clarity by reviewing your key numbers daily, weekly, and monthly so you lead with facts, not assumptions.

	Build momentum by reinforcing positive habits and eliminating distractions that pull you off course.








	Which of the three pillarsenergy, clarity, or momentumfeels strongest for you right now, and why?

	Which pillar feels weakest or most inconsistent? What examples come to mind?

	When you think about your typical week, how much of your time is spent reacting versus intentionally leading?

	What are one or two patterns you already recognize that might be holding you back from the results you want?

	What would it look like to lead with more energy, more clarity, or more momentum over the next 30 days?
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