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Introduction
You Didn't Start a Business to Buy Yourself a Job

Remember why you started your business?

You wanted independence. Financial security. The freedom to make your own decisions, set your own
schedule, and build something you could be proud of.

You were good at what you did. Maybe you were the best plumber, electrician, or landscaper in town.
You figured if you worked hard, treated customers right, and delivered great service, the business
would grow.

And for a while, it did.

But somewhere along the way, something changed.

You're working harder than ever, but you're not necessarily making more money. You're constantly
wondering where the next job will come from. Some weeks the phone won't stop ringing. Other
weeks, you're staring at it, hoping it will.

Your business depends on referrals, word of mouth, and your personal ability to keep everything
moving.

You're the salesperson, the problem solver, the manager, and sometimes still the guy doing the
actual work.

You don't own a business that works for you. You own a business that can't work without you.

And the hardest part?

The stress doesn't end when you leave work.

It follows you home.

You're thinking about payroll during dinner. You're worrying about next month's bills while your
family is watching television. You're physically present, but mentally you're still at work.

The business that was supposed to give you freedom is slowly taking it away.

Maybe you've even wondered whether you'd be better off working for someone else again.

That's not why you started this journey. And it doesn't have to be how your story ends.

There's a Better Way

Here's something I've learned from growing up around small-business owners and spending my
career working with businesses:

Being great at your trade doesn't automatically make you great at growing a business.

Those are two different skill sets.

The good news? Business growth isn't magic. It requires understanding where you are, knowing
where you want to go, and putting the right systems in place to get there.
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You need a plan to attract customers consistently. You need to understand your numbers. You need
the right resources, technology, and people to support growth.

Most importantly, you need to stop trying to figure everything out on your own.

That's why I created The Growth Lab Blueprint.

This short guide will introduce you to eight essential building blocks of a growing, sustainable service
business. Each chapter will give you practical insights and a simple challenge to help you evaluate
your own company.

You don't need another 300-page business book filled with theories you'll never use.

You need clarity. You need direction. And you need a place to start.

Because ultimately, success isn't just about how much money your business makes.

It's about what your business makes possible for your life.

Let's build the business you originally dreamed of owning.
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Why I Wrote This Book
A Personal Note from the Author

I grew up around small business.

My father owned a moving company, and some of my earliest memories are sitting around the dinner
table listening to him talk about his day.

The customers. The employees. The problems. The unexpected expenses. The deals that worked out
and the ones that didn't.

Every day seemed to bring a new adventure, a new challenge, or another problem that needed
solving.

I was a precocious kid. I listened. I asked questions. I wanted to understand.

And sometimes, I wanted desperately to help.

But I was just a kid.

I couldn't solve the problems my father faced. I could only watch someone I loved work incredibly
hard to build and sustain his business.

After college, I moved to Washington, D.C., and began building my own career.

I became a successful salesperson, developed deep expertise in digital advertising and marketing,
and eventually started my own small business.

For more than 20 years, I worked as a fractional Chief Marketing Officer, helping businesses of all
sizes develop strategies, acquire customers, and grow.

I learned how businesses grow. I learned what works, what doesn't, and why so many companies
struggle to turn their ambitions into results.

Then, at 44 years old, my life changed.

I suffered a stroke.

It was a defining experience. And after recovering, I began asking myself some questions that were
much bigger than business.

What did I really want to accomplish with the rest of my life?

What was my purpose?

How could I use everything I'd learned to make a meaningful difference?

The answer eventually brought me back to Florida, my home state, and to a quieter, more rural way
of life.

And it brought me back, in a way, to that dinner table.

I thought about my father. My grandfather. The small-business owners I'd known and admired
throughout my life.
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Hardworking people who were incredibly good at what they did, but who didn't always have access to
the business expertise, marketing knowledge, and growth strategies that larger companies take for
granted.

People who carried the weight of their businesses home with them every night.

People who deserved the opportunity to build not just more successful companies, but better lives for
themselves and their families.

And I realized something.

I couldn't help my father with his business problems when I was a little boy. But I could spend the
rest of my career helping business owners just like him.

That's why I created The Growth Lab.

Not simply to help small businesses generate more revenue.

But to help their owners gain more control over their businesses, create more opportunities for their
families, and achieve whatever success means to them.

I've spent decades developing the expertise to do this work.

Now, I've made it my mission to share that expertise with the people I admire most.

The small-business owners who get up every morning, take the risks, do the work, and build the
businesses that support our communities.

This book is for them.

And it's for you.

What This Book Is — and What It Isn't

Let me be clear about something.

This is not a marketing textbook.

I'm not going to spend hundreds of pages teaching you the technical details of digital advertising,
search engine optimization, sales funnels, or marketing automation.

There are plenty of books and courses that do that.

And frankly, you don't need to become a marketing expert to become a successful business owner.

What you do need is an understanding of how businesses grow.

You need to know how to assess where you are, define where you want to go, develop a strategy,
make smart investments, attract the right customers, and build a business that can grow beyond
your personal efforts.

That's what this book is about.

I'll introduce you to important concepts, explain why they matter, and give you practical ways to
begin applying them to your business.

I won't pretend that every challenge can be solved with a five-minute exercise. Real business growth
takes planning, expertise, investment, and execution.
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But I believe every small-business owner deserves to understand the principles behind building a
successful company.

You don't have to know how to do everything. But you should understand what needs to be done,
why it matters, and how to recognize whether it's working.

That's the purpose of The Growth Lab Blueprint.
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CHAPTER 1: ASSESS
You Can't Grow What You Don't Understand

Let me ask you a simple question.

How well do you really know your business?

I'm not talking about knowing your customers, your employees, or how to deliver your services.
Chances are, you've got those things pretty well figured out.

I'm talking about understanding your business from a growth perspective.

Where do your new customers come from? Which services generate the most profit? How much does
it cost you to acquire a customer? What percentage of your leads actually turn into paying
customers?

And perhaps most importantly, do you know what's working to grow your business—and what isn't?

If you can't confidently answer those questions, you're not alone.

Many small-business owners are so immersed in running their companies that they rarely stop to
evaluate them.

But here's the reality:

You can't build an effective growth strategy until you understand where you're starting.

That's why the first step in The Growth Lab Blueprint is ASSESS.

Stop Guessing. Start Knowing.

Imagine you're the owner of a successful plumbing company.

You've got eight employees, several trucks on the road, and a steady stream of customers. Revenue
is coming in, the bills are getting paid, and the company seems healthy.

Now I ask you three questions.

How many new customers did you acquire last month?

Where did those customers come from?

How much did you spend to acquire each one?

You might know the answers. But many business owners don't.

They know how many jobs they completed. They know how busy their crews are. They might even
know how much revenue came in.

But they don't necessarily know what generated that business in the first place.

And that's a problem.

Because if you don't understand what's driving your growth, how can you make informed decisions
about where to invest your time and money?

Activity is not the same thing as progress. And revenue is not the same thing as profitability.
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The first step toward growth is replacing assumptions with information.

The Five Questions Every Business Owner Should Answer

Before you spend another dollar on advertising, launch a new marketing campaign, or hire another
salesperson, take an honest look at five areas of your business.

1. Where Does Your Business Come From?

Think about your last 20 new customers.

How did they find you?

Were they referrals? Did they discover you through Google? See an advertisement? Find your
company on social media? Notice one of your trucks?

You may be surprised by the answers.

Many business owners say, "Most of our business comes from word of mouth."

That's great. Referrals are often an excellent source of customers.

But here's the question: Do you actually know that, or do you just believe it?

And even if referrals are your largest source of business, are you comfortable relying on something
you may not be systematically generating?

Understanding where your customers originate is the starting point for building a predictable
customer acquisition strategy.

2. How Effectively Do You Convert Opportunities Into Customers?

Generating interest is only half the battle.

What happens when someone calls your business, fills out a form on your website, or requests an
estimate?

Does someone respond quickly? Is there a consistent process for following up? Do you know how
many inquiries turn into paying customers?

Consider this example.

Your company receives 100 qualified inquiries in a month and converts 30 into customers.

That's a 30% conversion rate.

Now imagine improving that conversion rate to 40%.

Without generating a single additional inquiry, you've increased your new customers from 30 to 40.

That's a 33% increase in customer acquisition without spending another dollar to generate more
leads.

Sometimes the biggest opportunity for growth isn't finding more potential customers. It's doing a
better job with the opportunities you already have.

But you can't improve your conversion rate if you don't know what it is.
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3. Which Customers and Services Are Most Profitable?

Here's a mistake I see business owners make all the time.

They assume their biggest customers or highest-revenue services are automatically their most
valuable.

That's not always true.

Imagine a landscaping company offering residential lawn maintenance, commercial property
services, and landscape installation projects.

The installation projects might generate the largest invoices. But they may also require expensive
materials, specialized equipment, additional labor, and significant management time.

Meanwhile, recurring commercial maintenance contracts might generate smaller invoices but
produce more predictable revenue and healthier profit margins.

Which business would you rather have more of?

The answer depends on the numbers.

And that's why you need to understand profitability, not just revenue.

Start by examining which services generate the strongest financial returns, which customers provide
repeat business, and which activities consume more resources than they're worth.

Not all revenue is equally valuable.

A smart growth strategy focuses on generating more of the business that actually makes your
company stronger.

4. Is Your Marketing Producing Results—or Just Activity?

Let me introduce you to two concepts we'll revisit throughout this book.

Activity Marketing and Performance Marketing.

Activity Marketing is what happens when businesses do marketing things simply because they
believe they're supposed to.

They post on social media. Run advertisements. Sponsor events. Update their website. Send emails.

And when someone asks whether those activities are working, the answer is usually something like:
"Well, we're getting our name out there."

Maybe. But what does that actually mean for the business?

Performance Marketing takes a different approach.

It starts with a business objective, identifies the right customers, selects activities designed to
achieve that objective, and measures the results.

For example, instead of saying, "We need to do more advertising," a business owner might say:

"We want to acquire 20 additional profitable maintenance customers over the next three months,
and we're going to evaluate which marketing activities can help us accomplish that."



THE GROWTH LAB BLUEPRINT  •  SHAWN BROXSON 11

Now we have a specific goal. We can identify an appropriate strategy, establish a budget, choose
marketing tactics, and measure whether those activities produce meaningful results.

Performance Marketing isn't limited to paid advertising.

Referrals, community partnerships, email campaigns, local networking, and other marketing
activities can all be part of a performance-oriented strategy when they're connected to clear
objectives and evaluated appropriately.

The difference isn't the tactic. The difference is the intention behind it and whether you're measuring
meaningful results.

You don't need to become a marketing expert. But you should know what your marketing is
supposed to accomplish and whether it's helping your business move forward.

5. What's Really Holding Your Business Back?

What's preventing your business from becoming more successful?

Sometimes the answer is obvious: you need more customers. But often, the real obstacle is
somewhere else.

Maybe you're generating plenty of leads but not converting enough of them. Maybe your pricing
doesn't reflect the true cost of delivering your services. Maybe your employees are stretched too
thin.

Maybe you need better systems, more efficient operations, or additional capital to pursue an
opportunity.

Or maybe the biggest obstacle is you—not because you're doing something wrong, but because
you've become so essential to the daily operation of your company that you don't have time to focus
on its future.

That's what I call the Delivery Trap.

You're so busy delivering today's services that you never make time to build tomorrow's business.

Different problems require different solutions.

If your sales conversion process is broken, spending more money on advertising may simply produce
more wasted opportunities.

If your pricing is unprofitable, generating additional revenue could actually make your financial
problems worse.

If your business can't handle more customers, attracting them before improving operations may
damage your reputation.

The best growth strategy starts by solving the right problem.

THE GROWTH LAB PERSPECTIVE

Stop Confusing Being Busy With Being Successful

Being busy doesn't necessarily mean your business is healthy.
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A full schedule doesn't guarantee profitability. A ringing telephone doesn't guarantee customer
acquisition. And increasing revenue doesn't automatically mean you're building a better company.

Successful business owners learn to look beyond the daily activity and understand the performance
of the business itself.

They know where customers come from. They understand which opportunities turn into sales. They
recognize which services produce the strongest profits.

They evaluate whether their marketing investments are working and identify the obstacles
preventing the company from reaching its potential.

You don't need a complicated dashboard or an expensive software system to begin.

You need curiosity, a willingness to examine your assumptions, and a commitment to making
decisions based on information rather than instinct alone.

You can't improve what you haven't taken the time to understand.

THE GROWTH LAB CHALLENGE

How Well Do You Really Know Your Business?

Rate yourself on the following five statements. 1 = Strongly Disagree | 5 = Strongly Agree.

1. I know where my new customers come from and which sources generate the best opportunities.
___ / 5

2. I track how effectively my business converts inquiries and estimates into paying customers. ___ / 5

3. I understand which services and customer types generate the strongest profits.
___ / 5

4. I can explain what my marketing investments are intended to accomplish and how I evaluate their
results. ___ / 5

5. I have identified the biggest obstacle currently limiting my business's growth or profitability. ___ / 5

Your Total Business Assessment Score: ____ / 25

What Your Score Means

21–25: Strong Foundation. You have a solid understanding of your business's performance. Use that
information to make smarter growth decisions.

16–20: Room for Improvement. A few knowledge gaps may be limiting informed decisions.

10–15: Business Knowledge Gap. Develop better visibility into customers, profitability, and marketing
performance.

5–9: Time to Get Curious. Before significant growth investments, understand how your business
generates customers, revenue, and profit.
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Your Action Item: The 20-Customer Assessment

Review your last 20 new customers. For each, answer four questions:

1. Where did they come from—referral, online search, advertising, repeat business, or another
source?

2. What service did they purchase, and what revenue did it generate?

3. How did they become a customer—call, online inquiry, estimate, or another
route?

4. Was the business profitable after the direct costs of providing the service?

Don't worry if you can't answer every question. The information you can't easily find may reveal
opportunities to improve how you manage and measure your business.

Ask yourself: What did I learn about my business that I didn't know before?

Identify one thing you can begin measuring or improving over the next 30 days.

You can't grow what you don't understand.

Coming Next — Chapter 2: PLAN
Now that you've taken an honest look at where your business stands, it's time to decide where you
want it to go.

Hope isn't a growth strategy.
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CHAPTER 2: PLAN
Growth Doesn't Happen by Accident

Let me ask you a question.

Where do you want your business to be a few years from now?

More revenue? More customers? Better profitability? Another location? A larger team? Maybe you'd
simply like to make more money without working 60 hours a week.

Those are all reasonable ambitions.

But here's the more important question.

What's your plan to get there?

If your answer is something like, "We're going to work hard, take care of our customers, and
hopefully keep growing," we have some work to do.

Because hope isn't a growth strategy.

Being Busy Isn't the Same as Having a Plan

Most small-business owners are excellent at planning their daily operations.

They schedule jobs, coordinate employees, order materials, manage appointments, and make sure
customers are taken care of.

They know what needs to happen tomorrow morning.

But ask them what needs to happen over the next few years to build the business they envision, and
the answer often becomes less clear.

That's the Delivery Trap showing up again.

You're so focused on executing today's work that you rarely make time to plan tomorrow's growth.

And without a plan, growth becomes something you react to rather than something you actively
pursue.

A growth plan turns your ambitions into decisions, priorities, and actions.

It doesn't guarantee success. But it gives you a direction, a way to measure progress, and a reason
behind the choices you make.

First, Define What Success Looks Like

Before we start talking about revenue targets, marketing budgets, or growth percentages, I want you
to think about something more important.

What does success actually look like to you?

Not what your competitors are doing. Not what some business magazine says a successful company
should look like.

What do you want?
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Maybe you envision a company with multiple locations, dozens of employees, and millions of dollars
in revenue.

Or maybe success means building a profitable business that provides a comfortable living, takes care
of your employees, and gives you the freedom to spend more time with your family.

Perhaps you want to create something your children can eventually take over.

Or maybe your ultimate goal is to build a company you can sell someday, providing financial security
for the next chapter of your life.

All of those are legitimate definitions of success.

And here's something I believe strongly:

A bigger business isn't necessarily a better business. A successful business is one that helps you
achieve the life and future you want.

Too many business owners pursue growth without ever stopping to ask why.

They assume more revenue, more employees, and more locations automatically mean more success.

But growth also brings complexity, responsibility, and risk.

If you're not clear about what you're trying to accomplish, you can end up building a bigger company
that actually takes you further away from the life you wanted when you started.

That's why I encourage business owners to begin with a mental picture.

Imagine your business three to five years from now.

What does a typical day look like? How involved are you in daily operations? How many people work
for you? What kinds of customers are you serving? How profitable is the company? How much
freedom do you have?

Most importantly, how do you feel about the business you've built?

Take a moment to picture it.

That's your vision.

Now we can begin turning that vision into a plan.

Because once you understand what success looks like, you can start identifying the specific business
goals that will help you achieve it.

Revenue, profitability, customer acquisition, staffing, and operational improvements become tools
for reaching your vision—not the definition of success itself.

Your vision defines success. Your growth plan creates the path to get there.

The Five Elements of a Practical Growth Plan

You don't need a 50-page strategic plan or an expensive consultant to begin planning for growth.

For most small businesses, a useful growth plan can fit on a single page.

But that page should answer five essential questions.



THE GROWTH LAB BLUEPRINT  •  SHAWN BROXSON 16

1. What Are We Trying to Accomplish?

Start with your vision of success and identify one primary business objective that will move you
toward it over the next 12 months.

Not ten. Not twenty.

One.

Maybe you want to increase revenue by 20%. Maybe your priority is improving profitability. Maybe
you want to build a more predictable flow of new customers or reduce how much the business
depends on you personally.

You can have supporting goals, but identify the one outcome that matters most.

A clear objective helps you decide where to focus your attention, money, and resources.

Without that clarity, every new marketing idea, sales opportunity, or business expense can seem
equally important.

And they're not.

2. Where Will That Growth Come From?

This is where planning becomes strategy.

Let's say you own a landscaping company generating $1 million in annual revenue, and your goal is
to grow to $1.2 million.

Where will that additional $200,000 come from?

Will you acquire more residential customers? Expand commercial maintenance contracts? Sell
additional services to existing customers? Increase prices where justified? Enter a new geographic
market?

Each path requires different investments, capabilities, and marketing approaches.

You don't necessarily need to pursue every opportunity.

You need to identify the opportunities that make the most sense for your business.

And remember what we discussed in Chapter 1: Not all revenue is equally profitable.

The best growth opportunity isn't always the biggest one. It's the one that creates the most value for
your business.

3. How Will We Make It Happen?

Now we begin translating strategy into action.

Suppose you've decided to focus on acquiring more commercial landscaping contracts.

Your plan might include developing a list of prospective commercial properties, creating a targeted
outreach campaign, improving your website's commercial-service messaging, and establishing a
process for following up with prospective clients.

Notice that we haven't started by asking, "Should we advertise on Facebook?"
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We've started with the business objective, identified the opportunity, and then selected activities
that support the strategy.

That's the difference between Activity Marketing and Performance Marketing, which we introduced in
Chapter 1.

Strategy determines the tactics. Tactics shouldn't determine the strategy.

The same principle applies beyond marketing. Hiring, equipment purchases, technology, and
operational improvements should all support a defined business objective.

4. What Will It Take?

Every growth plan requires resources.

That might mean money, employees, equipment, technology, outside expertise, or simply dedicated
time.

And every business has limits.

If your growth plan requires hiring three technicians, buying two trucks, and doubling your
advertising budget, you need to understand whether your business can support those investments.

You also need to consider whether your operations can deliver the additional business you're trying
to generate.

There's little value in attracting 50 new customers if you don't have the capacity to serve them
properly.

This is why growth planning must connect marketing, sales, operations, and finances.

A good growth plan doesn't just explain how you'll generate more business. It explains how you'll
support it.

We'll explore the financial side of growth in more detail in Chapter 3.

5. How Will We Know If It's Working?

A plan without measurement is little more than a collection of intentions.

You need a simple way to track whether you're making progress.

Depending on your objective, that might include:

New customer inquiries each month.

Percentage of inquiries converted into customers.

Average revenue per customer.

Customer acquisition cost.

Gross profit or operating profit margin.

Revenue from a targeted service or market.

You don't need to track dozens of numbers.

Start with the few that tell you whether your strategy is working.
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Then review them regularly.

If something isn't producing the results you expected, make adjustments.

A growth plan isn't something you write once and put in a drawer. It's something you use to make
better decisions.

THE GROWTH LAB PERSPECTIVE

The One-Page Growth Plan

Here's a principle I encourage business owners to embrace:

If you can't explain your growth plan on one page, you may not understand it well enough yet.

That doesn't mean business growth is simple. It means your strategy should be clear.

Your one-page plan should identify:

THE VISION: What does success ultimately look like for you?

THE GOAL: What specific business result do we want to achieve in the next 12 months?

THE OPPORTUNITY: Where is the most promising opportunity to make meaningful progress?

THE STRATEGY: How will we pursue that opportunity and achieve our goal?

THE ACTIONS: What three to five things need to happen over the next 90 days, and who owns them?

THE SCOREBOARD: What three to five numbers will tell us whether we're making progress?

Write your answers on a single page. Keep them simple, specific, and visible.

A Good Plan Helps You Say No

One of the greatest benefits of a growth plan isn't knowing what to do. It's knowing what not to do.

Every week, new opportunities compete for your attention: an advertising pitch, a new service, a
competitor's expansion, a new technology.

Some may be worthwhile. But not all belong in your plan.

Does this opportunity move us closer to our goal? Does it fit the business we're trying to build? Do we
have the resources to execute it properly?

Sometimes the smartest growth decision is saying no to something exciting that doesn't support your
priorities.

Focus is a competitive advantage—especially for small businesses with limited time and resources.

Your Plan Should Be a Living Document

I'm not suggesting that you write a plan in January and follow it blindly for twelve months.

Markets change. Customer needs evolve. Employees come and go. New opportunities emerge.

Review your scoreboard monthly and revisit your broader growth plan at least quarterly.
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Ask: Are we making progress? What's working—and what isn't? What should we continue, change, or
stop doing?

The purpose of planning isn't to predict the future perfectly. It's to make better decisions as the
future unfolds.

THE GROWTH LAB CHALLENGE

Do You Have a Plan—or Just Good Intentions?

Rate yourself on these five statements. 1 = Strongly Disagree | 5 = Strongly Agree.

1. I have a clear personal vision of what success looks like for my business and my life. ___ / 5

2. My business has specific, measurable goals for the next 12 months. ___ / 5

3. I have identified the most promising opportunities for achieving those goals.
___ / 5

4. My marketing and operational activities support a clearly defined growth strategy. ___ / 5

5. I regularly review meaningful performance measures and adjust my plan when necessary. ___ / 5

Your Total Planning Score: ____ / 25

What Your Score Means

21–25: Strong Foundation. You have a clear sense of direction; strengthen execution and stay
focused.

16–20: Room for Improvement. Close gaps in clarity, priorities, or measurement.

10–15: Planning Gap. Establish a clearer connection between your goals and daily actions.

5–9: Time to Set a Direction. Define success and establish a simple plan before investing heavily.

Your Action Item: Build Your One-Page Growth Plan

Set aside 30 minutes this week and answer the six questions: VISION, GOAL, OPPORTUNITY,
STRATEGY, ACTIONS, SCOREBOARD.

Put your plan somewhere you'll actually see it. You don't need a perfect plan. You need a useful one.

A plan that gets executed imperfectly is far more valuable than a perfect plan that never gets
implemented.

Coming Next — Chapter 3: FUND
Now that you know where your business stands and where you want to take it, we need to talk about
money.

Growth isn't free.



THE GROWTH LAB BLUEPRINT  •  SHAWN BROXSON 20

CHAPTER 3: FUND
Growth Isn't Free

There's an old saying you've probably heard a thousand times.

It takes money to make money.

It's a cliché, but when it comes to growing a business, there's a lot of truth in it.

One of the most common challenges I see with small-business owners is that they want to grow, but
they're hesitant to invest in growth.

They'll spend money to repair equipment, replace a truck, or hire someone to handle additional work.
Those expenses make sense because they're necessary to operate the business.

But ask them to invest in marketing, advertising, sales development, or building the systems needed
to attract new customers, and suddenly the conversation changes.

"Can we afford that?"

"How do we know it'll work?"

"Maybe we should wait until business picks up."

Those are reasonable questions. Every business owner should be thoughtful about spending money.

But there's an important distinction between spending money to maintain your business and
investing money to grow it.

Operating expenses help you run the business you have. Growth investments help you build the
business you want.

And if you're serious about growth, you need to make room for both.

Think Like an Investor

Over the years, I've had the opportunity to help approximately a dozen venture-funded startup
founders navigate the process of raising capital and building their businesses.

One lesson from that experience applies just as much to a local plumbing company as it does to a
technology startup.

Successful growth requires a thoughtful understanding of capital.

How much money do we need? What will we use it for? What results do we expect? And how will we
know whether the investment is working?

You don't need venture capital to think like an investor.

You simply need to approach growth expenditures with the same discipline you would apply to any
important business decision.

Don't spend money just because someone tells you that you need to advertise.

Don't borrow money simply because a lender is willing to provide it.
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And don't assume that spending more automatically produces better results.

Every growth investment should have a purpose, a plan, and an expected return.

That's the same principle behind Performance Marketing, which we introduced in Chapter 1.

Understand What Your Growth Plan Will Cost

In Chapter 2, you developed a vision for your business and began building a practical growth plan.

Now it's time to ask what that plan will require financially.

Maybe you need $2,000 a month to launch a targeted marketing campaign.

Maybe you need $15,000 to upgrade equipment, $25,000 to hire and train additional employees, or
additional working capital to support larger projects.

Those are examples, not recommendations. The right investment depends on your business, your
opportunities, and your financial position.

Start by identifying what you need and why you need it.

Then consider when you'll spend the money, how long it may take to produce results, and whether
your business can support that investment in the meantime.

Remember, increased sales don't always translate immediately into increased cash flow.

You may need to pay employees, purchase materials, or cover advertising expenses long before you
collect the revenue those investments generate.

A growth plan without a funding plan is an incomplete plan.

Money Follows a Plan

Here's something every business owner should understand.

If you want someone to invest in your business, you need to give them a reason to believe in your
plan.

Whether you're approaching a bank, applying for a small-business loan, or speaking with a potential
investor, one of the first questions you'll need to answer is:

"What are you going to do with the money?"

And "I want to grow my business" isn't a very compelling answer.

Think about it from the lender's or investor's perspective.

Would you rather provide $50,000 to a business owner who says they need money to grow, or to one
who can explain:

Exactly how much funding they need and what it will be used for.

The specific growth opportunity they're pursuing.

The strategy and actions they'll use to capture that opportunity.

The revenue, profitability, or other financial results they reasonably expect.
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How they'll manage the risks and repay the money or deliver an appropriate return.

The second owner is making a much stronger case.

And that's the point.

A growth plan isn't just a roadmap for your business. It can also be the foundation of your funding
strategy.

I've helped numerous venture-funded startup founders navigate the challenges of raising capital and
building their businesses. One lesson I've learned is that preparation matters.

Investors want to understand the opportunity, the business model, the people executing the
strategy, and how their capital will be used.

Small-business lenders evaluate different factors, including creditworthiness, financial history, cash
flow, collateral where applicable, and repayment capacity. But they also want to understand the
purpose of the funding.

A strong plan doesn't guarantee you'll receive financing. And different funding sources have different
requirements.

But the more prepared you are, the more effectively you can present your opportunity, answer
difficult questions, and evaluate which funding options make sense.

Here's the good news.

You already started this work in Chapter 2 when you created your One-Page Growth Plan.

Now you're simply adding another layer: What will this plan cost, and how will the investment help us
achieve our objectives?

Don't wait until you desperately need money to begin thinking about funding.

Develop your plan. Understand your numbers. Identify your needs. Explore your options.

The better prepared you are to explain your growth, the better positioned you'll be to fund it.

The Best Time to Find Money Is Before You Need It

Here's one of the most valuable lessons I've learned from helping entrepreneurs navigate business
funding.

The best time to get money is when you don't desperately need it.

Think about that for a moment.

Too many business owners wait until they're facing a cash shortage, need equipment immediately, or
have an opportunity they can't afford to pursue before they start looking for funding.

And that's often the worst time to begin.

When you're desperate for money, your options may be limited. You're under pressure to make
decisions quickly, and you may find yourself accepting financing terms you wouldn't otherwise
consider.

But when your business is healthy, your finances are in order, and you have a well-developed growth
plan, you're generally in a much stronger position.
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You have time to explore options, build relationships with lenders, understand financing
requirements, and negotiate from a position of confidence rather than desperation.

You may even be able to establish access to capital before you actually need to use it.

For example, a business line of credit arranged while your company is financially strong may provide
flexibility when an unexpected opportunity arises. Of course, credit facilities can carry fees,
restrictions, and borrowing costs, even when they're not being used.

And remember, obtaining funding isn't always the right decision. Sometimes the smartest move is to
build cash reserves or finance growth gradually from profits.

The point is to be prepared.

Don't wait until you need money to start figuring out where it will come from.

Make funding part of your growth planning process, not an emergency response.

Because when opportunity knocks, you want to be ready to answer.

Know Your Funding Options

Here's something many business owners don't realize.

You don't necessarily have to fund every growth initiative out of your current bank account.

Depending on your business and circumstances, there may be several ways to access the resources
you need.

You might reinvest profits, establish a business line of credit, pursue a small-business loan,
investigate available grant programs, or consider bringing in an outside investor.

Each option comes with different costs, qualifications, obligations, and potential risks.

Loans must be repaid. Investors may expect ownership or influence over business decisions. Grants
are often competitive, restricted to specific purposes, and not available to every business.

The point isn't that one funding source is right for everyone.

It's that you should understand your options before assuming you can't afford to grow.

And you don't have to navigate those options alone. Experienced financial professionals, lenders, and
business advisors can help you evaluate what's appropriate for your situation.

THE GROWTH LAB PERSPECTIVE
Expense or Investment?

Here's a simple question I encourage business owners to ask before making a significant growth
expenditure:

"What do I expect this money to accomplish?"

If you spend $5,000 on advertising without a clear objective, strategy, or measurement plan, you're
simply spending money.
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But if you invest $5,000 in a carefully designed campaign intended to generate qualified leads,
acquire profitable customers, and produce a measurable return, you're approaching that expenditure
as an investment.

Of course, an investment isn't guaranteed to succeed.

Even a well-designed campaign can underperform.

That's why you establish goals, monitor results, and make adjustments.

The distinction isn't that expenses are bad and investments are good.

It's that growth investments should be intentional, financially responsible, and connected to a
business objective.

Don't Let Fear Make Your Decisions

I understand why business owners hesitate to spend money.

You've worked hard to build your company. You've made sacrifices. You know how quickly
unexpected expenses can appear.

Protecting what you've built is important.

But protecting your business and investing in its future aren't mutually exclusive.

You can start small. Test a marketing campaign. Evaluate the results. Increase your investment when
the numbers support it.

You can develop a financial plan that protects your cash flow while creating room for growth.

And you can seek guidance when a funding decision is outside your expertise.

The goal isn't to take unnecessary risks.

It's to avoid allowing fear or uncertainty to prevent you from pursuing worthwhile opportunities.

You don't have to spend recklessly to grow. But you do have to be willing to invest intelligently.

THE GROWTH LAB CHALLENGE
Are You Financially Prepared to Grow?

Rate yourself from 1 to 5.

1 = Strongly Disagree | 5 = Strongly Agree

#

Statement

Score

1

I understand what financial resources my growth plan will require.
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___ / 5

2

I distinguish between operating expenses and strategic growth investments.

___ / 5

3

I evaluate the expected return and risks before making growth investments.

___ / 5

4

I understand my available funding options and their potential costs.

___ / 5

5

I have a documented growth plan that explains how funding will be used, the expected results, and
how my business can responsibly support the investment.

___ / 5

Your Total Funding Readiness Score: ____ / 25

What Your Score Means

21–25: Strong Foundation

You understand the financial requirements of growth and are prepared to evaluate opportunities
responsibly.

16–20: Room for Improvement

You have some important financial knowledge but may need a more structured approach to funding
growth.

10–15: Funding Knowledge Gap

Your growth ambitions may be ahead of your financial planning. Start identifying your requirements
and available resources.

5–9: Build Your Financial Foundation

Before committing to major growth investments, take time to understand your cash flow, funding
needs, and financial options.

Your Action Item: Identify Your Growth Investment

Answer these questions:

1. What is the single most important investment that could help grow my business over the next 12
months?
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2. Approximately how much money would that investment require, and what business result would
justify the cost?

3. How could I responsibly fund that investment?

4. If I approached a lender or investor tomorrow, could I clearly explain why I need the money, how
I'll use it, and how the investment will generate a return?

5. What can I do in the next 90 days to improve my financial readiness for future growth
opportunities?

You don't need to have every financial answer today.

You need to begin understanding what growth will require and how to make it possible.

Remember: Growth isn't free. But investing intelligently in your future can be worth the cost.

Coming Next — Chapter 4: POSITION
Now that you understand your business, have a growth plan, and recognize what it will take to fund
it, it's time to answer a critical question: Why should customers choose your business over the
competition?
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CHAPTER 4: POSITION
Why Should Customers Choose You?

Let me ask you a question I frequently ask business owners.

Why should a customer choose your business instead of your competition?

One of the most common answers I hear is:

"Because we provide great service."

And my response is usually pretty simple.

So what?

Now, don't misunderstand me. Providing great service is absolutely essential. It's how you earn trust,
retain customers, and build a reputation.

But great service isn't a competitive advantage.

It's an expectation.

When someone hires a plumber, they expect the plumbing to be fixed correctly.

When they hire a landscaper, they expect their property to look great.

When they hire an electrician, they expect the work to be performed safely and professionally.

Those aren't extraordinary accomplishments. They're the fundamental promises every reputable
service business should fulfill.

And here's the bigger problem.

Your competitors are probably saying they provide great service, too.

Take a look at five competing businesses in your market. You'll likely see the same familiar claims:

"Quality workmanship."

"Outstanding customer service."

"Experienced professionals."

"Customer satisfaction guaranteed."

When everyone makes the same promises, those promises don't give customers a meaningful reason
to choose one company over another.

Great service is the baseline. Differentiation is what gives customers a reason to choose you.

And that's what positioning is all about.

What Is Positioning, Anyway?

Positioning is simply how you want customers to think about your business compared with the
alternatives available to them.

It's the place your company occupies in the customer's mind.
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Are you the most responsive? The specialist? The premium provider? The convenient choice? The
company known for solving a particular problem?

Your positioning helps customers understand what makes your business relevant and valuable to
them.

And here's something important.

You don't have to be the best at everything. You need to be the right choice for the customers you
want to serve.

A company specializing in high-end residential renovations doesn't need to compete with the
lowest-priced handyman in town.

A commercial landscaping company doesn't need to appeal to every homeowner looking for
someone to mow their lawn.

The more clearly you understand who you serve and why they should choose you, the easier it
becomes to build effective marketing and sales strategies.

But before you can determine how to position your business, you need to answer another important
question.

Who, exactly, do you want to serve?

You Get to Choose Your Customers

Understanding Your Ideal Customer Profile (ICP)

Here's something I want every business owner to understand.

You get to choose the customers you want to build your business around.

Think about that.

When you first started your business, you probably weren't particularly selective about customers.

If someone needed your services and was willing to pay, you were happy to take the business.

And there's nothing wrong with that. It's how many successful companies get started.

But as your business grows, something important changes.

You have the opportunity to become more intentional about who you serve.

Not every customer is equally valuable to your business. Some are more profitable. Some are easier
to work with. Some purchase more frequently. Others refer additional business or develop long-term
relationships with your company.

And let's be candid. Some customers consume enormous amounts of time, constantly negotiate on
price, pay slowly, and create headaches that far outweigh the revenue they generate.

So here's the question:

If you could build your business around your perfect customers, what would those customers look
like?

That's where the concept of an Ideal Customer Profile, or ICP, comes in.
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What Is an Ideal Customer Profile?

An ICP is simply a description of the type of customer your business is best positioned to serve—and
would most like to attract.

It's not necessarily a description of your average customer today.

It's a picture of the customers you want more of tomorrow.

For example, imagine you own a landscaping company.

Your current customers might include residential homeowners, commercial properties, apartment
communities, and homeowners' associations.

But after examining your business, you realize that your most profitable and desirable customers are
commercial property managers who need ongoing maintenance contracts.

They value reliability, have recurring service needs, pay consistently, and offer opportunities for
long-term relationships.

That's valuable information.

Rather than marketing your services to everyone who owns a patch of grass, you can begin
positioning your business specifically to attract more commercial property managers.

Your website messaging changes. Your advertising becomes more targeted. Your sales efforts
become more focused.

And your growth strategy becomes more intentional.

You're no longer simply looking for more customers. You're looking for more of the right customers.

How to Identify Your Ideal Customer

Start by looking at the customers you already serve.

Ask yourself five questions:

Profitability: Which customers or customer types generate the strongest financial returns?

Fit: Which customers are best suited to the services, capabilities, and expertise we provide?

Relationship: Which customers are easiest to work with, value our services, and develop lasting
relationships?

Growth Potential: Which customers provide opportunities for repeat business, additional services, or
referrals?

Preference: Which customers do we genuinely enjoy serving and want more of?

That last question matters more than you might think.

Remember Chapter 2, where we discussed defining your personal vision of success?

Your ideal customers should support that vision.

If your goal is to build a business with predictable recurring revenue, customers requiring ongoing
services may be especially attractive.
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If you want to specialize in high-end projects, your ideal customers might value craftsmanship,
expertise, and customization over the lowest price.

If you want to build a company that operates primarily during normal business hours, customers who
routinely require emergency nighttime service may not be the best fit.

Your ideal customer should fit the business you're trying to build—not just the business you happen
to have today.

Your ICP Should Guide Your Growth Strategy

Once you've identified your ideal customer, an important thing happens.

Your business decisions become easier.

Instead of asking, "How do we get more customers?" you can ask, "How do we attract more
customers who fit our ideal profile?"

That distinction influences nearly everything.

It helps determine where you advertise, what your marketing messages say, which services you
emphasize, how you structure your sales process, and even which growth opportunities you pursue.

And here's another benefit.

You stop wasting as much time and money trying to appeal to customers who were never a
particularly good fit in the first place.

That doesn't mean you have to turn away every customer who falls outside your ICP.

It means you're making a deliberate decision about where to focus your growth efforts.

You can serve many types of customers. But you should be intentional about which customers you're
investing to attract.

That's the power of understanding your Ideal Customer Profile.

Understand What Your Customers Actually Value

Here's an important distinction.

What you think makes your business special isn't necessarily what your customers value most.

You may be proud of your company's 25 years of experience.

That's impressive.

But your customers might care more about knowing you'll show up on time.

You may have invested in the latest equipment and technology.

That's great.

But your customers might simply want their problem solved quickly, professionally, and without
surprises.

The key is understanding what drives their buying decisions.

Consider two HVAC companies.
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One advertises:

"We have 30 years of experience and certified technicians."

The other says:

"When your air conditioner breaks down in the Florida heat, we understand that waiting isn't an
option. That's why we prioritize fast response times and clear communication."

Both may be excellent companies.

But the second message speaks directly to a specific customer problem and explains why that
business may be the right choice.

Of course, the company needs to be able to deliver on that promise.

Great positioning isn't about making bigger claims. It's about communicating meaningful value you
can actually deliver.

Find Your Competitive Advantage

Now let's talk about what makes your business different.

Your competitive advantage doesn't have to be revolutionary.

You don't need to invent a new service or completely reinvent your industry.

Sometimes differentiation comes from how you deliver a service, the customers you specialize in, or
the problems you're particularly well equipped to solve.

Maybe your company offers a response time competitors don't match.

Maybe you've developed specialized expertise in a particular type of project.

Perhaps your scheduling process is more convenient, your communication is more transparent, or
your service includes benefits competitors don't provide.

But remember our opening discussion.

Simply saying you provide great service isn't enough.

Great service is expected. A competitive advantage gives customers something meaningful they
can't get as easily elsewhere.

Here's a useful test.

If you removed your company's name from your website and replaced it with your biggest
competitor's name, would the message still make sense?

If the answer is yes, you probably haven't clearly differentiated your business.

"Quality service at affordable prices" could describe almost anyone.

But "Same-day commercial refrigeration repair for Tampa Bay restaurants, backed by a 24/7
emergency response team" describes a specific service, customer, and capability.

That's a meaningful distinction—assuming the company can consistently deliver it and competitors
don't offer the same advantage.
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A useful competitive advantage passes three tests:

Customers value it. The difference matters to the people you're trying to attract.

Competitors don't all offer it. It gives customers a reason to consider your business over the
alternatives.

You can consistently deliver it. It's supported by real capabilities, not just advertising claims.

Being different only matters when the difference matters to the customer.

THE GROWTH LAB PERSPECTIVE

Don't Compete on Price Unless That's Your Strategy

Here's a trap I see small businesses fall into all the time.

When they struggle to explain why customers should choose them, they fall back on the easiest
selling point.

Price.

They discount their services, match competitors' quotes, or advertise that they're the most
affordable option.

And sometimes that works.

But competing primarily on price can become a dangerous game.

There's almost always someone willing to charge less.

And every dollar you discount reduces the revenue available to cover your costs, generate profits,
and support future growth.

Now, there's nothing inherently wrong with being a low-price provider.

Some companies build successful businesses around an intentional low-cost strategy.

But that requires an operating model designed to deliver services profitably at those prices.

There's a big difference between choosing to compete on price and being forced to compete on price
because customers don't understand your value.

If you want to command better prices, you need to give customers a reason to believe your services
are worth them.

That starts with positioning.

Turn Your Positioning Into a Clear Message

Once you understand your ideal customers, what they value, and what makes your company
different, it's time to put those ideas into words.

You should be able to explain your business's value in one or two clear sentences.

Here's a simple framework:
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We help [specific customer] solve [specific problem] by providing [meaningful benefit or
differentiator].

For example:

"We help busy homeowners keep their properties looking great with reliable, professionally managed
landscaping services that eliminate the hassle of coordinating lawn care."

Or:

"We help commercial property managers minimize building disruptions through responsive HVAC
service, proactive maintenance, and clear communication."

Notice that neither example relies on vague claims about being the best.

They explain who the company serves, what problem it solves, and why the service matters.

That's the beginning of a strong market position.

Now that message can guide your website, advertising, sales conversations, customer
communications, and overall marketing strategy.

And that brings us back to Performance Marketing.

Before you spend money promoting your business, make sure you know what you're promoting, who
you're trying to reach, and why those customers should care.

The better your positioning, the harder your marketing can work for you.

Positioning Is a Promise You Have to Keep

There's one final point I want to make.

Positioning isn't just a marketing exercise.

It's a business commitment.

If you position your company as the most responsive service provider in your market, your operations
need to support that promise.

If you promise exceptional attention to detail, your customers need to experience it.

If you market your company as the trusted specialist, your expertise needs to justify that claim.

Because your brand isn't simply what you say about your business.

It's what customers come to believe about your business based on their experiences.

Marketing creates expectations.

Delivery determines whether those expectations are met.

And when your positioning and your performance consistently align, you create something extremely
valuable.

Trust.

The strongest competitive advantage is one your customers can actually experience.
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THE GROWTH LAB CHALLENGE

Why Should Customers Choose You?

Take 15 minutes to evaluate how clearly your business is positioned in the marketplace.

Score each statement from 1 to 5.

1 = Strongly Disagree | 5 = Strongly Agree

#

Statement

Score

1

I have clearly defined my Ideal Customer Profile (ICP) and know which customers I want to attract.

___ / 5

2

My business has at least one meaningful competitive advantage beyond quality work and good
customer service.

___ / 5

3

I understand what my ideal customers value most when choosing a service provider.

___ / 5

4

My website, advertising, and sales messaging clearly communicate why ideal customers should
choose us.

___ / 5

5

My business consistently delivers on the promises that differentiate us from competitors.

___ / 5

Your Total Positioning Score: ____ / 25

What Your Score Means

21–25: Strong Foundation
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You have a clear market position and understand how to communicate your value. Focus on
reinforcing that position consistently.

16–20: Room for Improvement

Your business has strengths, but you may not be communicating them as effectively as you could.

10–15: Positioning Gap

Customers may struggle to understand what makes your business different. Clarifying your value
proposition should be a priority.

5–9: Time to Stand Out

Your business may be competing primarily on familiarity, availability, or price rather than a clearly
defined competitive advantage.

Your Action Item: Define Your Ideal Customer and Competitive Advantage

Step 1: Describe your ideal customer.

In three to five sentences, describe the type of customer you want more of.

Consider who they are, what they value, why they're profitable or desirable, and how they fit your
long-term business vision.

Step 2: Identify your competitive advantage.

What does your business offer that matters to those customers, distinguishes you from competitors,
and can be consistently delivered?

Step 3: Complete your positioning statement.

"We help __________________ solve __________________ by providing __________________."

Don't worry about creating the perfect marketing slogan.

The objective is to clearly articulate who you want to serve and why those customers should choose
your business.

And if you can't answer those questions confidently today, you've just identified an important
opportunity for improvement.

Remember: Great service is the baseline. Real differentiation gives customers a reason to choose
you.

Coming Next — Chapter 5: ACQUIRE
You've identified the customers you want to attract and clarified why they should choose your
business. Now it's time to develop a deliberate, repeatable process for turning that advantage into
new customers.
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CHAPTER 5: ACQUIRE
Stop Hoping for Customers. Start Building a System.

Let me ask you something.

If you needed to bring in 20 new customers next month, would you know exactly how to do it?

Not hope for 20 new customers.

Not wait for referrals.

Not cross your fingers that the phone keeps ringing.

I'm asking whether you have a deliberate, repeatable process for generating opportunities and
turning those opportunities into paying customers.

For many small-business owners, the answer is no.

And that's understandable.

You probably started your business because you were great at providing a service, not because you
were an expert in sales and customer acquisition.

Your first customers may have come from friends, family, referrals, or relationships in your
community.

Over time, word spread. Your reputation grew. Business came in.

That's a wonderful way to build a company.

But there's a problem.

You can't reliably grow a business by depending entirely on customers finding you.

At some point, you need a system for finding them.

Referrals Are Wonderful. But Hope Isn't a Strategy.

I love referrals.

A customer who recommends your business to someone else is giving you something incredibly
valuable: their trust.

And referrals can be among the most profitable sources of new business.

But here's the question.

Can you predict how many referrals you'll receive next month?

Can you generate more of them when business slows down?

Can you consistently produce enough referrals to meet the growth objectives you established in
Chapter 2?

If the answer is no, then referrals alone may not provide the predictability your growth plan requires.

That doesn't mean you should abandon them.
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In fact, you should develop deliberate ways to encourage referrals from satisfied customers and
professional relationships.

But you should also understand that referrals are one part of a larger customer acquisition system.

A strong reputation helps customers choose you. A strong acquisition system helps ensure they have
the opportunity to choose you.

Understand the Customer Acquisition Process

Let's simplify something that marketing professionals sometimes make unnecessarily complicated.

Most service businesses need to accomplish four things to acquire a new customer:

Get noticed. Make the right people aware that your business exists.

Generate interest. Give those people a reason to consider your services.

Capture the opportunity. Make it easy for interested prospects to contact you.

Convert the opportunity. Turn that inquiry into a paying customer.

That's the basic customer acquisition process.

And here's why understanding it matters.

If you're struggling to acquire customers, the problem might not be a lack of advertising.

Maybe plenty of people see your business, but your message doesn't give them a compelling reason
to respond.

Maybe your advertising generates inquiries, but nobody answers the phone consistently.

Maybe your team responds quickly, but your estimates don't get followed up.

Or maybe you're attracting people who were never a good fit for your services in the first place.

Each of those problems requires a different solution.

Before you spend more money generating leads, make sure you understand what happens to the
leads you already receive.

Not All Leads Are Created Equal

Remember the Ideal Customer Profile (ICP) we developed in Chapter 4?

This is where it starts paying off.

A lead is simply a potential customer who has expressed some level of interest in your services.

But not every lead is equally valuable.

Imagine you're running a residential remodeling company that specializes in high-end kitchen
renovations.

You receive 100 inquiries.

That sounds exciting.

But what if 80 of those inquiries are from people looking for inexpensive handyman services?
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You may have generated a lot of activity, but very little opportunity.

Now imagine receiving 30 inquiries from homeowners who have the budget, timeline, and desire for
the kind of renovation your company specializes in.

Which group would you rather have?

That's why effective customer acquisition isn't simply about generating more leads.

It's about generating more qualified opportunities from the customers you actually want to serve.

Your ICP should influence where you look for customers, what messages you use, and how you
evaluate the success of your marketing investments.

Build a Repeatable Acquisition System

A customer acquisition system doesn't have to be complicated.

It simply needs to be intentional.

Start with five questions.

1. Where Will Our Customers Come From?

Identify the channels most likely to reach your ideal customers.

Depending on your business, those might include referrals, local search, online advertising,
partnerships, direct outreach, community relationships, or repeat business.

You don't need to pursue every channel.

In fact, trying to do everything at once is often a mistake.

Start with the opportunities that make the most sense for your business and your customers.

2. What Will Motivate Them to Contact Us?

This is where your positioning comes in.

Your marketing should communicate a meaningful reason for your ideal customers to consider your
business.

Not simply that you provide great service.

We've already established that's the expectation.

Show customers that you understand their problem and explain why your company is particularly
well equipped to solve it.

3. How Will We Capture and Respond to Inquiries?

When someone calls, submits a website form, sends a message, or requests an estimate, what
happens next?

Who responds?

How quickly?
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What information is collected?

Is the inquiry recorded somewhere?

A missed call or unanswered inquiry isn't just an administrative problem.

It may be a customer you paid money to attract and then lost before you ever had a conversation.

Every lead deserves a clear next step.

4. How Will We Turn Opportunities Into Customers?

This is the sales part of customer acquisition.

And no, you don't need to become a slick salesperson.

You need a consistent process for understanding customer needs, explaining your value, providing
estimates or proposals, addressing questions, and following up.

Consider a company that receives 100 qualified inquiries each month.

If it converts 30% of those inquiries, it acquires 30 customers.

Improve that conversion rate to 40%, and the same 100 inquiries produce 40 customers.

That's 33% more new customers without generating a single additional lead.

Sometimes the fastest path to growth isn't more marketing.

It's doing a better job with the opportunities you already have.

5. How Will We Measure Results?

You can't manage what you don't measure.

At a minimum, you should understand:

How many new inquiries your business receives.

Where those inquiries come from.

How many become paying customers.

How much you're spending to acquire customers.

Whether those customers generate profitable business.

You don't need sophisticated software to begin.

A spreadsheet, a simple customer relationship management system (CRM), or consistent records in
your existing business software may be enough.

The important thing is that you're measuring what matters.

THE GROWTH LAB PERSPECTIVE
Leads Don't Pay the Bills. Customers Do.

Here's a mistake I see businesses make all the time.
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They judge their marketing by how many leads it generates.

"We got 75 leads from our advertising last month!"

That's great.

But how many became paying customers? And what did it cost to acquire each one?

Imagine two marketing campaigns.

Campaign A: $2,000 spent; 100 leads; 10 customers; $200 acquisition cost per customer.

Campaign B: $2,000 spent; 50 leads; 20 customers; $100 acquisition cost per customer.

Campaign B generated half the leads but twice the customers at half the acquisition cost.

That is a better result—assuming the customers have comparable value and profitability.

A low acquisition cost isn't automatically good if the resulting customers are unprofitable.

Leads don't pay the bills. Customers do.

Speed Matters. Follow-Up Matters More Than You Think.

Imagine a homeowner with an air conditioning problem in July. They contact three HVAC companies.

The first doesn't answer. The second promises a callback. The third answers immediately, asks
questions, and offers an appointment.

Which company has the advantage?

Customer acquisition is about managing the experience between first contact and buying decision.

Respond promptly. Record each opportunity. Understand the need. Explain the next step. Follow up
appropriately. Track the outcome.

Not Every Lead Is a Good Lead

Remember your Ideal Customer Profile from Chapter 4.

A good lead represents a potential customer whose needs, budget, location, expectations, and
service requirements align with what your business does well.

You don't need every customer. You need more of the right customers.

The quality of opportunities matters just as much as the quantity.

Build a Simple Customer Acquisition Scoreboard

Track new inquiries, qualified leads, conversion rate, new customers acquired, and customer
acquisition cost.

Where possible, track these by source and consider the profitability of the customers you acquire.

Review the numbers regularly. Identify where opportunities are being lost. Improve one part of the
process at a time.

Maybe you need faster responses, clearer estimates, a better follow-up process, or marketing that
attracts a better fit.
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THE GROWTH LAB CHALLENGE

Do You Have a Customer Acquisition System?

Rate yourself on these five statements. 1 = Strongly Disagree | 5 = Strongly Agree.

1. My business has reliable ways to generate inquiries from the types of customers we want to serve.
___ / 5

2. We have a consistent process for responding to and tracking new customer inquiries. ___ / 5

3. We follow up professionally with qualified prospects who haven't made a buying decision. ___ / 5

4. I know our lead-to-customer conversion rate and how many new customers we acquire. ___ / 5

5. I evaluate customer acquisition costs and consider whether the customers we acquire are
profitable. ___ / 5

Your Total Customer Acquisition Score: ____ / 25

What Your Score Means

21–25: Strong Foundation. Refine performance and improve efficiency.

16–20: Room for Improvement. Gaps in follow-up or measurement may be costing customers.

10–15: Acquisition Gap. Establish a more dependable process.

5–9: Time to Build a System. Create a basic process for capturing, responding to, and tracking
inquiries.

Your Action Item: Follow the Last 20 Leads

Review the last 20 new inquiries your business received.

For each, ask: Where did the lead come from? Was the person a good fit? How quickly did we
respond? What happened next? Did the lead become a customer—and if not, why?

Look for patterns. Are calls being missed? Are estimates going unanswered? Are qualified prospects
disappearing without follow-up?

Identify the single biggest weakness in your acquisition process and commit to improving it over the
next 30 days.

The fastest path to acquiring more customers may be doing a better job with opportunities you
already have.

Leads don't pay the bills. Customers do.

Coming Next — Chapter 6: ATTRACT
Now that you understand how to turn opportunities into customers, it's time to generate more of the
right opportunities.

Successful marketing isn't about doing everything. It's about doing the right things exceptionally
well.
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CHAPTER 6: ATTRACT
Stop Doing More Marketing. Start Doing Better Marketing.

Let me ask you a question.

How many different things are you currently doing to market your business?

Maybe you're posting on Facebook, running Google ads, sending emails, sponsoring a Little League
team, asking for referrals, updating your website, and trying to figure out whether you should be
making TikTok videos.

Sound familiar?

Small-business owners are constantly being told they need to do more marketing.

More advertising. More social media. More content. More technology. More of whatever the latest
marketing trend happens to be.

And it's exhausting.

Here's something I want you to understand.

You don't need to do more marketing. You need to do the right marketing, exceptionally well.

That's a very different approach.

Strategy Before Tactics. Always.

Remember our discussion in Chapter 1 about Activity Marketing versus Performance Marketing?

This is where that distinction becomes especially important.

Activity Marketing is doing marketing things because you think you're supposed to.

Performance Marketing is selecting and executing marketing activities designed to accomplish
specific business objectives.

There's nothing inherently wrong with Facebook advertising, Google ads, direct mail, email
marketing, or any other legitimate marketing tactic.

The problem is choosing a tactic before you've determined what you're trying to accomplish.

I frequently hear business owners say things like:

"We should probably be advertising on Facebook."

"Everyone says we need to do more social media."

"Our competitor is running Google ads, so maybe we should too."

My response is usually another question.

Why?

What business objective are you trying to achieve?

Which customers are you trying to reach?
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What action do you want them to take?

And how will you determine whether the investment was worthwhile?

If you can't answer those questions, you're not ready to choose a tactic.

Strategy determines the tactics. Tactics shouldn't determine the strategy.

Start With the Customer, Not the Channel

In Chapter 4, you developed your Ideal Customer Profile.

You identified the customers you want more of and began defining why those customers should
choose your business.

That work should guide your marketing decisions.

Imagine you own a commercial cleaning company.

Your ideal customers are property managers responsible for office buildings with ongoing cleaning
contracts.

Would spending hours creating entertaining TikTok videos be the most effective way to reach those
decision-makers?

Maybe. But probably not the first place I'd invest without evidence.

You might be better served by building relationships with commercial property managers, improving
your visibility in relevant local searches, or developing a targeted outreach program.

Now imagine you operate a residential pool service business.

Your ideal customers are homeowners in specific neighborhoods.

Your marketing approach might look completely different.

The lesson is simple.

The best marketing tactic isn't the most popular one. It's the one most likely to reach your ideal
customer and help accomplish your growth objectives.

THE GROWTH LAB PERSPECTIVE

The Power of Four

Earlier in my career, I had the opportunity to participate in a study conducted by Forrester Research
examining some of the top marketing programs in the United States.

One of the programs I led was included.

What I took away from that experience has shaped how I advise business owners ever since.

The most effective marketing organizations weren't necessarily the ones doing the most things. They
were the ones doing a handful of things exceptionally well.

In the programs we examined, four or five well-executed marketing tactics appeared to be a
particularly effective range.
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Beyond roughly six tactics, we observed diminishing value from adding more activities—even in
organizations with substantial marketing budgets and large teams.

That experience led me to a principle I teach my clients today:

Four marketing tactics, executed exceptionally well, can be far more valuable than ten executed
poorly.

Think about what that means for a small-business owner.

You don't need to advertise on every platform, participate in every social network, send email
campaigns, publish videos, sponsor events, run direct mail, and chase every new marketing trend.

You need to identify the few tactics most likely to reach your Ideal Customer Profile and support your
growth objectives.

Then execute them consistently, measure their performance, and improve them over time.

For one business, those four tactics might be local search, customer referrals, targeted advertising,
and strategic partnerships.

For another, they might be direct outreach, email marketing, industry networking, and customer
retention campaigns.

There's no universal combination.

And four isn't a magic number. Some businesses may need fewer; others may benefit from more.

The lesson is about focus.

Don't confuse the number of marketing activities you're doing with the effectiveness of your
marketing.

Choose carefully. Execute well. Measure results.

And resist the temptation to add another tactic simply because someone told you it's the next big
thing.

In marketing, doing fewer things exceptionally well often beats doing more things adequately.

Understand the Different Jobs Marketing Can Do

Here's another mistake I see business owners make.

They expect every marketing activity to accomplish the same thing.

Generate an immediate sale.

But marketing can serve several different purposes.

Some activities help potential customers discover your business.

Others build trust and credibility.

Some encourage people who already know about you to request a quote or schedule an
appointment.

And others keep your company top of mind so customers return or recommend you.
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For example, a local sponsorship may build community awareness but generate few immediately
traceable inquiries.

A targeted search advertisement might generate calls from people actively looking for your service.

An email to existing customers might encourage repeat business or referrals.

Those are different objectives.

And they should be evaluated differently.

Before you judge whether a marketing activity is working, make sure you've defined what success
looks like for that activity.

Not every marketing investment needs to produce an immediate sale.

But every investment should have a purpose.

Make It Easy for Customers to Find and Trust You

For many local service businesses, a strong marketing foundation starts with something surprisingly
simple.

When an ideal customer needs your services, can they find you?

And when they find you, do they have a compelling reason to trust you?

Think about what a potential customer might do before hiring a plumber, electrician, landscaper, or
HVAC company.

They might search online, read reviews, visit a website, ask neighbors for recommendations, or
compare several providers.

Your business should make those decisions easier.

That may mean maintaining accurate business listings, providing clear service information,
showcasing relevant work, collecting authentic customer reviews, and making it easy to contact your
company.

You don't need the most elaborate website in your industry.

You need a credible, professional presence that supports the positioning you've developed.

And remember what we discussed in Chapter 4.

Simply claiming to provide great service isn't a competitive advantage.

Your marketing should demonstrate what makes your business especially valuable to the customers
you want to attract.

Don't just tell people you're good. Give them reasons to believe you're the right choice.

Build Marketing Around a Clear Objective

Let's make this practical.

Suppose you own an HVAC company and want to grow your residential maintenance-plan business.

Instead of saying, "We need to do more marketing," start with a specific objective.
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"We want to acquire 50 additional profitable maintenance-plan customers over the next six months."

Now you have something to work with.

You know which service you're promoting.

You know what kind of customer you're trying to attract.

You know the result you're pursuing.

And you can begin identifying the marketing tactics most likely to help achieve it.

Perhaps you start with an outreach campaign to existing customers, a referral program, targeted
local search advertising, and a follow-up campaign for homeowners who previously requested
estimates.

Four tactics.

One clear growth objective.

A coordinated strategy.

Now you're practicing Performance Marketing.

Of course, you still need to establish a responsible budget, determine whether the economics make
sense, and measure results.

But you've replaced random activity with intentional execution.

Marketing works best when every tactic has a job to do.

Measure What Matters. Then Improve.

Here's where many marketing programs fall apart.

Business owners launch a campaign, let it run for a while, and then ask:

"Do you think it's working?"

That's not a measurement strategy.

Remember Chapter 5.

Your customer acquisition system should help you understand where inquiries come from, how many
become customers, and what those customers are worth.

Now connect those results to your marketing investments.

If you're spending money to generate qualified inquiries, track how many you receive and what they
cost.

If your objective is acquiring new customers, measure acquisition and profitability.

If you're trying to generate referrals, track referral activity and the customers it produces.

If you're building awareness, establish appropriate indicators of whether you're reaching the right
audience and increasing relevant interest.

Then use what you learn.

Improve the tactics that show promise.
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Adjust or eliminate those that consistently underperform.

And don't confuse a poorly executed tactic with a fundamentally bad strategy. Sometimes the
channel is appropriate, but the message, targeting, offer, or follow-up needs work.

Good marketing isn't something you launch and forget. It's something you measure, learn from, and
continually improve.

Don't Let Marketing Become Another Delivery Trap

Remember the Delivery Trap from our introduction?

It's what happens when the demands of serving today's customers consume the time and attention
needed to build tomorrow's business.

Marketing is especially vulnerable to this problem.

Business slows down, so the owner starts marketing.

New customers arrive, everyone gets busy, and marketing stops.

Then business slows down again.

And the cycle repeats.

That's not a sustainable approach to growth.

You need consistency.

That doesn't mean spending the same amount of money every month regardless of business
conditions.

It means maintaining a deliberate marketing process that supports your growth plan.

Someone needs to be responsible for execution.

Someone needs to review results.

And marketing needs to remain a business priority even when everyone is busy delivering services.

You can't build predictable growth with marketing that only happens when you have spare time.

THE GROWTH LAB CHALLENGE
Are You Doing the Right Marketing?

Rate yourself from 1 to 5.

1 = Strongly Disagree | 5 = Strongly Agree

#

Statement

Score

1



THE GROWTH LAB BLUEPRINT  •  SHAWN BROXSON 48

My marketing activities are selected based on clear business objectives and a defined strategy.

___ / 5

2

I understand which marketing tactics are most likely to reach my Ideal Customer Profile.

___ / 5

3

I focus on a manageable number of marketing tactics and execute them consistently rather than
trying to do everything.

___ / 5

4

Each major marketing investment has a defined purpose and appropriate measures of success.

___ / 5

5

I regularly review marketing performance and make improvements based on results.

___ / 5

Your Total Marketing Effectiveness Score: ____ / 25

What Your Score Means

21–25: Strong Foundation

Your marketing is strategically focused and performance-oriented. Keep improving your strongest
tactics.

16–20: Room for Improvement

You have useful marketing activities in place, but greater focus or measurement could improve
results.

10–15: Marketing Focus Gap

You may be investing in too many activities without a clear connection to your growth objectives.

5–9: Time to Rethink Your Marketing

Your marketing may be driven more by activity than strategy. Start by clarifying your objectives and
ideal customers.

Your Action Item: Find Your Power of Four

Take 20 minutes to review your current marketing efforts.

Step 1: List your current marketing tactics.
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Include everything you're actively doing to attract or retain customers.

Step 2: Identify your most important growth objective.

What specific business result should your marketing help accomplish over the next six to twelve
months?

Step 3: Choose up to four priority tactics.

Select the tactics you believe are best suited to reaching your ideal customers and accomplishing
that objective.

Step 4: Define success.

For each tactic, identify the result you expect, who will be responsible for execution, and how you'll
measure performance.

Step 5: Identify one thing to stop doing.

Is there a marketing activity consuming time or money without a clear purpose or meaningful
results?

Remember, four is a starting point for focus—not a requirement to spend money on four tactics
immediately.

Your objective isn't to become the busiest marketer in your industry. It's to become a more effective
one.

Coming Next — Chapter 7: OPTIMIZE
Attracting and acquiring more customers is only part of growing a successful business. Next, we'll
examine how to improve the operations, efficiency, and profitability needed to make that growth
worthwhile.
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CHAPTER 7: OPTIMIZE
More Revenue Doesn't Always Mean More Success

Let me ask you a question.

Would you rather own a business generating $2 million in annual revenue and keeping $100,000 in
profit, or one generating $1 million and keeping $200,000?

Think about that for a moment.

The first company is twice as large in revenue.

But the second company generates twice as much profit.

And depending on how those businesses operate, the second owner might also have fewer
employees to manage, less financial risk, and more time to enjoy life outside the business.

Which business would you rather own?

There's no universally correct answer. Your goals and circumstances matter.

But here's the point.

A bigger business isn't necessarily a better business.

Growth isn't just about increasing revenue.

It's about improving the overall performance of your company.

That's what optimization is all about.

Revenue Is Vanity. Profitability Is Reality.

I see business owners celebrate revenue milestones all the time.

"We just hit our first million dollars!"

"We doubled our sales this year!"

"We're the fastest-growing company in our market!"

Those can be meaningful accomplishments.

But I always want to ask another question.

How much money are you actually keeping?

Because revenue doesn't tell the whole story.

Imagine a landscaping company that generates $1 million in annual revenue and earns $150,000 in
operating profit.

Now imagine it grows to $1.5 million in revenue.

Sounds great, right?

But what if that additional business requires more equipment, overtime, additional supervisors,
increased insurance costs, and expensive financing?
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And what if operating profit falls to $100,000?

The company grew by 50%.

But its profit declined by one-third.

That's not necessarily the kind of growth the owner had in mind.

Revenue measures how much business you're doing. Profitability helps measure how well you're
doing it.

And don't forget cash flow. A profitable company can still experience financial stress if customer
payments arrive after payroll, materials, and other bills are due.

That's why smart growth requires attention to revenue, profit, and cash flow.

Find the Leaks in Your Business

Here's something I've learned about small businesses.

Sometimes the greatest opportunity for improvement isn't acquiring another customer.

It's fixing what's already happening inside the business.

Maybe your technicians spend too much time driving between appointments.

Maybe estimates take three days to prepare when they could be completed in one.

Maybe you're losing money on certain services because your pricing hasn't kept up with labor and
material costs.

Maybe jobs are frequently delayed because supplies aren't ordered on time.

Or perhaps the owner is personally handling decisions that someone else on the team could manage.

These problems may seem small individually.

But over time, they consume money, reduce capacity, frustrate customers, and limit growth.

Before you pour more business into your company, make sure you're not pouring it into a leaky
bucket.

Understand Your Most Profitable Work

Remember Chapter 1, where we discussed knowing which services generate the strongest profits?

Now it's time to put that knowledge to work.

Not all revenue is equally valuable.

Consider an electrical contractor offering residential repairs, commercial installations, emergency
service, and maintenance agreements.

Each service has different labor requirements, material costs, scheduling challenges, pricing
structures, and profit margins.

One service might generate significant revenue but relatively little profit.

Another might produce smaller invoices but excellent margins and repeat business.
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If you're not measuring profitability by service type, you may be growing the wrong part of your
business.

Start by reviewing your major services.

Which ones consistently produce healthy margins?

Which ones require excessive time or resources?

Which ones create opportunities for recurring revenue?

And which ones might need better pricing, improved processes, or a different approach?

The goal isn't simply to do more work. It's to do more of the right work, profitably.

Improve the Way Work Gets Done

Optimization doesn't always require expensive technology or a major organizational overhaul.

Sometimes it starts with documenting a process.

How does a new customer appointment get scheduled?

How are estimates prepared and approved?

How are employees assigned to jobs?

How are materials ordered?

How are completed jobs reviewed and invoiced?

When these processes depend entirely on someone's memory or personal habits, mistakes and
inconsistencies become more likely.

But when you establish clear procedures, assign responsibilities, and create simple ways to monitor
performance, your business becomes more predictable.

Consider a plumbing company that frequently loses time because technicians arrive at jobs without
the right parts.

Improving the process for diagnosing problems, preparing service vehicles, and managing inventory
could reduce wasted trips and allow the company to complete more jobs without adding employees.

That's optimization.

Sometimes the fastest way to increase capacity is to make better use of the capacity you already
have.

Work Smarter: Technology, Automation, and AI

Here's something that would have been difficult to imagine just a few years ago.

A small local service business can now access technology capabilities that once required significant
investments and entire departments of employees.

Artificial intelligence, or AI, is changing what's possible.

But before you get excited about the technology, I want you to remember something.
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Technology isn't a strategy. It's a tool for executing one.

And the goal isn't to use AI simply because it's available.

The goal is to make your business better.

Think about the everyday challenges facing a typical service business.

Your office manager is overwhelmed with phone calls. Customers want answers after business hours.
Employees spend hours scheduling appointments, preparing estimates, following up with customers,
and handling repetitive administrative tasks.

Those activities are necessary.

But they also consume time and resources that could be directed toward serving customers and
growing the business.

That's where technology, automation, and AI can create opportunities.

Five Ways AI Can Help a Small Service Business

1. Customer Service and Communication

AI-powered systems can help answer common customer questions, respond to website inquiries,
handle certain incoming calls, and collect information for your team.

Imagine a potential customer calling your plumbing company at 8:30 in the evening.

Instead of reaching voicemail, they interact with a system that gathers their information, identifies
the type of service they need, and helps arrange the next step.

That could mean fewer missed opportunities and a better customer experience.

2. Scheduling and Administrative Efficiency

Automation can help manage appointments, send reminders, organize customer information, and
reduce repetitive office work.

The result may be fewer scheduling mistakes, less time spent on administrative tasks, and more
productive employees.

3. Sales and Customer Follow-Up

Remember Chapter 5, where we discussed the importance of converting inquiries into customers?

AI and automation can help ensure estimates receive follow-up, inquiries are recorded, and
customers receive timely communications.

They won't replace the need for good salesmanship.

But they can help prevent valuable opportunities from slipping through the cracks.

4. Marketing and Customer Insights

AI tools can help business owners develop marketing content, analyze customer feedback, identify
patterns in customer inquiries, and organize campaign information.



THE GROWTH LAB BLUEPRINT  •  SHAWN BROXSON 54

But remember our Performance Marketing philosophy.

AI-generated marketing activity is still just activity unless it supports a clear objective and produces
meaningful results.

5. Operational Planning and Productivity

Depending on the business and available systems, AI-assisted tools may help with dispatching, route
planning, inventory forecasting, job documentation, and identifying operational inefficiencies.

Even modest improvements in these areas can free up employee time and increase the number of
customers your business can serve.

Start With the Problem, Not the Technology

Here's my advice.

Don't begin by asking, "How can we use AI?"

Begin by asking:

"What's the most repetitive, time-consuming, or expensive problem in our business that technology
might help us solve?"

Then investigate whether there's a practical solution.

Maybe it's an AI-powered customer service assistant.

Maybe it's automated appointment reminders.

Maybe it's a better scheduling system that doesn't use AI at all.

The technology matters less than the result.

And be thoughtful about implementation.

AI systems can make mistakes. Customer information needs to be protected. Important decisions
and sensitive customer interactions may require human oversight.

Test solutions before depending on them, evaluate their costs, and make sure they genuinely
improve the customer experience.

The objective isn't to replace people with technology. It's to help your people accomplish more with
the resources you already have.

The opportunity isn't simply knowing these technologies exist. It's understanding which solutions
make sense for your particular business, how they fit into your operations, and whether the
investment will produce meaningful results.

That's where strategy, experience, and informed guidance can make all the difference.

You don't need to become an AI expert. You need to understand how AI might help you build a better
business.
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THE GROWTH LAB PERSPECTIVE

Don't Scale Your Problems

Here's a mistake that can become very expensive.

A business owner decides the solution to every problem is more growth.

Not enough profit? We need more sales.

Employees overwhelmed? We need more customers so we can afford more people.

Cash flow tight? We need to bring in more revenue.

Sometimes additional revenue genuinely helps.

But sometimes it makes the underlying problems worse.

If your pricing is wrong, more sales can mean more underpriced work.

If your scheduling is inefficient, more customers can create more chaos.

If your team lacks clear processes, adding employees can multiply confusion.

And if your business depends on you to make every important decision, growth may simply create
more demands on your time.

Growth magnifies whatever is already happening inside your business—good or bad.

That's why optimization matters.

Before you aggressively expand, make sure your business can handle the additional demand
profitably and consistently.

Don't scale your problems. Solve them.

Pay Attention to a Few Important Numbers

You don't need a complicated financial dashboard to begin improving your business.

But you do need visibility into the numbers that tell you whether things are getting better.

Depending on your business, those might include:

Gross profit margin: How much revenue remains after the direct costs of delivering your services.

Operating profit: What's left after covering your operating expenses.

Cash flow: Whether money is coming in quickly enough to meet your obligations.

Revenue or profit per employee: How effectively you're using your team's capacity.

Job profitability: Which services and projects generate the strongest financial returns.

Customer satisfaction and repeat business: Whether you're consistently delivering an experience
that supports long-term growth.

You don't need to track every possible metric.

Choose a handful that reflect the most important aspects of your business.
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Review them regularly.

And use them to make decisions.

Remember our discussion of Performance Marketing?

The same philosophy applies to operations.

Don't confuse being busy with being productive. Measure the results your activities produce.

Protect the Customer Experience

There's one important caution when we talk about efficiency.

Optimization isn't simply about cutting costs.

It's about creating better outcomes with the resources available.

Sometimes investing in an additional employee, better equipment, or improved software is the
smartest way to increase efficiency.

And sometimes spending a little more to deliver a better customer experience produces greater
long-term value.

You don't want to reduce costs in ways that undermine the positioning you established in Chapter 4.

If your competitive advantage is responsiveness, cutting staffing to the point that customers wait
days for a callback isn't optimization.

It's damaging your business.

The goal is to improve performance without sacrificing the value your customers expect.

True optimization makes the business better for the owner, the employees, and the customers.

Make Improvement Part of Your Business

Here's the final lesson.

Optimization isn't a one-time project.

It's an ongoing discipline.

Your business will change.

Your costs will change.

Your customers' expectations will change.

And the systems that worked when you had three employees may not work when you have fifteen.

That's why you need a habit of reviewing performance, identifying problems, and making
improvements.

You don't have to fix everything at once.

Start with the issues that have the greatest impact on profitability, efficiency, or customer
experience.

Make a change.



THE GROWTH LAB BLUEPRINT  •  SHAWN BROXSON 57

Measure the result.

Then move to the next opportunity.

The best businesses don't just get bigger. They continually get better.

THE GROWTH LAB CHALLENGE
Is Your Business Getting Better as It Grows?

Rate yourself from 1 to 5.

1 = Strongly Disagree | 5 = Strongly Agree

#

Statement

Score

1

I regularly monitor profitability and cash flow, not just revenue.

___ / 5

2

I understand which services, projects, or customer types generate the strongest financial returns.

___ / 5

3

My business has documented processes for its most important operational activities.

___ / 5

4

I regularly identify opportunities to improve efficiency through better processes, technology,
automation, or AI.

___ / 5

5

Our business can handle additional customers without sacrificing profitability or service quality.
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___ / 5

Your Total Optimization Score: ____ / 25

What Your Score Means

21–25: Strong Foundation

Your business has strong operational fundamentals. Continue improving efficiency, profitability, and
capacity.

16–20: Room for Improvement

Your business is functioning well, but targeted operational improvements could produce meaningful
results.

10–15: Optimization Gap

Inefficiencies, weak processes, or limited financial visibility may be restricting your growth.

5–9: Strengthen Your Foundation

Before pursuing aggressive expansion, focus on improving your financial understanding and
operational processes.

Your Action Item: Find Your Biggest Business Leak

Take 20 minutes to identify one area where your business is losing money, time, or capacity.

1. What operational problem creates the most unnecessary cost, frustration, or
wasted time?

2. What do you believe that problem costs your business each month?

Estimate the financial impact if you can, or describe the time and resources being lost.

3. What specific change could improve the situation?

4. Could technology, automation, or AI help solve this problem more efficiently or
affordably?

5. Who will be responsible for making that change, and when will it happen?

6. How will you know whether the improvement worked?

Start with one problem.

Fix it.

Measure the improvement.

Then find the next opportunity.

Remember: Don't just grow your business. Build a business that gets better as it grows.
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Coming Next — Chapter 8: SCALE
You've developed a growth strategy, attracted customers, and improved the performance of your
business. Now we'll tackle the final challenge: building a company that can grow without requiring
you to personally manage every detail—and creating the business and life you originally set out to
achieve.
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CHAPTER 8: SCALE
Build the Business You Want. Not the Biggest Business You Can.

Let me ask you one final question.

What does success actually look like for you?

Not for your competitors.

Not for the business owner down the street.

Not for the entrepreneur you follow on social media.

For you.

Is it a company generating $10 million in annual revenue with multiple locations and dozens of
employees?

Maybe.

Or is it a business generating $750,000, producing a healthy income, employing a small team you
enjoy working with, and giving you the freedom to spend more time with your family?

Maybe that's your dream.

Here's what I want you to understand.

Both can be extraordinary success stories.

Because the purpose of growing a business isn't necessarily to make it as big as possible.

It's to make it capable of delivering the life and outcomes you want.

Bigger isn't always better. Better is better.

Remember Why You Started

Think back to Chapter 2.

Before we developed your growth plan, I asked you to define your personal vision of success.

What did you want your business to provide?

Financial independence?

More time with your family?

The freedom to travel?

The satisfaction of building a company that employs people in your community?

Perhaps you want to build something your children can inherit.

Or maybe you simply want to make a great living doing work you love, without spending every
waking hour managing a company.

Those are very different objectives.

And they should lead to very different business strategies.
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One owner may need to expand into new markets, hire managers, and build a larger organization.

Another may be better served by improving profitability, developing a reliable team, and
intentionally limiting the size of the business.

Neither approach is inherently better.

Your vision should determine the size and structure of your business. Your business shouldn't
determine the shape of your life.

Scaling Doesn't Always Mean Expanding

When people hear the word scale, they usually think about growth.

More customers.

More employees.

More locations.

More revenue.

But I want you to think about scaling differently.

Scaling is about building a business capable of delivering its desired results without requiring a
proportional increase in the owner's personal effort.

Sometimes that means expansion.

But sometimes it means improving efficiency, strengthening systems, developing employees, and
reducing the owner's day-to-day responsibilities.

Imagine two business owners.

The first doubles revenue but now works 70 hours a week, manages constant employee problems,
and rarely takes a vacation.

The second maintains roughly the same revenue, improves profitability, hires a capable operations
manager, and reduces their workweek from 60 hours to 40.

Which one has built a better business?

The answer depends on their goals.

But I know which one I'd rather be if my objective were greater financial security and personal
freedom.

Scaling should create more opportunity for the owner, not simply more obligations.

Stop Being the Entire Business

Here's one of the biggest challenges I see among successful small-business owners.

They become the bottleneck in their own company.

Every important decision goes through them.

Every difficult customer gets referred to them.
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Every estimate needs their approval.

Every employee problem requires their attention.

And when they take a vacation, the phone never stops ringing.

Sound familiar?

This often happens because the owner built the business around their own expertise, relationships,
and work ethic.

Those strengths helped the company succeed.

But eventually, those same strengths can become limitations.

If your business can't function without you, you don't have as much freedom as you might think.

That doesn't mean you need to remove yourself from the business.

Some owners genuinely love being involved in daily operations.

And that's perfectly fine.

The goal is to make your involvement a choice rather than an absolute requirement.

Build Systems. Develop People. Create Freedom.

A business becomes less dependent on its owner when three things happen.

1. Important Processes Become Repeatable

Remember Chapter 7?

We discussed documenting processes, improving efficiency, and using technology to reduce
repetitive work.

Those improvements do more than save time.

They make your business less dependent on any one individual.

When employees understand how work should be performed, how decisions are made, and what
outcomes are expected, the company becomes more consistent and resilient.

2. Employees Are Empowered to Take Responsibility

You don't need a large management team to begin delegating effectively.

You need capable people, clear expectations, appropriate authority, and accountability.

That might mean giving a trusted employee responsibility for scheduling.

Or allowing a field supervisor to handle routine operational decisions.

Or developing someone who can manage customer relationships without your constant involvement.

Delegation isn't simply assigning tasks.

It's building the confidence and capability of other people to produce results without requiring your
constant supervision.
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3. The Owner Focuses on the Work That Matters Most

As your business matures, your role should become more intentional.

Maybe you want to focus on customer relationships.

Maybe you enjoy business development.

Maybe you love mentoring employees or working directly in your trade.

Or perhaps your goal is to spend less time working altogether.

The important thing is deciding what your role should be rather than allowing daily demands to
decide for you.

You should have a job in your business because you choose it, not because the business can't survive
without you.

THE GROWTH LAB PERSPECTIVE

Right-Sized Is Better Than Oversized

I've worked with businesses of many different sizes.

And one thing I've learned is that bigger doesn't automatically mean happier, wealthier, or more
successful.

A company can outgrow the very lifestyle its owner originally wanted.

More employees bring additional responsibilities.

More locations create operational complexity.

More revenue can require additional capital, management, and risk.

Sometimes those investments are exactly what's needed to achieve the owner's vision.

Other times, they create a business the owner never actually wanted.

That's why I believe in building a right-sized business.

A business designed around the owner's personal goals, financial objectives, preferred lifestyle, and
appetite for responsibility.

For one owner, right-sized might mean a regional company with 100 employees.

For another, it might mean a highly profitable local operation with five.

The number isn't what matters.

The fit is what matters.

Don't build the biggest business you can. Build the right business for the life you want.

And recognize that your definition of right-sized may change over time.

Your goals at 35 may be different from your goals at 55.

Your family circumstances may change.
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Your financial needs may evolve.

Your interests may shift.

A well-designed business should be capable of adapting alongside you.

Know When to Grow—and When Not To

Not every opportunity deserves a yes.

A competitor might offer to sell you their business.

A customer might ask you to expand into a new service area.

You might have an opportunity to open another location.

Those possibilities can be exciting.

But before you pursue them, ask yourself:

Will this opportunity improve profitability?

Will it support our long-term vision?

Do we have the people, systems, and financial resources to execute it?

What additional responsibilities will it create?

And perhaps most importantly:

Will this make my business—and my life—better?

Sometimes the right answer is yes.

Sometimes it's not yet.

And sometimes it's no.

One of the most valuable skills a successful business owner can develop is knowing which
opportunities to pursue and which to leave alone.

Growth is a choice. Make it deliberately.

Build a Business That Gives You Options

There's another benefit to building a well-run, right-sized business.

Options.

When your company is profitable, has reliable systems, and doesn't depend entirely on your personal
involvement, you gain flexibility.

You may choose to expand.

You may choose to maintain your current size.

You may choose to reduce your involvement.

You may eventually decide to sell the business or transition it to the next generation.

Not every owner wants to sell.
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Not every owner wants to retire early.

And not every owner wants to build a national company.

But almost every owner benefits from having choices.

A great business doesn't just generate income. It creates options.

Bring It Back to Your Vision

We've covered a lot of ground together.

You've assessed your business.

Developed a growth plan.

Considered how to fund your objectives.

Defined your ideal customers and competitive positioning.

Built a customer acquisition system.

Explored how to attract the right customers through focused marketing.

And identified opportunities to improve profitability, operations, and efficiency.

Now all of those pieces come together.

But none of them matter unless they're helping you build the business you actually want.

Remember where we started.

You didn't go into business simply to become an employee of a company you happen to own.

You wanted to create something.

An opportunity.

A livelihood.

A future.

Maybe even a legacy.

Don't lose sight of that.

The ultimate measure of business success isn't how big your company becomes. It's how well that
company supports the life you want to live.

THE GROWTH LAB CHALLENGE
Are You Building the Business You Actually Want?

Rate yourself from 1 to 5.

1 = Strongly Disagree | 5 = Strongly Agree
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#

Statement

Score

1

I have a clear personal vision of success, and my business strategy supports that vision.

___ / 5

2

I know what size and structure of business would best support my financial and lifestyle goals.

___ / 5

3

My business has systems and capable people who can operate effectively without my constant
involvement.

___ / 5

4

I can choose how to spend much of my working time rather than constantly reacting to daily
demands.

___ / 5

5

I evaluate growth opportunities based on whether they improve my business and my quality of
life—not simply whether they increase revenue.

___ / 5

Your Total Scaling Readiness Score: ____ / 25

What Your Score Means

21–25: Strong Foundation

You're intentionally building a business aligned with your personal vision. Continue strengthening the
systems and flexibility that support it.

16–20: Room for Improvement

You're making progress, but certain responsibilities or business decisions may still be limiting your
freedom.

10–15: Owner Dependency Gap
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Your business may be growing without becoming more independent or better aligned with your
personal goals.

5–9: Time to Redefine Success

Before pursuing additional growth, revisit your vision and determine what kind of business you truly
want to build.

Your Action Item: Define Your Right-Sized Business

Take 20 minutes to answer five questions.

1. What would my ideal business look like three to five years from now?

Think about revenue, profitability, employees, customers, locations, and the kind of work you want to
do.

2. What would my ideal personal life look like during that same period?

Consider your income, schedule, family time, freedom, and personal priorities.

3. What responsibilities would I like to reduce, delegate, or eliminate?

4. What would need to change in my business to make that possible?

5. Am I currently building toward that vision—or simply getting busier?

Now identify one decision you can make in the next 30 days that will move your business closer to
your definition of success.

Remember: Bigger isn't always better. Better is better. And the best business is the one that's
right-sized for you.

Coming Next — The Growth Lab Blueprint: Your Next Step
You've completed the eight steps. Now it's time to turn what you've learned into a practical plan for
building the business—and the life—you want.
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YOUR NEXT STEP
The Blueprint Is Yours. What You Build With It Is Up to You.

When I was a little boy, I listened to my father and grandfather talk about the challenges of running
their businesses.

I wanted to help.

I just didn't know how.

Today, after more than two decades working with businesses of all sizes, I've made it my mission to
help business owners like them build stronger companies and better lives.

That's why I wrote this book.

Not to convince you that you need to build a bigger company.

Not to tell you that success requires millions of dollars in revenue or dozens of employees.

But to help you recognize that you have choices about the business you're building and the life you
want it to support.

Throughout these eight chapters, you've examined the essential elements of business growth:

ASSESS. PLAN. FUND. POSITION. ACQUIRE. ATTRACT. OPTIMIZE. SCALE.

You've identified strengths, weaknesses, and opportunities. You've challenged assumptions. And
hopefully, you've started thinking differently about what your business could become.

But a blueprint is only the beginning.

The real work is turning those ideas into action.

You Don't Have to Figure It All Out Alone

You don't need to become an expert in marketing, finance, technology, artificial intelligence, or every
other aspect of business management.

You do need a clear direction, a practical plan, and the ability to recognize when experienced
guidance could help you move forward.

That's what we do at The Growth Lab.

We work with established service-business owners who want to make smarter decisions, improve
profitability, identify growth opportunities, and build companies that support their personal goals.

Whether you need clarity about where to focus, a customized growth strategy, or ongoing coaching
and accountability, we've created several ways to work together.

Three Ways to Work With The Growth Lab

1. Diagnostic — FREE

A no-obligation conversation about your business, examining four important areas: strategy, capital,
marketing, and AI.
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The objective is simple: identify where you may have the greatest opportunities to improve.

2. Strategy — $3,000 One-Time

A comprehensive business assessment across our four pillars, resulting in a customized Growth Plan
and a practical 90-day action plan.

This is a standalone engagement. You can take your plan and implement it yourself.

3. Coaching — $1,997 per Month

For owners who want ongoing guidance, accountability, and access to experienced advice.

Includes weekly group coaching sessions, two monthly one-on-one sessions with me, a peer network
of fellow service-business owners, and ongoing strategy refinement.

A three-month initial commitment applies.

You can learn more about these programs, review current pricing, and explore the right option for
your business at:

The Growth Lab — Explore Our Programs

Is The Growth Lab Right for You?

I believe in being upfront about the investment.

Professional growth coaching isn't the right fit for every business owner, and that's okay.

I'm looking to work with people who are serious about improving their businesses, open to new ideas,
and prepared to invest the time, energy, and resources required to make meaningful progress.

But I also believe every business owner deserves an opportunity to think more intentionally about
their company's future.

Which brings me to one last invitation.

A Personal Invitation From Me

If you've made it this far, I want to thank you.

I know how busy running a business can be, and I genuinely appreciate you taking the time to read
this book.

I hope it's given you some new ideas, challenged a few assumptions, and helped you see
opportunities you may not have considered before.

And if you'd like to talk about any of those ideas, I'd be happy to have a conversation with you.

No obligation. No pressure. No expectation that you'll become a client.

Just an opportunity for us to talk about your business, your goals, and where you might go from here.

Consider it my way of saying thank you for spending some of your valuable time with me.

Schedule Your Complimentary Growth Lab Diagnostic Conversation With Me

You can book a time that works for you using my online calendar.
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I look forward to meeting you.

One Final Thought

You started your business for a reason.

Maybe it was independence.

Maybe it was opportunity.

Maybe it was the desire to build something of your own.

Whatever that reason was, don't let the daily demands of running your business cause you to forget
it.

You have the ability to build something remarkable.

And remarkable doesn't have to mean enormous.

It means building a company you're proud of, one that rewards your efforts and supports the life you
want to live.

Don't just build a bigger business. Build a better business.

And above all, build one that's right for you.

Explore The Growth Lab: growthlab.fifteensixty.com

Schedule your complimentary conversation: calendly.com/fifteensixty/consultation-with-shawn

https://growthlab.fifteensixty.com
https://calendly.com/fifteensixty/consultation-with-shawn


