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HOW TO USE THIS PLAYBOOK

Before You Dive In

This isn't a book you read cover to cover. It's a tool. Think of it like a GPS for your business. You tell it

where you are, it tells you what to build next.

Here's how it works: find your current revenue stage. That's your starting point. Each stage has

specific SOPs (Standard Operating Procedures) you need to have locked in before you can

sustainably grow to the next level. The stages build on each other. A $5M company needs everything

from the $1M stage plus everything from the $3M stage plus their own stuff. It's cumulative.

But here's the thing. As you grow, the basics don't stay basic. Your $1M version of a delivery process

is not the same as your $10M version. So when you level up, you also upgrade the SOPs from earlier

stages. They evolve with you.

Don't skip stages. I know it's tempting. I know you think your business is different. It's

not. I've watched $8M companies crumble because they never built the foundation that

a $1M company should have. Build it right, build it once, build it now.

The Five Stages:

Stage 1: $0 to $1M. The Foundation. You're building the basics.

Stage 2: $1M to $3M. Getting It Out of Your Head. Document everything.

Stage 3: $3M to $5M. Departmental Machine. Teams run themselves.

Stage 4: $5M to $10M. Optimization Engine. Make it faster and leaner.

Stage 5: $10M to $50M+. Enterprise Operations. Build a self-improving company.

The Nine Categories:

1. Operations and Workflow

2. Sales and Revenue

3. Marketing and Lead Generation

4. Finance and Cash Flow

5. People and Leadership

6. Employee Structure and Legal
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7. Technology and Systems

8. Customer Experience

9. Vision and Strategic Planning

Each category has SOPs for every stage. Find your stage, work through each category at that level,

then move up. If you took the quiz, your results tell you exactly which page to start on.
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REFERENCE

Glossary of Terms

Business has a lot of jargon. Some of it is useful, most of it exists so consultants can charge more.

Here are the terms you'll see in this playbook, explained in plain English so you actually know what

they mean and why they matter.

SOP (Standard Operating Procedure)

A step by step document that tells someone exactly how to do a specific task. Think of it like a

recipe. If you follow the steps, you get the same result every time. That's the whole point.

KPI (Key Performance Indicator)

A number that tells you if something is working or not. Revenue is a KPI. So is how long it takes to

deliver your product. Pick a few important numbers, track them every week, and use them to make

decisions instead of guessing.

Pipeline

The list of potential deals or customers you're working on closing. Think of it like a funnel. Lots of

people come in the top (leads), fewer make it through the middle (qualified), and some come out the

bottom (paying customers). Your pipeline shows you where every deal stands.

CRM (Customer Relationship Management)

Software that keeps track of all your customers and leads in one place. Names, contact info, what

you've talked about, where they are in your sales process. It replaces the sticky notes,

spreadsheets, and "I think I remember" approach. Examples: HubSpot, Salesforce, GoHighLevel.

Onboarding

The process of bringing someone new into your world. Could be a new customer (showing them

how to work with you) or a new employee (getting them up to speed). Good onboarding means they

feel confident and productive fast. Bad onboarding means confusion and churn.

Churn

When customers leave. If you sign 10 customers a month but lose 8, your churn is eating your

growth alive. Tracking churn tells you if you have a leaky bucket. No point pouring more water in if

the bottom is gone.

Capacity

How much work your business can handle right now with the people, tools, and systems you have.

If you're at 90% capacity, you're almost maxed out. If you're at 50%, you've got room to grow
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without adding cost.

Margin

The money left over after you subtract your costs from your revenue. If you charge $100 and it costs

you $60 to deliver, your margin is $40 (or 40%). Higher margins mean more profit. Lower margins

mean you're working harder for less.

Lead Magnet

Something valuable you give away for free to attract potential customers. A guide, a quiz, a free

tool, a checklist. The idea is simple: give value first, build trust, then offer your paid service. This

playbook started as a lead magnet. See how that works?

Workflow

The full path that work takes from start to finish. Not just one task, but the whole chain. A workflow

shows how a lead becomes a customer becomes a completed project becomes an invoice. It's the

big picture view of how things flow through your business.

Delegation

Giving someone else the authority and responsibility to do a task that you used to do. Not just

dumping work on people. Real delegation means clear instructions, the right tools, and trust. If you

delegate but then micromanage, you haven't actually delegated.

Cross-training

Teaching your team members how to do each other's jobs (at least the basics). So if someone is

sick, on vacation, or quits, the business doesn't stop. It's your insurance policy against single points

of failure.

SLA (Service Level Agreement)

A promise about how fast or how well something will be done. Could be internal (marketing will

respond to sales requests within 24 hours) or external (we'll deliver your project within 10 business

days). SLAs set expectations so nobody's guessing.

NPS (Net Promoter Score)

A simple survey that asks customers: on a scale of 0 to 10, how likely are you to recommend us?

Scores of 9-10 are promoters (they love you). 7-8 are passive (they're fine). 0-6 are detractors

(they're not happy). Subtract the percentage of detractors from promoters and that's your NPS.

P&L (Profit and Loss Statement)

A financial report that shows your revenue, costs, and profit over a specific period. It tells you if

you're actually making money or just moving it around. Every business owner should review this

monthly at minimum.
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ROI (Return on Investment)

How much you get back compared to what you put in. If you spend $1,000 on ads and make $5,000

in sales, that's a 5x ROI. Use this to decide where to put your money and time.

Org Chart (Organizational Chart)

A visual map of who reports to who in your company. It shows the structure: who's in charge of

what, who manages who, and how departments connect. Even a 5 person company needs one.

Bottleneck

The point in your process where everything slows down or gets stuck. It could be a person

(everything goes through you), a step (approvals take forever), or a tool (your software can't keep

up). Find the bottleneck, fix the bottleneck, watch everything speed up.

Scalable

Something that can grow without breaking. A process is scalable if it works the same way whether

you have 10 customers or 1,000. If adding more customers means everything gets harder, slower,

and messier, it's not scalable yet.

Change Management

How you roll out new processes, tools, or structures without causing chaos. It's not just announcing

the change. It's training, getting buy-in, handling resistance, and making sure people actually adopt

the new way of doing things.
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SECTION ONE

Operations and Workflow

Let's get one thing straight: your business doesn't have a revenue problem. It has an operations

problem wearing a revenue disguise.

Every business owner I've ever worked with, from the solo operator grinding at $500K to the CEO

running a $20M machine, eventually hits the same wall. The work that got you here won't get you

there. And "there" requires systems, not just hustle.

Operations is the backbone of everything. If your sales team is crushing it but your delivery is a mess,

you're just building a faster path to bad reviews. If you've got great people but no documented

processes, you're one resignation away from chaos.

This section walks you through exactly how to build your operational foundation and

then evolve it as you scale. Each stage builds on the last. Don't skip ahead. Don't

assume you've got the basics handled if you haven't actually documented them. "It's in

my head" is not a system.

STAGE 1

$0 to $1M: The Foundation

Welcome to the trenches. You're doing everything. Sales, delivery, customer service, bookkeeping,

and probably taking out the trash. That's fine. That's where every great business starts. But if you

want to get past $1M, you need to stop being the business and start building one.

Real talk: If you're making $800K but you can't take a week off without everything falling apart,

you don't own a business. You own a job with extra stress.

SOP 1.1: Core Delivery Process

This is the big one. Whatever you sell, a service, a product, an experience, there's a process to

deliver it. Right now that process lives in your head. Maybe it lives in the heads of one or two key

people. That's a liability, not a system. Your Core Delivery SOP documents the exact steps to deliver

your product or service from start to finish, every single time, at the same quality level.

How to implement this:
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Step 1: Write down every single step you take to deliver your core offering. Don't overthink it.

Open a Google Doc and brain dump. From the moment a customer says "yes" to the moment

they're served, what happens? Every step. Every handoff. Every tool you touch.

Step 2: Put those steps in order. Number them. If there are branches ("if X, do Y"), note those

too. You're building a flowchart, not writing a novel.

Step 3: For each step, write who does it (even if that's you for everything right now), what tools

or resources are needed, and how long it should take.

Step 4: Test it. Have someone unfamiliar with your business try to follow the process. Where do

they get confused? Where do they ask questions? Those are your gaps. Fill them.

Step 5: Save it somewhere accessible. Google Drive, Notion, even a binder. But it needs to be

findable by anyone on your team in under 60 seconds.

Common Mistakes:

• Making it too complicated. This is version 1.0, not a NASA launch sequence. Get the 80% right.

• Writing it once and never updating it. Your delivery process will evolve. Review it monthly.

• Keeping it in a format nobody will actually read. If it's a 47 page Word doc, nobody's opening

that.

What 'done right' looks like:

Anyone on your team can deliver your core service at 90%+ of the quality you'd deliver it

yourself. Not 100%. That's a trap. 90% delivered consistently beats 100% delivered

inconsistently every day of the week.

Ready to level up? When you have 2 to 3 people following this SOP consistently, you're ready for Stage 2's

project management system.

SOP 1.2: Basic Task Management System

Here's what I see constantly: business owners keeping their to-do list in their head, on sticky notes, in

random text messages to themselves, and in four different apps. Nothing gets done on time because

nothing is tracked in one place. A Basic Task Management SOP doesn't mean you need expensive

software. It means you need ONE place where every task lives, with a clear owner and a deadline.

That's it.

How to implement this:

Step 1: Pick one tool. Just one. Trello, Asana, Monday, ClickUp, even a Google Sheet. Doesn't

matter which. What matters is that everything goes there. No exceptions.
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Step 2: Set up a simple structure: To Do, In Progress, Done. Maybe add a "Waiting On" column

if you deal with a lot of external dependencies. Don't overcomplicate this.

Step 3: Every task gets three things: a clear description of what "done" looks like, an owner

(who's responsible), and a deadline. No task exists without all three.

Step 4: Check it daily. First thing in the morning, spend 10 minutes reviewing what's due today

and what's overdue. This becomes your daily operating rhythm.

Step 5: Do a weekly review every Friday. 15 minutes. What got done? What didn't? Why? Move

things around. Reprioritize. Clean up the board.

Common Mistakes:

• Using the tool for a week and then going back to sticky notes when things get busy.

• Creating 47 categories, labels, and custom fields before you've even used it. Start simple.

• Not putting YOUR tasks in there too. If the owner isn't using the system, nobody will.

What 'done right' looks like:

You wake up Monday morning and know exactly what needs to happen this week, who's doing

it, and what's overdue. No guessing. No "oh crap, I forgot about that" moments.

Ready to level up? Once your team is consistently using this system and you have more than 3 people, it's

time for Stage 2's full project management framework.

SOP 1.3: Owner Daily Workflow

This one's personal. And it might be the most important SOP in this entire playbook at your stage.

Because right now your day probably looks like this: wake up, check email, put out fires, do some

sales, put out more fires, do some delivery work, realize it's 7pm, wonder where the day went. Sound

familiar? Your Owner Daily Workflow SOP creates a repeatable structure for YOUR day so you

spend time on the things that actually grow the business instead of just keeping it alive.

How to implement this:

Step 1: Time block your day into three zones: Growth Time (sales, marketing, strategy), Delivery

Time (client work, operations), and Admin Time (email, bookkeeping, misc). Write down the

hours for each.

Step 2: Protect your Growth Time like it's sacred. Put it first in the day if possible. Before you

open email, before you check Slack, before anyone else gets a piece of you. This is your highest

value work.

Step 3: Batch your Admin Time. Don't check email 47 times a day. Check it 2 to 3 times at set

intervals. Same with Slack, voicemails, and social media. Batching saves hours every week.
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Step 4: Create a daily startup ritual (15 min): Review your task board, identify your top 3

priorities for the day, and check your calendar. That's it. No scrolling, no rabbit holes.

Step 5: Create a daily shutdown ritual (10 min): Update your task board, note tomorrow's top

priorities, and close your laptop. Having a hard stop signals to your brain that work is done.

Common Mistakes:

• Thinking you'll "get to the important stuff" after you handle the urgent stuff. You won't. The

urgent stuff never ends.

• Not actually following the time blocks. A time blocked calendar you ignore is just decoration.

• Trying to do deep work in 15 minute windows between meetings. Deep work needs 60 to 90

minute blocks minimum.

What 'done right' looks like:

You end most days feeling like you moved the business forward, not just kept it alive. The

anxiety of "am I forgetting something" fades because everything is captured in your system.

Ready to level up? When you start hiring and your calendar fills with management tasks, you'll evolve this

into the CEO Operating Rhythm in Stage 3.

STAGE 2

$1M to $3M: Getting It Out of Your Head

Congratulations. You've hit a million. You've proven the model works. Now comes the hard part:

making it work without you doing everything.

This is the stage where most business owners get stuck for YEARS. Revenue is good. You've got a

small team. But everything still runs through you. You're the bottleneck, and every vacation you take

(if you take one) results in a pile of problems waiting when you get back.

If Stage 1 SOPs should already be mastered, and you skipped them, go back. Seriously. Building

on a shaky foundation just means a bigger collapse later.

SOP 2.1: Document Every Repeatable Task

In Stage 1, you documented your core delivery process. Now you're documenting everything else.

Every task that happens more than twice a month gets an SOP. Client onboarding, invoicing, social

media posting, answering the phone, ordering supplies. All of it. You're going to do it one at a time,

starting with whatever task you personally hate doing the most.
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How to implement this:

Step 1: Make a list of every repeatable task in your business. Brainstorm with your team. You'll

be shocked how many there are. I usually see 30 to 60 for businesses at this stage.

Step 2: Prioritize them. Which ones eat the most time? Which ones do you personally still do

that someone else could? Which ones have the most errors? Start with those.

Step 3: Use a simple template for each SOP: Name, Purpose (why this matters), Steps

(numbered), Tools Needed, Time Required, Common Mistakes, and Quality Check (how do you

know it was done right).

Step 4: Record yourself doing the task. Loom, Zoom recording, even your phone. Narrate what

you're doing and why. Then have someone else write the SOP from the recording. This is 10x

faster than writing from scratch.

Step 5: Store everything in one centralized place with a clear naming convention. "SOP

[Department] [Task Name]" works great. If people can't find the SOP in under 30 seconds, they

won't use it.

Step 6: Assign SOP ownership. Someone is responsible for keeping each SOP updated. Not

you. The person who does the task most often.

Common Mistakes:

• Trying to write all 40 SOPs in one weekend. You'll burn out and quit. Aim for 2 to 3 per week.

• Making SOPs too long. If your SOP for sending a follow up email is 3 pages, something's wrong.

• Writing SOPs and never training anyone on them. An SOP that nobody reads is just a file taking

up space.

What 'done right' looks like:

You could theoretically leave for two weeks and nothing would break. Not because your team is

perfect, but because they have a documented playbook for every situation they'll encounter.

Ready to level up? Once you're covering all repeatable tasks, Stage 3's department level workflows will tie

these individual SOPs together.

SOP 2.2: Project Management System

Your Stage 1 task board was great for a team of 1 to 3. But now you've got more people, more

moving parts, and more complexity. You need to level up from simple task tracking to actual project

management. This means tracking not just individual tasks but entire workflows with multiple steps,

dependencies, deadlines, and multiple people involved.

How to implement this:
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Step 1: Choose your platform based on your team size and complexity. For most businesses at

this stage: Asana, Monday.com, or ClickUp. Pick one. Commit for at least 90 days before

evaluating.

Step 2: Create project templates for your recurring work. If you onboard 5 clients a month, build

a "Client Onboarding" template with every task, assignee, and deadline pre-loaded.

Step 3: Establish a workflow structure: Incoming Requests, Prioritized, In Progress, Review,

Done. Every project follows this path. No exceptions.

Step 4: Set up recurring check-ins inside the tool. Every project gets a weekly status update

from the owner. This replaces the "hey, how's that going?" Slack messages.

Step 5: Train your team. Not just on how to use the tool, but on the rules: every task has an

owner and deadline, status updates happen by end of day Friday, and if it's not in the tool, it

doesn't exist.

Common Mistakes:

• Over-engineering the setup. Don't spend 3 weeks building the perfect workspace. Get it 80%

right and improve as you go.

• Not enforcing usage. If you still accept tasks via text message, people won't use the system.

• Ignoring the data. Your PM tool shows which projects are always late and who's overloaded.

Review this monthly.

What 'done right' looks like:

Every active project is visible to everyone who needs to see it. You can pull up any project and

know the current status, what's behind, and who's responsible without asking anyone.

Ready to level up? When you start managing multiple departments, Stage 3's cross-team handoff protocols

will connect your project management across teams.

SOP 2.3: Quality Assurance Checklists

Here's what happens without QA (quality assurance): your team does decent work most of the time,

but every now and then something slips through. A wrong number on a proposal, a missed step in

delivery, a follow up that never happened. Each mistake is small. But they add up. They erode trust

with your customers and create rework that eats your margin. QA Checklists are simple: before any

deliverable goes out the door, someone runs through a checklist to make sure everything is right.

How to implement this:

Step 1: Identify your key deliverables. Anything that goes to a client, gets published, or affects

revenue.
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Step 2: For each deliverable, list the 5 to 10 things that MUST be correct. Not 50. The critical

ones.

Step 3: Decide who checks. At this stage, it's often peer review. Whoever didn't create it,

reviews it. The person who made it can't also be the checker. Fresh eyes catch more.

Step 4: Build the checklist into your workflow. It shouldn't be optional. In your PM tool, the "QA

Check" task should be a required step before anything moves to "Done."

Step 5: Track errors. When something gets caught by the checklist, good. When something gets

past it and a client notices, update the checklist. Every mistake is a chance to make the system

better.

Common Mistakes:

• Making checklists so long nobody actually reads them. Keep it tight.

• Not having consequences for skipping QA. Make it non-negotiable.

• Only QA-ing client-facing work. Internal documents and financial reports need QA too.

What 'done right' looks like:

Error rates drop by 50%+ within the first month. Client complaints about accuracy go to near

zero. Your team starts catching their own mistakes because the checklist trained them what to

look for.

Ready to level up? At Stage 3, these checklists evolve into department level quality standards with KPI

tracking.

STAGE 3

$3M to $5M: Departmental Machine

You've got real departments now, or at least the beginnings of them. Maybe it's a sales team, an ops

team, and someone handling admin. The challenge at this stage isn't just having SOPs. It's having

SOPs that work across teams without you playing traffic cop.

If you're reading this and you skipped Stage 1 and 2, go back. I've seen $4M companies try to

implement department level systems on top of zero documentation. It's like putting a spoiler on a

car with no engine.

SOP 3.1: Department Level Workflows
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Individual SOPs tell people how to do tasks. Department Level Workflows show how those tasks

connect into a complete operational flow for each team. Think of it like this: SOPs are the sheet music

for individual instruments. The department workflow is the conductor's score that shows how they all

play together.

How to implement this:

Step 1: Map each department's complete workflow. Start at the trigger (what initiates work for

this department?) and end at the handoff (what do they deliver and to whom?). Use a flowchart

tool like Miro or Lucidchart or even a whiteboard.

Step 2: Identify every decision point. Where does the flow branch? What determines which path

is taken?

Step 3: Connect existing SOPs to each step in the workflow. Your individual SOPs become the

"zoom in" for each step. The workflow is the "zoom out" view.

Step 4: Define handoff points explicitly. When does Sales hand to Ops? What information must

transfer? What does "ready to hand off" actually mean?

Step 5: Review each workflow with the department. The people doing the work will catch things

you miss.

Common Mistakes:

• Creating beautiful flowcharts that nobody references. Put it where people will actually see it.

• Designing the ideal workflow instead of documenting the real one first. Start with what actually

happens, then optimize.

• Forgetting about exceptions. Have a clear "escalation path" for when reality doesn't match the

flowchart.

What 'done right' looks like:

Each department leader can explain their complete workflow in under 5 minutes. New hires

understand how their work connects to the rest of the company within their first week.

Ready to level up? Stage 4 adds process optimization cycles that use data to continuously improve these

workflows.

SOP 3.2: Cross-Team Handoff Protocols

Here's where 80% of operational failures happen: the handoff. Sales closes a deal and throws it over

the wall to operations. Marketing generates a lead and drops it somewhere near sales. Every handoff

without a protocol is a game of telephone. Information gets lost, context disappears, and someone

ends up frustrated.
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How to implement this:

Step 1: Map every handoff in your business. Sales to Ops, Ops to Finance, Marketing to Sales,

Support to Ops. You'll probably find 8 to 15 recurring handoffs.

Step 2: For each handoff, define: what's being handed off, the format it must be in, who's

handing off and who's receiving, and the SLA (how quickly the receiving team must act).

Step 3: Build handoff templates. If sales to ops requires 10 pieces of information, create a form

that forces all 10 to be filled in. No template, no handoff.

Step 4: Automate where possible. If your CRM can trigger a project when a deal closes, set that

up.

Step 5: Track handoff quality monthly. How many were incomplete? How many were late? Fix

the process, not the people.

Common Mistakes:

• Blaming people for handoff failures that are actually process failures.

• Creating so much friction that people route around it. The handoff should take less than 5

minutes.

• Not including a feedback loop. The receiving team needs an easy way to flag incomplete

handoffs.

What 'done right' looks like:

Handoffs feel seamless. The receiving team has everything they need on the first try, 90%+ of

the time.

Ready to level up? At Stage 4, you'll layer in capacity planning to ensure teams can absorb the work being

handed to them.

SOP 3.3: Operational KPI Tracking

You can't improve what you can't measure. At $3M to $5M, you need to stop relying on gut feel and

start running on data. Operational KPIs (key performance indicators) give you a real time pulse on the

health of your operations. Not just revenue, but the numbers that predict revenue. Things like delivery

time, error rates, capacity utilization, and customer satisfaction.

How to implement this:

Step 1: Identify 5 to 7 operational KPIs. Not 25. Five to seven that tell you whether operations is

healthy. For most businesses: average delivery time, error/rework rate, customer satisfaction

score, team utilization rate, and SOP compliance rate.
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Step 2: Set baselines. Track these metrics for 30 days without trying to change anything. Just

observe.

Step 3: Build a simple dashboard. Google Sheets is fine. One page, updated weekly, with each

KPI showing current value, trend (up/down/flat), and target.

Step 4: Assign each KPI an owner. This person tracks it, reports on it, and raises the alarm if it

trends wrong.

Step 5: Review weekly, act monthly. Look at the dashboard in your weekly meeting (5 minutes).

Do a deeper dive monthly to identify trends.

Common Mistakes:

• Tracking too many things and acting on nothing. Five KPIs you actually review beat 30 you

glance at.

• Only tracking lagging indicators like revenue. Track leading indicators that predict what's

coming.

• Not setting targets. A KPI without a target is just a number.

What 'done right' looks like:

You walk into your Monday meeting and within 5 minutes know exactly where operations stands.

Problems get caught when they're small, not after they've blown up.

Ready to level up? Stage 4 takes this to the next level with process optimization audit cycles driven by this

data.

STAGE 4

$5M to $10M: Optimization Engine

Here's where things get fun and also where they get dangerous. At $5M+, you've got real

infrastructure. Real teams. Real overhead. The operations aren't about building from scratch

anymore. They're about making what you've built run faster, leaner, and smarter.

If your SOPs haven't been updated since you wrote them at $2M, that's not a badge of honor.

That's a ticking time bomb.

SOP 4.1: Process Optimization and Audit Cycles

Your SOPs shouldn't be static documents gathering digital dust. At this stage you need a formal

system for regularly auditing and optimizing every process. Not because your team is doing it wrong,
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but because what worked at $3M will choke at $8M.

How to implement this:

Step 1: Build a Process Audit Calendar. Critical processes get audited quarterly. Support

processes bi-annually.

Step 2: Create an audit template: What's the current process? Where are the bottlenecks?

What's the error rate? What feedback has the team given? What's changed since the last

update?

Step 3: Assign audit owners. Each department lead audits their own processes with leadership

review.

Step 4: Implement changes in sprints. Pick the top 2 to 3 improvements from each audit and

implement over 30 days. Measure the impact. Then move to the next batch.

Step 5: Document every change and communicate it. A simple changelog at the top of each

SOP keeps everyone aligned.

Common Mistakes:

• Auditing without authority to change things. Empower your leads to implement changes.

• Only auditing when something breaks. The cycle should be proactive and scheduled.

• Over-optimizing. Focus energy on processes with the highest revenue or customer impact.

What 'done right' looks like:

Your operational playbook is a living, breathing system that gets better every quarter.

Bottlenecks get identified and resolved before they become crises.

Ready to level up? Stage 5's continuous improvement systems formalize this into an enterprise grade

operational excellence program.

SOP 4.2: Capacity Planning

At $5M+, "we need more people" is no longer the answer to every growth question. Sometimes you

need more people. Sometimes you need better processes. Sometimes you need automation.

Capacity Planning gives you the data to know which one.

How to implement this:

Step 1: Define your unit economics. What does it cost (in time, people, and money) to deliver

one unit of your product or service?
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Step 2: Calculate current capacity. Based on your team size and unit economics, how many

units can you deliver per week/month at your quality standard? Realistic sustainable capacity,

not theoretical max.

Step 3: Track utilization. Under 70% means you've got room to grow without hiring. Over 85%

means you're running hot and need to optimize or add resources.

Step 4: Build a capacity model. A spreadsheet showing: at current growth rate, when do we hit

85%? What do we need to add to increase capacity? What's the cost vs the revenue it enables?

Step 5: Review monthly with leadership. Your pipeline, team, and efficiency change constantly.

Common Mistakes:

• Hiring reactively when you're already at 100% capacity. By then everyone's burning out.

• Assuming more people is always the answer. Often it's better tools or streamlined processes.

• Not accounting for ramp-up time. A new hire doesn't operate at full capacity for 60 to 90 days.

What 'done right' looks like:

You never feel caught off guard by growth. You can see capacity constraints coming 60 to 90

days out and proactively address them. Hiring decisions are data driven, not panic driven.

Ready to level up? Stage 5 layers in operational redundancy and enterprise workforce planning.

SOP 4.3: Operational Redundancy

What happens if your best person quits tomorrow? What if your primary software tool goes down for a

week? Operational Redundancy isn't about being paranoid. It's about being prepared. At $5M+ you're

too big to have single points of failure and too small to absorb a major disruption without preparation.

How to implement this:

Step 1: Identify your single points of failure. Which processes depend entirely on one person?

Which tools have no backup? List every one.

Step 2: Cross-train ruthlessly. For every critical role, at least one other person should be able to

perform the core functions at 80% proficiency.

Step 3: Document tribal knowledge. Your longest tenured employees know things that aren't in

any SOP. Extract this through structured interviews.

Step 4: Build backup plans for critical tools. If your CRM goes down, what's the manual

process?

Step 5: Test your redundancy quarterly. Have someone cover for a critical role for a day. See

what breaks.
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Common Mistakes:

• Assuming "it won't happen to us." People quit. Tools fail. It will happen.

• Cross-training in theory but not in practice. Actually have people do the backup role.

• Treating this as a one-time project. Redundancy planning is continuous.

What 'done right' looks like:

No single departure or failure can cripple your operations for more than 24 to 48 hours. Clients

never feel the impact of internal disruptions.

Ready to level up? Stage 5's enterprise operations framework takes this to the organizational level with

business continuity planning.

STAGE 5

$10M to $50M+: Enterprise Operations

You made it. $10M+ means you've built something real. Something that survives bad months, key

departures, and market shifts. But don't get comfortable. At this level, operational excellence isn't a

project. It's a discipline.

If you jumped straight to this stage because the number on your P and L says $10M, but you don't

have Stages 1 through 4 locked in, you're running a $10M business on a $2M operating system.

That's not scaling. That's surviving.

SOP 5.1: Enterprise Operations Framework

This is the master system. It ties together every SOP, workflow, department protocol, and KPI into a

single operating model for your company. Think of it as the blueprint for your business as a machine.

How to implement this:

Step 1: Create your Operations Architecture Map. A visual, top level view of every department,

how they connect, what flows between them, and what each one is accountable for.

Step 2: Define operating principles. The 5 to 7 non-negotiable rules that govern how operations

work. "Every process has an owner." "We document before we delegate." "Data drives

decisions."

Step 3: Build an SOP hierarchy. Tier 1: Company-wide policies. Tier 2: Department workflows.

Tier 3: Individual task SOPs. Every document should clearly belong to a tier.
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Step 4: Establish a governance model. Who can create SOPs? Who approves changes? How

are updates communicated?

Step 5: Conduct a full operational audit annually. Evaluate the entire operating model against

the company's strategy.

Common Mistakes:

• Making this overly complex. Your ops framework should be understandable by every department

lead.

• Building the framework without input from department leads. They run these operations daily.

• Treating this as a document instead of a living practice.

What 'done right' looks like:

Any leader in the company can explain how the entire organization operates, not just their

department. New executives onboard in weeks instead of months.

Ready to level up? At this point you're continuously refining and expanding this framework as the company

grows. This is the endgame operating system.

SOP 5.2: Continuous Improvement Program

In Stage 4 you built audit cycles. Now you're formalizing that into a company-wide Continuous

Improvement Program. A culture and system where every person in the organization is actively

looking for ways to make things better. This isn't top-down. It's a bottom-up engine.

How to implement this:

Step 1: Create an Improvement Submission System. A simple way for any team member to

submit a process improvement idea. A form, a Slack channel, or a feature in your PM tool. It

should take under 2 minutes.

Step 2: Establish a review cadence. Every two weeks, a small committee reviews ideas, scores

them by impact and effort, and greenlights the top ones.

Step 3: Implement improvements as sprints. Each gets an owner, a 2 to 4 week timeline, and

clear success metrics.

Step 4: Celebrate wins publicly. When an improvement saves time or reduces errors, share it

company-wide. Name the person who suggested it.

Step 5: Measure the program itself. Track ideas submitted, percentage implemented, and

measured impact. Report quarterly.

Common Mistakes:
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• Asking for ideas and then doing nothing with them. This kills the program faster than anything.

• Only accepting ideas from managers. Your front line team sees things leadership never will.

• Trying to implement every idea. Be selective. High impact, low effort first.

What 'done right' looks like:

Improvement is part of how the company operates, not a special project. The company gets

measurably better every quarter without you pushing it.

Ready to level up? This is your operational endgame. The continuous improvement program ensures your

operations never stagnate.

SOP 5.3: Operational Excellence Culture

This is the last SOP in Operations for a reason. Because it's not really an SOP. It's a philosophy that

should touch everything your company does. Operational excellence means every person takes pride

in how they work, not just what they produce.

How to implement this:

Step 1: Define what operational excellence means at your company. Make it specific and

measurable. "We deliver on time, every time, with zero rework" is better than "we strive for

excellence."

Step 2: Embed it in hiring. Interview questions should assess attention to process and

improvement mindset. "Tell me about a process you improved at your last job."

Step 3: Build it into performance reviews. Following SOPs, suggesting improvements,

maintaining quality standards should be explicitly evaluated.

Step 4: Create rituals around it. Monthly spotlights. Quarterly awards. Annual operational

reviews.

Step 5: Lead by example. If leadership bypasses SOPs or makes decisions without data, the

culture message is clear: rules are for everyone else.

Common Mistakes:

• Talking about excellence while tolerating mediocrity.

• Making it feel punitive instead of empowering. It's about raising the bar together.

• Expecting it to happen overnight. Culture takes months to build and years to cement.

What 'done right' looks like:

New employees remark on how organized the company is. Client retention is strong because

delivery is consistent. Your team takes ownership of processes without being asked.
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Ready to level up? This isn't a destination. It's how you operate from here on out.
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SECTION TWO

Sales and Revenue

Nothing happens in your business until something gets sold. You can have the best operations, the

best team, and the best product in the world, but if nobody's buying, none of it matters. Sales is the

engine. Everything else is the car built around it.

But here's what most people get wrong: they think sales is about being a good talker. It's not. Sales is

a system. The best sales organizations in the world don't rely on rockstar reps. They rely on a

process that turns average people into consistent closers. That's what we're building here.

STAGE 1

$0 to $1M: Sell to Survive

At this stage, you are the sales team. And that's fine. But even as a one person show, you need a

process. Winging it works until it doesn't, and it usually stops working right when you need it most.

SOP 1.1: Sales Script and Pitch Framework

You need a repeatable way to talk about what you do and why someone should buy it. Not a word for

word script you read like a robot, but a framework that guides you through every sales conversation.

The same structure every time, with room to be yourself within it.

How to implement this:

Step 1: Write out the core problem you solve in one sentence. If you can't do that, you don't

understand your customer well enough yet.

Step 2: Build your pitch around this structure: Problem (what they're dealing with), Agitation

(why it's costing them), Solution (what you offer), Proof (why they should trust you), Next Step

(what happens now).

Step 3: Practice it out loud. Not in your head. Out loud. Record yourself. It will feel awkward. Do

it anyway.

Step 4: Adapt it for different formats: a 30 second elevator pitch, a 5 minute conversation, and a

full presentation. Same structure, different depth.

Step 5: Test and refine. After every sales conversation, note what landed and what didn't. Adjust

weekly.
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Common Mistakes:

• Making it about you instead of them. Nobody cares about your company history. They care

about their problem.

• Using jargon your customer doesn't understand. Talk like a human.

• Never updating it. Your pitch should evolve as you learn more about what your customers

actually care about.

What 'done right' looks like:

You can explain what you do and why it matters in under 60 seconds, and the person on the

other end actually leans in. Your close rate starts climbing because the conversation has

structure.

Ready to level up? As you bring on your first salesperson, this script becomes the foundation of your Sales

Team Playbook in Stage 3.

SOP 1.2: Follow Up Cadence

Here's a stat that should make you uncomfortable: 80% of sales require at least 5 follow ups, but

most people stop after 1 or 2. You're literally leaving money on the table every single day because

you're not following up enough. This SOP creates a system so you never forget.

How to implement this:

Step 1: Define your follow up timeline. After first contact: follow up at day 1, day 3, day 7, day

14, and day 30. After that, they go into a monthly nurture sequence.

Step 2: Create templates for each touchpoint. Not copy/paste templates, but frameworks that

you personalize. Each follow up should add value, not just say "checking in."

Step 3: Use a tool to track it. Even a simple spreadsheet works. Columns: name, date of last

contact, next follow up date, status. Check it every morning.

Step 4: Set a non-negotiable follow up time. 30 minutes every morning, first thing. Before email,

before anything else. This is revenue generating activity.

Step 5: Track your numbers. How many follow ups does it take on average to close a deal? That

number tells you exactly how persistent you need to be.

Common Mistakes:

• "Checking in" emails with zero value. Every follow up should share something useful.

• Giving up after 2 attempts. The gold is in follow ups 3 through 7.



Business On Purpose  |  The Guide to Creating SOPs  |  Page 25

• Following up too aggressively. There's a difference between persistent and annoying. Space

them out.

What 'done right' looks like:

No lead falls through the cracks. You can look at your system and see exactly where every

potential deal stands and when the next touch is. Your close rate goes up simply because you

stopped losing people.

Ready to level up? When you hire your first salesperson, this cadence becomes the backbone of their daily

workflow.

SOP 1.3: Basic CRM Setup

If you're tracking your leads and customers in your head, on paper, or in random spreadsheets,

you're losing deals. Period. A CRM (customer relationship management tool) puts everything in one

place: who your leads are, where they are in the process, and what you need to do next. At this stage

you don't need anything fancy.

How to implement this:

Step 1: Pick a CRM. HubSpot (free version), GoHighLevel, or even a well structured Google

Sheet to start. Don't overthink this. The best CRM is the one you'll actually use.

Step 2: Set up your pipeline stages. These should match your actual sales process. Example:

Lead In, Contacted, Meeting Scheduled, Proposal Sent, Negotiating, Won, Lost.

Step 3: Enter every lead. Every. Single. One. The person you met at the coffee shop, the

referral from your mom, the website inquiry from 3 weeks ago. All of them.

Step 4: Log every interaction. Calls, emails, meetings, texts. If you talked to them, it goes in the

CRM.

Step 5: Review your pipeline weekly. How many deals are in each stage? What's the total

potential value? Where are things stuck?

Common Mistakes:

• Spending 2 months evaluating CRM options. Just pick one and start.

• Not entering leads because you're "too busy." That's exactly how you lose them.

• Over-customizing. At this stage, the default pipeline stages are probably fine.

What 'done right' looks like:

You can tell me exactly how many active deals you have, what they're worth, and what the next

step is for each one, in under 2 minutes. That's the power of a CRM, even a simple one.
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Ready to level up? As you grow, your CRM becomes the hub for your entire sales operation in Stage 2 and

beyond.

STAGE 2

$1M to $3M: Build the Pipeline Machine

You've proven you can sell. Now you need to sell consistently, predictably, and eventually through

other people. This stage is about turning your sales ability into a sales system.

SOP 2.1: Full Pipeline Management

Your CRM is set up. Now it needs to become the command center for your entire revenue operation.

Every lead, every deal, every dollar runs through this system. No side deals tracked in someone's

head. No "I forgot about that prospect." The pipeline is the single source of truth.

How to implement this:

Step 1: Define clear criteria for each pipeline stage. What specific actions move a deal from one

stage to the next? "Had a meeting" is vague. "Completed discovery call, identified budget,

confirmed timeline" is specific.

Step 2: Set up required fields for each stage. You can't move a deal forward without filling in the

key info. This forces discipline.

Step 3: Establish pipeline review meetings. Weekly, 30 minutes, non-negotiable. Review every

active deal, identify what's stuck, assign next actions.

Step 4: Build a sales forecast from your pipeline. Based on stage, deal value, and historical

close rates, what revenue can you predict for the next 30/60/90 days?

Step 5: Clean your pipeline monthly. Deals that have been sitting in the same stage for too

long? Either they move forward or they move to lost. A bloated pipeline lies to you about your

revenue.

Common Mistakes:

• Letting deals sit in the pipeline forever. If it hasn't moved in 30 days, something is wrong.

• Not tracking why you lose deals. This data is gold. Track it.

• Only reviewing the pipeline when things feel slow. Review it when things are great too.

What 'done right' looks like:



Business On Purpose  |  The Guide to Creating SOPs  |  Page 27

You can predict next month's revenue within 10 to 15%. You know exactly which deals are real

and which are wishful thinking. Pipeline meetings are efficient and action oriented.

Ready to level up? Stage 3 builds on this with a full sales team playbook and commission structures.

SOP 2.2: Proposal and Pricing Templates

If you're writing every proposal from scratch, you're wasting hours and introducing inconsistency.

Templates don't mean cookie cutter. They mean you have a proven structure that you customize for

each prospect, instead of staring at a blank page every time.

How to implement this:

Step 1: Build a master proposal template. Sections: executive summary, their problem, your

solution, scope of work, timeline, investment, terms, and next steps. Same structure every time.

Step 2: Create pricing tiers. Good, Better, Best. Or Starter, Growth, Scale. Give people options.

Most will pick the middle one, which should be your ideal package.

Step 3: Write the proposal in their language, not yours. Use the exact words they used in the

sales conversation to describe their problem. This shows you listened.

Step 4: Include social proof. Case studies, testimonials, results. Right next to the pricing. People

need reassurance right before they spend money.

Step 5: Set a proposal delivery SLA. Send it within 24 to 48 hours of the sales conversation.

Speed matters. Every day you wait, the likelihood of closing drops.

Common Mistakes:

• Making proposals too long. 3 to 5 pages max. Nobody reads a 20 page proposal.

• Not following up after sending. The proposal isn't the close. The follow up conversation is.

• Only offering one price. Give options. Let them choose. It shifts the question from "should I buy"

to "which one should I buy."

What 'done right' looks like:

You can create a professional, compelling proposal in under 30 minutes. Your proposals look

consistent and polished. Close rates go up because the presentation matches the quality of your

work.

Ready to level up? Stage 3 adds sales team playbooks so your reps can create proposals at this quality

without you.

SOP 2.3: Referral System
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Your best leads are referrals. They close faster, spend more, and stay longer. But most business

owners treat referrals as happy accidents instead of building a system to generate them consistently.

This SOP turns referrals from random into reliable.

How to implement this:

Step 1: Identify your referral trigger moment. When is a customer happiest with you? Right after

a great result? After a milestone? That's when you ask. Not randomly. At the peak of

satisfaction.

Step 2: Create a simple ask. "Who else do you know that's dealing with [problem]? I'd love to

help them the same way I helped you." That's it. Don't make it complicated.

Step 3: Build a referral incentive. Doesn't have to be big. A discount on their next service, a gift

card, a donation to their favorite charity. Something that says "I appreciate you thinking of me."

Step 4: Track referrals in your CRM. Tag every lead that came from a referral. Track who

referred them. This tells you which customers are your best advocates.

Step 5: Follow up with the referrer. Let them know you reached out and how it went. Close the

loop. This encourages them to refer again.

Common Mistakes:

• Being too shy to ask. Your happy customers WANT to refer you. They just need a nudge.

• Only asking once. Build referral asks into your process at multiple touchpoints.

• Not tracking it. If you don't know where your referrals come from, you can't do more of what

works.

What 'done right' looks like:

Referrals become a predictable source of new business, not just a nice surprise. You know

exactly which customers are your best referral sources and you nurture those relationships

accordingly.

Ready to level up? At Stage 3, this evolves into a formal partner and referral program with tracking and

incentive tiers.

STAGE 3

$3M to $5M: Build the Sales Team
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You can't do it all yourself anymore. It's time to hire salespeople and give them a system that lets

them succeed without you on every call.

SOP 3.1: Sales Team Playbook

This is everything your sales team needs to know in one document. How you sell, why you sell that

way, what the process looks like, and what's expected. A new rep should be able to read this

playbook and understand the entire sales operation within their first week.

How to implement this:

Step 1: Compile your sales script, objection handling guides, pitch deck, proposal templates,

and follow up cadences into one organized document or folder.

Step 2: Add context. Why does each step exist? What's the philosophy behind your approach?

Reps who understand the "why" make better decisions than reps who just follow steps.

Step 3: Include real call recordings. Good ones and mediocre ones. Let new reps hear what

great looks like.

Step 4: Build a 30/60/90 day ramp plan. What should a new rep learn in month 1? What should

they be doing independently by month 3?

Step 5: Update it quarterly. As you learn what works, the playbook should evolve.

Common Mistakes:

• Making it a static document nobody reads. Make it interactive. Quiz new reps. Role play.

• Not including what NOT to do. Reps need to know the boundaries as much as the process.

• Writing it once and never updating. Your playbook should be a living document.

What 'done right' looks like:

A new salesperson can get up to speed in weeks instead of months. Your sales methodology is

consistent across the team. You stop hearing about deals done "their own way."

Ready to level up? Stage 4 expands this into multi-channel sales strategy and account management.

SOP 3.2: Commission and Compensation Structure

How you pay your sales team directly affects how they sell. The wrong commission structure creates

bad incentives, high turnover, and sandbagged deals. The right one aligns their goals with yours and

makes top performers want to stay.

How to implement this:
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Step 1: Decide on your compensation model. Base + commission is standard. The split depends

on your industry and sales cycle. Common: 50/50 for short cycles, 60/40 or 70/30 (heavier base)

for longer cycles.

Step 2: Set clear commission tiers. Hit quota, get X%. Beat quota by 20%, get a higher rate.

Create accelerators that reward overperformance.

Step 3: Define what's commissionable. Revenue? Profit? New business only or renewals too?

Be specific. Ambiguity here causes fights.

Step 4: Pay on collected revenue, not booked revenue. You don't want reps closing deals that

never pay.

Step 5: Write it all down in a one-page comp plan. Every rep signs it. No confusion. No "I

thought it was..."

Common Mistakes:

• Capping commissions. If your best rep can't earn more by selling more, they'll leave.

• Changing the plan too often. Reps need stability. Change it once a year max.

• Not paying on time. Commission checks should be predictable and accurate. Nothing kills

morale faster than a wrong paycheck.

What 'done right' looks like:

Your reps know exactly how they get paid and what they need to do to earn more. Top

performers are motivated. Low performers are easy to identify because the numbers don't lie.

Ready to level up? Stage 4 adds account management and revenue diversification strategy.

SOP 3.3: Sales Forecasting

If you can't predict next quarter's revenue with reasonable accuracy, you're flying blind. Sales

forecasting takes the data from your pipeline and turns it into a revenue prediction you can actually

plan around. Hiring, spending, growth decisions, all of it depends on knowing what's coming.

How to implement this:

Step 1: Calculate your historical conversion rates by pipeline stage. If 50% of proposals become

deals, and you have $500K in proposals, you can expect roughly $250K.

Step 2: Build a weighted pipeline. Multiply each deal's value by its probability of closing based

on stage. Sum it all up. That's your forecast.

Step 3: Track forecast accuracy. Every month, compare what you predicted to what actually

happened. Over time, your predictions get sharper.
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Step 4: Create 3 scenarios: conservative, expected, and best case. Plan spending on

conservative. Set goals on expected. Celebrate on best case.

Step 5: Review the forecast weekly with your sales team. Pressure test the big deals. "Is this

really going to close this month, or are we being optimistic?"

Common Mistakes:

• Trusting rep optimism without verification. Every rep thinks their deals will close. Verify with data.

• Not accounting for sales cycle length. If your average deal takes 60 days, don't forecast a deal

that's been in the pipeline for a week to close this month.

• Using the forecast as a target instead of a prediction. They're different things.

What 'done right' looks like:

You can predict revenue within 10 to 15% accuracy. You make hiring and spending decisions

with confidence. Surprises (good or bad) become rare.

Ready to level up? At Stage 4, this connects to your capacity planning for full operational and revenue

alignment.

STAGE 4

$5M to $10M: Multi-Channel Revenue

Your sales team is working. Now it's time to diversify how you generate revenue, manage bigger

accounts, and build a sales operation that doesn't depend on any single channel or person.

SOP 4.1: Multi-Channel Sales Strategy

If all your revenue comes from one channel (referrals, cold outreach, ads), you're one algorithm

change or market shift away from trouble. At this stage you need 2 to 3 reliable, proven channels

working in parallel.

How to implement this:

Step 1: Audit your current revenue sources. Where does every dollar come from? Referrals,

outbound, inbound, partnerships, events? Put a percentage on each.

Step 2: Identify your next channel. If you're 100% referral based, test outbound. If you're 100%

outbound, build an inbound engine. Pick the channel most likely to work based on your industry

and customer.
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Step 3: Assign ownership. Each channel needs a person (or team) responsible for it. A channel

nobody owns is a channel that dies.

Step 4: Set 90 day experiments. Test each new channel for 90 days with a clear budget and

success metric before deciding to keep or kill it.

Step 5: Track cost per acquisition by channel. Know exactly how much it costs to acquire a

customer from each source. Double down on what's cheapest and most reliable.

Common Mistakes:

• Spreading too thin. Better to have 2 to 3 channels working well than 7 channels working poorly.

• Killing a channel too early. Some channels (like content) take 6 to 12 months to produce results.

• Not tracking by channel. If you can't tell which channel produced which deal, you can't optimize.

What 'done right' looks like:

No single channel represents more than 50% of your revenue. You're resilient to market shifts.

Your customer acquisition cost is optimized across channels.

Ready to level up? Stage 5 adds enterprise deals and strategic partnerships for major revenue growth.

SOP 4.2: Account Management

Acquiring a new customer costs 5 to 7 times more than keeping an existing one. At this stage, your

existing customers should be a major growth engine through upsells, cross-sells, and expansions.

Account Management is the SOP for growing the customers you already have.

How to implement this:

Step 1: Segment your customers by value. Who are your top 20% by revenue? These are your

key accounts. They get dedicated attention.

Step 2: Assign account owners. Each key account has a person responsible for the relationship,

retention, and growth. Not the original salesperson necessarily. Someone focused on long term

value.

Step 3: Build a quarterly account review process. Meet with each key account quarterly to

review results, identify new needs, and discuss how you can help them more.

Step 4: Create an upsell/cross-sell map. What else could each customer benefit from? When is

the right time to offer it? Build this into your account management cadence.

Step 5: Track account health. Simple scoring: engagement level, satisfaction, growth potential.

If an account goes quiet, that's a warning sign.
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Common Mistakes:

• Only paying attention to accounts when renewal time comes. The relationship should be

continuous.

• Pushing upsells too aggressively. Earn the right to offer more by delivering on what they already

bought.

• Not tracking account revenue over time. Know if each account is growing, flat, or shrinking.

What 'done right' looks like:

Your top accounts are growing year over year. Churn on key accounts is near zero. Your

revenue from existing customers grows faster than revenue from new customers.

Ready to level up? Stage 5 extends this into enterprise sales and strategic partnerships.

SOP 4.3: Revenue Diversification

At $5M to $10M, smart companies start thinking about where the NEXT $5M comes from. Revenue

diversification means exploring new products, services, markets, or customer segments that add

revenue streams without cannibalizing what you already have.

How to implement this:

Step 1: Analyze your current revenue mix. By product/service, by customer segment, by

geography. Where are you concentrated? Where's the risk?

Step 2: Identify adjacent opportunities. What do your customers ask for that you don't currently

offer? What problems do they have that are close to what you already solve?

Step 3: Test before you invest. Run a pilot with 5 to 10 customers before building out a new

service line. Validate demand before spending real money.

Step 4: Evaluate build vs buy vs partner. Can you build it in-house? Acquire a company that

does it? Partner with someone? Each path has different speed and risk profiles.

Step 5: Track each revenue stream separately. Know the margin, growth rate, and customer

satisfaction for each. Kill the ones that drain resources without delivering results.

Common Mistakes:

• Chasing shiny objects. Not every opportunity is worth pursuing. Stay close to your core strength.

• Diversifying too early. If your core business isn't running smoothly, adding more complexity

makes it worse.

• Not giving new streams enough time. Most new offerings take 12 to 18 months to find their

groove.
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What 'done right' looks like:

You have 2 to 3 distinct revenue streams, none of which represents more than 60% of total

revenue. Your business is resilient to downturns in any single market or product.

Ready to level up? Stage 5 takes this to the enterprise level with M and A strategy and market expansion.

STAGE 5

$10M to $50M+: Enterprise Revenue

At this level, sales is no longer about individual deals. It's about systems, partnerships, and market

positioning that generate revenue at scale.

SOP 5.1: Sales Leadership Structure

You need layers. A VP of Sales, sales managers, and reps. Each with clear roles, metrics, and

authority. The days of the founder closing deals are over (or should be).

How to implement this:

Step 1: Define the sales org chart. VP of Sales owns strategy and forecasting. Managers own

team performance and coaching. Reps own deals.

Step 2: Create role-specific KPIs. VP: total revenue, forecast accuracy, cost of acquisition.

Managers: team quota attainment, ramp time, rep retention. Reps: individual quota, activity

metrics, pipeline health.

Step 3: Build a management operating rhythm. Weekly team meetings, bi-weekly 1 on 1s,

monthly pipeline reviews, quarterly business reviews.

Step 4: Invest in sales enablement. A dedicated function (or person) that creates content,

training, and tools to make your reps more effective.

Step 5: Plan for succession. If your VP of Sales leaves, who steps up? If a top manager quits,

what's the plan?

Common Mistakes:

• Promoting the best rep to manager without training them. Selling and managing are different

skills.

• Having the founder still involved in every deal. That doesn't scale. Let your team sell.
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• Not investing in coaching. Reps don't get better on their own. They need feedback and

development.

What 'done right' looks like:

Your sales organization runs without founder involvement in day to day deals. Leaders own their

numbers. The team scales predictably with new hires.

Ready to level up? This is the endgame for sales structure. Refine, don't rebuild.

SOP 5.2: Enterprise and Strategic Deals

Big deals. Six and seven figures. They have longer sales cycles, more stakeholders, and higher

stakes. Your standard sales process probably won't cut it. Enterprise deals need their own playbook.

How to implement this:

Step 1: Define what qualifies as an enterprise deal. Revenue threshold, company size, contract

length. Not every big company is an enterprise opportunity.

Step 2: Map the buying committee. Enterprise deals have multiple decision makers. Identify the

champion, the economic buyer, the technical evaluator, and the potential blockers.

Step 3: Build a custom pursuit plan for each deal. Milestones, stakeholder meetings, proof of

concept stages, legal review timelines. Each deal gets its own project plan.

Step 4: Create enterprise-specific collateral. Case studies, security documentation,

implementation plans, and ROI models tailored to large organizations.

Step 5: Assign a deal team. Enterprise deals need more than one person. A lead, a technical

resource, and executive sponsorship from your side.

Common Mistakes:

• Treating enterprise deals like regular deals with more zeros. The process is fundamentally

different.

• Not involving your executives. Big buyers want to see your leadership is invested.

• Underestimating the timeline. Enterprise deals often take 6 to 12 months. Plan accordingly.

What 'done right' looks like:

You close enterprise deals consistently, not by accident. Your team knows exactly how to

navigate complex buying processes. Large contracts become a reliable revenue source.

Ready to level up? Continue refining your enterprise playbook as you learn from each deal.
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SOP 5.3: Strategic Partnerships

At $10M+ the smartest growth often comes from partnerships, not just direct sales. Strategic

partnerships put your offering in front of audiences you couldn't reach alone.

How to implement this:

Step 1: Identify ideal partners. Companies that serve the same customer but don't compete with

you. Your services should complement theirs.

Step 2: Create a partnership value proposition. Why should they partner with you? What's in it

for their customers and their revenue?

Step 3: Structure the deal. Revenue share, referral fees, co-marketing agreements, or joint

offerings. Put it in writing with clear terms.

Step 4: Assign a partnership manager. Someone who owns the relationship, tracks results, and

ensures both sides deliver on their commitments.

Step 5: Measure and review quarterly. Is the partnership generating revenue? Is it worth the

time? Double down on winners. Cut losers gracefully.

Common Mistakes:

• Partnering with everyone who asks. Be selective. One great partnership beats ten mediocre

ones.

• Not defining expectations upfront. Unclear terms lead to frustration on both sides.

• Treating it as a one-time deal. Partnerships need ongoing nurturing to produce results.

What 'done right' looks like:

You have 2 to 5 active partnerships that consistently generate qualified leads and revenue. Your

brand is amplified through your partners' networks.

Ready to level up? Partnerships become a core growth channel. Keep optimizing and expanding

strategically.
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SECTION THREE

Marketing and Lead Generation

Marketing is how the world finds out you exist. And at every stage of growth, your marketing needs to

evolve. What works to get your first 10 customers won't work to get your next 1,000. The businesses

that grow fastest are the ones that treat marketing as a system, not a series of random acts of

content.

STAGE 1

$0 to $1M: Get Known

SOP 1.1: Core Offer and Messaging

Before you spend a dollar on marketing, you need to know exactly what you're selling and how to talk

about it. Your core offer is the thing you're known for. Your messaging is how you explain it in a way

that makes people want it. Get this wrong and no amount of marketing spend will save you.

How to implement this:

Step 1: Define your offer in one sentence. "We help [specific customer] achieve [specific result]

in [specific timeframe]." If you can't fill in those blanks clearly, keep refining.

Step 2: Identify your customer's language. How do THEY describe their problem? Not how you

describe it. Read their reviews, listen to sales calls, look at competitor reviews. Use their words.

Step 3: Write your core messaging: headline (what you do), subheading (who it's for), and 3

bullet points (why it works). This goes on everything: website, social, proposals, business cards.

Step 4: Test it. Share it with 10 people who fit your ideal customer profile. Do they immediately

get it? Do they lean in? If they look confused, simplify.

Step 5: Lock it in for 90 days. Don't change your messaging every week. Give it time to work.

Common Mistakes:

• Being too vague. "We help businesses grow" means nothing. Be specific about who and how.

• Talking about features instead of results. Nobody buys a drill. They buy a hole in the wall.

• Trying to appeal to everyone. The more specific your message, the more it resonates with the

right people.
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What 'done right' looks like:

Anyone who visits your website or sees your social media immediately understands what you

do, who you do it for, and why they should care. Your messaging does the selling before you

even get on a call.

Ready to level up? This messaging becomes the foundation for all marketing in Stage 2 and beyond.

SOP 1.2: One Primary Channel

At this stage, do NOT try to be on every platform. Pick one marketing channel, master it, and use it to

generate your first consistent flow of leads. You can expand later. Right now, focus.

How to implement this:

Step 1: Evaluate where your ideal customers actually spend time. Not where you think they

should be. Where are they actually? LinkedIn? Instagram? Local networking? Google search?

Step 2: Pick one and commit for 90 days. Post consistently, engage daily, track what works.

Step 3: Create a simple content rhythm. If it's social media: 3 to 5 posts per week. If it's

networking: 2 to 3 events per month. If it's SEO: one blog post per week. Consistency beats

quality at this stage.

Step 4: Track leads from this channel. How many leads per week? What's your cost per lead

(even if it's just your time)? What's the conversion rate?

Step 5: Double down on what's working. If a type of post gets engagement, make more of those.

If a networking group sends referrals, attend every meeting.

Common Mistakes:

• Trying to be on 5 platforms at once. You'll be mediocre at all of them.

• Quitting after 3 weeks because you don't see results. Marketing compounds. Give it time.

• Not tracking anything. If you don't know what's working, you can't do more of it.

What 'done right' looks like:

You have one channel consistently generating qualified leads every week. You know your

numbers: how many leads, at what cost, and what percentage convert.

Ready to level up? Once this channel is predictable, Stage 2 adds paid advertising and email nurturing.

SOP 1.3: Lead Capture
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Traffic without capture is just noise. Whether people visit your website, see your social media, or

meet you at a networking event, you need a system to capture their information so you can follow up.

Otherwise you're just performing, not marketing.

How to implement this:

Step 1: Create a lead magnet. Something valuable you give away in exchange for an email. A

guide, a checklist, a free assessment, a template. It should solve a small but real problem for

your ideal customer.

Step 2: Build a simple landing page. Headline, 3 bullet points about what they'll get, and an

email capture form. That's it. Don't overthink the design.

Step 3: Add lead capture to everything. Your website, your social media bios, your email

signature, your business card. Every touchpoint should have a way for someone to give you

their contact info.

Step 4: Set up a simple email follow up. When someone downloads your lead magnet, they

should get an automatic welcome email within minutes. Introduce yourself. Offer a next step.

Step 5: Track conversions. What percentage of website visitors become leads? What

percentage of leads become customers? These numbers tell you if your lead magnet is working.

Common Mistakes:

• Not having a lead magnet at all. "Subscribe to our newsletter" is not compelling enough.

• Making the landing page too complicated. More fields = fewer conversions. Name and email is

enough.

• Capturing leads and never following up. A lead that doesn't hear from you within 24 hours is

already cold.

What 'done right' looks like:

You're capturing leads every day on autopilot. Your email list is growing. People who aren't

ready to buy right now are still in your world, and you can nurture them until they are.

Ready to level up? Stage 2 builds on this with email nurture sequences and paid advertising.

STAGE 2

$1M to $3M: Scale the Engine

SOP 2.1: Content System
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Random posting is not a strategy. At this stage you need a content system that produces valuable,

consistent content without eating your whole schedule.

How to implement this:

Step 1: Build a content calendar. Plan 4 weeks ahead. Map out themes, topics, and which

channel each piece goes on.

Step 2: Batch create. Dedicate one day per week (or per month) to creating content. Write,

record, and schedule everything in one sitting.

Step 3: Repurpose everything. One video becomes a blog post, 3 social posts, an email, and a

podcast episode. Create once, distribute everywhere.

Step 4: Build a content library. Organize your best performing content by topic so you can

reshare it.

Step 5: Track what performs. What topics get engagement? What format works best? Let the

data guide your content, not your gut.

Common Mistakes:

• Creating content nobody asked for. Base your topics on real customer questions and problems.

• Being a perfectionist. Done beats perfect in content marketing. Ship it.

• Not promoting your content. Creating is half the work. Distribution is the other half.

What 'done right' looks like:

You publish consistent, valuable content every week without scrambling. Your audience grows.

Leads come in saying "I've been following your content for months."

Ready to level up? Stage 3 adds a marketing team and multi-channel coordination.

SOP 2.2: Paid Advertising Framework

Organic marketing is free but slow. Paid ads are fast but cost money. At $1M to $3M, you should be

testing paid channels to accelerate growth alongside your organic efforts.

How to implement this:

Step 1: Start with one platform. Where are your customers? LinkedIn for B2B,

Facebook/Instagram for B2C, Google for high-intent search. Pick one.

Step 2: Set a test budget. Start small. $1,000 to $3,000 per month is enough to learn what

works.
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Step 3: Create 3 to 5 ad variations. Different headlines, images, and offers. Let the platform tell

you which one performs best.

Step 4: Drive ads to your lead magnet, not your homepage. Capture the lead first. Sell later.

Step 5: Track your numbers obsessively. Cost per click, cost per lead, cost per customer. If the

math doesn't work, adjust or pause.

Common Mistakes:

• Boosting random posts and calling it advertising. Real ads need a strategy, targeting, and

tracking.

• Giving up after a week. Ads take time to optimize. Give it 30 days minimum before judging.

• Not tracking all the way to revenue. A cheap lead that never buys is worthless. Track the full

funnel.

What 'done right' looks like:

You have at least one paid channel profitably generating leads. You know your cost per

acquisition and your ROI (return on investment). You can turn the dial up when you need more

leads.

Ready to level up? Stage 3 scales this with a marketing team and formal campaign planning.

SOP 2.3: Email Nurture Sequences

Most people who encounter your business aren't ready to buy right now. Email nurturing keeps you in

their world until they are. It's the bridge between "I'm interested" and "take my money."

How to implement this:

Step 1: Build a welcome sequence. 5 to 7 emails over 2 to 3 weeks. Introduce yourself, share

your best content, provide value, and make a soft offer.

Step 2: Create an ongoing newsletter. Weekly or bi-weekly. Mix of value (tips, insights) and

offers (services, case studies, calls to action).

Step 3: Segment your list. Not everyone gets the same emails. Segment by how they found you,

what they're interested in, and where they are in the buying process.

Step 4: Write like a human. No corporate speak. No "Dear Valued Subscriber." Write like you're

emailing one person, not a list.

Step 5: Track open rates and click rates. If people aren't opening, your subject lines need work.

If they open but don't click, your content needs work.
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Common Mistakes:

• Sending sales emails only. If every email is "buy my stuff," people unsubscribe. Give more than

you ask.

• Not emailing enough. Once a month is too rare. They'll forget who you are.

• Ignoring unsubscribes. Some churn is natural and healthy. Focus on quality, not list size.

What 'done right' looks like:

Your email list becomes a reliable revenue generator. People reply to your emails. They book

calls because of something you shared. Email becomes your most consistent sales channel.

Ready to level up? Stage 3 builds brand guidelines and more sophisticated campaign strategies.

STAGE 3

$3M to $5M: Build the Marketing Team

SOP 3.1: Marketing Team SOPs

You can't do all the marketing yourself anymore. Time to hire and give them a system to work within.

How to implement this:

Step 1: Define marketing roles clearly. Content creator, ads manager, email marketer, social

media manager. Even if one person wears multiple hats, the roles should be defined.

Step 2: Create SOPs for every marketing function. Content creation, ad campaign launch, email

sequence setup, social media posting, analytics reporting. Document it all.

Step 3: Establish approval workflows. Who approves copy? Who signs off on ad spend? How

fast should approvals happen?

Step 4: Build a marketing calendar that everyone can see. All campaigns, launches, and content

mapped out 30 to 90 days ahead.

Step 5: Set up weekly marketing meetings. Review metrics, discuss what's working, plan next

actions.

Common Mistakes:

• Hiring without SOPs and hoping they figure it out.

• Micromanaging creatives. Set the boundaries and let them create.

• Not measuring individual channel performance. Know what each person and channel delivers.
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What 'done right' looks like:

Your marketing machine runs without you in the details. Content goes out on schedule, ads are

managed proactively, and the team operates from a shared plan.

Ready to level up? Stage 4 adds analytics, attribution, and sophisticated campaign planning.

SOP 3.2: Multi-Channel Strategy

One channel got you to $1M. Two or three will get you to $5M. Now it's time to coordinate your

marketing across multiple platforms with a cohesive message.

How to implement this:

Step 1: Map your customer journey across channels. Where do they first hear about you? What

convinces them? What triggers the purchase? Each channel plays a role.

Step 2: Create channel-specific content plans. What works on LinkedIn is different from

Instagram is different from email. Same message, adapted for each platform.

Step 3: Coordinate campaigns across channels. A big launch should hit email, social, ads, and

your website simultaneously.

Step 4: Track attribution. Which channels contribute to which sales? Use UTM codes, ask "how

did you hear about us," and track the full customer journey.

Step 5: Allocate budget by channel performance. Put more money behind what works.

Common Mistakes:

• Saying the same thing the same way on every platform.

• Not tracking which channel actually drives revenue.

• Spreading budget evenly instead of following the data.

What 'done right' looks like:

Your brand shows up consistently everywhere your customers are. Leads come from multiple

sources. No single platform controls your growth.

Ready to level up? Stage 4 adds formal analytics and attribution modeling.

SOP 3.3: Brand Guidelines

As more people create content and marketing materials for your company, you need consistency.

Brand guidelines ensure everything looks and sounds like it came from the same company.



Business On Purpose  |  The Guide to Creating SOPs  |  Page 44

How to implement this:

Step 1: Define your brand voice. How do you sound? Professional but approachable? Bold and

direct? Write 5 to 10 example sentences in your voice and 5 to 10 in a voice that is NOT you.

Step 2: Lock in visual standards. Logo usage, colors (specific hex codes), fonts, image style.

Put it in a one-page visual guide.

Step 3: Create templates for common assets. Social media posts, presentations, proposals,

email headers.

Step 4: Distribute the guidelines to everyone who creates content. Make it easy to find and

reference.

Step 5: Review quarterly. As your brand evolves, the guidelines should too.

Common Mistakes:

• Being too rigid. Guidelines should enable creativity, not kill it.

• Not enforcing them. If half the team ignores the guidelines, they're useless.

• Over-complicating it. A 50 page brand bible that nobody reads is worse than a 2 page guide

everyone follows.

What 'done right' looks like:

Everything your company puts out looks and feels cohesive. Customers recognize your brand

instantly.

Ready to level up? Stage 4 adds PR strategy and formal market positioning.

STAGE 4

$5M to $10M: Data-Driven Marketing

SOP 4.1: Marketing Analytics and Attribution

At this stage, gut feel isn't enough. Every marketing dollar needs to be tracked, measured, and

justified.

How to implement this:

Step 1: Set up proper tracking. Google Analytics, UTM parameters on every link, conversion

tracking on ads, and CRM integration so you can trace leads all the way to revenue.



Business On Purpose  |  The Guide to Creating SOPs  |  Page 45

Step 2: Build a marketing dashboard. Key metrics: cost per lead by channel, conversion rate by

channel, customer acquisition cost, marketing ROI, and pipeline value generated by marketing.

Step 3: Implement attribution modeling. First touch (where did they first find us), last touch (what

made them buy), and multi-touch (what combination of channels contributed).

Step 4: Review monthly with leadership. Marketing should be able to show exactly what they

spent and what it produced.

Step 5: Use data to reallocate budget. Kill underperforming channels. Double down on winners.

Common Mistakes:

• Tracking vanity metrics (likes, followers) instead of revenue metrics.

• Not connecting marketing data to sales data. The loop must be closed.

• Paralysis by analysis. Track enough to make decisions, not so much that nobody can make

sense of it.

What 'done right' looks like:

Every dollar of marketing spend can be traced to revenue impact. Budget decisions are data

driven. Marketing and sales are aligned on which channels produce the best customers.

Ready to level up? Stage 5 adds brand positioning strategy and market expansion.

SOP 4.2: Campaign Planning Framework

Stop running random campaigns. Build a structured framework for planning, executing, and

measuring every marketing campaign.

How to implement this:

Step 1: Create a campaign brief template. Objective, target audience, channels, budget,

timeline, success metrics, and creative requirements. Every campaign starts with a brief.

Step 2: Build a campaign calendar. All campaigns mapped out quarterly. Major launches,

seasonal pushes, evergreen campaigns. Everyone knows what's coming.

Step 3: Establish launch checklists. Before any campaign goes live, run through the checklist:

tracking set up, creative approved, landing pages tested, emails scheduled, ads loaded.

Step 4: Run post-campaign reviews. Within one week of campaign end: what worked, what

didn't, what would you change? Document it. These learnings compound over time.

Step 5: Build a swipe file. Save your best performing campaigns as templates and inspiration for

future ones.
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Common Mistakes:

• Launching without clear success metrics. Know what "good" looks like before you start.

• Not doing post-campaign reviews. You're throwing away free education.

• Over-planning and under-executing. A good plan executed fast beats a perfect plan executed

never.

What 'done right' looks like:

Every campaign is planned, tracked, and reviewed. Your team gets better with each one.

Results compound because you're learning from every effort.

Ready to level up? Stage 5 adds PR and market expansion campaigns.

SOP 4.3: Public Relations and Thought Leadership

At $5M+ your brand needs to be known beyond your customer base. PR and thought leadership

position you and your company as the authority in your space.

How to implement this:

Step 1: Identify your thought leadership angles. What unique perspective or expertise does your

company have? What can you teach that nobody else is teaching?

Step 2: Create a media target list. Industry publications, podcasts, local business journals,

online communities where your audience pays attention.

Step 3: Develop a PR pitch template. Short, specific, newsworthy. Editors get hundreds of

pitches. Yours needs to stand out in 2 sentences.

Step 4: Build a speaking calendar. Conferences, local events, webinars, podcast appearances.

Aim for 1 to 2 per month.

Step 5: Create a press kit. Company overview, founder bio, high res photos, key stats, and

recent press.

Common Mistakes:

• Pitching yourself instead of a story. Media cares about their audience, not your company.

• Expecting immediate results. PR is a long game. Build relationships with journalists over time.

• Only doing PR during launches. Consistent presence beats occasional bursts.

What 'done right' looks like:

Your company is recognized as a leader in your industry. Inbound opportunities come from your

reputation. Customers trust you before they even talk to you.
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Ready to level up? Stage 5 extends this into full market expansion strategy.

STAGE 5

$10M to $50M+: Market Domination

SOP 5.1: Brand Positioning Strategy

At $10M+ you're not just marketing. You're building a brand that owns a position in the market. This is

about being the first name that comes to mind when someone thinks of your category.

How to implement this:

Step 1: Define your market position. What category do you own? If you don't own one, create

one. "The scaling partner for $1M to $50M businesses" is a position. "Business consulting" is

not.

Step 2: Conduct competitive analysis. Who else plays in your space? Where do you win? Where

do you lose? Position yourself where they're weakest and you're strongest.

Step 3: Build your brand story. Not your company history. Your brand narrative: why you exist,

what you believe, and why that matters to your customers.

Step 4: Invest in brand assets. Professional photography, video, a polished website, premium

collateral. Your brand should feel like a $50M company, not a startup.

Step 5: Measure brand awareness. Surveys, search volume for your brand name, direct traffic,

branded search terms. Track these quarterly.

Common Mistakes:

• Trying to be everything to everyone. Strong brands are specific.

• Copying competitors. If you look like everyone else, you are everyone else.

• Neglecting brand as you scale. The bigger you get, the more your brand matters.

What 'done right' looks like:

Your brand is instantly recognizable in your market. Competitors are positioned relative to you,

not the other way around. Premium pricing is justified by brand perception.

Ready to level up? Continue refining your brand position as the market evolves.

SOP 5.2: Market Expansion
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New geographies, new verticals, new customer segments. At $10M+, growth often comes from

expanding where and to whom you sell.

How to implement this:

Step 1: Identify expansion opportunities. Which adjacent markets have demand for what you

offer? Where are customers asking for you that you don't currently serve?

Step 2: Research before you leap. Market size, competitive landscape, regulatory requirements,

cultural differences. Don't assume what works here works there.

Step 3: Run a pilot. Enter the new market with a small team and limited budget. Prove the model

before investing heavily.

Step 4: Adapt your messaging. Different markets have different needs, language, and

expectations. Customize your approach for each.

Step 5: Build local presence. Hire locally, partner locally, show up in person. Markets trust

companies that are present, not just advertising from afar.

Common Mistakes:

• Expanding before your core market is solid. Fix home base first.

• Assuming one-size-fits-all. Each market is unique.

• Moving too fast. Expansion is expensive. Prove the model small before going big.

What 'done right' looks like:

You're successfully operating in multiple markets or verticals. Each expansion was validated

before scaling. Revenue is diversified geographically and by segment.

Ready to level up? Continue identifying and testing expansion opportunities as the company grows.

SOP 5.3: CMO-Level Strategy

At this stage marketing needs executive leadership. A CMO or VP of Marketing who owns the entire

marketing function and connects it to company strategy.

How to implement this:

Step 1: Hire (or develop) a marketing executive. Someone who thinks strategically, not just

tactically. They should understand brand, demand gen, analytics, and team building.

Step 2: Connect marketing strategy to business strategy. Marketing goals should directly

support company goals. If the company wants to enter healthcare, marketing builds the

healthcare go-to-market plan.
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Step 3: Build a marketing leadership team. Specialists in content, demand gen, brand, analytics.

Each with clear ownership and metrics.

Step 4: Establish a marketing operating rhythm. Monthly strategy reviews, quarterly planning,

annual budgeting.

Step 5: Invest in marketing technology. Marketing automation, analytics platforms, CRM

integration, attribution tools. The right tech stack makes your team 10x more effective.

Common Mistakes:

• Hiring a CMO too early. You need one at $10M+, not at $2M.

• Treating marketing as a cost center instead of a revenue driver. Good marketing pays for itself

many times over.

• Micromanaging your marketing leader. Hire smart people and let them lead.

What 'done right' looks like:

Marketing is a strategic function that drives predictable growth. The CMO sits at the leadership

table and marketing plans are integrated with sales, product, and company strategy.

Ready to level up? This is the endgame for marketing leadership. Keep investing in the team and the

strategy.
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SECTION FOUR

Finance and Cash Flow

Revenue is vanity. Profit is sanity. Cash flow is reality. I've seen $5M businesses go under because

they ran out of cash, and I've seen $800K businesses thrive because they understood their numbers.

This section makes sure you always know where your money is, where it's going, and how to make

decisions based on facts, not feelings.

STAGE 1

$0 to $1M: Know Your Numbers

SOP 1.1: Basic Bookkeeping

If you're not tracking every dollar in and every dollar out, you're guessing. And guessing with money

is how businesses die. Bookkeeping isn't exciting, but it's non-negotiable.

How to implement this:

Step 1: Get accounting software. QuickBooks, Xero, or FreshBooks. Pick one and use it for

everything.

Step 2: Categorize every transaction. Revenue, cost of goods sold, operating expenses, owner

draws. Every dollar goes somewhere specific.

Step 3: Reconcile weekly. Match your bank statement to your accounting software every week.

This catches errors before they snowball.

Step 4: Set aside money for taxes. From day one. 25 to 30% of profit goes into a separate

account. Don't touch it. Tax surprises kill businesses.

Step 5: Hire a bookkeeper when you can afford one. This should be one of your first outsourced

tasks.

Common Mistakes:

• Mixing personal and business finances. Separate accounts. No exceptions.

• Only looking at your bank balance to gauge financial health. Your bank balance lies. It doesn't

show you what's owed.

• Putting off bookkeeping until tax season. By then it's a nightmare.
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What 'done right' looks like:

You know exactly how much money came in, went out, and is left over every single month. No

surprises. No guessing.

Ready to level up? Stage 2 adds monthly P and L reviews and cash flow forecasting.

SOP 1.2: Pricing Model

Most new business owners price too low because they're scared to charge what they're worth. Your

pricing model needs to be built on math, not fear.

How to implement this:

Step 1: Calculate your true cost of delivery. Time, materials, software, overhead. What does it

actually cost you to deliver your product or service?

Step 2: Add your desired margin. If it costs you $50 to deliver and you want a 50% margin,

charge $100. If that feels high, your costs are probably higher than you think.

Step 3: Research the market. What do competitors charge? You don't have to match them, but

you need to know where you sit and be able to justify your price.

Step 4: Create clear pricing tiers. At least 2 to 3 options. This gives customers control and

steers most toward your preferred option.

Step 5: Review pricing every 6 months. As your costs, expertise, and market position change,

your prices should too.

Common Mistakes:

• Competing on price. It's a race to the bottom. Compete on value.

• Not factoring in your own time. Your time has a cost. Price accordingly.

• Being afraid to raise prices. If you haven't raised prices in 2+ years, you're losing money to

inflation.

What 'done right' looks like:

Your prices are profitable, defensible, and aligned with the value you deliver. You can explain

your pricing confidently to any customer.

Ready to level up? Stage 2 formalizes this into detailed margin analysis and financial reporting.

SOP 1.3: Invoice and Collection Process
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You did the work. Now get paid. An alarming number of small businesses have thousands of dollars

sitting in unpaid invoices because they don't have a collection process.

How to implement this:

Step 1: Invoice immediately upon delivery or project completion. Not "when you get around to

it." Same day.

Step 2: Set clear payment terms upfront. Net 15 or Net 30. Put it in your contract before work

begins.

Step 3: Automate reminders. Most invoicing software can send automatic reminders at 7, 14,

and 30 days past due.

Step 4: Have a collections escalation plan. Friendly reminder, firm reminder, phone call, final

notice. Know your steps before you need them.

Step 5: Track your accounts receivable weekly. Know exactly who owes you money and how

overdue it is.

Common Mistakes:

• Being too nice about late payments. You're running a business, not a charity.

• Not having payment terms in writing. Verbal agreements don't hold up when money is involved.

• Waiting to invoice. Every day you delay is a day you're funding someone else's business.

What 'done right' looks like:

You get paid within your stated terms 90%+ of the time. Cash flow is predictable. You spend

zero energy chasing payments because the system handles it.

Ready to level up? Stage 2 adds cash flow forecasting and budget templates.

STAGE 2

$1M to $3M: Financial Visibility

SOP 2.1: Monthly P and L Review

A P and L (profit and loss statement) tells you if you're actually making money or just moving it

around. At this stage, you should be reviewing it every single month, not just at tax time.

How to implement this:

Step 1: Generate your P and L by the 10th of each month for the prior month.
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Step 2: Compare to prior months and to your budget. Look for trends. Is revenue growing? Are

costs creeping up? Where?

Step 3: Identify your top 3 expenses. Are they necessary? Can they be reduced? Even a 5%

reduction in your biggest expense line makes a real impact.

Step 4: Calculate your profit margin. Revenue minus all expenses divided by revenue. Know this

number by heart.

Step 5: Meet with your bookkeeper or accountant monthly to review together. Ask questions

until you understand every line.

Common Mistakes:

• Only looking at revenue. Revenue without profitability is just activity.

• Not comparing to prior periods. One month's numbers mean nothing without context.

• Ignoring small expenses that add up. That $200/month subscription you forgot about? You have

15 of those.

What 'done right' looks like:

You know your profit margin, top expenses, and financial trends within 10 days of each month

ending. Financial decisions are informed, not impulsive.

Ready to level up? Stage 3 adds departmental budgets and more detailed financial reporting.

SOP 2.2: Cash Flow Forecasting

Profit and cash are different things. You can be profitable on paper and still run out of cash. Cash flow

forecasting shows you what's actually going to be in your bank account next week and next month.

How to implement this:

Step 1: Build a simple 13 week cash flow forecast. Starting balance, expected money in each

week, expected money out each week, ending balance. Update it every Monday.

Step 2: Include everything: payroll, rent, subscriptions, taxes, loan payments, expected client

payments.

Step 3: Flag any weeks where cash gets tight. If you can see a cash crunch coming 6 weeks

out, you have time to fix it (collect faster, delay a purchase, line up a credit line).

Step 4: Track actual vs forecast. Were you right? Where were you off? This makes your

forecasts more accurate over time.

Step 5: Share it with your accountant quarterly. They can spot risks you might miss.
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Common Mistakes:

• Assuming revenue is cash. If a client owes you $50K but hasn't paid, that's not cash.

• Not planning for lumpy expenses. Taxes, insurance renewals, and annual contracts can wreck a

month if you don't plan.

• Being overly optimistic. Forecast conservatively. Hope for the best, plan for the worst.

What 'done right' looks like:

You never get caught by surprise by a cash crunch. You can make spending decisions

confidently because you know what's coming.

Ready to level up? Stage 3 adds departmental budgets and formal financial controls.

SOP 2.3: Budget Template

A budget is your financial plan for the year. Without one, you're spending reactively instead of

strategically.

How to implement this:

Step 1: Start with revenue projections based on your sales forecast.

Step 2: Allocate spending by category: cost of delivery, payroll, marketing, technology, rent,

insurance, and miscellaneous.

Step 3: Use last year's actuals as a baseline. Then adjust based on your growth plans.

Step 4: Build in a buffer. 5 to 10% of total budget as contingency for unexpected expenses.

Step 5: Review budget vs actuals monthly. Are you on track? Where are you over? Under?

Common Mistakes:

• Creating a budget and never looking at it again.

• Not budgeting for growth. If you plan to hire 2 people, budget for them.

• Being too rigid. Budgets should guide decisions, not handcuff them.

What 'done right' looks like:

Spending decisions are intentional and tied to business goals. You know exactly how much you

can invest in growth without putting the business at risk.

Ready to level up? Stage 3 adds margin analysis and more sophisticated financial planning.

STAGE 3
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$3M to $5M: Financial Discipline

SOP 3.1: Financial Reporting Cadence

At this stage, financial reviews need to be structured and routine. Not something you do when you

feel like it.

How to implement this:

Step 1: Weekly: review cash flow forecast and accounts receivable.

Step 2: Monthly: full P and L review, budget vs actuals, margin analysis.

Step 3: Quarterly: deeper financial review with your accountant. Tax planning, projections,

strategic decisions.

Step 4: Annually: full financial audit, next year budget planning, compensation review.

Step 5: Create a financial reporting calendar. Put it on the calendar and treat it like a client

meeting.

Common Mistakes:

• Skipping the weekly cash review. Cash problems happen fast. Catch them faster.

• Doing financials alone. Get a bookkeeper, accountant, or fractional CFO in the mix.

• Only looking backward. Financials should inform future decisions, not just document the past.

What 'done right' looks like:

Financial reviews happen on schedule every time. You're never surprised by your numbers. The

business makes decisions based on financial data, not gut feel.

Ready to level up? Stage 4 adds CFO-level dashboards and departmental budgets.

SOP 3.2: Margin Analysis

Not all revenue is equal. A $100K deal at 60% margin is worth more than a $200K deal at 20%

margin. Margin analysis tells you where you're actually making money and where you're just staying

busy.

How to implement this:

Step 1: Calculate margin by product/service line. Which offerings are most profitable?

Step 2: Calculate margin by customer. Are your biggest customers also your most profitable?
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Step 3: Identify margin killers. Scope creep, underpricing, inefficient delivery, excessive rework.

Step 4: Set minimum margin thresholds. Below a certain margin, the work isn't worth taking.

Step 5: Review quarterly. As costs and pricing change, margins shift. Stay on top of it.

Common Mistakes:

• Chasing revenue without considering margin.

• Not tracking margin by service or customer.

• Ignoring indirect costs. Overhead, management time, and opportunity cost all affect real margin.

What 'done right' looks like:

You know exactly which parts of your business are most profitable. Pricing and service decisions

are guided by margin data.

Ready to level up? Stage 4 adds formal financial controls and CFO-level reporting.

SOP 3.3: Tax Planning

If you only think about taxes in April, you're paying too much. Tax planning is a year-round activity

that can save you significant money when done right.

How to implement this:

Step 1: Meet with a tax advisor quarterly. Not just your bookkeeper. Someone who specializes

in tax strategy.

Step 2: Understand your entity structure. LLC, S-Corp, C-Corp. Each has different tax

implications. Make sure you're in the right one for your revenue level.

Step 3: Maximize deductions. Business expenses, retirement contributions, equipment

purchases, vehicle expenses. Document everything.

Step 4: Plan estimated tax payments. Pay quarterly to avoid penalties and cash flow surprises.

Step 5: Project your tax liability monthly. Know roughly what you'll owe so there are zero

surprises.

Common Mistakes:

• Treating taxes as a once-a-year event.

• Not keeping receipts and documentation.

• Assuming your bookkeeper is also a tax strategist. They're different skills.

What 'done right' looks like:
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You pay exactly what you owe, not a dollar more. Tax payments are planned and predictable.

Your entity structure is optimized for your revenue level.

Ready to level up? Stage 4 adds CFO-level financial strategy and departmental budgeting.

STAGE 4

$5M to $10M: Financial Intelligence

SOP 4.1: CFO-Level Dashboards

At this stage, you need financial visibility that goes beyond basic P and L. A CFO dashboard gives

you real time insight into the financial health of every part of your business.

How to implement this:

Step 1: Build a financial dashboard with these metrics: revenue (actual vs forecast), gross

margin by service line, operating expenses as percentage of revenue, cash position and runway,

accounts receivable aging, and customer acquisition cost.

Step 2: Update weekly. Automate where possible by connecting your accounting software to a

dashboard tool.

Step 3: Set up alerts. If cash drops below a threshold or AR aging spikes, you should know

immediately.

Step 4: Share with your leadership team monthly. Financial transparency builds trust and better

decision making.

Step 5: Hire a fractional CFO if you don't have one. Someone to interpret the numbers and

advise on strategy.

Common Mistakes:

• Having data nobody looks at. A dashboard is useless if it's not reviewed regularly.

• Too many metrics. Focus on the 8 to 10 that matter most at this stage.

• Not acting on what the data tells you. Data without action is just entertainment.

What 'done right' looks like:

Financial decisions are made with real time data. You can see problems forming weeks before

they hit. Your leadership team speaks the same financial language.

Ready to level up? Stage 5 adds board-level reporting and M and A readiness.
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SOP 4.2: Departmental Budgets

At $5M+ you can't manage spending from one master budget. Each department needs its own

budget with a leader who owns it.

How to implement this:

Step 1: Break your company budget into department-level budgets. Sales, marketing,

operations, admin, technology.

Step 2: Each department leader owns their budget. They propose it, manage it, and report on it.

Step 3: Set approval thresholds. Under $500, department lead approves. $500 to $5,000,

executive approval. Over $5,000, CEO approval. Adjust numbers for your business.

Step 4: Review department budgets monthly. Are they on track? Where are overruns? Why?

Step 5: Tie budget to performance. Departments that deliver results and stay on budget earn

more budget next year.

Common Mistakes:

• Giving budgets without training people to manage them.

• Not having spending controls. Open access to company money is how waste happens.

• Being too restrictive. Budget management should empower leaders, not restrict every purchase.

What 'done right' looks like:

Each department operates within its budget. Spending is strategic and controlled. Leaders think

about ROI because they own the numbers.

Ready to level up? Stage 5 adds capital allocation strategy and board-level financial governance.

SOP 4.3: Financial Controls

More money, more risk. At $5M+ you need financial controls to prevent errors, fraud, and waste.

How to implement this:

Step 1: Separate financial duties. The person who approves expenses shouldn't be the person

who pays them.

Step 2: Implement purchase order processes. Anything over a set dollar amount requires a PO

before spending.

Step 3: Conduct monthly bank reconciliation reviews. Someone other than your bookkeeper

should review.
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Step 4: Annual financial audit. External review of your books to catch issues and build credibility.

Step 5: Document your financial policies. Who can sign checks? What are spending limits? How

are expenses approved?

Common Mistakes:

• Trusting one person with all financial access. This is how fraud happens, even with good people.

• Thinking you're too small for controls. You're not. Start building the habit now.

• Making controls so burdensome that people work around them.

What 'done right' looks like:

Financial processes are secure, transparent, and auditable. Errors are caught quickly. You have

confidence in the accuracy of your numbers.

Ready to level up? Stage 5 adds board-level reporting and capital allocation strategy.

STAGE 5

$10M to $50M+: Financial Mastery

SOP 5.1: Board-Level Reporting

Whether you have an advisory board or a formal board of directors, you need financial reporting that

communicates the big picture clearly and concisely.

How to implement this:

Step 1: Create a board financial package: P and L summary, balance sheet highlights, cash flow

forecast, key metrics dashboard, and forward-looking projections.

Step 2: Present monthly or quarterly depending on board cadence.

Step 3: Include narrative context. Numbers alone don't tell the story. What happened, why, and

what you're doing about it.

Step 4: Compare to plan. Budget vs actual, forecast vs actual. Show that you're tracking and

adjusting.

Step 5: Prepare for questions. Know your numbers cold. Board members will ask detailed

questions.

Common Mistakes:

• Data dumping without context. Boards want insight, not spreadsheets.
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• Hiding bad news. Boards respect transparency. They punish surprises.

• Not preparing. Walking into a board meeting underprepared erodes confidence.

What 'done right' looks like:

Board meetings are productive and focused. Financial reporting builds investor and advisor

confidence. Strategic decisions are informed by clear financial data.

Ready to level up? Continue refining your board reporting as the company grows.

SOP 5.2: M and A Financial Readiness

Whether you're buying companies or preparing to sell yours, your financials need to be pristine.

How to implement this:

Step 1: Get your books audit-ready. Clean, accurate, and documented. Every transaction

should be traceable.

Step 2: Build a financial data room. All key documents organized: 3 years of financials,

contracts, tax returns, insurance policies, employee agreements.

Step 3: Know your valuation metrics. EBITDA, revenue multiples, customer lifetime value, churn

rate. These are what buyers and investors care about.

Step 4: Work with an M and A advisor. Whether buying or selling, expert guidance pays for

itself.

Step 5: Maintain financial discipline even when (especially when) things are going well. Sloppy

finances kill deals and depress valuations.

Common Mistakes:

• Cleaning up financials only when a deal is imminent. Stay clean always.

• Not understanding how your business is valued.

• Ignoring due diligence preparation. This is a massive process. Start early.

What 'done right' looks like:

Your financials are always investor or buyer ready. You understand your company's value and

can support it with clean data.

Ready to level up? This is the financial endgame. Maintain readiness as an ongoing practice.

SOP 5.3: Capital Allocation Strategy
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At $10M+ you have real money to deploy. Where you put it determines whether you grow, stagnate,

or decline. Capital allocation is the highest leverage financial decision you make.

How to implement this:

Step 1: Define your allocation framework. What percentage goes to operations, growth, talent,

technology, reserves, and owner distributions?

Step 2: Evaluate every major investment with an ROI analysis. What's the expected return?

What's the timeline? What's the risk?

Step 3: Maintain cash reserves. 3 to 6 months of operating expenses minimum. This is your

safety net.

Step 4: Review allocation quarterly with your leadership team and CFO.

Step 5: Build a capital planning process. Major investments get formal proposals, evaluation,

and approval.

Common Mistakes:

• Hoarding cash out of fear. Money sitting idle is losing value.

• Investing without analysis. Every dollar should have a purpose and expected return.

• Not maintaining reserves. Growth without safety nets is gambling.

What 'done right' looks like:

Capital is deployed strategically, generating returns that compound growth. Reserves provide

stability. Every major investment is analyzed, approved, and tracked.

Ready to level up? Continue refining your allocation strategy as the company scales.
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SECTION FIVE

People and Leadership

Your business is only as good as the people in it. You can have the best systems in the world, but if

you don't have the right people executing them, nothing works. And if you don't develop those people

into leaders, you'll always be the bottleneck.

STAGE 1

$0 to $1M: Your First Hires

Your first hires will make or break this stage. Choose carefully and set them up to win.

SOP 1.1: First Hire Playbook

Your first hire is the scariest and most important. Get it right and you buy back 20+ hours a week. Get

it wrong and you lose money, time, and sanity.

How to implement this:

Step 1: Identify the role by listing every task you do and circling the ones that don't require YOU.

That's the job description.

Step 2: Write a clear job posting. Role, responsibilities, required skills, compensation range. No

vague "we're looking for a rockstar" nonsense.

Step 3: Build a simple interview process. Phone screen, skills assessment, in-person interview.

3 steps max at this stage.

Step 4: Check references. Actually call them. Ask specific questions about work quality and

reliability.

Step 5: Make the offer in writing. Even for your first hire. Professionalism starts now.

Common Mistakes:

• Hiring a friend or family member because it's easy. Hire for skill and fit, not convenience.

• Not defining the role clearly. Vague roles create confused employees.

• Hiring too slowly. Perfectionism costs you time. Hire, train, evaluate.

What 'done right' looks like:
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Your first hire takes real work off your plate within 30 days. They know exactly what they're

responsible for and how success is measured.

Ready to level up? Stage 2 formalizes this into a full hiring SOP.

SOP 1.2: Role Descriptions

Every person needs to know exactly what they own. Not vaguely. Specifically.

How to implement this:

Step 1: Write a one-page role description for every position (including yours). Title, who they

report to, core responsibilities, KPIs, and decision authority.

Step 2: Review it with the person in the role. Do they agree this is what they do? Does anything

need adjustment?

Step 3: Update it when the role changes. Roles evolve quickly in growing businesses.

Step 4: Use it for performance conversations. "Here's what you own. Here's how you're doing."

Step 5: Post them somewhere the whole team can see. Transparency about who does what

reduces confusion.

Common Mistakes:

• Writing role descriptions that are aspirational instead of actual.

• Not updating them as the business changes.

• Making them too vague. "Support the team" is not a responsibility. "Process all incoming orders

within 4 hours" is.

What 'done right' looks like:

Everyone knows their lane. Overlap and gaps are visible. Accountability is clear.

Ready to level up? Stage 2 builds on this with formal onboarding and performance reviews.

SOP 1.3: Basic Onboarding

A new hire's first 2 weeks determine whether they become a productive team member or a confused

one who quits in 90 days.

How to implement this:

Step 1: Create a first-day checklist: workspace setup, tool access, key introductions, role

overview, first week expectations.
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Step 2: Pair them with a buddy. Someone who can answer the dumb questions they're afraid to

ask you.

Step 3: Give them a 30 day plan. What should they learn and accomplish in their first month?

Write it down.

Step 4: Check in daily for the first week. Weekly for the first month. Ask: what's clear? What's

confusing?

Step 5: Get feedback from them at day 30. "What do you wish you'd known on day one?" Use it

to improve the process.

Common Mistakes:

• Throwing them in the deep end and calling it a "trial by fire." That's just bad management.

• Not having their workspace and tools ready on day one. Nothing says "we weren't prepared for

you" like a missing laptop.

• Skipping the check-ins because you're busy. Early attention prevents later problems.

What 'done right' looks like:

New hires feel confident and productive within their first month. Turnover in the first 90 days

drops to near zero.

Ready to level up? Stage 2 expands this into a full 90-day onboarding program.

STAGE 2

$1M to $3M: Build the Team

You're hiring more people. Now you need systems to find them, onboard them, and develop them.

SOP 2.1: Hiring SOP

Every hire should follow the same process. Consistent hiring = consistent quality of people.

How to implement this:

Step 1: Define the role, create the posting, and list it on 2 to 3 platforms where your ideal

candidate looks.

Step 2: Screen resumes against non-negotiable criteria. Don't waste time interviewing people

who don't meet the basics.

Step 3: Structured interviews with the same questions for every candidate. Score their answers.
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Step 4: Skills assessment or work sample. Seeing someone do the work beats hearing them

talk about it.

Step 5: Reference checks, offer letter, and a start date within 2 weeks of the final interview.

Common Mistakes:

• Hiring based on personality alone. Likability doesn't mean competence.

• Taking too long. Good candidates get other offers fast. Move quickly.

• Not tracking where your best hires come from. So you can recruit from those sources again.

What 'done right' looks like:

You can fill any role within 3 to 4 weeks with a quality candidate. The process is repeatable.

Ready to level up? Stage 3 adds org chart design and management training.

SOP 2.2: 90-Day Onboarding Program

First impressions last. A structured 90-day onboarding turns new hires into productive team members

faster.

How to implement this:

Step 1: Days 1 to 7: Company overview, tools setup, role training, buddy assignment, and first

week goals.

Step 2: Days 8 to 30: Deeper training on processes and SOPs. First real assignments with close

supervision and feedback.

Step 3: Days 31 to 60: Increasing independence. Working on real projects with periodic

check-ins.

Step 4: Days 61 to 90: Full independence expected. Performance review against role

expectations.

Step 5: Document the entire program so it's repeatable for every new hire.

Common Mistakes:

• No structure at all. 'Figure it out' is not onboarding.

• Information overload in week one. Spread it out.

• Not checking in enough. Silence doesn't mean things are going well.

What 'done right' looks like:

New hires reach full productivity in 60 to 90 days instead of 6 months.
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Ready to level up? Stage 3 adds management training and culture documentation.

SOP 2.3: Performance Reviews

People need feedback to grow. Performance reviews give you a structured way to give it.

How to implement this:

Step 1: Schedule reviews quarterly. Not annually. That's too infrequent to drive improvement.

Step 2: Use a simple format: what's going well, what needs improvement, goals for next quarter.

Step 3: Rate against the role description and KPIs. Not vague feelings. Specific metrics.

Step 4: Make it a two-way conversation. Ask them: what do you need from me to succeed?

Step 5: Document everything. These records protect you legally and help track growth over

time.

Common Mistakes:

• Only giving feedback during reviews. Feedback should be continuous. Reviews are the formal

version.

• Avoiding hard conversations. Direct feedback delivered with respect is a gift.

• Not following up on goals set in the review. If nobody checks, nobody cares.

What 'done right' looks like:

Your team gets regular, specific feedback. Top performers feel valued. Underperformers know

where they stand and have a chance to improve.

Ready to level up? Stage 3 adds leadership development and culture building.

STAGE 3

$3M to $5M: Develop Leaders

You can't manage everyone directly anymore. Time to build a leadership layer.

SOP 3.1: Org Chart Design

Your company needs structure. Who reports to who. What each department owns. How decisions

flow.
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How to implement this:

Step 1: Draw your current org chart. Not the ideal one. The real one. Who actually reports to

who right now?

Step 2: Identify gaps. Are you still managing too many people directly? Where do you need a

manager?

Step 3: Design the org chart you need for $5M. What roles and layers need to exist?

Step 4: Share it with the team. Everyone should know the structure and where they fit.

Step 5: Review it every 6 months. Your structure should evolve with your growth.

Common Mistakes:

• Designing an org chart for a $50M company when you're at $3M. Keep it practical.

• Having too many people reporting to one manager. 5 to 8 direct reports max.

• Not communicating changes. People need to know when reporting lines shift.

What 'done right' looks like:

Everyone knows the structure. Decision-making is clear. You're not the bottleneck for every

question.

Ready to level up? Stage 4 adds leadership development and succession planning.

SOP 3.2: Management Training

Promoting good workers to managers without training them is the fastest way to lose both a good

worker and gain a bad manager.

How to implement this:

Step 1: Build a management basics curriculum: how to give feedback, how to run 1 on 1s, how

to delegate, how to handle conflict, and how to manage performance.

Step 2: Require new managers to complete the training within their first 30 days.

Step 3: Pair new managers with experienced ones for mentorship.

Step 4: Teach them your management philosophy. What does good management look like at

your company?

Step 5: Evaluate management quality through employee feedback and team performance.

Common Mistakes:

• Assuming great individual contributors will naturally become great managers.
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• Not investing in ongoing development. Management skills need continuous sharpening.

• Not giving managers real authority. If they can't make decisions, they can't manage.

What 'done right' looks like:

Your managers are competent, confident, and respected by their teams. Problems are handled

at the manager level, not escalated to you.

Ready to level up? Stage 4 adds formal leadership development programs.

SOP 3.3: Culture Documentation

Culture isn't a poster on the wall. It's how people behave when nobody's watching. But it starts with

clearly defining what you believe and expect.

How to implement this:

Step 1: Define your core values. 3 to 5 values that genuinely guide decisions. Not generic words

like "integrity." Specific behaviors like "we fix problems, we don't hide them."

Step 2: Document your cultural expectations. How do people communicate? How do they

handle disagreements? How do they treat customers?

Step 3: Hire against your values. Include culture-fit questions in every interview.

Step 4: Recognize and reward values-aligned behavior publicly.

Step 5: Address values violations quickly. Culture erodes one ignored incident at a time.

Common Mistakes:

• Values that sound good but nobody lives.

• Not addressing culture violations because the person is a top performer.

• Thinking culture builds itself. It doesn't. You build it deliberately or it builds itself in ways you

won't like.

What 'done right' looks like:

Your team can articulate your values and culture without reading them off a wall. Behavior

matches the stated values. New hires feel the culture from day one.

Ready to level up? Stage 4 adds leadership development and succession planning.

STAGE 4
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$5M to $10M: Scale Leadership

Your leaders need to develop other leaders. The company should run without your daily involvement.

SOP 4.1: Leadership Development Program

Identify your future leaders and invest in them deliberately.

How to implement this:

Step 1: Identify high-potential team members. Who has the skill, drive, and judgment to lead?

Step 2: Create individual development plans for each. What skills do they need? What

experiences will grow them?

Step 3: Provide stretch assignments. Give them projects slightly beyond their current level to

accelerate growth.

Step 4: Invest in external training. Conferences, courses, coaching. The ROI on leadership

development is massive.

Step 5: Meet with developing leaders monthly. Coach them. Challenge them. Support them.

Common Mistakes:

• Only developing people who ask for it. Some of your best future leaders won't self-identify.

• Promoting too fast. Let people grow into leadership, don't throw them in before they're ready.

• Not providing real mentorship. Training alone isn't enough. They need coaching.

What 'done right' looks like:

You have a bench of 2 to 3 people ready to step into leadership roles at any time.

Ready to level up? Stage 5 adds executive team structure and C-suite development.

SOP 4.2: Succession Planning

What happens if you or any key leader is unavailable for 6 months? If the answer is "chaos," you

need succession planning.

How to implement this:

Step 1: Identify every critical role in the company. CEO, department heads, key individual

contributors.

Step 2: For each role, name a primary and secondary successor.
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Step 3: Create development plans to prepare successors. Close the gap between where they

are and where they need to be.

Step 4: Test it. Take a week off and let the successor run things. See what happens.

Step 5: Review annually. People change roles, leave, and grow. Succession plans need to stay

current.

Common Mistakes:

• Only planning succession for the CEO. Every key role needs a plan.

• Naming successors without developing them. A name on paper isn't preparation.

• Keeping the plan secret. Successors should know they're being developed for bigger roles.

What 'done right' looks like:

The company can sustain any single departure without significant disruption.

Ready to level up? Stage 5 formalizes this into executive-level succession and board oversight.

SOP 4.3: HR Compliance and Employee Handbook

At this size, you need formal HR policies. Not just because it's the law, but because clear policies

prevent problems.

How to implement this:

Step 1: Create or update your employee handbook. Policies on PTO, harassment,

compensation, termination, remote work, and code of conduct.

Step 2: Have it reviewed by an employment attorney. Laws vary by state and they change. Don't

guess.

Step 3: Distribute to every employee and get a signed acknowledgment.

Step 4: Train managers on key HR policies. They're your first line of compliance.

Step 5: Review annually and update for new laws or company changes.

Common Mistakes:

• Using a generic template from the internet. Get it customized for your state and industry.

• Having policies nobody enforces.

• Not training managers. Most HR issues start with uninformed managers.

What 'done right' looks like:

You're legally protected and your team knows exactly what's expected.
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Ready to level up? Stage 5 adds executive compensation and corporate governance.

STAGE 5

$10M to $50M+: Executive Excellence

Build the executive team that runs the company.

SOP 5.1: Executive Team Structure

At $10M+ you need a real executive team. Not managers. Executives who own entire functions.

How to implement this:

Step 1: Define your executive roles: COO, CFO, VP Sales, VP Marketing, VP Ops (adjust to

your needs).

Step 2: Write executive role charters. Not just job descriptions. What is each executive

accountable for? What decisions can they make without you?

Step 3: Establish an executive operating rhythm. Weekly leadership meetings, monthly strategy

sessions, quarterly off-sites.

Step 4: Build executive compensation packages that attract and retain top talent. Base, bonus,

equity (if applicable).

Step 5: Evaluate executive performance against business outcomes, not just activity.

Common Mistakes:

• Hiring executives too early. Most companies need them at $5M to $10M, not before.

• Hiring people like you. You need executives who complement your weaknesses, not duplicate

your strengths.

• Not giving them real authority. If executives need your approval for everything, they're just

expensive managers.

What 'done right' looks like:

Your executive team runs the company day-to-day. You focus on vision, strategy, and the things

only the CEO can do.

Ready to level up? Continue developing your executive team as the company scales.
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SOP 5.2: C-Suite Hiring

Hiring an executive is fundamentally different from hiring anyone else. The stakes are higher and the

process should reflect that.

How to implement this:

Step 1: Use an executive search firm for critical roles. The cost is worth it for the quality of

candidates.

Step 2: Define the role around outcomes, not tasks. What results must this person deliver in 12

months?

Step 3: Multi-round interviews including leadership team, board, and key stakeholders.

Step 4: Assess cultural alignment carefully. An executive who doesn't fit your culture will

damage it.

Step 5: Structure a 90-day plan for every executive hire. Clear milestones and expectations.

Common Mistakes:

• Hiring for pedigree over fit. A resume from a Fortune 500 doesn't mean they can lead your

company.

• Rushing the process. A bad executive hire costs 6 to 12 months and hundreds of thousands of

dollars.

• Not checking references deeply. Call 5+ people, not 2.

What 'done right' looks like:

Executive hires are high quality, well-aligned, and productive within 90 days.

Ready to level up? Refine your executive hiring process with each hire.

SOP 5.3: Leadership Retreats and Strategic Alignment

Your leadership team needs dedicated time to step back from daily operations and focus on the big

picture.

How to implement this:

Step 1: Schedule quarterly off-site retreats. Full day minimum. Away from the office.

Step 2: Set a clear agenda: review company performance, discuss strategic priorities, resolve

cross-functional issues, align on next quarter's goals.
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Step 3: Include team building. Your executives need to trust each other. Spend time building

relationships, not just reviewing numbers.

Step 4: Capture decisions and action items. Every retreat should produce a clear list of what

changes and who owns it.

Step 5: Follow up within one week. Send recap, confirm ownership, and set check-in dates.

Common Mistakes:

• Making retreats purely social. Fun is good, but outcomes are essential.

• Not following through on retreat decisions. This makes future retreats feel pointless.

• Excluding key voices. If someone should be there and isn't, you'll make incomplete decisions.

What 'done right' looks like:

Your leadership team is aligned, trusting, and executing against a shared strategic plan.

Ready to level up? Continue the retreat cadence as a permanent part of your operating rhythm.
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SECTION SIX

Employee Structure and Legal

This is the section nobody wants to read but everybody needs. Legal and structural decisions made

early (or not made at all) have a way of coming back to haunt you at the worst possible time. Get this

right and you sleep better at night.

STAGE 1

$0 to $1M: Cover Your Bases

Get the legal foundations right before you grow.

SOP 1.1: Contractor vs Employee Decisions

This one can cost you big if you get it wrong. The IRS has very specific rules about who's a contractor

vs an employee. Misclassify someone and you could owe back taxes, penalties, and lawsuits.

How to implement this:

Step 1: Understand the legal difference. If you control when, where, and how someone works,

they're probably an employee. If they set their own schedule and methods, they may be a

contractor.

Step 2: Use a written agreement for every contractor. Scope of work, payment terms, IP

ownership, and independent contractor status.

Step 3: Don't treat contractors like employees. No mandatory meetings, no company email, no

set hours.

Step 4: Consult an employment attorney when in doubt. The cost of advice is way less than the

cost of misclassification.

Step 5: Re-evaluate annually. As relationships evolve, classifications might need to change.

Common Mistakes:

• Calling someone a contractor just to avoid paying benefits.

• Using a generic agreement from the internet without legal review.

• Thinking this doesn't apply to you because you're small. The IRS doesn't care about your size.
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What 'done right' looks like:

Every working relationship is properly classified with the right agreements in place.

Ready to level up? Stage 2 adds employee handbook and payroll SOPs.

SOP 1.2: Basic Business Agreements

Handshake deals work until they don't. Get everything in writing.

How to implement this:

Step 1: Client service agreement: what you'll deliver, when, for how much, and what happens if

things go wrong.

Step 2: Contractor agreement: scope, pay, IP ownership, confidentiality.

Step 3: Partnership agreement (if applicable): roles, profit splits, decision rights, exit clauses.

Step 4: Non-disclosure agreement template: for sharing sensitive info with anyone outside your

company.

Step 5: Have an attorney review your templates once. Then use them for everything.

Common Mistakes:

• Operating without contracts because you trust people. Trust but protect yourself.

• Using contracts you don't understand. Read them. Ask questions.

• Not updating agreements as your business changes.

What 'done right' looks like:

Every business relationship has a clear, written agreement. You're protected if something goes

wrong.

Ready to level up? Stage 2 adds employee agreements and handbook policies.

SOP 1.3: Compliance Checklist

Depending on your industry and location, there are licenses, permits, insurance, and regulations you

need to follow. Not knowing about them is not a defense.

How to implement this:

Step 1: Research your industry's regulatory requirements. What licenses or certifications do you

need?
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Step 2: Get business insurance. General liability at minimum. Professional liability if you provide

advice or services.

Step 3: Register your business properly. LLC, corporation, whatever your attorney recommends.

Step 4: Set up a compliance calendar. License renewals, insurance renewals, tax filings. Map

them all out.

Step 5: Consult with an attorney and insurance broker annually to make sure you're covered.

Common Mistakes:

• Assuming you don't need insurance because nothing has gone wrong yet.

• Operating without proper licenses.

• Not tracking renewal dates. Lapsed insurance or licenses create huge exposure.

What 'done right' looks like:

You're properly licensed, insured, and registered. Your compliance calendar prevents anything

from lapsing.

Ready to level up? Stage 2 adds employee handbook and formal HR policies.

STAGE 2

$1M to $3M: Formalize the Structure

As you hire more people, the legal requirements increase.

SOP 2.1: Employee Handbook

Your handbook is the rule book for your company. It protects you legally and sets clear expectations.

How to implement this:

Step 1: Cover the essentials: employment classification, PTO policy, harassment policy, code of

conduct, termination procedures, compensation and benefits overview, workplace safety.

Step 2: Have it reviewed by an employment attorney in your state.

Step 3: Distribute to every employee on day one. Get a signed acknowledgment.

Step 4: Store acknowledgments digitally. You need proof everyone received it.

Step 5: Update annually or when laws change.
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Common Mistakes:

• Copying another company's handbook. Laws vary by state and industry.

• Having a handbook that nobody reads.

• Not enforcing the policies in it.

What 'done right' looks like:

Every employee has read and signed the handbook. Policies are clear and enforced

consistently.

Ready to level up? Stage 3 adds formal HR policies and termination procedures.

SOP 2.2: Payroll SOP

Paying people correctly and on time is non-negotiable. Payroll errors erode trust faster than almost

anything.

How to implement this:

Step 1: Use a payroll service. Gusto, ADP, or similar. Don't do payroll manually.

Step 2: Set a consistent pay schedule. Bi-weekly or semi-monthly. Never miss it.

Step 3: Classify everyone correctly. Exempt vs non-exempt, employee vs contractor.

Step 4: Withhold and remit taxes correctly and on time. Your payroll service handles this, but

verify it.

Step 5: Keep records for at least 7 years. Federal requirement.

Common Mistakes:

• Running payroll late. Even by one day.

• Misclassifying exempt vs non-exempt employees. This is an expensive mistake.

• Not keeping detailed records.

What 'done right' looks like:

Payroll runs like clockwork. Every employee is paid correctly and on time every period.

Ready to level up? Stage 3 adds termination procedures and workplace safety policies.

SOP 2.3: Insurance and Benefits Setup

Offering benefits isn't just nice, it's how you compete for talent as you grow.
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How to implement this:

Step 1: Research benefits options for your size and budget. Health insurance, dental, vision,

retirement plan.

Step 2: Get quotes from 2 to 3 benefits brokers. They help you navigate options at no cost to

you.

Step 3: Set clear eligibility criteria. Full-time employees after 60 days, for example.

Step 4: Communicate benefits clearly during hiring and onboarding. Benefits are a selling point.

Step 5: Review annually during open enrollment. Plans and prices change.

Common Mistakes:

• Offering benefits you can't afford. Start with what's sustainable.

• Not communicating the full value of benefits to employees.

• Ignoring retirement plan options. Even a simple IRA can be a differentiator.

What 'done right' looks like:

You offer competitive benefits that help attract and retain good people.

Ready to level up? Stage 3 adds more comprehensive HR policies.

STAGE 3

$3M to $5M: HR Infrastructure

Your team is big enough to need real HR processes.

SOP 3.1: HR Policies

Beyond the handbook, you need documented policies for every common HR situation.

How to implement this:

Step 1: Write policies for: leave of absence, remote work, overtime, workplace safety, substance

use, social media use, and travel/expense reimbursement.

Step 2: Each policy should include: purpose, who it applies to, the policy itself, exceptions

process, and consequences.

Step 3: Train managers on each policy. They enforce them daily.
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Step 4: Make policies accessible. An HR folder everyone can access.

Step 5: Review bi-annually with your attorney.

Common Mistakes:

• Creating policies that are overly restrictive.

• Not training managers to enforce them.

• Having policies that contradict each other.

What 'done right' looks like:

Your HR policies are clear, accessible, fair, and legally compliant.

Ready to level up? Stage 4 adds multi-state compliance and equity compensation.

SOP 3.2: Termination Procedures

Firing someone is one of the hardest things in business. Having a process makes it less risky and

more humane.

How to implement this:

Step 1: Document performance issues as they happen. Keep a written record. Dates, specifics,

actions taken.

Step 2: Follow progressive discipline: verbal warning, written warning, final warning, termination.

Document each step.

Step 3: Consult your attorney before any termination. Especially if the employee is in a

protected class.

Step 4: Prepare the termination conversation. What you'll say, what paperwork is needed, how

you'll handle their last day.

Step 5: Conduct an exit interview when possible. Learn what you can.

Common Mistakes:

• Firing in anger without documentation. This is how you get sued.

• Not being direct. Ambiguity during a termination creates confusion and legal risk.

• Badmouthing terminated employees to the team. Be professional. Always.

What 'done right' looks like:

Terminations are handled with documentation, dignity, and legal protection.

Ready to level up? Stage 4 adds employment law compliance at scale.
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SOP 3.3: Workplace Safety

You have a legal obligation to provide a safe workplace. But beyond the law, it's the right thing to do.

How to implement this:

Step 1: Assess your workplace for safety hazards. Physical, ergonomic, and psychological.

Step 2: Create a safety policy and incident reporting process.

Step 3: Train employees on safety protocols during onboarding and annually.

Step 4: Maintain workers' compensation insurance. It's required in almost every state.

Step 5: Document all incidents and near-misses. Track them and take corrective action.

Common Mistakes:

• Thinking safety only applies to physical workplaces.

• Not having a clear incident reporting process.

• Treating safety as a checkbox instead of a culture.

What 'done right' looks like:

Your workplace is safe, your team knows how to report issues, and incidents are rare.

Ready to level up? Stage 4 adds multi-state compliance and more sophisticated legal structures.

STAGE 4

$5M to $10M: Legal Sophistication

More employees, more locations, more complexity.

SOP 4.1: Multi-State Compliance

If you have employees in multiple states (including remote workers), you're subject to each state's

employment laws.

How to implement this:

Step 1: Identify every state where you have employees. Including remote workers. Each state

has different requirements.
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Step 2: Register as an employer in each state. Tax withholding, unemployment insurance,

workers' comp.

Step 3: Comply with state-specific laws on PTO, sick leave, minimum wage, harassment

training, and more.

Step 4: Use an HR compliance service or attorney that specializes in multi-state employment.

Step 5: Audit compliance annually.

Common Mistakes:

• Assuming federal law is sufficient. State laws often add additional requirements.

• Ignoring remote workers' states. If they work there, you're subject to that state's laws.

• Not keeping up with law changes. Employment law changes frequently.

What 'done right' looks like:

You're compliant in every state where you operate. No surprises from state agencies.

Ready to level up? Stage 5 adds corporate governance and IP protection.

SOP 4.2: Equity and Compensation Frameworks

At this stage, you may need equity or advanced compensation structures to attract top talent.

How to implement this:

Step 1: Decide if equity makes sense for your business. Stock options, profit sharing, phantom

equity. Each has different tax and legal implications.

Step 2: Build compensation bands for each role. Based on market data, not guesswork.

Step 3: Create a total compensation philosophy. How do you think about base, bonus, equity,

and benefits as a package?

Step 4: Document everything in a compensation policy.

Step 5: Review with your attorney and accountant. Equity especially has complex legal and tax

implications.

Common Mistakes:

• Offering equity without understanding the tax implications.

• Not benchmarking against market rates.

• Being secretive about compensation philosophy. Transparency builds trust.

What 'done right' looks like:
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Your compensation structures attract and retain talent. Equity (if used) is structured properly.

Ready to level up? Stage 5 adds corporate governance and regulatory strategy.

SOP 4.3: Legal Counsel Retainer

Stop paying for lawyers only when something goes wrong. At this stage, proactive legal support is

worth every penny.

How to implement this:

Step 1: Find a business attorney you trust. Ideally one who specializes in your industry.

Step 2: Set up a retainer agreement. Monthly fee for ongoing access and advice.

Step 3: Use them proactively: contract reviews, employment questions, compliance checks, risk

assessment.

Step 4: Establish a quarterly legal review. What risks are on the horizon? What needs updating?

Step 5: Build a legal file. All contracts, agreements, and legal documents organized and

accessible.

Common Mistakes:

• Only calling your attorney when you're already in trouble.

• Using a generalist when you need a specialist.

• Not budgeting for legal. It's an investment, not an expense.

What 'done right' looks like:

You have proactive legal support. Risks are identified and addressed before they become

problems.

Ready to level up? Stage 5 adds corporate governance and IP strategy.

STAGE 5

$10M to $50M+: Corporate Structure

At this level, legal and structural decisions have long-term strategic implications.

SOP 5.1: Corporate Governance
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How your company is governed affects everything from decision-making to liability to exit options.

How to implement this:

Step 1: Formalize your board structure. Advisory board or board of directors, depending on your

situation.

Step 2: Create corporate bylaws or operating agreement updates. Decision-making processes,

voting rights, officer roles.

Step 3: Hold formal board meetings. At least quarterly. Minutes recorded and filed.

Step 4: Maintain corporate compliance. Annual filings, state registrations, meeting minutes.

Step 5: Review your entity structure with your attorney and CPA. As you grow, the optimal

structure may change.

Common Mistakes:

• Ignoring governance because you're the sole owner. Good governance protects you and

prepares for the future.

• Not keeping meeting minutes. This is a legal requirement for most entity types.

• Treating board meetings as formalities instead of strategic sessions.

What 'done right' looks like:

Your company is governed with proper structure and documentation. Decision-making is clear

and legally sound.

Ready to level up? Continue evolving governance as the company grows.

SOP 5.2: IP Protection

Your intellectual property may be your most valuable asset. Protect it.

How to implement this:

Step 1: Identify all IP: trademarks, patents, copyrights, trade secrets, proprietary processes,

software, content.

Step 2: File for trademark protection on your brand name, logo, and key product names.

Step 3: Use NDAs and non-compete agreements where appropriate.

Step 4: Ensure employment agreements include IP assignment clauses. What employees

create belongs to the company.
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Step 5: Audit IP protection annually. New products, services, or content may need additional

protection.

Common Mistakes:

• Not protecting IP until someone copies you. By then it's expensive and difficult.

• Assuming copyright is automatic. While technically true, registration provides much stronger

protection.

• Not including IP clauses in employment and contractor agreements.

What 'done right' looks like:

All valuable IP is identified, protected, and documented. Your brand and innovations are legally

secured.

Ready to level up? IP protection is ongoing. Review with each new product or service launch.

SOP 5.3: Regulatory Strategy

At $10M+ you may face industry-specific regulations that require proactive management.

How to implement this:

Step 1: Identify all regulatory bodies that affect your business. Federal, state, industry-specific.

Step 2: Assign a compliance officer or outsource to a compliance firm.

Step 3: Build a regulatory compliance calendar. Filings, audits, certifications, renewals.

Step 4: Stay ahead of regulatory changes. Join industry associations. Subscribe to legal

updates.

Step 5: Conduct annual compliance audits. Internal first, then external if required.

Common Mistakes:

• Being reactive instead of proactive. Regulatory penalties are expensive and public.

• Not budgeting for compliance. The cost of compliance is less than the cost of non-compliance.

• Assuming your attorney handles everything. You need someone internally who owns this.

What 'done right' looks like:

You're fully compliant with all regulations. Changes are anticipated and planned for.

Ready to level up? Regulatory management becomes a permanent, strategic function.
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SECTION SEVEN

Technology and Systems

Technology should make your life easier, not harder. But most businesses either underinvest

(running everything on spreadsheets and email) or overinvest (paying for 30 tools nobody uses). This

section helps you get the tech right at every stage.

STAGE 1

$0 to $1M: Essential Stack

You don't need much. But what you do need, you need to use consistently.

SOP 1.1: Essential Tool Stack

At this stage, 4 to 5 tools will run your entire business. CRM, accounting software, email, a task

manager, and maybe a phone system. That's it.

How to implement this:

Step 1: List the tools you're currently using. All of them. Include free ones.

Step 2: Identify gaps. Do you have a CRM? Accounting software? Task management? If not,

pick one for each.

Step 3: Consolidate. If you're using 3 tools that do the same thing, pick one and commit.

Step 4: Set up each tool properly. Spend a few hours configuring it right. Watch the tutorial

videos.

Step 5: Train yourself and your team. A tool nobody knows how to use is a tool that doesn't

exist.

Common Mistakes:

• Buying expensive tools you don't need yet.

• Using free tools that don't scale.

• Having tools nobody uses because they weren't set up right.

What 'done right' looks like:

Your essential tools are set up, connected, and used daily. Nothing falls through the cracks.
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Ready to level up? Stage 2 adds integration and basic automation.

SOP 1.2: Password and Account Management

This is boring but critical. If you can't access your accounts, your business stops.

How to implement this:

Step 1: Use a password manager. LastPass, 1Password, or Bitwarden. Stop using the same

password for everything.

Step 2: Store all business account credentials in the password manager. Not in your email, not

on sticky notes.

Step 3: Enable two-factor authentication on every account that offers it.

Step 4: Create a master account document. What accounts exist, who has access, and who's

the admin.

Step 5: Review access quarterly. When people leave, revoke their access immediately.

Common Mistakes:

• Sharing passwords via text or email.

• Using personal accounts for business tools.

• Not revoking access when employees leave. This is a massive security risk.

What 'done right' looks like:

All accounts are secured, documented, and accessible to the right people. Access is revoked

same-day when someone departs.

Ready to level up? Stage 2 adds tool integration and data backup.

SOP 1.3: File Organization

If you can't find a file in under 30 seconds, your system is broken.

How to implement this:

Step 1: Pick one file storage system. Google Drive, Dropbox, or OneDrive. One. Not three.

Step 2: Create a folder structure. Top level: Clients, Operations, Finance, Marketing, HR.

Sub-folders within each.

Step 3: Naming convention. Be specific and consistent. "2026-03-ClientName-Proposal-v2" is

searchable. "Stuff" is not.
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Step 4: Set sharing permissions. Not everything should be accessible to everyone.

Step 5: Clean up quarterly. Archive old files. Delete junk. Keep it navigable.

Common Mistakes:

• Saving files on your desktop instead of the shared drive.

• No naming convention.

• Giving everyone access to everything. Organize access by role.

What 'done right' looks like:

Anyone on the team can find any file in under 30 seconds.

Ready to level up? Stage 2 adds data backup and basic automation.

STAGE 2

$1M to $3M: Connect and Protect

Your tools need to talk to each other, and your data needs to be protected.

SOP 2.1: Tool Integration

Disconnected tools create double work. At this stage, connect your key systems so data flows

between them.

How to implement this:

Step 1: Map your data flow. What information moves between your CRM, PM tool, accounting,

and email?

Step 2: Use integration tools like Zapier or Make to connect systems. Example: new deal in

CRM auto-creates project in PM tool.

Step 3: Start with the integrations that save the most time. Usually CRM to PM and CRM to

email.

Step 4: Test every integration. Make sure data flows correctly and completely.

Step 5: Document your integrations. What's connected, how it works, and who to call if it breaks.

Common Mistakes:

• Over-automating. Start with 3 to 5 key integrations. Add more as needed.
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• Not testing. A broken integration is worse than no integration.

• Building integrations that only one person understands.

What 'done right' looks like:

Data flows between your key systems automatically. Manual data entry is minimal. Your team

spends time on work, not copying info between tools.

Ready to level up? Stage 3 adds tech stack audits and security protocols.

SOP 2.2: Data Backup

If your data disappeared tomorrow, could you recover? If the answer isn't a confident yes, fix this

today.

How to implement this:

Step 1: Enable automatic backups on every critical system. Most cloud tools do this

automatically, but verify.

Step 2: For local files, use cloud backup. Everything important should exist in at least 2 places.

Step 3: Test your backups quarterly. Can you actually restore from them? Many people find out

too late that they can't.

Step 4: Document your backup setup. What's backed up, where, how often, and how to restore.

Step 5: Include your CRM, accounting, and project management data in your backup plan.

Common Mistakes:

• Assuming cloud tools back up automatically. Most do, but verify.

• Never testing restores.

• Only backing up files and forgetting about application data.

What 'done right' looks like:

All critical data is backed up, tested, and restorable. You could recover from a disaster within 24

hours.

Ready to level up? Stage 3 adds security protocols and more sophisticated backup strategies.

SOP 2.3: Basic Automation

Start automating the repetitive tasks that eat your team's time every day.

How to implement this:
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Step 1: Identify your top 10 repetitive tasks. Email follow-ups, data entry, scheduling,

notifications.

Step 2: Automate the easiest 3 to 5 first. Use tools like Zapier, built-in automations in your CRM,

or email auto-responders.

Step 3: Measure time saved. Track how many hours per week each automation reclaims.

Step 4: Train your team to suggest automations. The people doing the work know best what

should be automated.

Step 5: Review automations monthly. Make sure they're still working correctly.

Common Mistakes:

• Automating bad processes. Fix the process first, then automate it.

• Not documenting automations. If nobody knows how it works, nobody can fix it when it breaks.

• Automating things that need human judgment.

What 'done right' looks like:

Your team spends 5 to 10 fewer hours per week on repetitive tasks. They focus on higher-value

work.

Ready to level up? Stage 3 scales this into custom workflow automation.

STAGE 3

$3M to $5M: Systematic Technology

Your tech needs a strategy, not just a collection of tools.

SOP 3.1: Tech Stack Audit

How many tools are you paying for that nobody uses? A tech stack audit answers that question.

How to implement this:

Step 1: List every tool your company uses. Every single one. Include cost, owner, and number

of users.

Step 2: Categorize by function. How many tools do overlapping things?

Step 3: Survey your team. Which tools do they love? Which do they hate? Which do they never

touch?
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Step 4: Calculate ROI for each tool. What's it costing you vs what value does it provide?

Step 5: Consolidate or eliminate underperforming tools. Redirect that budget to tools that

matter.

Common Mistakes:

• Only auditing when someone complains.

• Keeping tools out of habit.

• Not involving the team in the evaluation.

What 'done right' looks like:

Your tech stack is lean, effective, and justified. Every tool has a purpose and an owner.

Ready to level up? Stage 4 adds custom software scoping and API integrations.

SOP 3.2: Custom Workflow Automation

Beyond basic automation, build custom workflows that handle complex multi-step processes.

How to implement this:

Step 1: Map your most complex recurring workflows. Onboarding a client, launching a

campaign, processing an order.

Step 2: Identify which steps can be automated and which require human judgment.

Step 3: Build automation using your existing tools' built-in features first. Only go custom if you

have to.

Step 4: Test thoroughly before going live. Automated mistakes happen at scale.

Step 5: Monitor and optimize. Track error rates and processing times. Improve continuously.

Common Mistakes:

• Automating too much too fast.

• Not having a human checkpoint for critical decisions.

• Building automations that are too fragile. One data format change breaks everything.

What 'done right' looks like:

Complex workflows run reliably with minimal manual intervention. Your team handles

exceptions, not routine steps.

Ready to level up? Stage 4 adds custom software scoping for workflows that outgrow off-the-shelf tools.
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SOP 3.3: Security Protocols

Your business data is valuable. Protect it before someone takes it.

How to implement this:

Step 1: Implement company-wide password policy. Minimum length, complexity, rotation

schedule.

Step 2: Two-factor authentication on everything. No exceptions.

Step 3: Set up user access levels. People should only access what they need for their role.

Step 4: Train employees on security basics. Phishing awareness, suspicious links, data

handling.

Step 5: Conduct a security assessment annually. Hire someone external to test your defenses.

Common Mistakes:

• Thinking you're too small to be a target. Small businesses are the easiest targets.

• Not training employees. Most breaches start with human error.

• Having one person with admin access to everything.

What 'done right' looks like:

Your data is protected with layered security. Your team understands their role in keeping the

company safe.

Ready to level up? Stage 4 adds IT support structure and enterprise security.

STAGE 4

$5M to $10M: Custom Technology

Off-the-shelf tools may not cut it anymore. Time to think custom.

SOP 4.1: Custom Software Scoping

When off-the-shelf tools can't do what you need, it's time to build custom software. But scope it right

or you'll waste a fortune.

How to implement this:

Step 1: Define the problem precisely. What can't your current tools do? Be specific.
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Step 2: List requirements. Must-haves vs nice-to-haves. Prioritize ruthlessly.

Step 3: Get 3 quotes from development firms. Compare approach, timeline, cost, and ongoing

support.

Step 4: Start with an MVP (minimum viable product). Build the core functionality first. Add

features later.

Step 5: Plan for ongoing maintenance. Software needs updates, bug fixes, and improvements.

Budget for it.

Common Mistakes:

• Building custom when a tool already exists.

• Scope creep. Define the scope, lock it, and resist changes during the build.

• Choosing the cheapest developer. You get what you pay for. Quality matters.

What 'done right' looks like:

You have custom software that solves your specific problems. Your operations run more

efficiently than competitors using off-the-shelf tools.

Ready to level up? Stage 5 takes this to enterprise technology strategy.

SOP 4.2: API Integrations

Connect your custom and off-the-shelf tools through APIs for seamless data flow.

How to implement this:

Step 1: Identify which systems need to share data.

Step 2: Map the data flow: what data, which direction, how often, and what triggers it.

Step 3: Work with developers to build reliable integrations with error handling.

Step 4: Monitor integrations daily for the first month, then weekly.

Step 5: Document everything. Which APIs, what they do, credentials, and troubleshooting steps.

Common Mistakes:

• Building integrations without error handling. Things will fail. Plan for it.

• Not monitoring. Broken integrations cause silent data loss.

• Over-integrating. Not every system needs to talk to every other system.

What 'done right' looks like:

Data flows seamlessly between all your key systems. Manual data transfer is eliminated.
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Ready to level up? Stage 5 adds enterprise systems and digital transformation strategy.

SOP 4.3: IT Support Structure

At this size, someone needs to own technology support for your team.

How to implement this:

Step 1: Hire or contract an IT support resource. Even part time. Someone your team can call

when things break.

Step 2: Create a helpdesk process. How does the team report tech issues? How quickly should

they expect resolution?

Step 3: Maintain an inventory of all hardware and software. Track licenses, warranties, and

renewal dates.

Step 4: Build a tech onboarding and offboarding checklist. New hires get set up fast. Departing

employees get access revoked immediately.

Step 5: Budget for technology refresh. Computers, software, and tools have lifecycles. Plan for

replacement.

Common Mistakes:

• Having no IT support and expecting everyone to figure it out themselves.

• Not tracking hardware and software assets.

• Letting employees use personal devices without security policies.

What 'done right' looks like:

Tech issues are resolved quickly. Your team has the tools they need and support when things

go wrong.

Ready to level up? Stage 5 adds CTO-level strategy and enterprise technology planning.

STAGE 5

$10M to $50M+: Enterprise Technology

Technology becomes a strategic advantage at this level.

SOP 5.1: CTO-Level Strategy
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Technology decisions should be driven by business strategy, not just IT needs.

How to implement this:

Step 1: Hire or develop a technology leader who thinks strategically. CTO, VP of Engineering, or

fractional CTO.

Step 2: Create a technology roadmap aligned with business goals. What technology

investments will drive growth?

Step 3: Evaluate build vs buy vs partner for every major technology decision.

Step 4: Establish technology governance. Standards, approved vendors, architecture

guidelines.

Step 5: Review the technology roadmap quarterly with leadership.

Common Mistakes:

• Letting technology decisions happen without strategic oversight.

• Over-investing in technology that doesn't drive business results.

• Not having a technology leader at the leadership table.

What 'done right' looks like:

Technology is a strategic advantage. Every investment is tied to business outcomes.

Ready to level up? Continuously evolve your technology strategy as the business grows.

SOP 5.2: Enterprise Systems

At $10M+ you may need enterprise-grade systems: ERP, enterprise CRM, business intelligence

platforms.

How to implement this:

Step 1: Evaluate your systems against enterprise needs. Can they scale? Are they reliable? Do

they integrate?

Step 2: Plan any migration carefully. Moving to enterprise systems is disruptive. Phase it.

Step 3: Invest in training. Enterprise systems are powerful but complex. Your team needs to

know how to use them.

Step 4: Negotiate enterprise contracts. At this scale, you have leverage. Use it.

Step 5: Plan for customization. Most enterprise systems need configuration to fit your

processes.
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Common Mistakes:

• Migrating too fast. Phase it over months, not weeks.

• Choosing systems based on features alone. Consider support, scalability, and integration.

• Underestimating training needs.

What 'done right' looks like:

Your systems can handle enterprise-scale operations. Data is reliable, reporting is powerful, and

the technology grows with you.

Ready to level up? Keep evaluating and upgrading as the business scales.

SOP 5.3: Digital Transformation

At this level, technology should fundamentally improve how your business operates, not just support

it.

How to implement this:

Step 1: Assess every major business process for digital improvement opportunities.

Step 2: Prioritize by impact. Which digital improvements would have the biggest effect on

revenue, efficiency, or customer experience?

Step 3: Build a digital transformation roadmap. Phased, realistic, and tied to business outcomes.

Step 4: Invest in data analytics. Use your data to make better decisions at every level.

Step 5: Build a culture of digital literacy. Everyone should understand how technology supports

their work.

Common Mistakes:

• Treating digital transformation as an IT project. It's a business strategy.

• Trying to transform everything at once.

• Not measuring the impact of digital investments.

What 'done right' looks like:

Technology is woven into every part of your business. Data drives decisions. Processes are

digitally optimized. Your company operates at a level competitors can't match.

Ready to level up? Digital transformation is ongoing. Keep pushing the frontier.
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SECTION EIGHT

Customer Experience

Your customers don't just buy your product or service. They buy the experience of working with you.

And in a world where most businesses offer similar things at similar prices, experience is the

differentiator. This section makes sure every customer interaction is intentional and excellent.

STAGE 1

$0 to $1M: Deliver and Delight

At this stage, you are the customer experience. Make it count.

SOP 1.1: Customer Onboarding Process

The first impression after they buy is the most important moment in the relationship.

How to implement this:

Step 1: Map every step from payment to first deliverable. What do they need to know, do, and

feel at each step?

Step 2: Create a welcome experience. Welcome email, kick-off call, or welcome package. Make

them feel like they made the right choice.

Step 3: Set clear expectations. Timeline, communication cadence, what you need from them,

what they can expect from you.

Step 4: Check in within the first 48 hours. "How are you feeling about everything so far?" Simple

but powerful.

Step 5: Document the process so it's repeatable. Even if you're the only one doing it right now.

Common Mistakes:

• Skipping onboarding because you're excited to start the work.

• Not setting expectations. Unmet expectations create unhappy customers.

• Making it all about you instead of them.

What 'done right' looks like:
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Every new customer feels welcomed, informed, and confident. They know exactly what happens

next and feel great about their decision.

Ready to level up? Stage 2 expands this into customer journey mapping.

SOP 1.2: Feedback Collection

You can't improve what you don't know is broken. Ask your customers how you're doing.

How to implement this:

Step 1: Ask for feedback at key milestones. After onboarding, after first deliverable, at project

completion.

Step 2: Keep it simple. One question works: "On a scale of 1-10, how likely are you to

recommend us?" Follow up with "What would make it a 10?"

Step 3: Actually read and respond to feedback. Thank them. Address concerns.

Step 4: Track patterns. If 3 customers mention the same issue, it's a system problem, not a

one-off.

Step 5: Use feedback to improve your processes. Close the loop.

Common Mistakes:

• Only asking for feedback when things are going well.

• Asking and then ignoring what they say.

• Making the feedback process too complicated.

What 'done right' looks like:

You know exactly how your customers feel about your service. Problems are identified and fixed

quickly. Happy customers feel heard.

Ready to level up? Stage 2 adds formal NPS tracking and retention strategy.

SOP 1.3: Support Response SOP

When a customer has a problem, how fast and how well you respond defines your brand.

How to implement this:

Step 1: Set a response time standard. Under 4 hours during business hours for most

businesses.
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Step 2: Create response templates for common issues. Not copy/paste robots, but frameworks

that save time while staying personal.

Step 3: Define escalation paths. When should a team member handle it vs when does it come to

you?

Step 4: Log every support interaction. What was the issue? How was it resolved? How long did

it take?

Step 5: Follow up after resolution. "Is everything working well now?" shows you care beyond the

fix.

Common Mistakes:

• Slow responses. Speed is the number one factor in customer satisfaction with support.

• Defensive responses. Own mistakes. Fix them. Apologize if warranted.

• Not tracking issues. Recurring problems should trigger process fixes.

What 'done right' looks like:

Customers get fast, helpful responses to every issue. Support interactions often strengthen the

relationship rather than damage it.

Ready to level up? Stage 2 adds customer journey mapping and formal retention strategy.

STAGE 2

$1M to $3M: Systematize the Experience

Time to make great customer experience a system, not just your personal touch.

SOP 2.1: Customer Journey Mapping

Map every touchpoint from first awareness to long-term retention. Then optimize each one.

How to implement this:

Step 1: List every interaction a customer has with your business. Marketing, sales, onboarding,

delivery, support, billing, renewal.

Step 2: For each touchpoint: what happens, who's responsible, what the customer should feel,

and what could go wrong.

Step 3: Identify the "moments of truth." The 3 to 5 interactions that make or break the

relationship. Obsess over those.
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Step 4: Fix the worst touchpoint first. Where do customers complain most? Start there.

Step 5: Review the journey map every 6 months. As your business changes, the journey

changes.

Common Mistakes:

• Making it too complicated.

• Only mapping the happy path. Map what happens when things go wrong too.

• Not involving your team. They see things you don't.

What 'done right' looks like:

Every customer touchpoint is intentional and optimized. Your team knows exactly what

experience to deliver at each stage.

Ready to level up? Stage 3 adds a CX team and escalation tiers.

SOP 2.2: Retention Strategy

Keeping customers is cheaper than finding new ones. Build a system for retention.

How to implement this:

Step 1: Identify why customers leave. Survey churned customers. Look for patterns.

Step 2: Build retention triggers. Automated check-ins at 30, 60, 90 days and beyond.

Step 3: Create a save process. When a customer signals they're thinking of leaving, what do

you do?

Step 4: Track retention rate monthly. What percentage of customers stay? What's the trend?

Step 5: Reward loyalty. Discounts, exclusive access, appreciation events. Make long-term

customers feel valued.

Common Mistakes:

• Only focusing on acquisition.

• Not tracking why people leave.

• Waiting until they're already gone to try to save them.

What 'done right' looks like:

Your retention rate is above industry average. Customers stay because the experience is

consistently excellent.

Ready to level up? Stage 3 adds NPS tracking and formal customer success programs.
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SOP 2.3: Review and Testimonial Generation

Social proof sells. Build a system to collect reviews and testimonials consistently.

How to implement this:

Step 1: Ask at the moment of peak satisfaction. Right after a great result or milestone.

Step 2: Make it easy. Send them a direct link to leave a review. Google, industry sites, wherever

matters for your business.

Step 3: Create a testimonial request template. "Would you be willing to share a few sentences

about your experience?"

Step 4: Use testimonials everywhere. Website, proposals, social media, email.

Step 5: Thank every reviewer. Publicly when possible.

Common Mistakes:

• Being too shy to ask.

• Only asking once.

• Not using the testimonials you collect.

What 'done right' looks like:

You have a steady stream of fresh reviews and testimonials. They're used strategically across

all marketing.

Ready to level up? Stage 3 formalizes this into a CX team function.

STAGE 3

$3M to $5M: CX Team

Customer experience needs dedicated ownership.

SOP 3.1: CX Team Playbook

Build a dedicated customer experience function with clear processes.

How to implement this:

Step 1: Hire or assign a CX lead. Someone who owns the entire customer experience.
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Step 2: Create SOPs for every CX function: onboarding, support, success check-ins, issue

resolution, feedback collection.

Step 3: Define service level standards. Response times, resolution times, satisfaction targets.

Step 4: Build a CX dashboard. Track satisfaction, response times, resolution rates, and churn.

Step 5: Hold weekly CX team meetings. Review metrics, discuss escalations, plan

improvements.

Common Mistakes:

• Treating CX as a cost center.

• Not empowering CX to make decisions.

• Ignoring CX data.

What 'done right' looks like:

Customer experience is a dedicated function with clear ownership, metrics, and continuous

improvement.

Ready to level up? Stage 4 adds customer success programs and churn analysis.

SOP 3.2: Escalation Tiers

Not every issue needs your best people. Build tiers so the right issues get the right attention.

How to implement this:

Step 1: Define 3 tiers. Tier 1: common issues, resolved by front-line team. Tier 2: complex

issues, resolved by experienced team. Tier 3: critical issues, involves leadership.

Step 2: Create resolution guides for each tier. What can Tier 1 handle without escalating?

Step 3: Set escalation criteria. What triggers a move from Tier 1 to 2 to 3?

Step 4: Track escalation rates. If too many issues escalate, Tier 1 needs better training or tools.

Step 5: Review and adjust tiers quarterly.

Common Mistakes:

• Escalating everything because nobody is empowered to decide.

• Not training Tier 1 well enough.

• Not tracking escalation patterns.

What 'done right' looks like:

80%+ of issues are resolved at Tier 1. Escalations are rare and handled swiftly.
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Ready to level up? Stage 4 adds formal customer success programs.

SOP 3.3: NPS Tracking

NPS (Net Promoter Score) gives you a single number that tells you how your customers feel.

How to implement this:

Step 1: Send NPS surveys at consistent intervals. After onboarding, quarterly, and after project

completion.

Step 2: Track your score over time. Is it trending up or down?

Step 3: Follow up with detractors (scores 0-6) personally. What went wrong? Can you fix it?

Step 4: Celebrate promoters (scores 9-10). Thank them. Ask for referrals. They're your biggest

fans.

Step 5: Share NPS with the whole team. Make it a company-wide metric.

Common Mistakes:

• Only tracking NPS without acting on it.

• Ignoring detractors.

• Surveying too often and creating fatigue.

What 'done right' looks like:

You know your NPS and it's trending up. Detractors are identified and addressed. Promoters are

leveraged for growth.

Ready to level up? Stage 4 adds formal customer success and loyalty programs.

STAGE 4

$5M to $10M: Proactive CX

Move from reactive support to proactive customer success.

SOP 4.1: Customer Success Program

Don't wait for customers to have problems. Proactively ensure they're getting results.

How to implement this:
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Step 1: Assign customer success managers to key accounts.

Step 2: Build success milestones for each customer. What does success look like at 30, 90, 180

days?

Step 3: Proactive check-ins. Not "how are things going" but "here's how you're performing

against your goals."

Step 4: Create health scoring. Engagement, usage, satisfaction, growth potential. Monitor and

act on warning signs.

Step 5: Share customer success stories internally. What's working? What can other customers

learn from?

Common Mistakes:

• Making success reactive instead of proactive.

• Not defining what success means for each customer.

• Ignoring early warning signs of churn.

What 'done right' looks like:

Customers are achieving results. Churn is decreasing. Expansion revenue is increasing from

happy customers.

Ready to level up? Stage 5 adds enterprise CX leadership.

SOP 4.2: Loyalty and Referral Programs

Formalize how you reward your best customers and turn them into advocates.

How to implement this:

Step 1: Design a loyalty structure. Discounts, exclusive access, early features, or points

systems.

Step 2: Build a formal referral program with tracking and incentives.

Step 3: Automate referral tracking in your CRM.

Step 4: Recognize top advocates publicly. Feature them in case studies or events.

Step 5: Measure program ROI. Is the loyalty program retaining customers? Is the referral

program generating revenue?

Common Mistakes:

• Making programs too complicated.
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• Not tracking results.

• Rewarding referrals but not loyalty.

What 'done right' looks like:

Your best customers are rewarded and actively referring new business. Both programs generate

measurable ROI.

Ready to level up? Stage 5 adds enterprise-level CX strategy.

SOP 4.3: Churn Analysis

Understanding why customers leave is the key to keeping more of them.

How to implement this:

Step 1: Track every churned customer. When they left, why, and the revenue lost.

Step 2: Categorize reasons for churn. Pricing, service quality, competitor, no longer needed,

etc.

Step 3: Identify leading indicators. What behaviors predict churn 30 to 60 days before it

happens?

Step 4: Build interventions for each leading indicator. If engagement drops, trigger a proactive

outreach.

Step 5: Report churn analysis monthly to leadership. Make it a priority metric.

Common Mistakes:

• Not tracking churn reasons.

• Treating all churn the same.

• Only analyzing after the fact instead of predicting.

What 'done right' looks like:

You can predict churn before it happens and intervene. Churn rate drops consistently quarter

over quarter.

Ready to level up? Stage 5 adds voice-of-customer programs and omnichannel CX.

STAGE 5

$10M to $50M+: CX Leadership
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Customer experience becomes a strategic differentiator.

SOP 5.1: CX Leadership

Appoint a VP or Director of Customer Experience who owns the entire function at the executive level.

How to implement this:

Step 1: Hire a CX executive who connects customer experience to business strategy.

Step 2: Build a CX team structure: customer success, support, loyalty, and insights.

Step 3: Create a CX strategy document. Vision, metrics, initiatives, and budget.

Step 4: Connect CX metrics to executive dashboards. Customer satisfaction should be reviewed

alongside revenue.

Step 5: Invest in CX technology. Customer success platforms, feedback tools, analytics.

Common Mistakes:

• Treating CX as a department instead of a company-wide priority.

• Not giving CX a seat at the leadership table.

• Underfunding CX while expecting results.

What 'done right' looks like:

Customer experience is a strategic advantage. Your CX team drives retention, expansion, and

brand reputation.

Ready to level up? CX leadership becomes a permanent part of your executive team.

SOP 5.2: Omnichannel Experience

Customers interact with you through many channels. Make the experience consistent everywhere.

How to implement this:

Step 1: Map every channel: email, phone, chat, social, in-person, self-service portal.

Step 2: Ensure consistent quality and response times across all channels.

Step 3: Integrate data across channels. A customer shouldn't have to repeat their issue when

they switch channels.

Step 4: Let customers choose their preferred channel. Don't force them into yours.

Step 5: Measure satisfaction by channel. Optimize the weakest ones.
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Common Mistakes:

• Launching channels you can't staff.

• Inconsistent quality across channels.

• Not integrating channel data.

What 'done right' looks like:

Customers have a seamless experience regardless of how they interact with you.

Ready to level up? Continue optimizing across channels as customer preferences evolve.

SOP 5.3: Voice of Customer Program

Build a formal program to capture, analyze, and act on customer feedback at scale.

How to implement this:

Step 1: Collect feedback from multiple sources: surveys, reviews, support tickets, sales

conversations, social media.

Step 2: Aggregate and analyze at scale. Use tools and processes to identify themes and trends.

Step 3: Share insights across the company. Product, marketing, sales, and leadership all benefit

from customer insights.

Step 4: Close the loop. When feedback leads to changes, tell your customers. They'll love

knowing they were heard.

Step 5: Report VOC insights quarterly to leadership.

Common Mistakes:

• Collecting feedback but not analyzing it.

• Keeping insights siloed in the CX team.

• Not acting on what you learn.

What 'done right' looks like:

Customer feedback directly influences product, service, and strategic decisions. Your customers

feel heard and valued at scale.

Ready to level up? VOC becomes a permanent strategic function.
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SECTION NINE

Vision and Strategic Planning

Everything in the previous 8 sections is about building the machine. This section is about deciding

where the machine is going. Without vision and strategy, you're just building a really efficient

treadmill: lots of movement, no destination.

STAGE 1

$0 to $1M: Set the Direction

Before you can scale, you need to know where you're going and why.

SOP 1.1: 90-Day Sprint Planning

Forget 5 year plans at this stage. Focus on the next 90 days with intense clarity.

How to implement this:

Step 1: Define your top 3 priorities for the next 90 days. Not 10. Three. What, if accomplished,

would move the business forward the most?

Step 2: Break each priority into weekly milestones. What needs to happen each week to hit the

90-day goal?

Step 3: Review progress weekly. Every Friday, ask: am I on track? What needs to adjust?

Step 4: At the end of 90 days, review results. What worked? What didn't? Set the next 90 days

based on what you learned.

Step 5: Write this down. Not in your head. On paper or in a document you review daily.

Common Mistakes:

• Setting too many priorities.

• Not reviewing weekly.

• Planning for 90 days and then never looking at the plan again.

What 'done right' looks like:

You accomplish more in 90 days than most people do in a year because your focus is razor

sharp.
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Ready to level up? Stage 2 adds annual planning and quarterly rocks.

SOP 1.2: Personal Vision and Mission

Why are you doing this? If you don't have a clear answer, you'll burn out before you scale.

How to implement this:

Step 1: Write your personal vision. Where do you want to be in 5 years? What does your life

look like? Be specific.

Step 2: Define your business mission. What problem does your business exist to solve? For

whom?

Step 3: Align the two. Your business should serve your personal vision, not the other way

around.

Step 4: Revisit annually. Your vision will evolve. That's healthy.

Step 5: Share your mission with your team. People want to work for something meaningful.

Common Mistakes:

• Having a mission that sounds good but means nothing.

• Building a business that traps you instead of frees you.

• Never writing it down.

What 'done right' looks like:

You have a clear reason for building this business that goes beyond money. Decisions are

filtered through your vision.

Ready to level up? Stage 2 formalizes this into company mission, vision, and values.

SOP 1.3: Exit Goal Clarity

Even at $0 to $1M, you should know how this ends. Not because you're quitting, but because it

changes how you build.

How to implement this:

Step 1: Decide: do you want to sell this business, pass it on, or run it forever?

Step 2: If sell: what's the target? A number, a timeline, or a type of buyer?

Step 3: If keep: what role do you want to play in 10 years? CEO? Board member? Semi-retired

owner?
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Step 4: Build accordingly. Businesses built to sell are built differently than lifestyle businesses.

Both are valid.

Step 5: Revisit annually as your life and goals change.

Common Mistakes:

• Building without an end in mind.

• Assuming you'll figure it out later.

• Building a business that can't function without you if you want to sell.

What 'done right' looks like:

You're building with intention. Every decision is informed by where you want to end up.

Ready to level up? Stage 2 adds formal company vision and values.

STAGE 2

$1M to $3M: Formalize the Plan

Your strategic planning needs to involve your team now.

SOP 2.1: Annual Planning Framework

Once a year, step back and plan the full year ahead.

How to implement this:

Step 1: Schedule an annual planning session. Full day. No distractions. Include your key

leaders.

Step 2: Review the past year. What worked? What didn't? What changed?

Step 3: Set 3 to 5 annual goals. Specific, measurable, and tied to revenue, profit, or strategic

milestones.

Step 4: Break each annual goal into quarterly rocks. What needs to happen each quarter to hit

the annual target?

Step 5: Document the plan and share it with the entire team. Alignment requires transparency.

Common Mistakes:

• Planning alone. Involve your team.
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• Setting goals you can't measure.

• Planning and then ignoring the plan. Review quarterly at minimum.

What 'done right' looks like:

Your team is aligned on what the year looks like. Everyone knows the goals and their role in

achieving them.

Ready to level up? Stage 3 adds 3-year roadmapping.

SOP 2.2: Quarterly Rocks

Each quarter, identify the 3 to 5 most important initiatives that will move the annual plan forward.

How to implement this:

Step 1: At the start of each quarter, review annual goals and identify what needs to happen this

quarter.

Step 2: Assign each rock an owner. One person is accountable for each initiative.

Step 3: Define success clearly. What does "done" look like for each rock?

Step 4: Review rocks weekly. Quick status update: on track, at risk, or behind.

Step 5: At quarter end, grade each rock: complete, incomplete, or dropped. Learn from the

results.

Common Mistakes:

• Having too many rocks. 3 to 5 is plenty.

• Rocks that are too vague to measure.

• Not holding people accountable for their rocks.

What 'done right' looks like:

Your company makes meaningful progress every quarter. Priorities are clear and everyone is

rowing in the same direction.

Ready to level up? Stage 3 adds strategic KPI dashboards and advisory board.

SOP 2.3: Company Mission and Values

Your company needs a mission people believe in and values they can live by.

How to implement this:
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Step 1: Write your company mission. One to two sentences. Why does this company exist

beyond making money?

Step 2: Define 3 to 5 core values. Specific behaviors, not generic words.

Step 3: Test them against reality. Do your best people already embody these values?

Step 4: Communicate constantly. Values should come up in meetings, hiring, reviews, and

decisions.

Step 5: Live them yourself. Values start at the top.

Common Mistakes:

• Values that are aspirational instead of real.

• Too many values. 3 to 5 max.

• Not using values in hiring decisions.

What 'done right' looks like:

Your mission and values are clear, communicated, and lived by the team. They guide decisions

when the playbook doesn't have an answer.

Ready to level up? Stage 3 adds long-term roadmapping and advisory board.

STAGE 3

$3M to $5M: Think Bigger

You've proven the model. Now plan for where it goes from here.

SOP 3.1: 3-Year Roadmap

Extend your planning horizon. Where is this company in 3 years?

How to implement this:

Step 1: Define your 3-year vision. Revenue target, team size, market position, product/service

expansion.

Step 2: Work backward. What needs to be true at year 2 to hit year 3? At year 1 to hit year 2?

Step 3: Identify the biggest gaps between where you are and where you want to be.

Step 4: Build an investment plan. What will it cost (in money, people, and time) to get there?
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Step 5: Review and adjust annually. The roadmap should be a living document.

Common Mistakes:

• Making it too rigid. A roadmap, not a contract.

• Not being ambitious enough.

• Planning without input from your team.

What 'done right' looks like:

Everyone knows where the company is headed. Long-term decisions are informed by the

roadmap.

Ready to level up? Stage 4 adds departmental goal alignment and annual retreat frameworks.

SOP 3.2: Strategic KPI Dashboard

A handful of numbers that tell you if your strategy is working.

How to implement this:

Step 1: Identify 5 to 8 strategic KPIs. Revenue growth rate, profit margin, customer retention,

employee satisfaction, market share.

Step 2: Build a dashboard accessible to your leadership team.

Step 3: Set targets for each KPI. Annual and quarterly.

Step 4: Review monthly with your leadership team.

Step 5: Adjust strategy based on what the KPIs tell you.

Common Mistakes:

• Too many KPIs.

• KPIs that nobody reviews.

• Not connecting KPIs to strategy.

What 'done right' looks like:

Your strategic direction is guided by data. Course corrections happen early because you're

watching the right numbers.

Ready to level up? Stage 4 adds full strategic alignment across departments.

SOP 3.3: Advisory Board
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You don't know everything. Build a group of advisors who fill your gaps.

How to implement this:

Step 1: Identify 3 to 5 people with expertise you lack. Finance, operations, industry, marketing,

leadership.

Step 2: Invite them to a quarterly advisory meeting. 2 hours. Come prepared with updates and

questions.

Step 3: Compensate them fairly. Cash, equity, trade, or a combination.

Step 4: Actually listen. Their outside perspective is their greatest value.

Step 5: Rotate advisors as your needs change.

Common Mistakes:

• Picking friends instead of experts.

• Not preparing for meetings.

• Ignoring their advice because you think you know better.

What 'done right' looks like:

You have a trusted group of advisors who challenge your thinking and provide insights you can't

get internally.

Ready to level up? Stage 4 and 5 may formalize this into a board of directors.

STAGE 4

$5M to $10M: Strategic Alignment

Every department should be pulling in the same direction.

SOP 4.1: Departmental Goal Alignment

Your company goals need to cascade into department goals that are connected and measurable.

How to implement this:

Step 1: Set company level goals for the year.

Step 2: Each department translates those into their own quarterly objectives.
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Step 3: Department goals should directly support company goals. If they don't, why do they

exist?

Step 4: Review alignment quarterly. Are departments drifting from the company strategy?

Step 5: Create cross-functional goals where departments need to collaborate.

Common Mistakes:

• Departments setting goals in isolation.

• Not connecting department goals to company goals.

• Having too many goals at every level.

What 'done right' looks like:

Every team knows how their work connects to the company's success. Alignment is visible and

measurable.

Ready to level up? Stage 5 adds long-term strategic planning and board governance.

SOP 4.2: Annual Retreat Framework

Step away from daily operations and think strategically with your leadership team.

How to implement this:

Step 1: Schedule 2 to 3 days off-site annually.

Step 2: Agenda: review past year performance, discuss strategic priorities, identify challenges,

set next year goals, and build team cohesion.

Step 3: Hire a facilitator for the first one. An outside perspective keeps things productive.

Step 4: Capture all decisions, action items, and commitments in writing.

Step 5: Follow up within 2 weeks with a formal plan.

Common Mistakes:

• Making it all work and no team building.

• Not following through on decisions made at the retreat.

• Inviting too many people. Keep it to key leaders.

What 'done right' looks like:

Your leadership team leaves the retreat aligned, energized, and clear on the plan for the year

ahead.
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Ready to level up? This becomes a permanent annual practice.

SOP 4.3: Market Positioning Review

At $5M to $10M, your market position matters. Make sure you're positioned to win.

How to implement this:

Step 1: Analyze your competitive landscape. Who are your competitors? Where do you win?

Where do you lose?

Step 2: Define your unique positioning. What makes you different? Why should customers

choose you?

Step 3: Validate with customers. Do they see you the way you want to be seen?

Step 4: Adjust messaging and strategy based on findings.

Step 5: Review annually. Markets shift. Your positioning should evolve.

Common Mistakes:

• Ignoring competitors.

• Positioning based on what you think instead of what customers think.

• Not revisiting positioning as the market changes.

What 'done right' looks like:

Your market position is clear, defensible, and aligned with how customers perceive you.

Ready to level up? Stage 5 extends this into long-term vision and M and A strategy.

STAGE 5

$10M to $50M+: Legacy Building

At this level, you're not just building a business. You're building something that lasts.

SOP 5.1: 5 to 10 Year Vision

Think big. Where is this company in a decade?

How to implement this:
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Step 1: Define your long-term vision. Revenue, market position, team size, geographic

presence, product portfolio.

Step 2: Identify the mega-trends that will affect your industry. How do you position for them?

Step 3: Build a 5-year investment thesis. Where should capital go to create the most long-term

value?

Step 4: Communicate the vision to the entire company. People want to be part of something big.

Step 5: Review and refresh annually.

Common Mistakes:

• Being too conservative.

• Not communicating the vision widely enough.

• Treating it as fixed instead of evolving.

What 'done right' looks like:

Your company has a compelling long-term vision that attracts talent, customers, and partners.

Ready to level up? This vision guides all major strategic decisions.

SOP 5.2: Board of Directors

Formalize your governance with a board that brings expertise, accountability, and credibility.

How to implement this:

Step 1: Define board composition. What expertise do you need? Industry, finance, operations,

legal?

Step 2: Recruit 3 to 5 board members. Mix of industry experts, functional experts, and

independent voices.

Step 3: Establish board cadence. Quarterly meetings minimum. Annual strategy session.

Step 4: Create board materials. Financial reports, strategic updates, key decisions requiring

input.

Step 5: Value their input. A board that's ignored is a board that disengages.

Common Mistakes:

• Stacking the board with friends.

• Not preparing for board meetings.

• Treating the board as a formality instead of a strategic asset.
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What 'done right' looks like:

Your board provides strategic guidance, accountability, and credibility. Major decisions benefit

from their experience.

Ready to level up? Continue evolving board composition as the company scales.

SOP 5.3: Legacy Planning

What does this business look like when you step back? Build something that outlasts you.

How to implement this:

Step 1: Define your personal end game. When do you want to step back? What role do you

want?

Step 2: Build the leadership team that can run the company without you.

Step 3: Document everything. Your systems, strategies, relationships, and institutional

knowledge.

Step 4: Consider your options: sell, pass to family, ESOP (employee ownership), or bring in a

CEO while you retain ownership.

Step 5: Start planning this 3 to 5 years before you want it to happen. It takes time to execute

well.

Common Mistakes:

• Thinking you'll do this forever.

• Not planning because it feels too far away.

• Building a company that can't exist without you and then trying to exit.

What 'done right' looks like:

Your business is built to last beyond you. The transition, whenever it comes, is smooth, planned,

and on your terms.

Ready to level up? This is the final play. Make it count.



Business On Purpose  |  The Guide to Creating SOPs  |  Page 118

BUSINESS ON PURPOSE

You Have the Playbook.
Now Let's Build It Together.

This playbook shows you what to build. But reading and doing are different
things.

We build the systems, the software, and the team structure to make this real.
So you can scale without burning out and finally get your time back.

Book Your Free Strategy Call

businessonpurpose.com

30 minutes | No pitch, just strategy | Completely free


