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Preface

You can build a better team. You can eliminate the excuses in
your organization. Your company can be consistently more

protable. Your company can fulll on its big potential. You
can have balance in your life.

The problem is your sta are not operating at maximum e-
ciency. Most likely they are solving the wrong problems. This
leads to making decisions that do not support and promote the
consistent growth of your company.

Our Philosophy

When entrepreneurs rst start out the formula for success is
simple: to grow all one needs to do is put in the right processes
and do the right marketing and everything else will sort itself
out. That is why most business owners think adding sales is the
clear and obvious way to grow a business.

Smart entrepreneurs realize that the formula for growth must
change once a business grows beyond three million dollars
in sales or greater than twenty employees. They understand
a more robust framework is needed to continue to succeed.
That framework now must include a leadership team and a
delivery system that can absorb 30-45 percent annual growth
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for the business to continue to prosper. Otherwise, they know
that spending time and money to add sales becomes a waste of
time. Why? If an organization cannot seamlessly onboard and
deliver on its promise to consistently provide excellent service
new customers will leave. It then becomes a very expensive
proposition to keep replacing the ‘same’ customer over and
over again. Worse, it demoralizes the sta when sales plateau.
So, if adding sales is not the answer, then what is?

We studied the approach of very successful CEOs whose com-
panies consistently produced the sales and prots they desired.
By doing so they avoided the “sales plateau trap.” Their solu-
tion: they built a better team who consistently produced predict-
able sales and protability.

We turned what these CEOs did into a best practice that we
call the Predictable Protability System. This system not only
promotes predictable protability, it also mitigates the inher-
ent business risk growth incurs.
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This system is organized around the framework that all busi-
nesses are built upon but it uses them dierently. It consists
of four elements: foundation, leadership, protability, and
growth. Here is a short description of each:

FOUNDATION

This element focuses on strengthening and stabilizing
the platform upon which to consistently grow. Start
here if you are having a churn of sta or clients.

LEADERSHIP

This element focuses on how to deliver the kind of
feedback that improves performance. When culture
(values + why), feedback, and rewards are aligned
to what really matters to the business, consistent
execution results. Start here if you have inconsistent
revenue growth.

PROFIT

This element focuses on how to think in ways that
deliver better decisions and better ideas, all designed
to increase protability. By incorporating a tool we
call a “strategic lens,” sta can more quickly identify
the right problem to solve and develop better solu-
tions. This results in greater eciencies and prots.
Start here if your net prot is too low.

GROWTH

This element focuses on what solution a company
delivers to its customers that will best support pre-
dictable, consistent scalable growth (sales). To fulll
the business’s true potential dene that thing your
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company does best. Start here after all other elements
have been ne-tuned to generate rapid growth.

Our Solution: The Predictable Protability System

The objective of our Predictable Protability System is to build
a better, bigger company. That happens by doing two things.

First, build a better team. This doesn’t mean getting rid of
everyone and starting over. It means getting the existing team
to work together as one unit. This eliminates excuses in a com-
pany and greatly reduces the number of problems or issues
that need the CEO’s immediate attention. In other words,
building a better team creates high quality predictable perfor-
mance which leads to sta engagement (and the natural elimi-
nation of poor performers).

Second, build genius thinking into a company’s DNA. This
new way of thinking allows a company to fulll its potential
by uncovering what it does best and can monetize. It creates
a common strategic lens that sta use to ensure predictable
prots and growth.

How long must you wait for results? Companies in Transi-
tion ($3-$12 million in revenue) typically take nine to twelve
months of implementation to see noticeable changes in the
top and bottom lines. Larger companies will see changes in six
months or less. After that, 25 to 30 percent growth year over
year is achievable.

Our objective is to help build Transition companies into
growth machines that consistently and reliably generate their
growth objectives year over year. Its net protability tends to
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settle around 20 percent. Why is that important? It is the foun-
dation for being bolder. People want to be part of something
exciting, where they can grow their careers. Business owners
want to experience success they can truly be proud of. Clients
want to invest (pay you money) in something that provides
excellent, elegant solutions.

Rosemary Paetow and Bob Sher
Think inStrategy
Carlsbad, CA
April, 2023
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1 
Why Companies Hit  The Barrier

“My business is really poised to take
o…if only the pain of growth would stop

getting in my way.”

Anyone who has succeeded in business knows that point
where the success they enjoyed in the beginning stages of

building a company stops working. Double-digit growth stalls
while personnel issues climb. Silently the CEO thinks, “My
business is good—if only my people were better.” A warning
light that something needs to change has just gone o. The
midsize1 company has hit a growth barrier.

In our individual careers we witnessed this barrier play out
whenever an Emerging Firm attempted to become a Profes-
sionally Managed (PM)2 rm. Pushing through it in our own
company, we discovered what breaks that barrier.

Coauthor Rosemary saw hints of it while working at KPMG,
one of the Big Four international accounting rms. Although
many of KPMG’s clients are large institutions, like banks, they
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also service a number of Emerging Firms. These young com-
panies, less than ve years old and typically under $10 million
in revenue, are on a fast growth trajectory. Interestingly, they
are organized and operate very dierently from the well-estab-
lished businesses typically being audited. As an auditor her job
was to determine if these businesses had it in them to grow
beyond $10 million. While some did, many did not.3 And that
got Rosemary very curious.

She expanded her research to bankers who worked with these
small businesses (lending either working capital or assisting in
asset purchases). They said they preferred to work with any busi-
ness over $10 million as they were a “much safer investment”
(translate that into more stable and reliable). Business valuation
experts recommend anyone wanting to sell their company as an
exit strategy should drive their company value past $10 million
to have any kind of real return on a sale. It seems there is a den-
itive before and after $10 million in revenue relating to success.

While our stories measure success in terms of revenue or prot
growth (it being the industry standard) the business executives
we interviewed said it is the shift in the sta’s perspective that
made the real dierence for them. They said when their sta
aligned to the company why and culture and learned genius
thinking, the company became fun. It is what the CEOs and
leaders we interviewed for this book are most proud of: their
people and the environment which was created as a result of this
work. That is the kind of success we wrote this book to inspire.

Rosemary has had the privilege of working at and with some of
the nest rms4 San Diego has to oer. When she asked them
about their growth experience, they admitted that their com-
panies got stuck—and that breaking $10 million was the key to
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real business achievement. They confessed that they struggled
with letting go of the day-to-day decision-making and with
nding the best sta and keeping themmotivated. When asked
what the problem was, in hindsight, they blamed their revenue
model for inconsistently producing sales. They noticed that the
compulsion to add sales seemed to lead to some unintended
consequences besides just a loss of protability. In digging
deeper what got them through has been incorporated into our
new system of thinking.

Coauthor Bob discovered the same issues, and unintended con-
sequences, at the organizations he supported.5 There he saw
division leaders and their strategic partners struggle with pro-
ducing consistent, reliable results until they shifted their think-
ing. It started with increasing clarity and alignment for the
teams. Then they could change from a production to a perfor-
mance mentality. Once all that was in place the leader could
tackle solving the right problems.

Together Rosemary and Bob have synthesized those
unintended consequences into four easy-to-understand blun-
ders and have created three tools to eliminate them and
increase the odds of becoming a better, bigger, bolder leader
and company.

Stories Of Midsize Company CEOs Who Got Better,
Bigger, Bolder

In this book we focus on midsize company CEOs and their
leadership teams who gured out how to be better, bigger, and
bolder. While you could learn all this on your own, the stories
and tools we will share can help you to avoid the common pit-
falls (blunders) at this stage—or manage them faster if you are
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already there. You can save time, money, and frustration by
using others’ mistakes to turn your results around.

These stories apply to any leader who has financial
responsibility for revenue or profit production, regardless
of whether they are the business owner or not. As busi-
ness researchers we recognize that while large companies
have more complex decision-making events, they still used
these tools for better decision-making. Becoming better,
bigger, and bolder works for anyone who leads. It is based
on how aligned the leader is to their business framework.

Meet Chen

A client introduced us to Chen, who wanted to break the $10
million growth barrier. Chen had taken his idea of a “smart-
energy building” from nothing to a $4 million division within
a well-known construction company. And yet, even with all
his success, Chen was still struggling with the other division
managers who would not listen to his suggestions to grow the
entire organization. Chen’s ideas for change were solid but he
couldn’t gain traction. He hadn’t cracked the barrier, so he
had not proven himself in their eyes. He was stuck.

He called us in to help him get unstuck. We told him it
could be done, and it would require time and eort—Chen
needed to change his belief that he had to solve all the prob-
lems (one of our four blunders). He also recognized that he
and his management team needed to level up. Worse, their
accounting and customer service systems were outdated and
could not accommodate the kind of growth Chen wanted.
He needed new software, better decision-makers and he
needed to remove himself from the day-to-day operations,
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all while absorbing rapid growth. A tall order in a short
timeframe.

There were some tough learning curves like creating a strate-
gic lens for the team and changing his leadership element. In
two years, revenue increased 2.5X and his entire existing team
had leveled up. Best of all, Chen had proven he was an execu-
tive worthy of esteem.

Meet Diego

Diego, a new general manager, got a call from Brad, a VP at
the corporate oce, telling him, “We have a problem. If you
don’t increase your prots by at least 20 percent, you’re out.
I’m here to help if you need anything.”

That’s when Diego called us and said, “corporate gave me
a mountain to climb. I’ve got the biggest budget I have ever
managed, my prots are tanking, and I inherited a hostile cul-
ture of backstabbing and mistrust. Where do I start?”

Diego is the type of guy they make movies about. He was a
troubled kid, running with gangs in high school, who joined
the U.S. Navy to stay out of jail. After the Navy he found a job
as an eight-dollar-per-hour laborer and worked his way up the
ranks to become the general manager.

Where to start? Diego needed to change his mindset from an
employee to a leader, build trust with a management team that
does not trust any form of management, and produce predict-
able protability. A big mountain to climb.

We started with addressing his leadership to build trust. We
then helped align the team to a performance mindset, to drive
protability.
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At the end of the year, Diego handed us his nancials pointing
to the bottom line. There was a 40 percent growth in prof-
its—twice as much as Diego had envisioned. “But that’s not
the real victory,” he said. “What really matters is my executive
team grew into a better, cohesive team.” The following year
their revenue grew 160 percent.

This book will help you to recognize what gets you stuck (the
barrier to better, bigger, bolder). You’ll then learn how to get
unstuck (the tools to better and bigger). And nally, we'll show
you how to really accelerate using key concepts to change your
game to bolder.

The Barrier Is Transition

Transition is dened as the process or a period of changing from
one state or condition to another. We are introducing a new con-
cept, the capitalized word Transition, that is the barrier to success.6

Transition with a capital T is a business phase in which an
essential aspect of your framework needs to change and how
you, as leader, think about how the business needs to change.
The way you originally designed your business may now be
up in the air. Even how you thought you would get there may
be o the table. A leader can get stuck because what used to
work, and should work, no longer does in this phase. To con-
quer Transition we will show you the red ags and the tools to
change your perspective and your outcomes.

Two Kinds Of Transition

In our research, we have found a business will experience two
types of Transitions. The rst type happens when a company
moves from an emerging rm to a professionally managed
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rm. If your revenue is between $3 million and $10 million
your company is in Transition whether it seems like it or not.
The rst Transition is the hardest one to deal with because you
haven’t the experience yet to manage the paradoxes and noise.

Transition has you straddling the fence between an emerging
rm and a professionally managed rm. You are no longer
a solo practitioner with one or two sta, making all the key
decisions. Yet, without a full management team, there are
not enough sta to delegate tasks. Nor is there enough money
to throw at the problems. Your time and attention are being
pulled into solving multiple issues simultaneously.

This is the backdrop for Transition, being resource-starved in
one, two, or all three critical areas of a business: sta, clients,
and cash ow. This resource deprivation aects where one’s
focus goes and which problems are resolved, often dragging
out the recovery process.

The second type of Transition occurs when a rm’s revenue
model (we call it the growth element) needs to change due an
external economic factor. This impacts not only how the com-
pany makes money but also the new decisions it must now
embrace to do so. So the growth element and the leadership
element need to be upgraded. Usually, a company facing its
second transition is well above $10 million in revenue.

In both cases the leadership body (not just the CEO) must
newly dene how they will manage and think.

The rst Transition starts slowly—akin to a frog being heated
in a pot of water—and causes all sorts of troubles. Sta just
aren’t humming along like they used to—productivity and
therefore, protability starts to suer. The quality of output
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tanks. The harder you push for results the worse it seems to
get. You may begin to experience sta burnout leading to
greater sta turnover. And so you push even harder for more
production to drive down costs while you try to gure out
how to drive your revenue up (solving the wrong problem).

Now you have a cash ow crisis.

How to break the transition barrier
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The red ags indicating you are in Transition:

● Plateaued sales

● Metrics are not being met

● Your competitors are outstripping you

● Your passion is waning

● Lack of resources

● The four blunders (see below)

To alleviate these unwanted disruptions and getting stuck in a
Groundhog Day drama, there are three essential tools we believe
will help:

1. A system that increases the value of your rm not just
the size

2. A method to promote productivity and protability

3. A way of thinking and problem solving that sets your
company apart—a new focus

Transition changes what the leader should focus on.Without hav-
ing this awareness, most leaders in Transition typically fall prey to
four blunders. These blunders chew up valuable resources, time,
money, sta. Embedded in this is knowing the right problem to
solve. Albert Einstein once suggested that the thinking that caused
the ‘problem’ will not get you out of the problem. He suggested
that new thinking, which encourages problems to be viewed dif-
ferently, allows for brilliant solutions to emerge.

These Four Blunders Can Be Fatal

These blunders cause executives to stay stuck. Based on inter-
views with hundreds of business owners and division leaders,
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we identied four common blunders when their company tran-
sitioned from an emerging rm to a professionally managed
rm. They said it delayed their growth because they focused
on tactics (doing) rather than managing the big picture.

The blunders:

Blunder One: Thinking That Any Sale Is A Good Sale 
Not all revenue is good revenue. Increasing revenue does not
necessarily put more money in your bank account. It does,
however, increase the potential for dissatised customers.
Adding predictable, protable revenue is needed to break the
barrier.

Blunder Two: Settling For Who Is Available When
Hiring If you want a better, bigger, bolder business, you
need sta willing to go the extra mile. While it may seem
like you are hunting unicorns, what it really means is nding
people aligned with your business framework. Clearly den-
ing the framework and providing on-the-job training will
support your leadership team when navigating through this
barrier.

Blunder Three: Managing The Urgent Rather Than
The Important In business it has been said the tyranny of
the urgent usually takes precedence over what is important.
This results in executives working in the business rather than
on the business. Success is hard to achieve if the focus is only
on the next problem. Transition creates this trap by changing
the focus of the CEO from big picture (strategy) to solving the
day-to-day (tactics). A change in thinking—genius thinking—
is needed.
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Blunder Four: Over-relying On The Boss To Solve
All Business Problems Too often in the emerging stage a
CEO falls prey to becoming the chief problem-solver because
the problems seem to have multiplied. This is not a sustainable
construct. A better, bigger, bolder business has many leaders
who can solve the myriad of problems that arise consistently.
When the CEO shifts from the chief problem-solver to the
chief strategy designer, they develop and train sta to use a
strategic lens that eliminates this blunder.

In Transition you might think more sales is the answer
(blunder one) and you may nd yourself settling for who is
available when hiring (blunder two). As a result, you are now
spending more of your time putting out res than focusing on
running the business (blunder three). Your reaction may be
to jump back into the fray (blunder four) and put your rain-
maker cape on in the hopes of generating more sales instead
of addressing the issues that caused your sales to atline in
the rst place. One major decision, leading to four cascad-
ing issues, all result in frustration and self-doubt—a loss of
boldness.

The frustration and damage of Transition is expensive.

There Is No Secret Escape Hatch

Few people understand the unique pressures an executive
faces in Transition. All of which can drain the leader of energy,
clarity, and condence. This time can feel like the land of the
lacks: the lack of customers, time, money, and sta to execute.
And yet it is also a highly creative time. An opportunity to do
something new.
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Every business owner who has taken their rm to the profes-
sionally managed stage has said it was worth the pain and their
life is so much better now.

To become better, bigger, bolder you need new tools, new
thinking.

Key Takeaways:

1. Transition is hard. A change in leading, thinking and
nding solutions is needed. It often requires solving two
opposing problems (a paradox) simultaneously.

2. The four blunders exacerbate and distract from the
real problem the company is experiencing.

3. The red ags of Transition are:

● Plateaued sales

● Metrics are not being met

● Your competitors are outstripping you

● Your passion is waning

● Lack of resources

● The four blunders


