
The Challenges You All Face:
• Not enough hours in the day.

• Too many conflicting demands 
pulling us in multiple directions.

• Vulnerability to the loss of a key 
team member.

• Etc.



Could your 
business 
survive 

this?
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Could your 
business 
survive 

this?



You’ve got to BOTH scale 
your company AND reduce 
its reliance on you…

Build a business, 
not a job!
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“The Facts…”
• Sales: $5 million
• Profit: $1mm/year
• 80 hours/week
• “Owner Reliant”



--Tom Santilli

2009: $5 million
2010: $8 million
2011: $12 million
2012: $16 million

2014:

$20 million!





You were 
taught to build an 
owner-reliant job

not to build 
a business!
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“If you 
need 

something 
done 

right…”
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Control!



Want to grow the 
business?

“Do more…”
“Work harder…”
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BUT…
The more you do, 

the more you’ve 
got to keep doing!
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1,000 monkeys = 
System Failure

100 monkeys = Overwhelm

1 monkey = Cute

10 monkeys = Stress



A Better Answer:

Do Less!
(and get your 

business to 
produce more!)
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Scaling Mistake #1:
“Just Hire and 

Hand Off…”
(building on a 1-legged stool)

www.MauiMastermind.com



Te
am

Te
am

Scalable
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Systems
•Reliable processes and 

procedures
•Documented best practices
•Concrete tools to get 

results
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Every system has 
two layers…

1.The Process Layer

2.The Format Layer
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Format Layer:
1. Word doc of process

2. Screen shots “showing”

3. Sample marketing piece

4. Templated document

5. Calendar of project dates

6. Spread sheet

7. Video of computer (Camtasia)

8. Enterprise software
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A simple test to know if 
you got your system’s 
format correct:

Is your team 
USING it!
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Scaling Mistake #2:

Building for 
Control
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Business Controls
Reliable checks and 

balances and 
systems that give 
your BUSINESS

control.
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Three Types of Controls 
1. Visual Checklists and 

Scorecards
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Three Types of Controls 

2. Procedural Controls
Step 1…2…3…

“Expenses under $100…”

Potential hire review 
process…

Price exceptions process…
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Three Types of Controls 

3. Embedded Controls
 Standardized contracts

 Project template

 Automatic “launch sequence” 
for all new clients

 Sales collateral
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Scaling Mistake #3:

Focusing on too 
many things at 

once.
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“It’s not about 
more, 

it’s about 
BETTER!”
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Great Strategic 
Question to 
Start With :

“What’s the single 
biggest limiting factor 

to your business 
growing?”
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Find Your 
Company’s 
Sweet Spot
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Sweet Spot Analysis Tool™

Low 
Hanging 

Fruit

Home 
Runs

The 
Sweet 
Spot
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Scaling Mistake #4:

Allowing your time 
to get swallowed 

up by “D” 
activities
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You’re already 
wasting enough 
time in your 
business to make 
consistent 
progress building 
it better!



It’s not about 
more…

It’s about 
BETTER!



The Time 
Mastery 
Matrix™



Strategy 1:

To upgrade your use 
of time identify 
what you do that 
truly creates 
value…



The Time Value Matrix
Category % of 

Input
% of 
Result

Unit of 
Result

D Time 80% 20% 1x



“D” Activities: The 80% “Mass”
David’s Examples:

• Sorting mail

• Paying and disputing bills

• Low level email

• Creating presentation books

What are 3 of your 
“D” activities?



The Time Value Matrix
Category % of 

Input
% of 
Result

Unit of 
Result

C Time 20% 80% 16x

D Time 80% 20% 1x



“C” Activities: “Leveraged” 20%
David’s Examples:

• Delegating to Alli

• Dictating a letter

• Meeting with multiple people 
versus 1v1 on mid-level 
project

What are 3 of your 
“C” activities?



The Time Value Matrix
Category % of 

Input
% of 
Result

Unit of 
Result

B Time 4% 64% 64x

C Time 20% 80% 16x

D Time 80% 20% 1x



“B” Activities: “Sweet Spot 4%” 
• Writing a sales letter that can be 

used again and again

• Evaluating a JV partner

• Recording a class that we can 
offer again and again

• Giving a sales presentation to a 
large group

What are 3 of your “B” 
activities?



The Time Value Matrix
Category % of 

Input
% of 
Result

Unit of 
Result

A Time 1% 50% 200X

B Time 4% 64% 64x

C Time 20% 80% 16x

D Time 80% 20% 1x



“A” Activities: “Magic 1%” 
• Initiating a key JV relationship

• Setting our business strategy

• Making a management hiring 
decision

• Negotiating a key long term 
contract

What are 3 of your 
“A” activities?



Strategy 2:

To “find” time 
focus first on 
your “D” 
activities…



The 4 “D’s”:
1. Delete
2. Delegate
3. Defer
4.Design out



Strategy 3:

Structure your 
week to 

re-invest your 
“saved” time in A 
and B activities…



Focus Days 
vs

Push Days



Strategy 4:

Work above 
the line…



Working 
“Above the Line”

1. Biz Bottom Line
2. Biz Bottom Line
3. Personal Bottom Line

The Results Rule™



Strategy 5:

Create a 
“Prime Time 
Block” each 
Push Day…



Questions?
David@MauiMastermind.com

TEXT:   “SCALE”
to 
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