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Chapter 1

Breakthrough or Breakdown —
What Growth Reveals About
Your Business

Growth is a spotlight. It doesn't hide your weaknesses—it magnifies

them.

When your business is small, grit and hustle can mask a lot of broken
systems. But as soon as you start scaling—more clients, more team,

more deliverables—what worked before stops working. Fast.

You start leaking leads, missing deadlines, and burning out your best
people. Not because your service or product is bad—but because your

systems were never built to support scale.

That's when you hit the tipping point. Some businesses break through.
Others break down.

The difference isn't talent. It's infrastructure.
Every leader eventually has to make a choice:

« Keep solving problems with time, energy, and people (until you
burn out)
« Or build systems that solve problems without you

If you want a breakthrough, structure must come before scale. And it

starts with the way you think—not just the way you operate.
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Because the longer you delay building systems, the more fragile your
success becomes. But when you lead with clarity—and design your
service or product to scale—you unlock margin, momentum, and

freedom.

This chapter is your permission slip to stop overfunctioning—and start
building something that runs without breaking the people inside it.
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Chapter 2

From Control to Clarity — The
Shift Every Leader Must Make

"You must learn to let go. Release the stress. You were

never in control anyway."

— Steve Maraboli

Control feels like power. For most leaders, it's how you built
everything—by being the decision-maker, the closer, the fixer, the one
who could "just get it done."

But as your business grows, the very thing that made you successful
starts working against you.

I learned this firsthand. I was leading a large organization with over
3,000 people—and each year, we'd launch around 10,000 unique
products. Each team member marketed their products in their own way.
No brand consistency. No structure. Just chaos.

And this was before Canva or any of the slick, easy design tools we have
now.

So I built a system. Every new product got routed to a virtual assistant
who designed the marketing materials using a clean, on-brand template.
That file was then delivered to the team member—ready to go.

Simple. Standardized. Scalable.

It took a mess and turned it into momentum. Morale improved.
Productivity went up. And most importantly, the team stopped
depending on me for every decision.

Because when everything depends on you, nothing scales. You become
the ceiling of your company's potential.

When everything depends on you, nothing scales. You become
the ceiling of your company's potential.
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And here's the catch: most leaders don't let go out of arrogance. They
hold on out of fear. Fear that it won't be done right. Fear that things
will fall apart. Fear that without control, value disappears.

But the truth is, clarity creates more control than micromanagement

ever could.

« Clarity of roles.
« Clarity of systems.

« Clarity of outcomes.

When your team knows the vision, the playbook, and the metrics—
they don't need to wait for your approval. They execute. They solve.
They lead.

And when you design your business to function without you in every
room, you gain real power: the power to think, lead, grow, and
breathe.

This chapter is your challenge: let go of the illusion of control—and

step into the clarity that makes scale possible.
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Chapter 3

The Business Can't Breathe Until
You Do

"You can't save others if you're suffocating yourself.

Leadership starts with oxygen."

Before every flight, the flight attendant gives the same instruction: if

the oxygen masks drop, secure your own before helping others.
It's a powerful metaphor—and one most business owners ignore.

leaders often believe their job is to keep everyone else going. To lead
from the front. To be the first one in, the last one out, and the one

everyone turns to when the wheels start shaking.

But here's the truth: If you can't breathe, your business can't
either.

As a leader, your time, energy, and clarity are the oxygen of the
company. And yet, most leaders are operating with empty lungs—

constantly reacting, constantly solving, constantly exhausted.

A Personal Turning Point

I've always put my sons first. My world revolves around them—not out
of duty, but out of deep, unwavering love.

I moved from the East Coast to the Midwest to try and save a bad
marriage. I built a big house because it felt like the right thing to do for
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the family. I did what was best for everyone else, especially my boys—
not necessarily what was best for me.

And while that may sound noble—it left me depleted. I had nothing
left to give myself. And eventually, I had nothing real to give anyone

else either.

Then I hit a point where everything started slipping. Personally.
Emotionally. Spiritually. And that's when a quote hit me like a punch
to the chest:

"When you're on the side of the majority, it's time to pause

and reflect."

— Mark Twain

I realized I had followed every rule people told me to follow. Put
everyone first. Be the rock. Be the provider. But it was killing me

inside.

So I made a decision. I started putting the mask on myself first. Not
because I stopped loving my boys—but because they deserve a dad

who leads from overflow, not exhaustion.

And that shift didn't just change me. It changed the way I build
companies. The way I lead.

Because the silent cost of burnout isn't just personal. It's
organizational. When you're tired, the business fogs. The team

hesitates. The momentum slows.

Put your mask on first.

Then build something that breathes without you holding it up
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Chapter 4

The Pain You're Not Facing Is
Already Costing You

In The Obstacle Is the Way, Ryan Holiday reminds us that adversity
isn't the problem—it's the path.

Right now, one of the biggest obstacles in your business might not be
competition, cash flow, or capacity. It might be something quieter.

Something you haven't been willing to face.
Disengagement.

According to recent research, nearly 60% of employees are "quietly
quitting."
« They're showing up—but they're not bought in.

« They're doing just enough to keep the paycheck—not enough to
move the mission.

And here's the hard truth: Most leaders don't realize it...

because they haven't been paying attention.

If your people aren't aligned, nothing else matters. You can install
every automation tool, upgrade your CRM, hire consultants—but if

your team doesn't care, the systems won't stick.

+ You can't outsource engagement.
+ You can't automate culture.

+ You have to lead it.
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This is the part most leaders skip.

They jump straight to "solutions" before diagnosing the real disease:

disconnection.

Your Gut Check

« Do your people know where the company is going?
« Do they believe they play a vital role in it?

« Can they recite the vision better than you?
If the answer is no, your first job isn't scaling. It's aligning.
Start there.

Because the obstacle—your team's disengagement—is the way.
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Chapter 5

Al Won't Replace Your People—
Unless You Fail to Lead Them

Before we talk about tools or automation, here's what most leaders

miss:
You can't automate your way out of misalignment.

If you want Al to work for your business, you have to lead your team

into the process—not around it.

Bring your people in early. Share the vision. Make them feel like

contributors, not casualties.
Start by saying something like:
"This isn't about cutting roles—it's about helping you

graduate from the repetitive stuff into the high-leverage

work only humans can do. If we build systems together,

we all get to grow together.”

Then show them what's possible when automation is used to elevate—

not eliminate. Here are three ways to do that in the real world:



Seale with Heart

1. One-Time Bonus for a Workflow Win

Scenario:

An admin automates lead follow-up, which used to take 5
minutes per lead. At 10-12 leads per day, that's roughly 5 hours

saved per week.

Bonus Formula: (Estimated hours saved/week = hourly
wage) =® 4 = monthly savings - bonus = 50% of first-

month wvalue
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2, Company-Wide Bonus Pool for
Hitting Automation Goals

Scenario:

Company identifies 4—5 high-leverage metrics (e.g. time-to- quote,

weekly task volume, error rates). A bonus pool is created.

If goals are hit, the pool is distributed across the team based

on participation or role

Evervone knows the numbers. Everyone wins when the

system does.
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3. Gainshare for Operational Efficiency

Scenario:

An ops team automates scheduling + invoicing,.

Results:

*
12 hours/week saved across 3 roles

Error rate drops 50%

Customer response time improves by 2 days

Bonus Formula: (Team time saved/month = avg. hourly

wage) value — bonus ¥ of =avings shared

Automation doesn't replace your people. It rewards them for

helping build the system that scales.
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Chapter 6

You Don't Rise to the Level of
Your Goals—You Fall to the Level
of Your Systems

If your goals feel heavy, it's not because they're too big—it's because

your systems are too weak.
Big visions don't need more hustle. They need more structure.

Here's how to start building that:

The Simple System Blueprint

Every system can be broken into three parts: Trigger — Action —
Outcome

+ Trigger: What starts the process?

+ Action: What gets done, by who, using what tool?

+ Outcome: What does "done” look like?

Example:
* Trigger: New lead fills out website form
* Action: Send auto-response + assign sales task

* Outcome: Lead is contacted within 10 minutes
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Fix What You Touch Too Much

Don't try to systemize your whole business overnight. Start with one
thing that annoys you. One thing you do manually. One thing your

team always asks you about.
Fix that first.

That win will build momentum. And momentum compounds faster

than perfection ever will.
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Chapter 7

Scale Isn't a Headcount—It's a
System Working Without You

Don't add people to broken processes. Add clarity to systems
that scale people.

Most leaders think more volume means more hiring. But if your system

is broken, more people just means more chaos.

Scaling isn't about how many people you have. It's about how well your

systems work—especially when you're not in the room.

Early stages rely on hustle. But to scale profitably, you need systems

that give your team structure, autonomy, and visibility.

Stop thinking about scaling with bodies. Start thinking about

scaling with blueprints.

A System That Works Without You:

« Has clear inputs, outputs, and expectations
« Is documented, repeatable, and trainable
« Lets people operate at 80%—without asking you every 10%

You don't need another assistant if your follow-up sequence runs

automatically.

You don't need a project manager if your CRM triggers tasks and

milestones.
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You don't need another operator if your dashboards show what's
working in real time.

When systems are clear, your team feels empowered—not
micromanaged.

They know the goal. They trust the process. They own the outcome.
So next time you feel the urge to hire, pause. Ask yourself:

« Is the system working?
« Can a tool do this?

« Does this need a person—or a process?

Scale isn't a headcount. It's a system that works—with or
without you.



Seale with Heart

Chapter 8

Proof Isn't Just for Customers—
It's for Your Team Too

Belief doesn't scale on words—it scales on proof.

We often think of testimonials as a marketing tactic. And yes—external

proof is powerful. But here's what most leaders miss:
Your team needs proof too.

« Proof that the system works.
« Proof that the goal is possible.

« Proof that their time and effort matter.
Belief is what moves people. And belief is built through results.

When a team member sees a peer win by following the process,

something unlocks. "If they can do it, maybe I can too."

That's how momentum spreads. That's how systems stick. That's how

buy-in becomes behavior.

Start Documenting the Wins:

+ Customer hits a milestone? Share it.
+ Employee runs a play and it works? Spotlight it.

+ System saves time? Track it.
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The more proof you create, the more belief compounds. The more
belief compounds, the more aligned your people become. And the

more aligned your people are, the faster your systems scale.

Proof isn't just validation. It's fuel.
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Chapter 9

Dashboards Over Drama

If you don't know your numbers, you don't know your

business.

Most business owners make decisions based on gut or guesswork—and
then wonder why their team is confused, performance is inconsistent,

or drama keeps showing up.

You don't need more meetings. You need more visibility.

Dashboards Fix What Status Updates
Can't

They:

« Give your people a real-time snapshot of what matters most
« Replace micromanagement with accountability

« Create clarity without chaos

Track:

+ Leading indicators (Are we doing the things that drive
results?)

+ Lagging indicators (Did those things actually work?)

+ Capacity and friction (Where are we blocked?)
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No bloated KPI spreadsheets. No check-ins for the sake of checking in.
Just clear, consistent scoreboards that let people own their lane.

When your team sees their numbers, they don't need reminders. When
you see the trends, you don't need drama.

Build a simple, visual dashboard. Update it weekly. Share it openly. Let

everyone know what winning looks like.

Because when the scoreboard is clear, the drama
disappears.
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Chapter 10

Strategy Is Sexy—Execution Pays
the Bills

"Everyone has a plan until they get punched in the face."
— Mike Tyson

Vision gets the applause. Execution earns the revenue.

Most leaders are great at casting vision. What separates the ones who
win is they build systems that execute even when the mood fades.

Because most people don't need another idea. They need a playbook

they'll actually follow.

Here's What Execution Looks Like:

« Daily scorecards
« Weekly dashboards
« Monthly pulse reviews

« Simple, automated reports

Execution isn't a motivational wave. It's an operational
rhythm.

Want Consistency?

+ Show up when it's not exciting
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Do the repeatable stuff that builds scale

*
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« Track performance and hold the standard—every single week

Build the rhythm. Repeat the plays. Refine what works. Replace what

doesn't.

The vision gets people in the room. But execution is what keeps the

lights on.

Because strategy is sexy. But execution pays the bills.
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Chapter 11

Grow the People, Grow the
Business

"Take care of your people—and they'll take care of your
business."

— Richard Branson
You can't build a scalable company on burned-out people.

You can't build long-term trust with short-term leadership.

If you want your business to grow, your people have to grow
with it.
That means:

« Giving them a clear path forward

« Creating space to develop new skills

« Tying their growth to the company's mission and outcomes
Too often, leaders focus on recruiting talent—but they ignore retaining
it.
Retention isn't about ping-pong tables and perks. It's about

purpose.

When someone sees that their role is evolving, their value is growing,
and their contributions matter, they stay. And more importantly—they

perform.
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You don't need to be a great motivator. You need to be a great
developer.

That means coaching, not controlling. It means systems that train and
elevate, not ones that track and restrict.

Your job as a leader isn't to make all the decisions. It's to
build the environment where smart people can make great

decisions without you.
So if you want to scale, look around. Ask yourself:

« Who on my team is ready for more?
« Where have I failed to show the next step?

« What structure could I build to help them grow?

Because when you grow the people—you grow the business.
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Chapter 12

Systems Don't Squeeze—They
Support

"Structure isn't the enemy of creativity—it's the foundation
of freedom."

— Kevin M. Leonard

If you think systems are about control, you've already missed the

point.

The right system doesn't restrict your people. It releases

them.

When a team doesn't know what to do, who owns what, or where to go
next, they don't get creative—they shut down. They hesitate. They play
it safe. They burn out.

Systems Don't Squeeze People—They
Support Them

They:

+ Remove decision fatigue
+ Create confidence

+ Allow your people to focus on what actually moves the needle
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Start with one area: onboarding, follow-up, reporting—anywhere your

team hesitates.
Ask:

« What's the friction here?
« What question keeps getting asked?
« What could we solve once and for all?

Then build the process. Make it visual. Make it repeatable. Make it

work without your daily input.

Because systems don't squeeze your people. They support
them. They give them space to rise—and clarity to run.
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Chapter 13

Don't Run Your Business—
Design It

"Your business doesn't need you in every room. It needs

you to build the rooms."

— KML

Most leaders wear too many hats. They operate, they manage, they
solve, they rescue. They run the business—until the business runs

them.
But real leadership is about design, not dependency.

Your job isn't to hold the whole thing together. Your job is to build a
system that holds without you.

You're not the engine. You're the architect.
The moment that shift happens, everything changes:

« You stop asking, "How do I get it all done?"

« You start asking, "How do I build a system that gets it done
without me?"

That's how true scale begins.
So here's your challenge:

+ Where are you still too involved?

+ What would it take to remove yourself?
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« What would need to be true for someone else to thrive there?
Because you weren't meant to run your business forever.

You were meant to design it—so it could run, grow, and

scale... with or without you.
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Chapter 14
Scale Without Selling Your Soul

"Success without fulfillment is the ultimate failure."

— Tony Robbins
Let's be honest: building a business is hard.

But losing yourself while building it? That's worse.

There's a dangerous moment in scale when the numbers look good,
the team is growing, and everything seems to be "working"—but

something inside feels off.

. You're making progress... but not peace.
« You're achieving more... but enjoying less.

« You're scaling fast... but drifting far.

This chapter is your checkpoint.

Scaling Without Selling Your Soul
Means:
« You still see your family.

« You still wake up with energy.

« You're building a company that matches your values—not just
your revenue targets.

That doesn't mean it's easy. It means it's intentional.
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It means you stop copying playbooks that don't fit your life.
It means you stop chasing goals that were never yours to begin with.

It means you build a business that feels like you.

Ask Yourself:

« Would the younger version of you respect the way you lead now?

« Would your kids want to inherit the culture you've created?

If the answer isn't yes—make the change now.

Because the goal isn't just to scale. It's to scale without selling your

soul.
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Chapter 15

Legacy: Dream It. Design It. Do
It.

"Legacy is not leaving something for people. It's leaving
something in people.”

— Peter Strople

Legacy isn't just what you leave behind. It's what you build into
everything you touch.

« It's in the systems that still run when you're not around.
« It's in the leaders you developed who now lead others.
« It's in the values your company lives—not the ones just written on

the wall.

You don't just dream legacy. You design it. You build it. You
live it.

So here's the challenge:

« What parts of your business would outlast you today?
« What would fall apart the moment you stepped away?
« What could you do right now to design something that serves your

family, your team, and your purpose—long after you're gone?

Because legacy isn't about being remembered. It's about building

something worth continuing.

Dream it. Design it. Do it.
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About the Author

Kevin M. Leonard is a builder, operator, and visionary behind more
than $1 billion in revenue growth across real estate, mortgage, title,
insurance, and home services. A self-taught entrepreneur who
attended four universities and finished with a two-year degree, Kevin
built his first company from scratch and now leads high-performance

organizations.

Kevin's approach—Human-First, Al-Forward—is designed to help
business owners unlock freedom and profitability through systemized

growth and people-powered leadership.

But above all, Kevin is a proud father. His sons, Parker and Beau, are
his daily inspiration and the reason he leads with purpose, builds with

discipline, and stays committed to legacy over ego.
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Why I Wrote This Book

"When you are on the side of the majority, it's time to pause and
reflect." —Mark Twain

That line has guided me through some of the biggest inflection points in
my life. Because in business and in life, most people are
sprinting—without questioning whether they're running in the right

direction.

This book is about stepping back long enough to get clarity. Clarity on
your business. Your mindset. Your priorities. Clarity on what kind of life

you're building—and who you're building it for.

Al automation is no longer optional. It's already reshaping the

workforce, the way we lead, and the expectations inside every business.
I believe there are three types of people in today's working world:

1. Those who become super users of Al and automation
2. Those who are testing and learning—figuring it out as they go
3. And those who are ignoring it entirely—and will eventually be

eliminated from the job market

This book isn't about replacing people—it's about preparing them.

I wrote this book for the business owner who's tired of chaos. For the

leader who's ready to stop reacting and start designing.

Most of all, I wrote it for my sons, Parker and Beau—so they grow up

seeing that you can be driven and still be present.

My wish for you, reading this book, is to take a pause and reflect—then
wisely take action.
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Workbook & Bonus Resources

The following resources are designed to be downloaded and used as
practical applications of the book. Use these frameworks and
exercises with your team to simplify execution, scale smarter, and

stay human-first as you go Al-forward.

1. Structure Blueprint Template

Use this to document and delegate any repeatable workflow:

+ Trigger — What starts the task?
+ Action — Who does it, with what tool?

+ Outcome — What does done look like?

Example:

* Trigger: Lead submitted via website
* Action: Auto-text sent + CRM task assigned to rep

* Qutcome: Lead contacted within 10 minutes
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2. Team Alignment Questions

Ask your team to reflect on these prompts before introducing

automation:

e Where do you feel the most friction or wasted time?
e What tasks feel repetitive and uncreative
e What would free you up to focus on work that

matters?

Bonus Tip: Explain that automation isn't about replacement—it's
about removing the grind so they can grow.
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3. Compensation Bonus Logic Formulas

Use these plug-and-play models to reward workflow improvements:

One-Time Bonus Formula:
(Hours saved/week * hourly wage) = 4 = monthly

savings — Bonus = 50% of wvalue

Team Efficiency Bonus Pool:
Fool funded by hitting 4-5% key metrics — distributed

across team based on role/performance

Revenue Impact Bonus:
Leads recovered = avg. profit per lead = 10-20% =

bonus pocl
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4. Al Literacy Checklist

Before launching Al tools:

Show what the Al can and can't do
Explain the "why" behind the automation
Assign an Al ambassador internally
Start with low-risk, high-frequency tasks

LI L

Share wins and results early

5. Fast Start Challenge

Launch 1 automation in the next 7 days:

1. Pick a process your team touches daily
2. Use the Blueprint Template to break it down
3. Automate using tools like Zapier, GoHighLevel, or Make

4. Track time saved and share with the team

For updated templates, calculators, and walk-through videos:
Visit ScaleWithHeart.com/workbook
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BONUS TOOLKIT: Top 5 Easy
Automations to Launch This
Month

These automation examples are low-lift, high-impact—and apply
directly to your existing team roles. Each one includes a suggested
tool, real use case, estimated time saved, and an optional bonus

structure.

1. For Admins

Automation: Lead Follow-Up Sequence
Tool: GoHighLevel or Zapier + Gmail

What It Does: Sends a personalized text/email when a new lead

comes in + assigns a task in your CRM.
Time Saved: ~5 hours/week

Impact: Faster lead response, fewer missed follow-ups, more

closed deals.
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Bonus Formula: (Estimated hours saved/week = hourly
wage) = 4 = monthly savings — bonus = 50% of first-

month wvalue
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2, For Sales

Automation: Appointment Reminders
Tool: GoHighLevel or Calendly + SMS/email integration

What It Does: Sends auto reminders 24 hrs and 1 hr before

meetings.
Time Saved: 3-5 hours/week

Impact: Cuts no-shows, increases show-up

rate, boosts conversions.

Bonus Idea: If show-up rate improves 20% over last quarter,

$200 bonus.
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3. For Ops or Service Teams

Automation: Customer Onhboarding Sequence
Tool: Zapier or GoHighLevel + Gmail + Google Sheets

What It Does: Sends welcome email, assigns onboarding tasks,

and logs in shared tracker.
Time Saved: 4-6 hours/week

Impact: Seamless experience, no dropped handoffs, faster time

to value.

Bonus Formula: (Clients onboarded/month = time
saved/client » hourly wage) = total wvalue — bonus =

50% of first-month =avings
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4. For Leadership

Automation: Weekly KPI Scorecard
Tool: Airtable or Google Sheets + Zapier or Databox

‘What It Does: Pulls metrics + emails dashboard to team every
Monday.

Time Saved: 3—4 hours/week

Impact: Alignment, better decisions, no "Where are we at?"

CONVOS.

Bonus Idea: If team hits 3 lead KPIs for 6 weeks straight —
$200/team lead bonus.
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5. For Everyone

Automation: Missed Call — Auto Text
Tool: GoHighLevel or Twilio + CRM

What It Does: Sends auto text when call is missed, offers callback
or text reply.

Time Saved: 2+ hours/week + recovers lost leads

Impact: Captures opportunities you would've lost, increases
booked calls.

Bonus Formula: (Estimated leads recovered/month =
avg. profit per lead) = 10-20% = one=-time

implementaticon bonus
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Additional Worksheets &

Templates

Quarterly Systems Audit Worksheet

Review every 9o days:

System What's Working What Needs Fixing

Questions to Ask:

« What systems worked flawlessly?
« What broke, got skipped, or required manual fixes?

« What new process can we automate or simplify?
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Vision Transfer Template

Use this prompt to clarify the mission and drive buy-in:

1. What does our business look like 1 year from now?
2. Why does this matter—for the customer and the team?

3. What's each person's role in making that vision real?

Stop, Start, Automate Grid

Ask your team to contribute ideas in each column:

STOP START AUTOMATE
Tasks we should Tasks we should Tasks we repeat and could
eliminate begin doing systematize

Role Clarity Map

For each department or role, define:

1. Three most critical outcomes
2. Who owns each outcome (by role)

3. What tools/systems support them
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Culture Check-In Exercise

After automation rollouts, ask:

1. How does this system support your work?

2. Has it reduced friction or created new confusion?

3. What's one thing you'd improve next?
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Recommended Tools for
Human-First, AI-Forward

Automation

Throughout this workbook and the accompanying playbooks, we
reference a set of powerful tools designed to streamline operations and

enhance automation:

GoHighLevel — Your all-in-one CRM, automation engine, and
messaging platform. Think of it as mission control for customer

communication.

Zapier — Automates tasks by connecting your favorite apps. Perfect

for building simple, no-code workflows across platforms.

Make (formerly Integromat) — For more complex automation

scenarios where you need deep customization and control.

Calendly - Handles appointment scheduling with ease. Sends

automated reminders, so no one misses a meeting.

Gmail - Used to trigger emails and create smart response sequences.

Reliable and integrated with nearly everything.

Google Sheets — Ideal for building live KPI dashboards, team
checklists, and custom reports.

Airtable — Combines the power of a spreadsheet and a database.

Great for tracking CRM activities and managing projects.
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Databox — Visualizes performance data. Dashboards that help you
track progress at a glance.

Twilio — Powers text messaging and phone call automation. Perfect

for outreach and follow-up workflows.

These tools form the backbone of your automation stack. You don't
need to master them all at once—just know they're here to support

your growth, one system at a time.

For updated resources and downloads, visit:
ScaleWithHeart.com/tools
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