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CASE STUDY: From Overworked Operator to Strategic
CEO

The Situation:

When Patrick, the owner of Patrick Rice Co., began coaching with Dr. Traci,
he was making $35,000 MRR and by all measures was “doing well.” yet he
felt trapped inside a business he couldn’t step away from. His employees
didn't know what to do, how to do it, or when to do it. Every decision relied
on him. Every question came back to him.

He said it plainly.
“I can’t date. | can’t travel. No one can do anything without me.”

He wasn'’t lacking dedication, he was lacking systems, clarity, and trained
leaders who could actually run the operation.

The Mission:
e Create acompany that could run without Patrick being involved in
every task.
e Build ateam that could think, plan, and execute.
e Implement systems that will give Patrick margin, not burnout.
e Elevate his role from operator to strategic CEO.

The Battle-Tested Intervention:

The coaching engagement unfolded in phases that built on each other.

1. CEO Coaching to Establish Foundation

We have focused on leadership clarity, decision structure, and redefining
Patrick's role. He will take a few mini-courses during his coaching that will
serve him well, such as the strategic operator course - defining the
difference between being an architect. This will allow him to learn how to
shift from being the one building the inside of the building to being the one
to construct the strategy to build the layers and standards to be the
executive. He learned how to set expectations, communicate standards, and
stop filling gaps his team should own.

2. Project Management Training for His Team

Two employees began formal project management training with Dr. Traci.
This shifted their mindset from “helpers” to “owners.” They learned so many
topics, but specifically; structure, timelines, reporting, client management,
and how to track work without Patrick micromanaging.
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Continuation of The Battle-Tested Intervention:

3. Systems and Process Buildout
Together, they implemented operational systems, touch points, reporting structures,
and accountability loops. This became the backbone of the company, until it wasn't.

4. Leadership Reset After a Major Loss
Midway through the year, Patrick finally took a trip. While he was gone, one of his new
project managers failed to perform, leading to the loss of a major client.

This was a defining moment.

Instead of collapsing, Patrick stepped into leadership maturity. He removed the
ineffective manager, and along with Dr. Traci, decisively rebuilt the leadership
structure with the consideration of having new project managers and shifting the solid
manager he now had to the operations manager by the end of the year. He continued
coaching to reinforce requirements and expectations.

5. Strategic Division of Roles
With coaching, Patrick restructured his team:

e One project manager began transitioning into an Operations Manager role.

e Two highly motivated employees entered project management training to
support future growth.

e A content editor was hired to take on work no longer appropriate for the new
Ops Manager role.

The company was no longer “held together by Patrick.” It now operated with layers of
capability, ownership, and structure.
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The Transformation:

The results speak for themselves.

¢ MRR increased from $35K to over $100K and continues to grow
Patrick tripled his monthly recurring revenue in under a year as operations stabilized
and client capacity grew from 8 clients to over 19.

e He has traveled several times
In June, he tested the systems by taking a short trip.

By the end of the year, he spent three weeks away, with limited contact, and the
business ran smoothly.

This had never been possible before.

e He Works Less While Making More
Patrick went from working 12+ hour days to:
e Mornings reserved for creativity
e Evenings shut down by 6pm
e Acalendar structured around strategic leadership, not survival

e His Team Elevated

Employees are trained, empowered, and capable.

There is a clear chain of accountability.

Workflows run without him intervening.

Meetings with Dr. Traci reinforce operational excellence and sustain momentum.

e The Identity Shift

Patrick has become a strategic executive instead of a reactive operator.
His team sees him differently.

He sees himself differently.

And the company performs differently because of it.



CASE STUDY: From Overworked Operator to Strategic
CEO

ROI Summary:

Patrick’s return on investment is clear and measurable.
e MRRtripled
e Client roster more than doubled
e Operational maturity increased across the organization
e Leadership elevated at every level
e Patrick reclaimed his personal life for the first time in years
He now leads a business he can step away from, not a business that collapses without
him.

The Leader’s Takeaway:

Patrick says the transformation is because of Dr. Traci’'s coaching, training, and
leadership frameworks.

But the truth is this, when a leader commits to structure, clarity, and expectation,
everything changes.

e Revenue grows
e Teams are empowered and they are able torise
e Freedomreturns

This is what happens when you stop leading in chaos and start leading with intention.



