
THE  COMPLETE  DERMER  D IAGNOS IS

Positioning & Sales Pipeline Bottleneck:
Founder-Led Sales Can't Scale Without
Differentiation
Business Success Score · 51/100 Business Stage · Foundation Building

Your $400K agency is trapped in founder-dependent sales because you offer generic web and ad

services without a defensible, repeatable reason for Raleigh home-service trades to buy from anyone

but you personally.

YOUR  # 1  EXPOSURE

Commoditized Service Positioning

YOUR  STRONGEST  AREA

You have strong delivery margins and

validated demand in the home-services sector

($400K revenue with just two contractors).

With proven unit economics and strong domain demand, productizing your offer will unlock predictable sales

without requiring you on every call.
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SECT ION  2

What Your Overall Score Means

An overall score of 51 at the Foundation Building stage indicates a business that has validated its

core service and delivery model, but operates on founder hustle rather than a scalable growth

engine. At $400K in revenue with two contractors, your margins and customer problem scores

(78/100) demonstrate that local trades value lead generation services.

However, critical exposures in Differentiation (22/100) and Go-to-Market (33/100) reveal why

growth has stalled as referrals dry up. Local plumbers, HVAC technicians, and roofers receive

constant pitches from generic digital agencies offering 'websites and Google Ads.' When your

offer looks identical to competitors, closing deals requires your personal credibility and high-touch

sales effort.

To solve your primary challenge—getting new clients without you doing all the selling—you do not

need to hire a salesperson first. You need a specialized, productized offer with a repeatable

diagnostic sales script that makes buying easy and selling systematic.
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SECT ION  3

Your Five-Area Business X-Ray
Your existing scores, interpreted — what your answers revealed and why it matters.

01 Problem & Target Customer STRONG 78/100

WHAT  YOUR  ANSWERS  REVEALED

You have confirmed that local home-service companies need digital leads, but you have not

narrowed your target beyond a broad category of trades.

WHY  I T  MATTERS

Broad targets force you to create custom pitches for every prospect instead of selling a single,

repeatable solution.

IMPLICATION Sales calls remain complex and reliant on founder expertise.

02 Differentiation & Playground CRITICAL 22/100

WHAT  YOUR  ANSWERS  REVEALED

Your differentiation score of 22/100 shows your web and Google Ads offering is easily copied and

lacks a clear, unique reason to choose you.

WHY  I T  MATTERS

Without clear differentiation, contractors treat your agency as a commodity and buy based on

price or personal trust.

IMPLICATION You cannot delegate sales because the deal rely entirely on your personal

relationship building.
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03 Business Model & Economics STRONG 78/100

WHAT  YOUR  ANSWERS  REVEALED

Your economic model is strong (78/100), generating $400K with low overhead using contractors.

WHY  I T  MATTERS

Your underlying service is profitable and financially sound once acquired.

IMPLICATION Fixing client acquisition will immediately flow through to high-margin revenue

growth.

04 Go-to-Market CRITICAL 33/100

WHAT  YOUR  ANSWERS  REVEALED

Your GTM score of 33/100 highlights unproven reach channels and messaging that fails to

communicate distinct value.

WHY  I T  MATTERS

When referrals slow down, unproven channels waste time and budget without delivering qualified

sales calls.

IMPLICATION Acquisition remains unpredictable and reactive.

05 Execution & Readiness EXPOSED 44/100

WHAT  YOUR  ANSWERS  REVEALED

An execution score of 44/100 indicates clear operational gaps and prioritization challenges.

WHY  I T  MATTERS

Without structured priorities, daily agency fires prevent you from building growth systems.

IMPLICATION You remain stuck in lower-value operational and sales tasks.
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SECT ION  4

The Pattern Behind Your Scores
How your five areas affect one another.

Generic services + broad customer target -> Sales depend on founder persuasion -> Referrals

dry up -> Founder tied to every sales pitch -> Growth caps at founder capacity.

Hiring a salesperson or spending money on broad ads will fail until you productize your offer,

because pitching generic ad services yields low conversion rates that no external hire can

overcome.
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Your Three Biggest Exposures
Ranked by what is most likely to prevent your business from reaching its next stage.

1 Commoditized Service Positioning ADDRESS NOW

EV IDENCE  FROM  YOUR  ANSWERS

Differentiation score of 22/100 and reliance on general web/ads pitches for plumbers, HVAC, and

roofers.

L IKELY  CONSEQUENCE

Outbound outreach yields low response rates, forcing you to rely on custom pitches and price

competition.

WHY  TH IS  RANKS  F IRST

Without a distinct playground offer, no automated sales funnel or hired sales rep can convert

prospects consistently.

2 Founder-Dependent Sales Bottleneck ADDRESS NEXT

EV IDENCE  FROM  YOUR  ANSWERS

Direct statement that 'every sale still comes through me personally' paired with a Go-to-Market

score of 33/100.

L IKELY  CONSEQUENCE

Agency growth stalls the moment client delivery limits the founder's time to run sales meetings.

WHY  TH IS  RANKS  SECOND

Directly blocks scaling past $400K and prevents founder capacity from being freed up.

3 Unpredictable Outbound Lead Generation MONITOR

EV IDENCE  FROM  YOUR  ANSWERS

Go-to-Market score of 33/100 and drying up of word-of-mouth referrals.

L IKELY  CONSEQUENCE

Revenue volatility and anxiety as historical referral sources expire without replacement channels.

WHY  TH IS  RANKS  TH IRD

Downstream effect of positioning; once your offer is productized, outbound conversion becomes

predictable.
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SECT ION  6

Your Three Priorities
The heart of your diagnosis: exactly three moves, in order. Focus is the value.

1 Productize Your Offer for One Specific Trade

WHAT  TO  DO

Repackage broad 'websites and ads' into a defined outcome product (e.g., 'The 30-Day

Emergency Call Engine') targeted specifically at one high-value sub-niche like HVAC or Plumbing

in Raleigh. Define fixed pricing, exact deliverables, and target lead outcomes.

WHY  I T  MATTERS  FOR  YOUR  BUS INESS

Your Differentiation score (22/100) is your biggest bottleneck. A productized offer reduces buying

friction and allows prospective clients to understand the value without a lengthy founder pitch.

WHAT  SUCCESS  LOOKS  L IKE

A 1-page productized offer sheet with fixed pricing and defined lead outcomes for one trade

niche.

MICHAEL'S  PERSPECT IVE

Founders often mistake broad market reach for security. In reality, narrowing your target

customer and offer is the fastest way to increase sales conversion and simplify execution.

WHAT  NOT  TO  DO

Do not offer custom proposal builds or varied service packages for different trade industries.

AI  ACCELERATOR  — COPY  & PASTE

I run a $400K digital marketing agency in Raleigh, NC serving home services
(plumbers, HVAC, roofers) with websites and Google Ads. My service currently
feels commoditized and sales depend 100% on me. Act as a positioning expert. Help
me narrow my focus to ONE home-service trade and create a productized offer named
'The Emergency Call System'. Define the fixed pricing ($2,500/mo setup + ad
spend), clear key performance indicators, concrete deliverables, and a headline
that sets us apart from generic local agencies.
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2 Build a Delegable Diagnostic Sales Script

WHAT  TO  DO

Create a standardized 20-minute diagnostic sales presentation and script that evaluates a

prospect's missed phone calls and local ad gaps. Frame the conversation around financial impact

rather than technical web metrics.

WHY  I T  MATTERS  FOR  YOUR  BUS INESS

Solves your stated core challenge. Replacing custom pitches with a standardized diagnostic

workflow allows you to eventually hand off sales discovery to a hired team member or setter.

WHAT  SUCCESS  LOOKS  L IKE

A recorded mock diagnostic call and a written 5-step sales playbook.

MICHAEL'S  PERSPECT IVE

Activity is not progress. Spending hours in custom sales meetings feels productive, but if the

process requires your unique background to close, you have built a high-paying job rather

than a scalable business.

WHAT  NOT  TO  DO

Do not pitch technical features like site speed or ad campaign settings; focus exclusively on

booked jobs and contractor revenue.

AI  ACCELERATOR  — COPY  & PASTE

I operate a $400K marketing agency in Raleigh for local trades. I need to
transition from founder-led, high-touch selling to a systemized diagnostic sales
script for our productized web/ads offer for HVAC contractors. Generate a 20-
minute diagnostic sales script. Include 5 diagnostic questions to identify missed
phone leads, a structured discovery-to-pitch transition, and direct answers to
the 3 most common contractor objections (price, bad agency experiences in the
past, and existing web managers).
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3 Launch a Direct Outbound Video Audit Campaign

WHAT  TO  DO

Select one cold outbound channel—specifically short 3-minute video audits (Loom) pointing out

specific missing lead opportunities on local contractor websites—and outreach to 30 targeted

local prospects.

WHY  I T  MATTERS  FOR  YOUR  BUS INESS

Replaces drying referrals with an active, predictable pipeline channel without spending money on

unproven paid ads.

WHAT  SUCCESS  LOOKS  L IKE

30 targeted local contractors contacted with personalized video audits and a 15% diagnostic

meeting book rate.

MICHAEL'S  PERSPECT IVE

The biggest waste of money in growing agencies is spreading small budgets across four

different channels at once. Pick one direct channel, execute with intense focus, and master it

before touching another.

WHAT  NOT  TO  DO

Do not launch broad Facebook or Google ad campaigns to acquire local contractor clients.

AI  ACCELERATOR  — COPY  & PASTE

My Raleigh marketing agency needs a cold outbound strategy targeting local HVAC
and plumbing companies to replace drying referral leads. Create a complete 30-day
outreach playbook using 3-minute video audits. Include: criteria for building a
30-prospect local list, a step-by-step video script highlighting obvious ad or
site converting mistakes, and a 4-touch follow-up email and SMS sequence.
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Not Yet
Activities that may sound productive but should not receive meaningful attention during the next 30 days.

✕ Hiring a dedicated full-time sales representative: A sales hire will fail and waste capital until the

offer is productized and the diagnostic script consistently converts.

✕ Redesigning your agency website or brand identity: Website redesigns absorb time and money

while giving a false sense of progress without directly generating prospective client meetings.
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Your Personalized 30-Day Action Plan
Four weekly outcomes. No more than two actions per week.

WEEK 1

Productize the Core Offer

Outcome: Selected single trade niche and finalized 1-page productized service offering.

Analyze past client margin data to pick ONE target trade (e.g., HVAC contractors in Raleigh).

Draft a single-page productized offer document with fixed pricing, standardized

deliverables, and guaranteed setup timelines.

Completed when: The 1-page offer sheet is completed and ready to present to prospects.

WEEK 2

Standardize the Diagnostic Sales Deck

Outcome: Documented diagnostic sales script and client audit framework.

Create a 5-slide diagnostic presentation focused on quantifying missed call revenue for

contractors.

Record a mock sales call using the new script to refine objection handling and diagnostic

timing.

Completed when: The sales script and diagnostic deck are fully documented and ready for live prospect

testing.

WEEK 3

Execute Outbound Audit Sprint

Outcome: 30 targeted trade prospects identified and initial direct video outreach delivered.

Build a targeted prospect list of 30 local HVAC or plumbing business owners in Raleigh.

Record and deliver 15 personalized 3-minute video audits analyzing lead generation leaks.

Completed when: All 30 targets have received outreach with scheduled follow-up reminders.

WEEK 4

Review Pipeline Data & Refine

Outcome: Outreach metrics evaluated and next 30-day conversion goals established.

Track reply rates, video view completion, and booked diagnostic meetings from Week 3

outreach.

Refine the video audit hook or follow-up sequence based on contractor response data.

Completed when: Outreach metrics are logged and the outbound sequence shows a clear pathway to booked

diagnostic calls.
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Your Focus Now

Your immediate priority is eliminating commoditized positioning. Complete Week 1 to lock in a

productized offer for one trade niche before spending time on new sales hires or broad marketing

efforts. The goal is a repeatable sales system, not customized pitches.
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If You Want Help

BASED  ON  YOUR  STAGE  AND  D IAGNOS IS

Founder Blueprint

The Founder Blueprint provides the precise positioning and sales-

systemization frameworks needed at $400K revenue to transition out

of founder-led selling.

It gives you step-by-step guidance to productize services, construct

diagnostic sales playbooks, and build predictable outbound channels

without scaling overhead.

GET YOUR FOUNDER BLUEPRINT

Download / Print Back to my results

Your report was created using Michael Dermer's business diagnostic approach, informed by his experience

building and exiting an 800-person company and working with hundreds of founders and CEOs. Scores are

computed from your structured answers; the analysis interprets them and does not change the numbers.
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https://lonelyentrepreneur.com/founder-blueprint/

