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Disclaimer:
This book presents a case lesson on business restructuring in small markets. Characters, institutions and events do not depict any real person, place, event or organisation. Any resemblance to, or mention of, actual places, things, events, systems, processes or individual is entirely coincidental. The strategies and structures described work in the Caribbean market context. Your results will vary based on your market, team and execution. Consult with legal, accounting, and business advisors before implementing significant organisational changes.






To the founders still figuring it out, working seventy-hour weeks wondering why the math doesn't add up. If your business earns US$1M–US$3M in revenue and you’re lying awake stressed, something's broken. This is permission to question the structure not just your execution. 

Path to Profit is a case lesson by Shani Dacres-Lovindeer, a real estate business strategist, about how one founder stopped using a business model designed for big markets.

The result? Lower overhead and higher profit margins.

A playbook built from, and for, the Caribbean.


The traditional organisation model was designed to extract. 
This is designed for scale.




Shani Dacres-Lovindeer, P.E., PMP, is a real estate executive and strategist with 25+ years of experience across Jamaica and the wider Caribbean. She is the Founder of Dev Strategy and author of Path to Profit.
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[bookmark: _Toc232968133]About This Book (And Why You’re Holding It Now)

I'm tired of watching good people struggle to run small market businesses using big market business models. 
You’ve read the books. 
The traditional structure doesn't scale because it is designed for a reality that doesn't exist in Kingston or Port of Spain or Bridgetown or any of the small markets where capital is expensive, talent is scarce, and customers have been conditioned to treat quality work like a commodity.
Here is a detailed case lesson of how a typical mid-size Caribbean construction company restructured from a traditional hierarchy to a platform of micro-enterprises and doubled profit. 
You have this book because unlike other founders and business leaders, you’ve started questioning the blueprint you’ve been handed. 
Double your profit margin. Cut the hours working in the business by half. This is why you're holding this book.

Turn the page.



[bookmark: _Toc232968134]How to Use This Book

This is a tactical lesson.
If you're a construction founder with US$1M–US$3M in revenue: Read it start to finish. The sequence matters. The structure builds on itself.
If you're exploring whether this model fits your business: Start with the Introduction and Part I (The Problem). If you recognise yourself, keep going. If not, this probably isn't for you.
If you want the implementation steps: Go directly to Chapter 6. But you'll miss context that makes the steps work.
If you're sceptical: Good. Read Part IV (The Transformation) to see what actually broke and how it got fixed. 
If you run a different type of business: The specific tactics are construction-industry-focused, but the principles (separate tangled businesses, distribute ownership, build enabling infrastructure) translate to other industries.

What this book is: A lesson on organisational restructuring with numbers, decisions, mistakes, and permission to question whether traditional hierarchy fits your reality

What this book is not: A guarantee that this model will work for you, or a one-size-fits-all solution, and definitely not a substitute for legal, accounting, or business advisory services


[bookmark: _Toc232968135]A Note on Caribbean Context
This lesson is based in Jamaica, but the principles apply across the Caribbean. MSMEs in the region contribute more than an estimated 60% of GDP and 50% of employment. The Caribbean Development Bank’s research on MSMEs show that high production costs and limited access to affordable working capital are some of the constraints limiting performance. 
An IDB report on innovation in the Caribbean found that innovative businesses show 26–35% higher productivity and up to 81% higher sales per worker than non-innovative firms. This model is designed to counteract:
· limited access to capital resulting in cash flow challenges
· thin markets: Total addressable market measured in millions, not billions
· limited labour pool: skilled tradespeople are scarce. 
· supply chain unpredictability: material delays, currency fluctuations, import dependencies
· relationship-heavy business: political connections, bureaucratic dynamics, who-you-know matters
· price sensitivity: ‘lowest price wins’ is default. Clients comparison-shop aggressively
· regulatory complexity: permitting delays, opaque compliance requirements, high transaction friction
If your market shares these characteristics whether you're in Trinidad, Barbados, Belize, or elsewhere, then read on.
	Path to Profit, Shani Dacres-Lovindeer, 2026
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"You can't optimise a structure designed to bleed you dry. At some point, you have to stop working harder and start building differently."

Friday, 4:47 PM.

David sits in his truck outside a government site in St. Andrew, watching his crew pack up for the day. This project is six weeks behind. The client is talking about penalties. The foreman tells him they're short two masons for Monday. One got a better offer and the other isn’t answering his phone.
Meanwhile, David’s phone won't stop. Fourteen unread messages. Three from another client whose kitchen reno is supposed to start Monday. David needs to cover payroll for this government job first. Five from his accountant about payroll. Two from a subcontractor threatening to walk off the commercial job unless David clears last month's invoice  Three from his wife asking what time he's coming home. 
He's running three projects. Losing money on two. His foreman can't make decisions without checking with him first. The last time he did, they had to eat the cost of the wrong materials. 


His project manager quit three months ago because David couldn't pay more. His estimator is good, but cautious, which means they're losing bids to contractors who either don't know their numbers or don't care.
Everything runs through David. Every decision. Every crisis. He’s drowning while his social circles congratulate him for staying afloat.


His inbox has one more email sitting there, unread. A bid invitation for a US$2M government infrastructure contract. Roads and drains, the kind of work that built his reputation back when he worked as a senior project manager. The reason he started this company in the first place.
He stares at it for a full minute. Then deletes it.


"I can't manage what I have," he tells me later that evening. "How can I take on more?"

He's trapped inside a structure where he’s the engine, the fuel and the mechanic. The hierarchy looks clean: him at the top, foreman and PM below him, then the crew. 
But the actual workflow? Everything flows up to David, sits on his desk until he can deal with it, then flows back down as instructions. 
He can't step back because the whole thing stops moving when he does. This is what happens when you try to force-fit Caribbean business reality into a structure designed for economies that don't look like ours.

***
Eighteen months later, all that stopped. 
David runs five projects simultaneously, works thirty hours a week, and his profit margin has doubled. He didn't hire a COO. He didn't find investors. He didn't scale his team.
He dismantled his company. Not the business. The structure. He stopped operating from a pyramid and built a platform.

***

Read on to learn more about how that shift happened. What was built. What broke along the way. The cultural resistance. The mistakes that cost time and the ones that cost people. 
If you're a construction founder doing US$1M–US$3M in revenue and still stressed about whether you can make payroll, then you already know the traditional structure isn't working.
You just haven't been given permission to burn it down.
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David's situation isn't unique.
Right now, across the Caribbean, from Kingston to Port of Spain to Bridgetown, there are construction founders sitting in their trucks at the end of another seventy-hour week, doing math that doesn't add up. Maybe you are, too.

The Revenue Ceiling
You're making US$1M–US$3M in annual revenue. On paper, that looks successful. At family gatherings, people congratulate you, "Business must be good." Except now you carry all the risk, all the liability, and all the sleepless nights.

The Overhead Spiral
Every new project adds more overhead. More meetings. Another WhatsApp group where people ask you questions they should already know the answer.
Your costs scale linearly. Your profit barely moves. You're working harder to make the same amount, or less, while the business gets more complicated.

The Margin Problem
You're making 8–12% net profit when you should be making 18–25%. You know this because you've seen the numbers from companies operating in markets with real economies of scale.
You can't just raise prices. Clients comparison-shop like it's a competitive sport. And there's always some desperate contractor willing to bid lower because he hasn't done the math or doesn't care.

The Capacity Trap
You can't bid on multiple projects simultaneously because you don't have capacity. You're strapped for cash. Your best people are locked on current projects. And even if you win the bid, you know what happens next. You'll be on three job sites before 9 AM, fielding a dozen phone calls before lunch, and approving purchase orders at 11 PM because nobody else is authorised to spend money.


Growth doesn't mean opportunity. It means drowning faster.


This is the reality for small-market businesses. And what makes it worse is that all the advice you get assumes you're operating in a different world.

"Invest in technology and equipment." 
"Hire middle managers." 



That advice works beautifully if:
· A US$2M project is 10% of your annual revenue, not 70%
· You have access to working capital that doesn't require your house (and a kidney) as collateral
· Client payments come in thirty days, not six months
· The skilled labour pool is deep enough that losing two masons doesn't cripple a project

But that's not our reality.

We're playing with different rules, on a different board, with half the pieces.
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[bookmark: _Toc232968139]Chapter 1: The Money You're Not Keeping

"We built ourselves expensive jobs with worse pay, longer hours, and all the liability. We call it entrepreneurship because the alternative is admitting we got the math wrong."

David's financial reality, eighteen months ago, looked fine on paper. Until you looked closer.

Annual Revenue: US$3.0M across three active projects
Direct Costs: US$2.07M (69% of revenue)
Overhead: US$780K (26% of revenue)
Net Profit: US$150K (5% margin)


In reality, he was trapped in a machine that ran on sheer willpower. He had built infrastructure for a US$5M+ company (so far, he was doing US$3M). He'd anticipated growth that never materialised.


Worse, the overhead was duplicated across projects:
· Each project had its own informal procurement process (no bulk buying power)
· Each Project Manager (PM) did their own estimating and contract review (no standardisation)
· Admin time split inefficiently (constant context-switching)
· Equipment sat idle because scheduling was ad hoc (paying for idle assets)

He was paying for economies of scale he wasn't achieving.


Like buying a truck to carry one bag of cement. The truck works fine. But you're wasting money.


The Revenue-Overhead Treadmill
When David finally sat down and analysed his project economics, the findings were brutal.


Residential Projects (Jennifer's domain):
· Average revenue: US$58K per project
· Average margin: 8%
· Time to complete: 90-120 days
· David's involvement: High (approvals, client management, problem-solving)

Eight percent. On a US$58K project, that's US$4,640 profit. Over four months of work.

Commercial Projects (Andre's domain):
· Average revenue: US$380K per project
· Average margin: 10%
· Time to complete: 6-12 months
· David's involvement: Moderate (strategic oversight, large purchases)

Better. US$38K profit per project. But still thin for the time and overhead.


Government/Infrastructure (David trying to manage directly):
· Revenue: US$800K (one project)
· Margin: -US$40K loss
· Time to complete: Should have been 12 months, actually 18 months
· David's involvement: Total (he was the only one who understood government contracting)

He lost money on an US$800K project.


David needed to grow revenue to spread overhead costs. But growing revenue meant more projects. More projects meant more overhead. The treadmill never stopped.


What Good Looks Like
David knew construction companies could be more profitable because he'd seen the numbers from better-run firms, mostly foreign companies operating in Jamaica, or Jamaican companies with deep institutional backing.



Industry Benchmarks (for US$3M revenue construction companies):
· Overhead: 15-18% (David was at 26%)
· Net margin: 15-20% (David was at 5%)
· Owner compensation: 8-12% of revenue 

If David could hit those benchmarks now, the math would be completely different:
· Overhead would be US$540K instead of US$780K = US$240K saved
· Net margin at 17% would be US$510K instead of US$150K = US$360K gained
· Owner comp at 10% would be US$300K 

The structure was destroying the business.

What could he do without blowing up the entire company?

Read on to find out.
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"We were running three separate businesses that happened to share a bank account."

The organisational structure wasn't just inefficient. It was actively destroying value.

Problem 1: "We Can't Move Fast Enough"
A restaurant chain client called David. They were expanding. Three new locations. Same design, same specs. 
Total contract value: US$1.2M.
Cookie-cutter execution. 
Andre (his commercial PM) was locked on a current commercial project for another eight weeks. Jennifer (his residential PM) didn't know commercial codes (and didn't want to). David was trying to salvage the disastrous government infrastructure project. His team wasn't available.
David watched US$1.2M walk out the door.

The Fix (Post-Restructure):
Micro-enterprises with their own teams and decision rights can move independently. When that same chain came back two years later with a similar opportunity, the response was different.


Problem 2: "We Waste Money on Duplicate Functions"
David was paying for the same capabilities three times over and getting none of the benefits of scale.
Procurement example:
· Jennifer's residential projects ordered materials from Home Centre (retail pricing)
· Andre's commercial projects ordered from Facey Commodity (slightly better, but still spot pricing)
· David's government project had different suppliers for ‘approved vendor’ compliance
All three were buying concrete, rebar, and lumber.
No bulk pricing by leveraging combined volume. The procurement person was really someone taking orders and calling suppliers. No strategic buying, no negotiation, no relationships.
Every project paid retail rates.

The Fix (Post-Restructure):
Platform-level procurement negotiates master agreements. Micro-enterprises opt into bulk orders and pay a small margin for the service. Everyone wins. Suppliers get reliable orders. Enterprises get better pricing. Platform covers its costs and makes a margin.
The enterprises aren't forced to use platform procurement. They opt in when bulk pricing beats what they can negotiate separately. This keeps the platform honest. If platform procurement isn't delivering value, people stop using it. That's how it should work.


Problem 3: "Our Best People Are Trapped in Silos"
Jennifer had a master carpenter, exceptional at finish work. He was working on a residential kitchen that only needed him three days per week. Meanwhile, Andre's commercial restaurant project needed finish carpentry for two weeks. Andre couldn't access him without going through David, who would then negotiate with Jennifer (who'd be annoyed because someone was taking her people). This created delays and resentment and usually ended with Andre just finding someone less qualified because it wasn't worth the politics. Everybody lost.

The Fix (Post-Restructure):
The platform maintains a resource pool. Specialists work across multiple enterprises. Enterprises rent specialists from each other at transparent day rates. The specialist gets more utilisation. Enterprises get access to skills they couldn't afford full-time.CHAPTER 2 PRECEDENT
Why Structural Overhead Kills Profit In Small Construction Firms: When overhead exceeds 24%, the recommendation is not to cut harder but to redesign the organisational structure. Tactical efficiency cannot overcome a structurally misaligned cost base.

Reference: 
McKinsey & Company/McKinsey Global Institute, ‘Reinventing Construction: A Route to Higher Productivity, February 2017, In collaboration with McKinsey’s Capital Projects & Infrastructure Practices’, Filipe Barbosa, Jonathan Woetzel, Jan Mischke, Maria João Ribeirinho, Mukund Sridhar, Matthew Parsons, Nick Bertram, Stephanie Brown, https://www.mckinsey.com/~/media/mckinsey/business%20functions/operations/our%20insights/reinventing%20construction%20through%20a%20productivity%20revolution/mgi-reinventing-construction-a-route-to-higher-productivity-full-report.pdf
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[bookmark: _Toc232968142]Chapter 3: The Napkin That Changed Everything
"We weren't running one construction company. We were running three separate businesses that happened to share an office, some equipment, and a bank account. Once you see that, you can't unsee it."

The Monday Morning That Broke Everything

Two weeks before everything changed, David, Jennifer, and Andre were in their weekly coordination meeting. Two hours in a cramped conference room that smelled like stale coffee and damp concrete. The meeting was going as well as it usually did, which is to say, badly
Three projects with overlapping resource needs. Jennifer needed the excavator, but it was at Andre's commercial site. Both of them needed the same electrician next week. The bookkeeper kept asking which project to charge the dump truck rental to because nobody had updated the shared calendar. David had three material purchase requests sitting in his email, all needed by end of day. Someone had to meet the building inspector at the government site. And the new hire (what was his name, Kevin?) still hadn't been properly onboarded because nobody had time to train him.
Jennifer put down her phone.
"We're doing completely different businesses. I spend half my time in meetings that have nothing to do with me."
The Napkin That Changed Everything
Three nights later, David meets Jennifer and Andre after work. Somewhere neutral, away from the office. No distractions. He orders a cool Red Stripe, grabs a napkin, starts sketching. "What if we become three separate businesses that share a platform." He draws three circles. 
Andre leans forward. "What does that even mean?"
"You're always complaining that residential projects tie up your electrician, right? What if they weren't my residential projects? What if Jennifer ran her own business, call it Residential Studio, and if she needs our electrician, she pays to use him?"
"So, I'd be... , what, a subcontractor?" Jennifer asks, slightly offended.
"No. You'd be a business operator. Your own P&L. Your own clients. You make the decisions. You keep the profit."
Jennifer looks up from her phone. She's been half-listening, responding to a client who wanted to change the scope and add a powder room.
"I keep… what now?"
"Seventy percent stays in the business for working capital. Thirty percent distributed to you as bonus. On top of salary."
She texts the client: That's a US$12,000 change order. Here's the revised timeline. Still interested?
Jennifer sets her phone down.
"I'm listening."



Three Micro-Enterprises
After two hours and three napkins (David's handwriting is terrible), they sketch out the model.

Residential Studio (Jennifer)
What it is: Boutique renovations and custom builds. High-touch, design-forward work for expats and returning nationals willing to pay premium rates for quality and attention.
Project size: US$35K–US$150K per project, 90–180 day timelines
Target clients: Homeowners with US$50K+ household income, design-conscious, North Coast and Kingston metro
Team: Jennifer + 2 craftsmen + rotating skilled trades as needed
Value proposition: Design execution and reliability, not price

"I could actually focus," Jennifer says, trying the idea on for size. "Residential and commercial clients want completely different things. Residential is about trust, aesthetics, managing homeowner anxiety. I'm good at that. I hate the commercial bid process.”
Jennifer would start with two dedicated craftsmen and bring in specialists as needed.
"And I'd quit half our residential projects," she adds. "The small jobs with clients who negotiate every line item."
David starts to panic, that's revenue walking away, but then Andre cuts in.
"I wouldn’t take half our commercial projects either."

Commercial Ventures (Andre)
What it is: Private sector commercial only: offices, retail fit-outs, hospitality projects. Clients who value speed and reliability over rock-bottom pricing.
Project size: US$150K–US$600K per project, 6–18 month timelines
Target clients: Regional chains, franchises, office developers, hospitality groups
Team: Andre + site superintendent + 6-person core crew
Value proposition: Deliver on time and on budget. No drama. Work with us again next expansion.

"Commercial clients, restaurant chains, office developers, don't want creativity," Andre explains. "They want it done right, fast, and they want to work with the same team next time."
Andre would manage with a site superintendent and a core crew. 
The model: repeat business through reliability. Build one location for a restaurant chain, get the call when they want to add new locations.
"I spend half my time waiting for you to approve purchase orders," Andre looks at David. “I’d move faster because I don't need three signatures."
"And the government work?" David asks quietly.
Government contracts are why David started the company. The big projects. Roads, drains, other infrastructure. The US$2M bid he deleted last month.


"We hire someone for that," Andre suggests. "Separate business. Infrastructure Group. Government contracts, municipal projects, public works. Someone who actually knows how to navigate permitting, the municipal corporations, the 120-day payment cycles."
But David’s also thinking about that municipal road project they bid on last year. The one where they lost US$40K. He's still paying off the line of credit.

Infrastructure Group (To Be Hired)
What it is: Government contracts and public works. Compliance-heavy, documentation-intensive, relationship-dependent work.
Project size: US$500K–US$3M per project, 24–36 month timelines
Target clients: Municipal corporations, government agencies
Team: TBD; need a PM who understands the political landscape
Value proposition: Navigate bureaucracy, maintain compliance, manage long payment cycles without running out of cash

"I'm worried about bandwidth," David admits. "Government projects are huge. Risky. Long payment cycles."
"But if someone else ran it?" Andre presses. "Someone who knows that world? There's a whole pipeline of municipal work you haven't touched because you're too busy managing what we already have."
"Yeah," David agrees reluctantly. "Yeah, there’s that."


The Platform: What Gets Shared
Jennifer, ever practical, "So what would we share?"
David draws a square around the three circles. "The infrastructure that makes it possible for each business to exist without building everything from scratch."
"Are we still one company legally?" Andre asks.
"Legally, yes," David reassures. "We need the insurance coverage, the bonding capacity, the general contractor license. Those don't come cheap. But operationally, you each run your own business. Your own P&L. Your own client relationships."
CHAPTER 3 PRECEDENT
The Micro-Enterprise Platform Model In Practice: The idea of replacing a monolithic organisational structure with a platform supporting semi-autonomous operating units is well-documented outside the Caribbean. What makes it unusual here is its application to small markets. Alphabet’s ‘Other Bets’ structure, Haier’s Rendanheyi model of micro-enterprise units, and Ricardo Semler’s radical decentralisation at Semco all share a common logic: when the central entity acts as infrastructure and the operating units act as accountable businesses, both efficiency and innovation improve simultaneously.
The platform does not build. It enables building. This distinction is the conceptual heart of the model described in this book. For small construction firms in constrained markets, the key insight is that the platform model reduces the minimum viable scale required for any individual business. 
Reference:
Geoffrey G. Parker, Marshall W. Van Alstyne & Sangeet Paul Choudary, ‘Platform Revolution: How Networked Markets Are Transforming the Economy  - and How to Make Them Work for You (2016)

"What's the platform cost?" Andre asks.
David does math on his phone. "If we do this right... US$180K annually. Maybe less."
"And how do we pay for it?"
"Each business pays 15% of gross revenue to the platform. That covers shared costs. Everything else, you keep."
Jennifer is doing her own math on the napkin. "So, if Residential Studio does US$800K in revenue, I pay US$120K to the platform. But I save... what, maybe US$80K in overhead I don't have to carry anymore? And I probably increase my margins by 10 points because I'm firing bad clients and only taking good work?"
"At least," David says.
"And I keep the profit?"
"You keep 30%. That goes to you as a bonus on top of your salary. The rest stays in the business for working capital or gets reinvested."
Andre whistles. "So, if I make US$150K net profit, I take home US$45K on top of my salary?"
"If you make US$150K net profit," David says carefully, "it means you built a business doing US$2M+ in revenue and executed well. Yeah, you should take home US$45K extra."
They consider what it means to shift from employee to owner. To have real decision rights. To make the call and live with the consequences. 
"What happens if one of us fails?" Andre finally asks.
"We close the business. Shut it down. Try something else."


"Just like that?"
"Just like that. Infrastructure Group might not work. Government contracting might be a relationship game we can't win. If that happens, we close it. Transfer the contracts. Cut our losses. No drama. We tried a business, it didn't work, we move on."
Whoever they hire to run Infrastructure Group might not make it. That's fine. They'll find out fast, shut it down fast, redeploy resources.
Jennifer is staring at the napkins spread across the table. Three circles. One square. Arrows everywhere. Numbers scribbled in the margins.
"This is insane. When do we start?"
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" Stop thinking just shared services, think of it as a value-enabling operating system."

[image: ]
The temptation is to try to centralise everything.
Don't.
The platform should only handle functions that meet three criteria:
1. Benefit from economies of scale (cheaper/better when done at volume)
2. Are truly horizontal across all businesses (every business needs it, same way, same standards)
3. Would be inefficient for each enterprise to build independently

If a function doesn't meet all three? Keep it at the enterprise level.

Here's what made the final cut for ABC Construction Platform:

Finance & Accounting
What: Bookkeeping, P&L reporting, payroll, invoicing, internal charge reconciliation
Why: Every business needs it. No competitive advantage to doing it separately. One experienced bookkeeper can handle multiple P&Ls.
How: Carol (the bookkeeper) manages all P&Ls with separate profit centres.
Key innovation: Internal billing system. The platform isn't just doing accounting. It's coordinating transactions between businesses that might otherwise get lost.


Procurement
What: Bulk purchasing for commodities, vendor relationship management, master supply agreements
Why: Combined volume = better pricing and priority allocation. One person negotiating for US$500K in annual concrete purchases has more leverage than three people each negotiating for US$150K.
How: Quarterly bulk orders for common materials (concrete, rebar, lumber). Enterprises opt in when it makes sense.
Key innovation: Enterprises aren't forced to use platform procurement. They opt in when bulk pricing beats what they can negotiate individually. This keeps the platform honest, if procurement isn't delivering value, people stop using it.

Equipment Pool
What: Excavator, dump trucks, scaffolding, specialised tools
Why: Too expensive for individual enterprises to own. Utilisation is typically 40–60% even when you need the equipment, sitting idle the rest of the time.
How: Platform owns equipment. Enterprises rent at transparent, market-based day rates.
Key innovation: Market-based allocation. When enterprises need the same equipment on the same day, highest bidder gets priority OR they negotiate directly. David doesn't mediate. The platform just coordinates.
If external contractors want to rent platform equipment during idle time, they can, at a premium rate.


Safety & Compliance
What: Site safety management, documentation, inspector relationships, regulatory compliance
Why: Regulatory requirements are non-negotiable. Expertise is specialised. You can't have three different safety standards across projects. One inspector visits multiple sites. One violation can shut down multiple projects.
How: One safety officer rotates between sites on a scheduled basis
Key innovation: Proactive scheduling, not reactive firefighting.
Old model: safety officer shows up when there's a problem or an inspector is coming.
New model: Each enterprise books safety officer time in advance. Officer visits sites on regular rotation. Catches problems before they become violations. Owns all compliance documentation centrally so if an inspector asks for fall protection certification from three months ago, the officer has it immediately. This reduces compliance risk for everyone.

Legal & Contracts
What: Template contracts, complex deal review, vendor agreement negotiation
Why: Legal expertise is expensive. 
How: Outsourced to retained counsel, but coordinated through platform
Key innovation: Template library.


Brand & Marketing
What: Company website, brand identity, insurance, licenses, marketing collateral
Why: External perception benefits from unified brand. Insurance and licensing require legal entity with institutional credibility. Bonding capacity requires balance sheet that individual micro-enterprises can't achieve alone.
How: Single brand (ABC Construction Platform) with sub-brands for each enterprise
Key innovation: Sub-brand flexibility. Contracts are with ABC Construction Platform Ltd. However, the clients know they're working with Residential Studio or Commercial Ventures. CHAPTER 4 PRECEDENT
What Shared Infrastructure Should Deliver: The primary value driver is capability access, not cost reduction. This allows smaller units to access expertise and technology they could not independently afford. When business units can opt in or out of platform services, the platform is forced to remain competitive. This is different from traditional shared services where participation is mandated by management decree. The platform model described in this chapter is, in effect, a founder-built version of the enabling infrastructure that has long been argued Caribbean SMEs need. 
References: 
Caribbean Development Bank, Micro – Small-Medium Enterprise Development in the Caribbean: Towards a New Frontier (2016), https://www.caribank.org/sites/default/files/publication-resources/Micro-Small-and-Medium-Enterprise-Development_final.pdf

Michael E. Gerber, ‘The E-Myth Contractor: Why Most Contractors’ Businesses Don’t Work and What to Do About It’ , (2002)
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"Decision rights aren't about control. They're about speed. The question isn't 'who should decide this?' It's 'who can decide this fastest without creating more problems than they solve?'"

The governance model is simple. Let's break down what this means in practice.

Enterprise-Level Decisions (Most Important)

Which projects to pursue: Enterprise lead decides.  If Jennifer at Residential Studio gets approached for a US$45K kitchen renovation, she looks at her capacity, her margin targets, her current project pipeline and decides yes or no.
She doesn't need to check with David. She owns the decision and lives with the result.

Project pricing: Same thing. The Enterprise Lead sets prices based on their economics, their market positioning, their margin targets. If Andre wants to bid a commercial project at 18% margin because he knows the client will pay for reliability, that's his call. 
No centralised pricing committee. 

Hire/fire enterprise staff: Within approved budget (set quarterly during planning), enterprise lead decides who to hire and who to let go.

Client relationship management: This one is critical. The enterprise owns the relationship. Not the platform. Not the founder.
If a client is difficult, the enterprise lead decides whether to fire them. If a client wants to renegotiate terms, the enterprise lead handles it. If a client wants to expand scope, the enterprise lead prices the change order. The platform stays out of it entirely.
Why? Because accountability only works when authority and consequence are aligned. If Jennifer has to deal with difficult clients but can't fire them, she has consequence without authority. If David can override Jennifer's pricing, he has authority without consequence.
Both create dysfunction.

Execution methods: How the work gets done is 100% enterprise-level. Which subcontractors to use (from approved list). How to sequence the work. Whether to prefab certain elements or build on-site. Whether to work weekends to hit a deadline or negotiate timeline extension.
The platform provides resources. The enterprise decides how to deploy them.



Platform-Level Decisions (Infrastructure)
Equipment purchase: Platform owns this because equipment is shared infrastructure. If an enterprise needs a piece of equipment, they request it through the platform. Platform evaluates: Will multiple enterprises use this? What's the utilisation forecast? Can we rent it out profitably when not in use?
If yes, platform buys it. If no, enterprise can rent from external source.

Platform staff hire/fire: Platform manager (Michelle, in ABC's case) handles this with founder approval for significant hires.
Hiring a second bookkeeper to help Carol? Platform decision.
Firing the safety officer for repeated no-shows? Platform decision.
Enterprises give input ("we need better equipment coordination" or "safety officer isn't responsive"), but they don't hire/fire platform staff directly.

Master vendor agreements: Platform negotiates, enterprises give input. If the platform is negotiating a master agreement for concrete supply, they'll ask enterprises: What's your forecast volume? What quality specs do you need? Any vendor preferences or blacklisted suppliers?
But platform makes the final call because they're coordinating across multiple businesses.


Insurance/legal compliance: Platform sets the standard. Enterprises must follow. Non-negotiable. If the insurance policy requires certain safety protocols, everyone follows them. If legal counsel advises "…don't use this contract clause…", nobody uses it.
This is one of the few places where platform authority overrides enterprise autonomy because one violation can sink the whole platform.

Founder-Level Decisions (Capital Allocation)
Start new enterprise: Founder decides whether to launch a new business.
Does this fit our platform capabilities? Do we have someone who can run it? What's the capital requirement? What's the downside if it fails?
Then decides yes or no.
Stop failing enterprise: Same thing. Founder looks at the data and makes the call. Infrastructure Group losing money for three consecutive quarters? Founder evaluates: Is this fixable? Is there a path to profitability? Or should we shut it down and redeploy resources?
Enterprise-lead gives input, but founder makes final call because they're managing portfolio risk.
Platform fee structure: Changes to platform fees (currently 15% for new enterprises, 18% for established ones) require founder approval with input from enterprise leads.
Can't have individual enterprises negotiating their own fee structure that breaks the shared platform model.


The Weekly Rhythm (How It Works)

Monday:
Each enterprise reviews their week independently. No coordination meeting unless there's a specific resource conflict to resolve.
They don't meet unless they need to.

Thursday 3 Pm:
Resource allocation huddle. 30 minutes maximum.
Who needs what platform resources next week?
· "I need the excavator Tuesday through Friday"
· "Can I book the safety officer for Wednesday afternoon?"
· "Need dump truck Monday and Tuesday"

Any scheduling conflicts?
If yes: negotiate directly or highest bidder gets priority. If no: book it and move on.
Any major purchases needed that require platform coordination?
"We need to order rebar for next month. Can procurement add us to bulk order?"
That's it. Thirty minutes. Then everyone gets back to work.


Friday:
Platform reports out. Email, not meeting.

Carol sends financial update:
· Week's revenue by enterprise
· Equipment utilisation
· Any upcoming platform maintenance or downtime

Michelle (platform operator) sends:
· Next week's equipment bookings
· Any compliance deadlines
· Upcoming vendor delivery schedules

People read it if they need to. If not, they don't.

Monthly:
Full P&L review. Actually important, so this one is a real meeting.
Each enterprise presents their numbers:
· Revenue vs. target
· Margin vs. target
· Any concerns or opportunities
· What support they need from platform


Founder (David) provides input but enterprises own their decisions.
"Commercial Ventures margin dropped to 9% this month, what happened?"
Andre explains: "Took a low-margin project to keep the team busy between bigger jobs. Won't do it again unless we're facing idle time."
David: "Your call. Just make sure you're tracking the actual cost of idle time vs. cost of low-margin work."
That's it. Input, not orders.

What This Feels Like
The first month, out of habit, everyone keeps asking for permission.
Jennifer: "Can I fire this client? They're impossible."
David: "It's your business. What do your numbers say?"
Jennifer: "Well, project margin is 6% because of all the change orders they won't pay for..."
David: "Then you know what to do."
By month three, people stop asking.
Jennifer fires clients without mentioning it. Andre negotiates vendor terms without approval. Peter hires someone he needs without checking.
David finds out later, through the P&L reports, and that's exactly how it should work. He's not managing businesses anymore. He's allocating capital between businesses and making sure the platform serves them.
Everything else is someone else's problem and someone else's win when it works.

[bookmark: _Toc232968145]PART III: THE IMPLEMENTATION

[bookmark: _Toc232968146]Chapter 6: Month One, Separation
"Change doesn't happen when you announce it. It happens when someone makes a decision they couldn't have made yesterday and nobody stops them."

Monday morning, David calls an all-hands meeting. Twelve people in the yard office at 8 AM. Paint-stained workbenches, concrete dust on everything, the smell of diesel from the trucks outside.
"We're restructuring," he says. "Not laying anyone off. Here's what's changing."
He explains the micro-enterprises. The platform. The new reporting structure, which projects belong to which business, how resources get allocated going forward.
Peter, the foreman who's been with David from the start, raises his hand.
"Who do I work for now?"
"Right now, you're on Andre's commercial project in New Kingston, so you're part of Commercial Ventures. When that wraps, if Jennifer needs you for a residential project, you'd move to Residential Studio. The platform handles your payroll and benefits either way."
"What if I don't want to move?"
"Then you tell us you want to stay with Commercial Ventures and we figure out the next project for you there. You have more say in where you work, not less."
Peter looks unconvinced. 
Carol, the bookkeeper, is already overwhelmed managing one chaotic set of books. Now David's talking about three separate P&Ls?
"How am I supposed to track three different P&Ls?" she asks. 
"We'll set it up together," David says. "You'll have help. And honestly, Carol, this is going to make your life easier once we get through setup. Right now, you're tracking one chaotic mess where nobody knows what costs belong to what. After this, you're tracking three clear businesses with clean separation."
The meeting ends with more questions than answers. David expects that.
What he didn't expect is what Jennifer does next.
She stands. "Anyone working on residential projects right now, meet me at 2 PM. We're going to talk about what Residential Studio looks like."
Andre follows: "Commercial crew, same thing, 3 PM."
David watches them leave. For the first time in five years, he's not the one calling the meetings.


Jennifer's First Real Decision
By the middle of that first week, Jennifer has moved out of the main office to a co-working space in Liguanea, fifteen minutes away. Cheaper than maintaining dedicated office space.
She takes her two craftsmen. Sets up a desk. Hangs a sign that says "Residential Studio" that she printed herself at the copy shop.
Starts returning calls.
Her first real decision comes Thursday morning.
A client calls about a bathroom renovation. Nice couple, referred by a previous client, seems reasonable. Budget: US$18,000.
Revenue is revenue. Can't afford to turn it down. This time Jennifer opens her spreadsheet. The one she stayed up until midnight creating, mapping out what Residential Studio needs, to be profitable.
That project will tie up one-third of her team capacity for minimal return.
Meanwhile, she's got two larger projects in the pipeline. Both are better margin, better clients, better use of her team's skills.
"I appreciate you thinking of us," she tells the client, her voice steady even though her hands are shaking slightly. "But this isn't a good fit for Residential Studio. Let me refer you to someone better suited for smaller projects."
She just turned down US$18,000. What if the bigger projects fall through? What if she can't replace that revenue? What if this whole ‘focus on better work’ is just her being picky and unrealistic?


Two hours later, a returning national calls. He bought a property in Stony Hill, one of those hillside houses with a view of Kingston Harbour, needs everything redone. Full house renovation. Budget: US$120,000. Timeline: flexible, he won't move in for a year, so quality matters more than speed.
"When can you start?" he asks.
If Jennifer had taken the bathroom job, she wouldn't have had capacity for this. She books the consultation.
That evening, she texts David: Turned down a project today. Landed a $120K one. This is wild.
David texts back: That's focus.

Andre's Different Approach
Andre stays at the main yard. Commercial Ventures needs equipment access, but he immediately changes how information flows. No more company-wide WhatsApp group where every question from every project interrupts everyone.
He sets up separate groups:
· Commercial Ventures Team (just his seven people)
· Resource Coordination (cross-enterprise, only for equipment/specialist booking)
· Platform Updates (Michelle sends schedule and compliance updates, people read when convenient)
First thing that Monday afternoon, he sits down with his crew: site superintendent, three tradesmen, two rotating specialists, and shows them something they've never seen before.


Commercial Ventures' P&L.
Michael, the site superintendent, leans forward. "So, we stop doing offices?"
"We stop doing cheap offices. We focus on what we're good at: fast, quality commercial work for clients who'll pay for reliability instead of shopping price."
"What happens to our pay?"
Andre points to the net profit line. "Thirty percent gets distributed to the team as bonuses. 
"So, we make more by doing less?" Michael asks, incredulous.
"We make more by doing better," Andre corrects.
Michael grins. "When do we start?"
"Right now," Andre says. "I've got three bids out. Two are probably wrong for us, commodity office work where we'd compete on price. I'm pulling those. The third is a hotel lobby renovation in Ochi, premium client, tight timeline, they need reliability. That's us. We'll win that at 17% margin and everyone here makes more money."
"What if we don't win it?"
"Then we find the next good one. I'd rather run two great projects at 17% than four mediocre ones at 8%."


David's New Role (And Identity Crisis)
David's role is the hardest to define. He's not running Residential Studio, that's Jennifer's business. He's not running Commercial Ventures, that's Andre's. He's not running day-to-day platform operations, Michelle handles scheduling, Carol handles finances, the safety officer handles compliance.
So, what is he doing?
Week one, he has no idea. He shows up at the yard Monday morning out of habit. Sits in his office. Realises he doesn't have any fires to put out.
Jennifer has a client who's upset about timeline delays. David would have jumped in, mediated, smoothed things over. Instead, David gets a text from Jennifer: Client wants to renegotiate timeline. Pushing back. Will update you.
He doesn't hear about it again until the Friday report, when Jennifer mentions she held firm on the timeline and the client accepted.
Andre has a supplier dispute, concrete delivery was wrong mix, project delayed half a day. David would have called the supplier, negotiated credit, tracked resolution. Now David sees it in the platform report: Commercial Ventures - concrete issue resolved, $400 credit applied, back on schedule.
It's Wednesday before David figures out what his actual job is now.
He's setting up the financial infrastructure.
He sits with Carol for three hours straight. They restructure QuickBooks from scratch:
ABC Construction Platform Ltd = master entity
· Owns equipment
· Holds insurance and bonding
· Employs platform staff
· Contracts are signed under this entity
Inside that, three profit centres (or sub-accounts):
· Residential Studio
· Commercial Ventures
· Infrastructure Group (placeholder, no activity yet)

Every Friday, Carol will run a report: which business used which platform resources. Each business gets an invoice from the platform. Expense for the business, revenue for the platform.
"This is a nightmare," Carol says, staring at the screen.
"For the first month," David agrees. "Then it'll smooth out."
She doesn't believe him. She sets it up anyway, because this is her job.
By Friday, the first internal invoices go out.
Jennifer texts David: Just got invoice from platform. Is this for real?
David: Yep. That's what it costs to support your business.
Jennifer: Okay. Makes sense.

The First Real Test
Week three. The test David was waiting for.
Andre needs the excavator for two weeks straight. Foundation work for a retail buildout in Portmore. Critical path item. Can't delay.
Jennifer needs the same excavator for three days during that window. Pool excavation for the Stony Hill renovation. Also, critical path. Any delay cascades into other trades.


Old model: David mediates. Someone gets angry. Someone's schedule slips. Resentment builds.
New model: David sends a message to both: "The excavator rate from the platform is US$300/day. If you both need it, work it out."
Then he closes his laptop and goes for coffee.
Jennifer looks at her project budget. The pool excavation is on critical path, if it delays, the plumber delays, the electrician delays, the concrete pour delays, the deck builder delays. She budgeted US$900 for three days of excavator time, but she can afford more if it prevents schedule cascade.
She calls Andre directly. "I need the excavator for three days,16th, 17th, 18th. I know you've got it booked solid. I'll pay US$400/day if you can work around it."
Andre pulls up his schedule. He's planning to start foundation excavation on the 14th, work straight through to the 28th. But looks at it closer, he could push the start to the 19th without impacting his overall timeline, he's got interior demo scheduled for the 14th-18th anyway, doesn't actually need the excavator until demo is complete.
"Yeah, works for me," he says. "I'll take it 19th through 28th. You've got it 16th to 18th."
"Done. Thanks."
"No problem."
Sixty seconds. No meeting. No mediation. No David.
Jennifer pays the platform US$1,200 for three days ($400/day). Andre pays platform US$3,000 for ten days ($300/day). 
David finds out Friday when Carol sends the report.
He smiles.

What's Actually Changing
By the end of month one, the shift is noticeable.

Decision speed has tripled.

Questions that used to take three days and a meeting now take thirty minutes and a text message.
Jennifer needs to hire an assistant for one of her craftsmen. Old process: talk to David, make the case, wait for approval, start recruiting. New process: checks her budget, confirms she has headcount allocation, hires someone Tuesday, they start Monday.
Andre needs to switch subcontractors mid-project because the electrician keeps no-showing. Old process: justify to David why firing mid-project makes sense, get approval, deal with pushback about ‘giving people chances’. New process: fires the electrician Thursday, books a replacement Friday, back on schedule Monday.

Resources are being used more efficiently.

Equipment utilisation is up 30% because people are booking it properly instead of reserving it just in case and leaving it sitting idle.
The safety officer is visiting sites on a scheduled rotation instead of racing between emergencies. Fewer violations, less scrambling.


People are thinking like owners.

When Jennifer turned down that bathroom project, she was thinking like someone who owns the P&L. Old Jennifer (employee mindset) would have taken any revenue. New Jennifer (owner mindset) is protecting margin.
When Andre showed his team the project-level economics, they started asking different questions: "Why are we bidding for this office job? Margin's crap." That's owner thinking.

David is sleeping better.

He's working 35 hours a week instead of 65. He's not on three job sites before 9 AM. He's not approving purchase orders at 11 PM. He's not mediating resource conflicts.
He's working on the business, setting up systems, reviewing business performance, planning Infrastructure Group launch, instead of firefighting.
But there's something else happening that's harder to name. He's losing his identity as ‘the guy who runs everything’.
And he doesn't know yet if that's a good thing.



Key Takeaways:
1. Change is messy and people will be sceptical. Expect confusion, fear, and resistance. That's normal. The napkin-on-the-wall moment won't convince everyone immediately.
2. The first ‘no’ is the hardest. When Jennifer turned down that US$18K project, she was choosing future value over immediate revenue. That's the shift from employee to owner thinking.
3. Internal data-driven clarity eliminate mediation. When people can negotiate directly with transparent pricing, they solve their own resource conflicts faster than any manager could.



[bookmark: _Toc232968147]Chapter 7: Month Two, The Operating System
"Systems aren't about control. They're about memory. So that you don't have to remember everything, renegotiate everything, or explain everything twice."

By week five, patterns emerge.
Jennifer is ruthlessly focused. Four projects turned down in two weeks. Her team thinks she's crazy.
"We can't afford to be this picky," one of her craftsmen says. "What if the work dries up?" Jennifer shows him the pipeline. Three confirmed projects totalling US$271K, starting over the next six weeks. Two more in late-stage negotiation worth another US$160K.
"We're not being picky," she says. "Every hour we spend on a low-margin project is an hour we can't spend on this." She points to the US$94K house renovation. "Which one do you want to work on?"
But then she lands a US$95K custom build in Ironshore. Toronto couple, architect already hired, generous timeline, 25% deposit up front (unheard of, usually 10% if you're lucky).
"This is what Residential Studio is," she tells her team. "We don't compete on price. We compete on design execution and reliability. Clients who want cheap can go somewhere else."
One of her craftsmen quits. Goes to a traditional construction company with ‘better job security’.
Jennifer doesn't try to talk him out of it.


"That's fine," David tells her later.
"I know," Jennifer says. "But it still tough to lose good people."

The Operating Agreement
Week six, Carol shows Jennifer a document David drafted:

Residential Studio Operating Agreement
Minimum project size: US$35,000
Target clients:
· Residential clients (homeowners + boutique rental properties)
· HNI US$50K+ household income
· Design-conscious
· Value execution and reliability over lowest price
Geographic focus:
· Kingston metro
· North Coast (Ocho Rios to Montego Bay)
Project types:
· Renovations
· Custom builds
· High-end finishes
Projects we DON'T do:
· Commercial
· Government
· New construction >3,000 sq. ft
· Value engineering clients (code for ‘I want champagne on a beer budget’)
Target margin: 18–22%
Team capacity: 3 concurrent projects maximum


"Did David write this?" Jennifer asks.
"He drafted it," Carol says. "But you're supposed to edit it. It's your business."
Jennifer reads it again. Crosses out ‘homeowners’. She's landed two Airbnb owners who actually pay on time and don't micromanage. Changes geographic focus to explicitly exclude rural areas, She learned that lesson the hard way when a project in Portland turned into a six-month nightmare.
She signs it.
"This means I can say no to anything outside these parameters?" she asks.
"That's the idea."
"Without asking David?"
"Without asking David."
Something shifts. For five years, every decision ran through David. Every client, every project scope, every hire. Not because he was a control freak, just because that's how it worked. 
Now the decision is hers.

Andre's Delegation Problem
Commercial Ventures is running three projects simultaneously: New Kingston retail buildout, Portmore office renovation, Spanish Town warehouse conversion.
On paper, fine. In reality, Andre is drowning.


He's on site in Portmore when Michael (his site superintendent) calls from Spanish Town, "We're short on rebar. Delivery was supposed to be yesterday. It's not here. What do you want me to do?"
Old Andre: call supplier, escalate to David if needed, probably drive to Spanish Town to handle it himself because it's faster than explaining.
New Andre takes a breath: "How much rebar do you need and what's it going to cost?"
"Four tonnes. About US$3,200 at current pricing."
"You have signing authority up to US$5K. Call the supplier. If they can't deliver today, find who can. Approve the purchase. Get it on site. Text me when it's resolved."
"What if I make the wrong call?"
"Then we'll figure out why and fix the process next time. But I trust you. Make the call."
Silence on the other end. Michael has worked for Andre for three years. This is the first time he's been told to just handle something without checking back.
"Alright," Michael says. "I'll handle it."
He calls the regular supplier. Rebar delivery is delayed because the purchase order was written under the old master company account, but this project is under Commercial Ventures, accounting mismatch, supplier won't release without payment terms confirmed.
Michael calls Carol directly. "Can we do payment on delivery for this rebar? It's within my authority, but supplier needs confirmation."
Carol checks Commercial Ventures' P&L. "Approved. Sending updated PO now with payment-on-delivery terms."
Rebar arrives Friday morning. Crisis averted.
Andre doesn't even hear about it until the Monday review, when Michael mentions it casually: "Had a rebar supply issue last week, sorted it out, we're back on schedule."
"Why didn't you call me?" Andre asks.
"You told me to handle it. So, I did."
Andre realises he's been creating his own bottleneck. Not because his people couldn't make decisions. But because he never gave them permission, and then he blamed them for ‘not taking initiative’.
The problem was his unwillingness to let go.
"Good work," he says. "Keep doing that."
Michael grins. "Do I get a raise?"
"It means you're in the profit-sharing pool. Make better margins, make more money. Mess up we lose money, you make less."
"So…no raise?" 

The Resource Allocation System
By week seven, Thursday 3 PM is sacred.
Jennifer, Andre, David. Thirty minutes maximum. Pure logistics: who needs what resources next week?
They use a shared Google Calendar, color-coded:
· Blue: Commercial Ventures
· Green: Residential Studio
· Red: Infrastructure Group (mostly empty, Brian hasn't started yet)
· Yellow: Available

This Week's Huddle:
Jennifer: "Need Mario (electrician) four days starting the 15th. Stony Hill project."
Andre checks calendar. "I have Mario booked 12th–18th for New Kingston retail. He's doing the main panel installation."
"Can he do both?"
"Not without overtime. And your site is Stony Hill, that's 90 minute-drive time each way from New Kingston. He'd be spending three hours a day in traffic."
"Can you release him last two days of your booking? My client deadline is hard on the 17th, inspection scheduled."
Andre looks at his project schedule. Releasing Mario on the 17th-18th means his retail project slips two days. Which delays final inspection. Which delays final payment, which is US$38K sitting in accounts receivable that Andre was counting on to cover next week's payroll.
"Slipping my timeline costs me US$800 in delayed payment," Andre says. "The payment's there, waiting on inspection sign-off."
Jennifer doesn't hesitate. "Done. Residential Studio pays platform $800, platform credits Commercial Ventures."
Carol makes a note in her laptop.
David says nothing. He's learned that the best thing he can do in these meetings is stay quiet unless someone asks him a direct question.
Two months ago, this would've been a thirty-minute argument about fairness and priorities and who's more important.
Now it's a five-minute transaction.


The business that values the resource more pays for it. The other business gets compensated for the inconvenience. Everyone moves on.
"Equipment needs?" David asks.
"Excavator's available next week, right?" Andre asks.
Michelle (platform operator) checks the equipment calendar. "Booked Monday-Wednesday to external contractor, available Thursday onward."
"I'll take it Thursday-Friday for foundation prep in Spanish Town."
"Noted. Jennifer?"
"We're good. Just need the dump truck Tuesday for demolition debris removal."
"Booked."
Seventeen minutes total. They're done.
"This is working," David says after they leave.
Carol looks up from her laptop. "The internal billing is still a pain."
"But it's working?"
"Ask me in a month."



What's Emerging Without Planning
By the end of month two, something interesting is happening.

Informal knowledge sharing:
Jennifer figured out a better way to handle client change orders, formalised process with clear pricing, sign-off before work starts. She mentioned it in passing to Andre.
Andre adopted it immediately for Commercial Ventures. His change order disputes dropped 60%.
Nobody mandated this. It just spread because it worked.

Natural specialisation:
Peter (the foreman who's been around since the beginning) comes to David in week eight: "I want to talk about something."
"Go ahead."
"I've been helping Jennifer and Andre, bouncing between projects. It's fine, but I keep thinking... what if I ran my own jobs? Small stuff, that are too small for Andre but too commercial for Jennifer."
David has been waiting for this.
"What would you need?"
"Access to platform services. Equipment when I need it. Maybe one helper to start. I'd find my own clients, manage my own jobs."
"How would you price platform access?"
"Same as everyone else.” 
"Done. When do you want to start?"
"Seriously?"
"Yes. Write up what you're thinking: target clients, project types, how you'd differentiate from Commercial Ventures. We'll review it. If the economics make sense, then it’s a go."
Peter leaves, stunned.
Jennifer texts David an hour later: Did Peter just tell you he wants to start his own micro-enterprise?
David: Yep.
Jennifer: That's not a problem?
David: Why would it be? He wants to run businesses that neither you nor Andre want. Platform gets 15% of his revenue. He gets to build something. Everyone wins.
Jennifer: This is wild.
David: This is the model working.

Resource efficiency is compounding:
Equipment utilisation is now at 73%, up from 45% two months ago.
The safety officer is catching violations before they happen instead of scrambling after incidents.
Procurement landed a master agreement with Facey Commodity, priority allocation during shortages.
None of this required top-down planning. It emerged because the incentives were aligned.
When businesses pay for what they use, they use resources efficiently.


When people own outcomes, they improve processes without being told.
When the platform serves enterprises instead of controlling them, enterprises actually use platform services.

The Operating System Is the Culture
Friday afternoon, week eight. David's reviewing the numbers with Carol.
Combined revenue (Residential Studio + Commercial Ventures): US$1.63M for the two months.
Combined profit: US$287K.

Platform financials:
· Revenue (fees + equipment + procurement): US$312K
· Costs (staff, maintenance, insurance, facilities): US$189K
· Net: US$123K

"The platform is profitable," Carol says, sounding surprised.
"It should be," David says. "If the platform can't be self-sustaining, the model doesn't work."
"What happens to that US$123K?"
"Retained earnings for now. We'll need working capital when we start Infrastructure Group. And we should probably give Michelle a raise. She's doing the work of two people."
Carol makes a note.
"One more thing," she says. "I need to hire help. Can't keep doing this alone past five micro-enterprises."
"What do you need?"
"Junior bookkeeper. Take over the routine stuff: invoicing, reconciliation, payroll processing, so I can focus on P&L analysis and planning."
"Hire them."
"Just like that?"
"You run platform operations with Michelle. If you need help, hire help. You know the budget."
Carol stares at him. "You're not going to ask me to justify it? Build a business case?"
"You just did. You said you need help. I trust you. Hire someone good."
She's quiet for a moment.
"This is so different from two months ago," she says.
"Yeah," David agrees. "Two months ago, I would've wanted a three-page business case and two weeks to think about it. You know better than I do what operating the platform needs."
That's the operating system David's building.
Clear decision rights, transparent economics, and trust.



Key Takeaways:
1. Operating agreements create boundaries that enable focus. Knowing what you DON'T do is as important as knowing what you do.
2. Delegation only works when you give real authority. Telling someone to ‘handle it’ but requiring them to check back for approval isn't delegation.
3. The platform should be self-sustaining. If platform fees don't cover platform costs, you're subsidising infrastructure from business profits. That's not sustainable.


[bookmark: _Toc232968148]Chapter 8: Month Three, The Profit Revelation
"We made more money by doing less work. Not because we got lucky. Because we finally stopped subsidising bad projects with good ones."

First quarter ends March 31st.
Carol sends P&L reports April 3rd, 8:47 AM.
Before going into the office to meet with Jennifer and Andre, David reads the reports while sitting in his truck in the parking lot of a retail plaza, breakfast sandwich going cold on the passenger seat.
He pulls up the same quarter from last year, when it was all one company. Slightly less revenue this quarter. But profit up 118%.
He reads it again. Checks. Looks for errors.
There aren’t any.

Inside
Jennifer and Andre are already in the conference room when David arrives. They have their numbers.
Jennifer looks confused. "I fired half my clients and made more money."
"How many projects did you run?" David asks.
"Five. Same as last quarter. But average project value went from US$58K to US$62K. Margin went from 8% to almost 17%."
"What changed?"

"I stopped saying yes to everything. Last quarter I did two small bathroom projects because I thought we needed the revenue: low margin, difficult clients, constant changes. This quarter I turned down eight projects that didn't fit our model."
"You turned down eight projects?" Andre asks.
"Nine, actually. But I replaced them with three really good ones. The Ironshore custom build alone was US$95K at 22% margin. Made more profit on that one project than I did on four projects last quarter."
Andre is studying his own numbers, frowning. "I'm only at 6.5% margin. That's not good enough."
"It's up from last quarter," David points out. "You were at 4.8%."
"Yeah, but look at Jennifer's numbers. Seventeen percent. Why am I at six?"
They dig into the data. Carol separated it out so each project shows its own economics.

Commercial Ventures ran four projects this quarter:
· Retail buildout (New Kingston): 14% margin
· Office renovation (Portmore): 1% margin
· Warehouse conversion (Spanish Town): 8% margin
· Restaurant (Ocho Rios): 15% margin

"The office renovation was a disaster," Jennifer observes.


Andre nods slowly. "Client wanted everything cheap. Fought every change order. Paid 30 days late, we had to float $18K in materials. I should've walked."
"Then walk next time," David says.
"I can do that?"
"It's your business. If a project doesn't hit your margin targets, don't take it. What's your target?"
"Should be 15%, minimum."
"Then stop taking projects below 15%."
Andre looks at the numbers again, thinking. "If I'd skipped the Portmore office and run just three projects...profit would've been US$38K instead of US$32K. Even though revenue was lower."
"And you would've worked less," Jennifer adds. "That office job was a nightmare. You were there every day for six weeks."
"I worked my butt off on that project," Andre says quietly. "Made the company US$2,000. Could've made more working behind the counter at a fast food joint."
"Then don't do it again," Jennifer says. "Fire those clients like I did."

The Platform Numbers
David shares the platform financials.
"So, the platform makes money?" Andre asks.
"Barely," David says. "But yes. It's designed to be self-sustaining, not a profit centre."
"And what's your take?" Jennifer asks.
David hasn't really thought about this. He's been so focused on getting the model working that he hasn't calculated his own compensation yet.
"I own the platform and I own equity in the enterprises. So theoretically..."
He does the math in his head:
· Platform profit: US$78,200
· Residential Studio surplus after profit  distribution (70% of $51,800): US$36,260
· Commercial Ventures surplus after profit distribution (70% of $31,750): US$26,425

If he took all of it: $140,885 for the quarter.
Annualised: ~US$560K.
But he won't. Needs to reinvest. 
Jennifer whistles. "So, we're all making more money."
"Yeah."


What Changed (And What Didn't)
David explains it to his brother-in-law that weekend, sitting on the same back porch where they had the ‘you're a venture capitalist now’ conversation two months ago.
"We made more profit on less revenue," David says. "That doesn't happen by accident."
"What changed?"
"Three things. First: we stopped subsidising bad projects with good ones. Nobody knew which were actually making money. Now we know."
"What else?"
"Overhead got honest. Before, it was spread across everything. A lot of it was duplicate functions. Separate procurement, idle equipment, admin time wasted coordinating unrelated projects. Now overhead is centralised, shared across businesses that opt in when it makes sense. We cut overhead in half."
"And?"
"Incentives. When your bonus is directly tied to your business's profit, you make different decisions. Jennifer fired clients she would've kept before. Andre walked away from work he would've taken. Because they're not trying to hit a company revenue target anymore, they're trying to build profitable businesses."
Brother-in-law finishes his beer. "You think this would work in other industries?"
"I don't know. But I think anytime you're running multiple business models under one roof and acting like they're the same, you're probably destroying value. In hindsight, separating them and making the economics transparent seems like a better play.” 

[bookmark: _Toc232968149]PART IV: THE TRANSFORMATION

[bookmark: _Toc232968150]Chapter 9: When Businesses Fail (Infrastructure Group)
"Failure isn't the problem. Pretending something isn't failing while it bleeds you dry, is."
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Infrastructure Group launches in September.
David hires Brian. Ten years of experience on government contracts at a larger firm. 
By October, Infrastructure Group lands its first contract: US$800K municipal road project in Clarendon: drainage rehabilitation, road resurfacing, sidewalk installation. Six-month timeline. Standard government work. Everything David had dreamed about when he started the company. 
By December, it's a disaster.
Not obvious where something catches fire or someone gets hurt. The kind that shows up in spreadsheets and payment delays and stress in a project manager who's working seventy-hour weeks and still falling behind.
Payments are sixty days late, which is typical for government contracts, but not survivable when you're a small business floating labour and material costs. Brian's underwater. This is his first time running a project independently, and government contracting is harder than he thought. Turns out watching someone else manage political relationships is very different from building those relationships yourself.

Infrastructure Group P&L - December:
Revenue: US$180,000 (of $800K total contract—they're 22.5% complete)
Direct costs: US$165,000
Platform fees (15%): US$27,000
Net: -US$12,000 loss


Projected loss for full contract at current trajectory: US$35K–US$40K. Maybe more if payments keep delaying. David gets the numbers January 3rd. He studies them for two days, hoping he's reading them wrong.
He's not.
He calls an emergency meeting with Jennifer, Andre, Brian, and Carol for January 5th.

The Meeting Nobody Wants
"We need to talk about Infrastructure Group," David says.
They're in the conference room. Brian looks exhausted. He’s been working hard, hoping more effort will fix it.
"I know we’re behind schedule," Brian says. "We'll catch up."
"Brian." Andre cuts him off, not unkindly. "Look at your cost ratio. You're at 92% on US$180K of work. Even if efficiency improves dramatically, and it won't, you're going to lose money. Probably a lot."
"The payment delays."
"That’s not going to change," Jennifer says. Her voice is gentle but firm. "The payments will always be late. That's not going to change. Can Infrastructure Group afford to float that kind of cash? Because the platform can't keep lending working capital to a business that's underwater."
They all know the answer.
Brian slumps in his chair. "What are my options?"
David looks at Jennifer and Andre. This is the test. He's tried to build a model where businesses can fail without destroying the company. Now he has to see if that's actually true.
"What do you think?" David asks them.
Jennifer speaks first. "Shut it down. Transfer the contract to someone who specialises in government work. Cut our losses."
Carol pulls up the numbers. "We'd book the US$12K loss so far. Probably another US$8K–$10K in close-out costs, contract transfer fees, legal review, wind-down. Call it US$22K total loss."
"But we stop the bleeding," Andre adds. "Every month we keep going, we lose another US$15K. The math is clear."
David turns to Brian. "What do you think?"
Brian is quiet for a long moment. "I thought I could do this. I really did."
"You're executing well," David says. "The work quality is good. The problem is the business model. Here, government contracting is a relationship game first, construction second."
"So, I failed."
"The business failed," David says carefully. "That's different."
"Here's what I'm offering," David says. "We shut down Infrastructure Group effective January 15th. We transfer the Clarendon contract to Patrick Bent Construction, I talked to Patrick yesterday, he'll take it and finish it properly. He's got the balance sheet to handle government payment delays. Clean exit."
"And me?" Brian asks.
"Two options. One: Join Commercial Ventures as senior PM. Andre's been saying he needs help on the Montego Bay hotel project, that's private sector, US$420K renovation, exactly your skill set. Two: I give you eight weeks’ severance and a strong reference, and you go find something else."
"If I join Commercial Ventures, what's my comp?"
"Same base salary you're making now. And you'd be part of Andre's profit-sharing pool, 30% of net profit distributed to the team based on contribution. Less than you would've made if Infrastructure Group had worked, but more stable than what you made at your previous firm."
Andre nods. "I could use you. Hotel project needs someone who understands MEP coordination and can manage multiple trades. You're good at that."
Brian thinks for a long moment. His coffee has gone cold. Outside, someone's backing up a dump truck, the beeping cutting through the silence.
"I'll join Commercial Ventures," he says finally.
"Good," Andre says. "Start January 20th. Hotel project kicks off the 24th."
They shut down Infrastructure Group January 15th. 

The Lesson (And Why It Matters)
The conversation David has with his accountant two weeks later is illuminating.
"You shut down a business unit in four months?" the accountant asks. "Most companies take years to admit something isn't working."
"We didn't have years to waste," David says. "The data was clear by month three. We gave it another month to see if it was temporary. It wasn't. So, we shut it down."
"What about the sunk costs? The time you invested setting it up? Brian's recruitment and onboarding?"
"What about them? Those costs are already spent. Keeping Infrastructure Group running wouldn't get that money back. It would just burn more money on top of what we already lost. In the old model," David continues, "if a division failed, it would've been a company crisis. People would question my judgement. Morale would tank. Brian would leave and we'd lose all his institutional knowledge. Other people would worry they're next."
"And now?"
"We tried a business. The economics didn't work. We shut it down cleanly. Brian moved to a business that fits his skills better. Nobody else's job was affected. The platform kept running. Life goes on."
"You make it sound simple."
"It is. We made it complicated before."

Key Takeaways:
1. Separate business failure from people failure. Brian didn't fail, the business model failed. He's now succeeding in a different business under the same platform.
2. Platform resilience means business failures don't destroy everything. Jennifer and Andre weren't affected by Infrastructure Group closing. That's the point of separation.
3. Portfolio thinking beats emotional attachment. Some businesses work, and some don't. Your job as founder is to allocate capital to what works and shut down what doesn't.


[bookmark: _Toc232968151]Chapter 10: When People Grow (The Identity Shift)
"People don't grow because you give them opportunity. They grow because you give them ownership and then get out of the way."

June, Year 2.
Jennifer's Hire
Jennifer comes to David, "I want to hire someone," she says.
"Okay. Who?"
"A designer. Interior designer. Partner-level, not staff."
David's first instinct is to ask about cost, structure, whether Residential Studio can afford it, what the ROI calculation looks like.
He stops himself. "Tell me your thinking."
"Half my clients want design help," Jennifer explains. "Right now, I coordinate with architects when clients hire them, but most clients don't hire architects for renovations. Too expensive. What they really need is someone who can spec fixtures, handle finishes, coordinate colours and materials, manage the aesthetics while I focus on construction execution."
"And you found someone?"
"Keisha. She's been doing freelance design work for hotels, boutique properties on the North Coast. Good eye, understands high-end finishes, wants something more stable than freelance."


"What do you need from me?" David asks.
Jennifer looks confused. "Approval?"
"It's your business, Jennifer. If the numbers work, do it."
"What if I'm wrong? What if Keisha doesn't work out?"
"Then Residential Studio makes less profit next quarter, your bonus is smaller, you'll figure out whether to keep Keisha or let her go. That's business. You'll make mistakes. You'll learn from them. That's how you get better."
Three weeks later, Keisha starts. Part-time at first, twenty hours a week, testing the model. By September, Residential Studio's average project value jumps from US$62K to US$84K. Turns out when clients work with a designer first, they spend more on construction because the design justifies the investment.
Margin stays around 19%, same percentage, but on a larger base.
The designer hire adds US$47K to annual profit.
More importantly, it unlocks a new business model: design-only services. Clients who aren't ready to renovate yet but want design plans. Some of them become construction clients later. Some don't. Either way, Residential Studio makes money.
By December, Keisha wants to spin out her own micro-enterprise: Studio K Design. Design services only. She'd operate on the ABC Construction Platform, pay platform fees, refer construction work to Residential Studio or Commercial Ventures depending on project type.
Jennifer brings it to David. A year ago, Jennifer would've been threatened by this. Now, she sees it as portfolio expansion. Another business on the platform that creates value for everyone. 



CHAPTER 10 PRECEDENT 
Identity Shift And The Psychology Of Ownership: The transition from employee to entrepreneur-within-a-platform is not just a contractual change. It as an identity transition. A change in how individuals understand themselves in relation to their work, their colleagues, and their economic futures. People who develop an ownership orientation demonstrate measurably different risk tolerance, initiative levels, and long-term investment in quality outcomes than those with an employee orientation, even when the task and environment are otherwise identical.
For Caribbean operators, this identity shift carries additional cultural weight. The tradition of informal employment, the scar tissue of exploitative labour relationships, and the prevalent experience of promises without follow-through mean that profit-sharing arrangements are often received with scepticism. Trust in ownership structures is built through transparency and time, not through the announcement of the scheme itself. The identity shift cannot be mandated or rushed. Platform operators who micromanage the enterprises that are supposed to be autonomous will find the arrangement produces neither the engagement nor the performance improvement it promises. If the platform says ownership, it must behave as though the enterprise leads are owners.
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Andre's Foreman Problem
July, Year 2.
Andre finds out over beers. They're celebrating finishing the restaurant project in Ocho Rios.
"I've been thinking," Peter says carefully, "I’m ready to try going out on my own. "
Andre's stomach drops.
Peter's been with them four years. Best foreman Andre has. Losing him would cripple Commercial Ventures, there's nobody else who can run a site independently and deliver quality work.
"What would you do?" Andre asks, keeping his voice neutral.
"Small commercial. Maybe some residential. I've got some leads, people asking if I do side work, if I can handle their small projects. I'd start small, build it up."
"What if you didn't leave?" Andre asks, ignoring his internal panic.
"I don't want to be a foreman forever."
"No, I mean, what if you didn't leave the platform? What if you started your own micro-enterprise under ABC Construction?"
Peter is stunned. "You’d be okay with that?"
"You want to run your own jobs. Your own clients. Keep the profit. Make your own decisions. I get it. That's literally what this is about."
"What if I fail?"
"Then you fail. We'd probably bring you back as foreman at Commercial Ventures if you wanted. No harm. You tried something, it didn't work out, life goes on."
Peter finishes his beer. Orders another. 
"When could I start?"
"Finish the Montego Bay hotel project with me. That wraps in September. Launch Peter Construction Services October 1st."
They shake on it.
Andre goes home that night and lies awake wondering if he just made a huge mistake. What if Peter takes all his knowledge and competes directly? What if he poaches Commercial Ventures' clients? What if this whole ecosystem idea is just him being naive?
Then he remembers. Peter was leaving anyway. At least this way, he stays connected to the platform, Andre can still work with him when it makes sense, and the platform gets 15% of whatever Peter builds.
Better than losing him completely to some other contractor across town.


Six Months Later
December, Year 2.
Peter Construction Services - First Six Months (July-December):
Projects completed: 4
· Café buildout in Liguanea
· Two retail renovations in Portmore
· Medical office in Kingston
Total revenue: US$165K
Total net profit: US$25,500
Average margin: 15.5%
Commercial Ventures Q3-Q4 (after Peter spun out):
Fewer projects. Higher margins. More profit.
Andre's team isn't scrambling to juggle six projects anymore. They're running three excellent projects with proper resources and attention. And when Peter gets in over his head, which happens in November on the medical office project when the client wants extensive HVAC work and Peter doesn't have mechanical systems experience, he calls Andre.
"Can Commercial Ventures take over the HVAC coordination? I'll assign you that portion of the contract, you manage the mechanical, we split the profit on that piece."
They structure a partnership on that specific scope. Peter handles general construction and finishes. Andre brings mechanical expertise through one of his specialists. Both businesses make money.
The client gets better work than Peter could've delivered alone.
"The platform is becoming an ecosystem," Jennifer observes in the December review meeting.
David nods. "That's exactly what it's becoming. People are starting to see other enterprises as resources, not competition."



[bookmark: _Toc232968152]Chapter 11: The Philosophical Shift (What Changed)
"The hardest part wasn't changing the structure. It was changing how we thought a company should be."

The Back Porch Conversation
Saturday, August, Year 2.
David's on his back porch in Stony Hill with a Red Stripe, gentle breeze, city lights starting to flicker on as the sun drops. His brother-in-law is visiting, the one who runs a small packaging manufacturing business, the one David's been having these conversations with for the past year.
"I still don't fully get it," brother-in-law says. "What do you do?"
David's been asking himself this question for eighteen months.
"I allocate capital," he says slowly, working it out as he speaks. "I look at which businesses are working, give them more resources if they need it. Look at which aren't working, shut them down. Make sure the platform is useful, equipment maintained, Carol and Michelle have what they need, safety officer keeping everyone compliant. That's it."
"You're a venture capitalist."
"I guess. I just know I'm not running projects anymore. I'm running a platform that enables other people to run projects."
Brother-in-law shakes his head. "Sounds complicated."
"Actually, it's simpler," David says. "Before, I was involved in every decision. Every project. Every client issue. I was drowning."
"And now?"
"I work maybe thirty hours a week. I’ll make more this year, probably even more next year. And the businesses are more profitable than they've ever been."
"Because you're doing less?"
"Because I'm doing different things. And the people running the businesses are better at day-to-day execution than I ever was."
Brother-in-law sips his beer, thinking. "You think this would work in manufacturing?"
"I don't know. What are you making?"
"Packaging. Boxes, labels, specialty printing. Right now, everything is in-house."
"Same clients? Same sales process? Same operations?"
"Not really. Box customers are high-volume, low-margin corporate buyers. They care about price and delivery speed. Specialty printing customers are low-volume, high-margin boutique clients. They care about quality and customisation."
"So, you're running two different businesses under one roof."
"I guess I am."
"What if you separated them? Let different people run each business?"
"I'd lose control."
"Or would you gain two business managers accountable for their own results instead of one CEO trying to run everything and doing both halfway?"


"But what if they make bad decisions?"
David laughs. "They will. They'll make bad decisions, learn from them, make better decisions next time. As long as the business stays profitable overall, who cares?"
"Me. I'm the owner."
"I used to care about every decision too. But I was never really in control. In fact, I was a bottleneck. Everything waited for me to approve. Half the time, the person asking knew more about the situation than I did."
Brother-in-law finishes his beer. "Let me think about this."

The Philosophical Shifts That Make The Difference
Later that week, David sits down to articulate what actually changed. Not the mechanics, he can explain the structure any day. The mindset shifts that had to happen before anything else could.

1. Hierarchies Are Expensive Lies
Before: "I need to be in control of everything to maintain quality."
After: "The hierarchy wasn't protecting quality, it was protecting the founder’s ego." The hierarchy created the illusion of control. But actual control and accountability comes from distributing ownership.
"I thought if I wasn't involved in every decision, things would fall apart," David admits to me one evening.
"Did it?" 
"No."


2. The Founder's New Job
Before: "I'm the CEO. I get the final say."
After: "I'm an investor. I allocate capital between businesses."
This is David's hardest shift. His entire identity was wrapped up in running the company. Being the person everyone came to. Learning to not be needed feels like loss before it feels like freedom.
"What are you in charge of now?" someone at a networking event asks.
David thinks about it. "I decide which businesses to start, which to fund, which to shut down. I make sure the platform is useful. I help enterprise leaders think through big decisions when they ask, but I don't make those decisions for them."
"So, you're not really running the company."
"No," David agrees. "I'm running a portfolio of companies. It's different work. Used to be tactical: approving, putting out fires. Now it's about where should we allocate capital. What's the next business to launch? Is this business worth saving or should we shut it down?"
"Which do you prefer?"
"The one where I sleep at night," David says.


3. Organisations Should Be Flexible
Before: "We're building a company that stays the same."
After: "We're building a platform that lets us try businesses."
David used to think success meant building something permanent. Now he thinks success means building something adaptable. A platform that can try businesses, keep some, shut down others, and be stronger for it.
"We started Infrastructure Group in September," he tells a group of contractors at an industry event. "By February we realised government contracts are a relationship game we don't have access to. We shut it down. Transferred the contract. Reassigned the PM to a different business. Moved on."
"That fast?"
"Why wait? The data was clear. That's not failure, that's capital preservation."
"But what about morale?"
"The PM who was running Infrastructure Group is doing well at Commercial Ventures. Nobody else's job was affected. The platform kept running. We just have one fewer business in the portfolio."
"You're fine with that?"
"I expect businesses to fail," David says. "Because not every opportunity is real, not every business works. That's fine. As long as failures are fast and clean, not slow and messy."
That mindset is what makes everything else work.


The Conversation That Crystallises It
Three months later, November Year 2.
Omar, the young contractor David met for coffee back in May, the one stuck at US$2.1M revenue working seventy-hour weeks, texts him:
You got time for a call?
They talk for an hour.
"We separated residential and commercial teams like you suggested," Omar says. "Gave each one their own P&L, their own decision rights. It's working."
"That's great," David says.
"But now I don't know what my job is," Omar admits. "I used to run everything. Now... I don't know what I'm supposed to be doing."
David laughs. "Yeah. I had that crisis too."
"How'd you figure it out?"

"I stopped asking 'what should I do?' and started asking 'what can only I do?'"

"Which is what?"


"Three things," David says. " Decide which businesses to start and which to stop. Two: Make sure the platform actually serves the businesses instead of becoming another layer of bureaucracy. Three: Help enterprise leaders think through big decisions, not make those decisions for them."
"That's it?"
"That's it. Everything else should be happening at the enterprise level. If you're still approving purchase orders or solving day-to-day problems, you're doing their job, not yours."
"Feels like I'm not doing enough."
"Your job isn't to be busy,” David says. “Your job is to enable others to build. If they're building successfully, you're not drowning in tactical work, then you're doing it right."
"That's going to take some getting used to," Omar says.
"Yeah," David agrees. "It does."



[bookmark: _Toc232968153]PART V: THE COMPLICATIONS

[bookmark: _Toc232968154]Chapter 12: The Benefits Problem (When Equity Isn't Enough)
"You can't just give people ownership and expect everything else to work itself out. Ownership without security is just risk with a different name."

March, Year 2.
Richard, Jennifer's lead carpenter from the beginning, comes to her with a problem. "Lydia‘s pregnant," he says. "Our second. I need better health insurance."
"You have health insurance through the platform," Jennifer says. "Everyone does."
"Basic coverage. NIS minimum. Not enough. And what about vacation time? I haven't taken a day off in eight months."
Jennifer realises she doesn't have a good answer.
The platform provides the legal requirements through a group plan. No vacation policy beyond the statutory minimum. No retirement matching beyond the legal requirement. No paternity leave, no dental, no vision.
The platform was designed to be lean. Keep costs down so enterprises stay competitive.
But lean is starting to look inadequate.

The Meeting Where Nobody Has Answers
Jennifer calls an emergency meeting. All micro-enterprise leads, plus Carol and Michelle from platform operations.
By now there are five active businesses:
· Jennifer (Residential Studio)
· Andre (Commercial Ventures)
· Peter (Peter Construction Services)
· Keisha (Studio K Design, just launched January)
· Plus, platform employees (Carol, Michelle, safety officer, procurement coordinator)

"We have a benefits problem," Jennifer starts. "Richard wants better health insurance and vacation policy. I don't know how to give it to him without destroying Residential Studio's margins."
"Same issue here," Andre says. "My site superintendent, asked about retirement matching."
Peter nods. "I'm feeling it too. Trying to recruit a good mason. He wants two weeks paid vacation. I can't afford that."
David's been thinking about this since Jennifer first raised it. "Here's the problem: traditional employment benefits assume stable, long-term employment with one company. Fixed schedules, predictable revenue, economies of scale. But our people move between projects, sometimes between businesses. How do we offer benefits in that context?"
"Make the platform do it," Peter suggests.
"Platform can't afford it," Carol says flatly. "We're barely breaking even as is.”
Andre speaks up then, "What if benefits aren't uniform? What if each business decides what they can afford?"
"So Commercial Ventures offers different benefits than Residential Studio?" Jennifer asks.
"Why not? We're separate. I can afford better retirement matching than Peter. His business is smaller, margins are tighter. That's fair."
"But then people will want to work for whoever has the best benefits," Peter objects.
"Good," Andre says. "That means I have to offer competitive benefits to attract good people. That's how markets work.” 
Keisha asks tentatively, "Can we even do that? Offer different benefits?"
David nods. "Legally, yes. Each business is a separate profit centre within the platform entity. They can structure compensation however they want as long as it meets minimum legal requirements."
"What's stopping us?" Andre asks.
"Nothing," David says. "Except figuring out what's fair and what's sustainable."

The Solution (Messy But Real)
They spend three hours working through it.
Enterprises disclose their benefits package. People choose where they want to work.


Richard's Decision
Jennifer sits down with Richard the following week.
"Here's what I can offer," she says, and walks him through Residential Studio's benefits package.
Richard does the math. Paid vacation, that's real time with his family. Profit-sharing. Enhanced health option where he pays the difference.
"What would this cost me total?" he asks.
Jennifer shows him the numbers.
"If I went to work for a traditional contractor?" Richard asks.
"Probably base salary, statutory benefits only, no profit-sharing, no vacation beyond legal minimum."
Richard stays.
But two other members of Jennifer's team leave.
"Some people want security," David tells her. "Some people want ownership. That's fine."
"I know," Jennifer says. "Doesn't mean it doesn't sting."
"No," David agrees. "It doesn't."

The Conversation With Carol (One Year Later)
November, Year 3.
Carol comes to David, "I need to talk about platform employee benefits."
David nods. He's been expecting this.


"Platform employees are seeing enterprise employees get profit-sharing, enhanced benefits, vacation policies, and we're not eligible for any of that because we work for the platform, not an enterprise."
"That's true."
"It doesn't feel fair. Michelle and I are working just as hard as anyone else. We're enabling all these businesses to succeed. But we don't get profit-sharing, we get minimum benefits."
David's been thinking about this for months.
"You're right," he says. "Platform employees should share in platform success. Here's what I'm proposing: Platform profit-sharing pool. Works the same as enterprises, 30% of platform net profit distributed to platform employees based on role and contribution."
"How much would that be?"
David pulls up the numbers. Platform net profit last quarter: US$94K. 30% distributed: US$28,200 for the quarter. Split four ways (Carol, Michelle, safety officer, procurement coordinator): ~US$7,000 each quarterly, ~US$28K annually.
"That would more than double my comp," Carol says.
"It should. Without you, none of these businesses work. You should benefit when the platform succeeds."
"What about enhanced benefits?"
"Platform can afford basic enhanced benefits now. More paid vacation, retirement matching. Not as rich as some enterprises, but better than legal minimum. Want to work up a proposal?"
Carol nods. "Yeah. I do."


Two months later, platform employees have profit-sharing and enhanced benefits.
CHAPTER 12 PRECEDENT
When Ownership Is Insufficient Compensation: A consistent finding in employee ownership research is that equity stakes are psychologically effective only when the terms are clear and the benefits are immediate. Workers who cannot understand how the equity value is calculated, or are granted equity without contributing, or whose ownership stake converts to cash only in a distant and uncertain future, do not respond as expected. 
The benefits problem described in this chapter shows that profit sharing is not sufficient compensation for the loss of employment benefits that formal employment provides. This is well documented in gig economy and platform work research across multiple industries. This is the disadvantage of micro-enterprise models. When workers trade employment security for entrepreneurial upside, they also trade access to health insurance, pension contributions, and statutory protections. In markets without robust social safety nets, this trade has an asymmetric risk profile that pure profit-sharing does not fully address.
Best practice is to design the benefit architecture alongside the ownership architecture from the outset, rather than as an afterthought. The platform’s role in providing group insurance access, retirement savings mechanisms, and statutory compliance is not a nice-to-have. It is a necessary condition for the micro-enterprise model to attract and retain the calibre of operators it requires.
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[bookmark: _Toc232968155]PART VI (BONUS): THE FUTURE

[bookmark: _Toc232968156]Chapter 15: Building Businesses That Can Be Sold
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The conventional wisdom in small business is that the owner and the business are inseparable. A belief that is both common and value-destroying. Research by the Exit Planning Institute[footnoteRef:1] shows that in North America fewer than 20% of small businesses that go to market actually sell, and the primary reason is not market conditions but transferability.  [1:  Exit Planning Institute, ‘The State of Owner Readiness Research’, 2023, https://exit-planning-institute.org/state-of-owner-readiness] 

The business depends too heavily on the founder’s relationships, knowledge, and personal presence to generate buyer confidence. The platform model described in this book is, among other things, a systematic solution to the transferability problem.
The platform’s operating system is, in effect, a valuation enhancement programme. The Caribbean-specific precedent[footnoteRef:2] is that most construction businesses in this region are not just unsaleable, they are not recognised as assets at all by investors.  [2:  Rider Levett Bucknall, ‘2024 Caribbean Report’, 2024, https://www.rlb.com/americas/insight/2024-caribbean-report/] 

The absence of a regional M&A market[footnoteRef:3] for small construction firms is partly a function of the legal and structural complexity of transferring such businesses, and partly a function of the fact that most are not structured for transfer. Changing that by treating each micro-enterprise as a standalone asset from its inception, is one of the most consequential shifts the platform model enables. [3: John Warrillow, ‘Built to Sell: Creating a Business Than Can Thrive Without You’, 2011] 




[bookmark: _Toc232968157]Epilogue: Three Years Later
One evening, David gets a text from Jennifer:
Client in Ironshore wants US$3.2M custom home. Too big for Residential Studio alone. Thinking about partnering with that firm in Mobay for the structural work. Thoughts?
Old David would've had opinions. Would've insisted on being involved. Would've wanted approval rights.
New David texts back: Your call. What do you think?
Jennifer: I think I need a partner for this one. My team can handle finishes and interiors, but 8,000 sq. ft with complex engineering, that's outside our wheelhouse. Better to collaborate than overreach.
David: Makes sense. Need anything from the platform?
Jennifer: Nah. I got it. Thanks though.
That's it. The entire conversation.
Twenty-four months ago, a US$3.2M project would've been a three-hour meeting with financial projections, risk analysis, resource allocation planning, and David ultimately making the decision.
Now it's a text exchange where Jennifer makes her own call, partners with who she needs to partner with, and moves forward.
David trusts her. Jennifer owns the outcome.
That's the relationship now. 
He's no longer in their way


Later that week, Omar texts:
We separated residential. Sarah's running it. Margins are already up 6 points. This is wild.
David smiles. Texts back: Any you’re going to shut down?

***

David has five micro-enterprises running. Six, if you count Equipment Rentals.
Peter's business is stable. Jennifer's business is growing. Property Management Services just signed three new corporate clients. Studio K Design expanded to Cayman.
Solar Installation Group got shut down, margins never improved.
Facilities Maintenance launched in May. Already profitable.
Training Services is ramping up. Safety officer runs two courses a month, 45% margins, pure profit.
Materials Supply concept got shelved, too much working capital for margins that didn't justify it.
That's how it works. Try things. Keep what works. Shut down what doesn't.
The platform handles infrastructure. The businesses handle execution. David handles capital allocation.
Simple.


Revenue is lower than it was when Commercial Ventures was part of the portfolio, US$2.67M now versus US$3M before restructuring.
But profit is 3.5x higher.
And David can sell pieces when it makes sense. He already proved that with Commercial Ventures.

***

The brother-in-law who runs the packaging business texts:
Remember that conversation we had about separating boxes from specialty printing?
David: Yeah?
Brother-in-law: We did it. Two separate P&Ls. Different managers. Boxes doing US$4M at 8% margin. Specialty printing doing US$1.2M at 22% margin. I'm making twice what I made before.
David: Welcome to the other side.
Brother-in-law: It's weird not being needed for everything.
David: You get used to it. Then you never want to go back.

***

That evening, David sits on his back porch.
He's not running projects anymore. He's not managing people anymore. He's building a platform that enables others to build businesses.


Some of those businesses will fail. That's fine. Failures are cheap when they're fast and clean.
Some will succeed. That's better. Successes compound.
And occasionally, some will be valuable enough to sell. That's the real proof the model works.

***

Organisations aren't supposed to last forever.
Projects aren't either.
The platform is the only permanent thing, and even that should be disposable if the world changes enough to require it.
David closes his laptop. Tomorrow, someone will probably want to start another business. Or shut down one that's not working. Or sell one that's outgrown the platform.
That's how it should work.
Not because he figured out something nobody else could.
He built something that actually fits the world we're living in.


Final Thought
You just read a case lesson of a Caribbean construction company that restructured from traditional hierarchy into a platform of micro-enterprises and doubled profit. Your platform will be different. But the principles are the same. This isn't a perfect model. It requires:
· Capable people you trust
· Willingness to give up control
· Discipline to shut down what doesn't work
· Patience through the transition

But if you have those things, and you're stuck in the founder bottleneck like David was, this might be what works for YOUR business. Start small. Test one business. See what happens. Then decide what comes next.

If you're ready to start. Map your businesses this week. See what you discover. Separate what's tangled. Make the numbers transparent. Give people ownership. Build infrastructure that serves instead of controls. Try things. Shut down what doesn't work.

Now go build something.

Good luck.

***


[bookmark: _Toc232968158]About The Author
I spent about two decades inside Caribbean real estate as an executive portfolio and operations manager, watching brilliant founders struggle to climb from mid-cap business to regional player. The Harvard playbook simply doesn't fit our soil. Path to Profit is the book I had to write for Caribbean construction founders ready to build scalable businesses."
Path to Profit breaks down how Caribbean construction founders with US$1M–US$3M in revenue can move from traditional hierarchy where costs scale linearly, to a platform of lean autonomous micro-enterprises that operate from a common back-end infrastructure to increase profit margins without sacrificing their lives to the business.
Shani is the Founder and Principal Consultant of Dev Strategy, where she provides fractional executive management and strategic advisory services to Caribbean leaders navigating complex real estate ventures.




Do you have a business initiative or high stakes real estate deal you need to implement now? Need help navigating the complexities, talk with us at Dev Strategy, your trusted execution partner. 
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