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BY SCOTT SCULLY

Principle #9: Run Your Small Business Like a Public Company

The Complete Implementation Guide

This white paper is a companion to Chapter 9 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the step-
by-step playbook to install the governance habits that create the discipline to reach $50M+ in revenue — starting while you're still
small.

Why This Principle Matters

Most small companies run informally. Decisions happen in hallways. Financials get reviewed when someone remembers. Risks live in
the founder's head. Strategic planning happens annually — if at all. Leadership team meetings are reactive fire-drills where the
loudest crisis wins.

This works at $1M. It breaks at $5M. It's catastrophic at $15M.

The companies that scale smoothly — from $3M to $10M to $25M to $50M and beyond — are the ones that installed public-company
discipline early. Not because they needed it yet. Because the habits themselves create the discipline that drives growth.

Here's the paradox: you adopt the governance structure of a $50M company while you're still a $3M company, and the structure helps
you become the $50M company. You're not faking it. You're building the muscle that the company will need — and the muscle makes
the company stronger at every stage along the way.

The data supports this:

• McKinsey: Companies with formal governance structures grow 2.3x faster than those without, controlling for industry and size.



The single biggest reason PE firms and acquirers discount small companies is operational immaturity: "the founder IS the company."
When you run your business with real governance, you prove that the company can operate without you in every meeting — which is

exactly what makes it valuable.

The Monthly "Board Meeting"

Two hours. First Monday of every month. Non-negotiable. This single meeting is the highest-leverage block of leadership time in your
calendar, because it forces you to look up from the weeds and think about the business as a whole.

The Agenda (2 Hours)

1. Opening and Approval of Prior Minutes (5 minutes)

Document decisions. This sounds bureaucratic. It's actually how you stop making the same decision three times. Public companies
keep minutes because continuity matters. Most small companies have the same conversation quarterly because nobody wrote down
what was decided. Start keeping minutes. Review them at the start of each meeting. Hold people to what was committed.

2. CEO Report (15 minutes)

You — the founder/CEO — walk the room through the state of the company. Wins, losses, risks, key decisions that need input. This
section forces you to think about the state of your business formally, every single month. Most founders haven't sat down and
articulated the state of their company to anyone in months. You can't lead what you can't describe.

Structure your CEO report around three questions:

3. Financial Review (20 minutes)

P&L, cash position, key ratios, forecast versus actual. This is where most small companies are dangerously weak.

You don't need audited financials. You need monthly financials you actually understand and can explain. You need to know: gross
margin, operating margin, burn rate, runway, customer acquisition cost, payback period, working capital needs, revenue per

employee.

The test: Can you walk a sophisticated stranger through your P&L in 20 minutes and answer their questions? If not, your financial
review isn't rigorous enough — and the person presenting it may not be the right person.

What to present:

• Bain & Company: CEOs who conduct monthly operational reviews achieve 30% higher revenue growth than those who review
quarterly or less frequently.

• PwC: Companies that maintain a risk register and review it monthly are 40% less likely to experience a material financial

surprise.

• Harvard Business School: Founder-led companies that adopt board-level governance practices before they have a real board
achieve higher valuations at exit — on average 15–20% higher — because the operational rigor is already in place.

• What went well this month?

• What didn't go well, and what are we doing about it?

• What decisions do I need the room to weigh in on?

• Revenue vs. plan (by segment if applicable)

• Gross margin and trend

• Operating expenses vs. budget



4. Sales and Pipeline Review (15 minutes)

Where are we versus plan? What's in the pipeline? What's stuck? Who are the key deals in the next 90 days? What's the conversion
rate at each stage?

Most founders look at pipeline casually and reactively. This section forces rigor: every month, the sales leader presents the pipeline
with specific deals, specific probabilities, and specific next steps. The room holds them to the forecast. When deals slip, the question

is "why?" — and the answer feeds back into the sales process.

5. Operational KPIs (15 minutes)

Your Growth Formula scorecard (Principle #4), quality scores (Principle #5), A-Player Scores (Principle #6), retention rates, NPS, and
any other operational metrics that matter. Every month, these numbers get reviewed. Every month, you discuss what they're telling
you.

The discipline: Read the numbers out loud. Don't editorialize. Let the numbers speak first, then discuss. This prevents the meeting

from becoming a spin session where leaders explain away bad numbers before anyone has a chance to see them.

6. Strategic Initiatives Update (20 minutes)

The one-number-per-quarter focus from the Growth Formula (Principle #4), plus any other major strategic initiatives. Not every
project. The big ones. Are they on track? What needs unblocking? What decisions need to be made?

The rule: No more than 3–5 strategic initiatives reviewed per meeting. If you're reviewing 15 projects, you're not being strategic —

you're doing a status update meeting, which is a different thing and should be a different meeting.

7. Risk Register Review (10 minutes)

This is the section almost no small company does — and it may be the most valuable.

A risk register is a living document listing your 5–10 biggest risks. For each risk:

Common risks for growing B2B services companies:

• Cash position and 90-day forecast

• Key variances — what's different from plan and why

• One or two financial decisions that need the room's input

• What is the risk? (specific, not vague)

• What is the probability? (high/medium/low)

• What is the impact if it occurs? (high/medium/low)

• What is our mitigation plan?

• What is the current status?

• Who owns it?

• Key person risk (what happens if [name] leaves?)

• Client concentration risk (what if your top 3 clients all churn?)

• Cash flow timing risk (receivables vs. payables mismatch)

• Technology risk (systems that can't scale with the business)

• Regulatory/compliance risk

• Competitive risk (new entrant, pricing pressure)

• Talent risk (inability to hire fast enough)



Most founders are shocked, the first time they build a risk register, how many risks they've been quietly worrying about for months
without writing them down or making a plan. Writing them down is half the battle. Reviewing them monthly is the other half.

8. Executive Session (20–30 minutes)

Close the door. Leadership team only — plus your outside advisors. No agenda. Open conversation.

The question: "What are we not talking about that we should be? What's the truth nobody wants to say out loud?"

This is where the real insights emerge. The executive session gives your senior leaders permission to say the uncomfortable thing —
the underperforming leader nobody wants to confront, the client relationship that's deteriorating, the strategic bet that isn't working, the
cultural issue that's festering. Gold happens here. Never skip it.

The Board Packet

Sent to all attendees 72 hours before the meeting. 5–10 pages. This is the discipline that separates a real governance meeting from a
casual check-in.

Contents:

The rule: Nobody shows up without having read the packet. If someone comes to the meeting and hasn't read it, they can't participate
meaningfully in the discussion — and you've wasted everyone's time. Enforce this standard from the first meeting. It sets the tone.

The practical effect: When people have to prepare, they perform differently. Your head of sales can't wing the pipeline review if they
know you've already read the data. Your finance person can't handwave the P&L if the numbers are in front of everyone. Preparation
creates accountability, and accountability creates better decisions.

The Pretend Board

Find 2–3 people outside your company — smart, experienced, trusted — to attend your monthly meeting and play the role of board

members.

Who to recruit:

What to offer: A small honorarium — $300–$500 per meeting. Most will do it for the relationship and the intellectual stimulation, but
paying them signals that you take it seriously and that their time matters.

Their value: Outside perspective that catches things your internal team can't see. Different experience bases. No political stake in
internal decisions. Willingness to ask the uncomfortable question that nobody inside will ask. And a preview of what real board
dynamics feel like — so when you eventually have a real board (investors, independent directors), the muscle is already built.

• Financial summary (1–2 pages): P&L, cash, key variances

• Pipeline summary (1 page): deals by stage, revenue forecast, key risks

• Operational KPIs (1–2 pages): Growth Formula scorecard, quality scores, A-Player data, retention

• Strategic initiative status (1 page): each initiative, status, milestones, blockers

• Risk register (1 page): updated with current status

• A retired or semi-retired executive from your industry (or adjacent)

• A CFO or COO from a company slightly larger than yours

• An entrepreneur who has built and exited a business

• A professor of business or management (surprisingly common and usually delighted to be asked)



The story from the book: A pretend board member caught a cash flow timing issue in month five that the CFO had missed — a
problem that would have created a liquidity crunch four months later. That single catch saved $800K in emergency debt. The pretend
board paid for itself thousands of times over from one observation.

The Three Things This Rhythm Builds

1. Strategic thinking. The monthly meeting forces you to zoom out from the weeds. Most founders spend 95% of their time with their
head down, handling things. The public-company rhythm — two hours, once a month, looking at the business as a whole — builds the
muscle of looking up. Over time, you start thinking about the business differently between meetings, too. The monthly rhythm changes
the shape of your attention.

2. A sharper leadership team. When people have to prepare, defend numbers, and articulate decisions every month, they grow.
Weak leaders get exposed fast — not punitively, but through the natural rigor of having to explain their function to a room of smart
people. Strong leaders start acting like executives. The monthly meeting is one of the best leadership development tools you'll ever
deploy.

3. The company you'll need at $50M. The governance infrastructure is already in place before you need it. When real investors
come in, when a real board is formed, when due diligence happens — the transition is smooth because you've been running this way

for years. The acquirer or investor looks at your governance and says "this company is operationally mature" — and that perception
directly affects valuation.

The Suit Principle

This isn't about clothing. It's about the signal you send to yourself.

When you dress for the monthly board meeting like it matters — suit, or at minimum business professional — you show up differently.

Your team shows up differently. The conversation rises to the level of the formality. Decisions are cleaner. Notes are better.
Accountability is sharper.

The underlying principle: treat your business like it deserves to become something great, and it starts becoming something great. The
monthly board meeting, the board packet, the risk register, the executive session — these are not theater. They are the practices of
companies that perform at the highest level. Adopt them now, while you're small, and the practices themselves will help you grow.

Common Mistakes and How to Avoid Them

Mistake #1: Skipping months. The monthly cadence is non-negotiable. Skip one month and it becomes two. Skip two and the habit
dies. Block the first Monday of every month for the next 12 months. Today.

Mistake #2: No board packet. Without advance preparation, the meeting becomes a verbal status update — reactive and shallow.
Send the packet 72 hours ahead. Hold people to reading it.

Mistake #3: Letting the meeting run long. Two hours. Hard stop. If you can't cover the agenda in two hours, you're going too deep

on individual topics. Save the deep dives for separate working sessions.

Mistake #4: No outside perspective. An internal-only meeting creates groupthink. Two outside "board members" bring the fresh
eyes that catch what you can't see.

Mistake #5: Skipping the executive session. The candid, closed-door conversation at the end is where the most valuable insights
emerge. Never skip it. Never rush it.



Mistake #6: No risk register. If you're not tracking your top risks in writing with owners and mitigation plans, you're hoping for the
best. Hope is not a strategy.

Mistake #7: Financial review by someone who can't answer questions. If your finance person can't explain the variances, answer

a pointed question about cash flow, or discuss unit economics — you need a stronger finance person. The monthly board meeting will
expose this quickly.

Quick-Start Checklist

Implementation Tools

Ready-to-use templates for this Growth Factor

PDF Monthly Board Meeting Agenda Template
Ready to customize

PDF Board Packet Template
5-page structure with section guides

XLSX Risk Register Template
Columns: Risk, Likelihood (1-5), Impact (1-5), Risk Score, Mitigation Plan, Owner, +2 more

PDF CEO Report Framework
The three-question structure

PDF Meeting Minutes Template
Decisions, action items, owners, deadlines

This is Principle #9 of 50. Recognition (#1) creates the environment. Accountability (#2) sets the standard. The Growth Formula (#4)
gives you the numbers. Running like a public company (#9) gives you the governance rhythm that turns all of it into discipline. This is
how small companies become large ones — not by growing into governance, but by governing into growth.

Get the book: The 50 Factor by Scott Scully

☐ Block the first Monday of every month, 8–10 a.m., for the next 12 months✓

☐ Build the board meeting agenda (use the template)✓

☐ Identify and recruit 2 outside "board members" this week✓

☐ Build your first board packet (financial summary, pipeline, KPIs, strategic initiatives, risk register)✓

☐ Build your first risk register (5–10 risks with mitigation plans and owners)✓

☐ Send the packet to all attendees 72 hours before the first meeting✓

☐ Hold the first meeting within 30 days✓

☐ Keep minutes. Review them at the start of the next meeting.✓

☐ Never skip the executive session✓

☐ Dress like it matters✓



The Financial Literacy Test

Most founders can tell you their revenue. Fewer can walk a stranger through their P&L in 20 minutes. Almost none can explain their
cash conversion cycle, their revenue per employee, or their client acquisition cost broken down by channel.

This is the gap the monthly board meeting fixes. By forcing yourself to prepare a board packet every month — with real financials, real
KPIs, and real risk assessment — you build the financial literacy that PE firms, investors, and acquirers expect. And you build it
gradually, over years, instead of cramming before a due diligence process.

The five numbers every founder should know cold: 1. Monthly recurring revenue and the trend over the last 12 months 2. Gross
margin percentage and what's driving it up or down 3. Client acquisition cost by channel 4. Cash runway in months at current burn

rate 5. Revenue per employee

If you can't state all five from memory right now, your next board meeting should focus on building the dashboard that makes them
visible.

What Public-Company Habits Look Like at Each Stage

At $3M: Monthly two-hour review with your leadership team and two outside advisors. Simple board packet. Risk register. Honest
P&L review. No formal governance — just the habit of structured monthly review.

At $10M: More sophisticated financials. Departmental P&Ls. Formal KPI dashboard. Advisory board with quarterly meetings in
addition to monthly internal reviews. Starting to think about audit-ready books.

At $25M: Actual board of directors or formal advisory board with governance structure. Audited or audit-ready financials. Committee
structures emerging (compensation, audit). Investor-grade reporting.

At $50M: Full governance infrastructure. Audited financials. Board committees. Investor reports. The transition is seamless because

you've been building the muscle since you were at $3M.

The difference between $3M governance and $50M governance is scale. The muscle is the same. Start building it now.
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