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Identify the Hidden Leaks Costing You
Profit, Time & Freedom




Revenue can look impressive on paper.

But behind the scenes, many business owners are exhausted.

I've met founders running $300K, $500K, even multi-million-dollar

businesses who are:

overwhelmed

struggling with cash flow

constantly putting out fires

unable to step away from the business

and quietly wondering why success still feels so heavy

Thly rety freedon

That's operational dependence.

And operational dependence is expensive. Especially when revenue

keeps growing... but freedom doesn't.

Because when everything depends on you:

growth slows down

profit gets squeezed

your team waits for decisions

opportunities get delayed

and your business becomes a demanding job you can't step
away from

This is exactly why | created the Profit Levers Scorecard.
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Not to help you chase bigger revenue numbers, but to help you
identify:

e where profit is leaking

e where complexity is draining capacity

e where inefficiencies are costing time and money

e where your business still depends too heavily on you

e and where your fastest opportunities exist to increase profit,
reclaim time, and reduce founder dependence

BECAUSE PROFIT ISN'T JUST ABOUT MONEY.

Profit funds:

e petter systems

e stronger leadership

e smarter decisions

e a more capable team

e time away from the business

e and the ability to step back without everything falling apart
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Inside the Work Less PROFIT More Operating System, we focus on
building businesses that are:

e profitable

e sustainable

e operationally independent

e and designed to support your life, not quietly take it over

This scorecard is designed to help you quickly assess where you are
today.
It only takes a few minutes.

But the insights could completely change how you look at your
business.

Most founders already know something feels off.

This scorecard helps you finally identify exactly where it's happening.
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INSTRUCTIONS

For each areaq, check the statement that best reflects your business today.

1. PRICING

MORE INFO HERE: Your Pricing Is Capping_You

() I charge hourly or based on time. Pricing feels inconsistent.
| have set prices, but still discount or feel unsure about raising them.

(O My pricing reflects value and is reviewed regularly.

2. OFFERS (PRODUCT [ PACKAGING)

MORE INFO HERE: Complexity Is Killing Your Profit

(O Every client is customized. Scope creep is common.
Some structure exists but delivery still varies.

(O Clear 3-tier offers. Defined scope. Consistent delivery.

3. POSITIONING

MORE INFO HERE: You're Too Broad. It's Costing You

O Iserve a wide range of clients. Messaging feels generic.
| have a general niche but still attract mixed-fit clients.

(O Clear niche. Strong positioning. Right clients come easily.
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https://dianalidstone.com/blog/2026/05/12/your-pricing-is-capping-you
https://dianalidstone.com/blog/2026/05/26/youre-too-broad-its-costing-you
https://dianalidstone.com/blog/2026/05/19/complexity-is-killing-your-profit

4. MINDSET (MONEY & SALES)

MORE INFO HERE: You Don’t Have A Revenue Problem

(O I hesitate to raise prices or ask for the sale.
I'm improving but still feel uncomfortable in sales conversations.

(O Confident discussing value, pricing, and next steps.

5. SALES PROCESS

MORE INFO HERE: This Is Why You Are Still Underpaid

(O No defined process. Conversations are inconsistent.
Some structure exists, but conversion rates vary.

(O Clear process. | track and improve conversion rates.

6. SYSTEMS & EFFICIENCY

MORE INFO HERE: Busy Is Costing You Money

O Processes are unclear. Team relies on me often.
Some systems exist, but inefficiencies remain.

(O Documented systems. Team operates independently.
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https://dianalidstone.com/blog/2026/05/05/you-dont-have-a-revenue-problem
https://dianalidstone.com/blog/2026/06/16/busy-is-costing-you-money
https://dianalidstone.com/blog/2026/06/02/this-is-why-you-are-still-underpaid

/. CEO LEADERSHIP

MORE INFO HERE: Your Business Still Needs You

(O I hesitate to raise prices or ask for the sale.
I'm improving but still feel uncomfortable in sales conversations.

(O Confident discussing value, pricing, and next steps.

8. PLANNING & EXECUTION

MORE INFO HERE: Your Plan Isn’t the Problem

(O Ireact weekly. Plans rarely stick.
| plan, but execution still depends heavily on me.

(O Clear 90-day priorities with consistent execution and accountability.

UYoss- Geore

GIVE YOURSELF:

@ =1 point ) =2 points @ = 3 points

Total Score: ___[24
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https://dianalidstone.com/blog/2026/06/23/your-business-still-needs-you
https://dianalidstone.com/blog/2026/06/30/your-plan-isnt-the-problem

YOUR PROFIT RISK LEVEL

15-20 - MODERATE RISK

You've built some structure, but key gaps are still creating

pressure, inefficiency, and unnecessary dependence on you.

8-14 — HIGH RISK
Your business is likely heavily dependent on you.
Profit leaks, operational bottlenecks, and reactive decision-

making are limiting both growth and freedom.

21-24 — STRONG FOUNDATION
You've built meaningful structure and profitability.
Now the focus becomes strengthening operational

independence and scalable freedom.
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ESTIMATED PROFIT IMPACT

Where to Focus First

Pricing = Immediate Impact
Even small pricing improvements can significantly increase profit.

Sales Process = Immediate Impact
Improving conversion rates by just a few percentage points can
create major profit growth without more leads.

Offers — High Impact
Clear offers reduce hidden work, simplify delivery, and improve
margins.

Systems — Medium Impact
Better systems free capacity, reduce mistakes, and remove time
leaks.

Leadership — Long-Term Scale
The less your business depends on you, the more scalable and
profitable it becomes.

Planning = Compounds Everything
Focused execution creates momentum, consistency, and strategic
growth.
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IMPORTANT INSIGHT

Most founders try to fix one issue at a time, but profit rarely grows that

way.

Profit compounds when multiple levers improve together.

That's when:

clients pay more

work becomes simpler
your team moves faster
decisions happen quicker

and profit increases without adding more hours

This is how businesses move from:

Reactive — Intentional

overwhelmed — Operationally Independent
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Busy — Profitable
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If you scored any @ or multiple ), there’s a strong chance profit is
leaking in ways you may not fully see yet.

And there’s an even stronger chance your business still depends too
heavily on you.

Book a CEO Strategy Call
¢~ www.dianalidstone.com/apply.

In 20 minutes, we'll:

e Review your Profit Levers Scorecard
Identify your biggest profit leaks
Pinpoint your fastest profit opportunities
Uncover hidden operational dependence
And map out your next best move

No fluff.

No overwhelm.

Just clear, strategic next steps.
My guess?

You don’t need more clients.

You need a business that generates stronger profit, greater freedom,
and sustainable growth... without everything depending on you.

Yes, You Can Do This,
Diana
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http://www.dianalidstone.com/apply

Diana Lidstone helps ambitious
women business owners stop being
the bottleneck in their business so
they can finally work less, increase
profit, and create a business that
doesn’t depend on them for
everything.

She is the founder of the CEO Freedom Academy and creator of the
Work Less PROFIT More Operating System, helping experienced
founders increase profit, simplify operations, and reclaim their time
without adding more clients, more complexity, or more hours.

Known for her bold, no-fluff coaching style, Diana combines more
than 40 years of entrepreneurial experience with practical strategies
that help business owners step out of the Chief Everything Officer role
and into true CEO leadership.

Her clients are often successful on paper but overwhelmed behind
the scenes. They come to Diana when they're tired of carrying the
business on their shoulders and ready to build a company that
creates both profit and freedom.

In 2024, Diana was hamed a finalist for Ottawa’s Business Woman of
the Year.

When she’s not coaching or speaking, you'll find her at her farm
outside Ottawaq, spending time with her grandson, walking her boxer
Bella, or enjoying a well-earned glass of champagne.
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	Profit Levers
	SCORECARD
	Identify the Hidden Leaks Costing You Profit, Time & Freedom

	Revenue can look impressive on paper.
	But behind the scenes, many business owners are exhausted.
	I’ve met founders running $300K, $500K, even multi-million-dollar businesses who are:
	overwhelmed
	struggling with cash flow
	constantly putting out fires
	unable to step away from the business
	and quietly wondering why success still feels so heavy


	That’s not freedom.
	That’s operational dependence.
	And operational dependence is expensive. Especially when revenue keeps growing… but freedom doesn’t.
	Because when everything depends on you:
	growth slows down
	profit gets squeezed
	your team waits for decisions
	opportunities get delayed
	and your business becomes a demanding job you can’t step away from
	This is exactly why I created the Profit Levers Scorecard.
	Not to help you chase bigger revenue numbers, but to help you identify:
	where profit is leaking
	where complexity is draining capacity
	where inefficiencies are costing time and money
	where your business still depends too heavily on you
	and where your fastest opportunities exist to increase profit, reclaim time, and reduce founder dependence

	BECAUSE PROFIT ISN’T JUST ABOUT MONEY.
	Profit funds:
	better systems
	stronger leadership
	smarter decisions
	a more capable team
	time away from the business
	and the ability to step back without everything falling apart

	Inside the Work Less PROFIT More Operating System, we focus on building businesses that are:
	profitable
	sustainable
	operationally independent
	and designed to support your life, not quietly take it over
	This scorecard is designed to help you quickly assess where you are today. It only takes a few minutes.
	But the insights could completely change how you look at your business. Most founders already know something feels off.
	This scorecard helps you finally identify exactly where it’s happening.
	INSTRUCTIONS
	For each area, check the statement that best reflects your business today.
	1. PRICING
	MORE INFO HERE: Your Pricing Is Capping You
	I charge hourly or based on time. Pricing feels inconsistent. I have set prices, but still discount or feel unsure about raising them. My pricing reflects value and is reviewed regularly.


	2. OFFERS (PRODUCT / PACKAGING)
	MORE INFO HERE: Complexity Is Killing Your Profit
	Every client is customized. Scope creep is common. Some structure exists but delivery still varies. Clear 3-tier offers. Defined scope. Consistent delivery.


	3. POSITIONING
	MORE INFO HERE: You’re Too Broad. It’s Costing You
	I serve a wide range of clients. Messaging feels generic. I have a general niche but still attract mixed-fit clients. Clear niche. Strong positioning. Right clients come easily.



	4. MINDSET (MONEY & SALES)
	MORE INFO HERE: You Don’t Have A Revenue Problem
	I hesitate to raise prices or ask for the sale. I’m improving but still feel uncomfortable in sales conversations. Confident discussing value, pricing, and next steps.


	5. SALES PROCESS
	MORE INFO HERE: This Is Why You Are Still Underpaid
	No defined process. Conversations are inconsistent. Some structure exists, but conversion rates vary. Clear process. I track and improve conversion rates.


	6. SYSTEMS & EFFICIENCY
	MORE INFO HERE: Busy Is Costing You Money
	Processes are unclear. Team relies on me often. Some systems exist, but inefficiencies remain. Documented systems. Team operates independently.

	7. CEO LEADERSHIP
	MORE INFO HERE: Your Business Still Needs You

	8. PLANNING & EXECUTION
	MORE INFO HERE: Your Plan Isn’t the Problem


	Your Score
	GIVE YOURSELF:
	Total Score:        / 24
	🔴 = 1 point
	🟡 = 2 points
	🟢 = 3 points



	YOUR PROFIT RISK LEVEL
	15–20 → MODERATE RISK You’ve built some structure, but key gaps are still creating pressure, inefficiency, and unnecessary dependence on you.
	8–14 → HIGH RISK Your business is likely heavily dependent on you. Profit leaks, operational bottlenecks, and reactive decision-making are limiting both growth and freedom.
	21–24 → STRONG FOUNDATION You’ve built meaningful structure and profitability. Now the focus becomes strengthening operational independence and scalable freedom.

	ESTIMATED PROFIT IMPACT
	Where to Focus First
	Pricing → Immediate Impact Even small pricing improvements can significantly increase profit.
	Sales Process → Immediate Impact Improving conversion rates by just a few percentage points can create major profit growth without more leads.
	Offers → High Impact Clear offers reduce hidden work, simplify delivery, and improve margins.
	Systems → Medium Impact Better systems free capacity, reduce mistakes, and remove time leaks.
	Leadership → Long-Term Scale The less your business depends on you, the more scalable and profitable it becomes.
	Planning → Compounds Everything Focused execution creates momentum, consistency, and strategic growth.


	IMPORTANT INSIGHT
	Most founders try to fix one issue at a time, but profit rarely grows that way.
	Profit compounds when multiple levers improve together.
	That’s when:
	clients pay more
	work becomes simpler
	your team moves faster
	decisions happen quicker
	and profit increases without adding more hours

	This is how businesses move from:
	Reactive → Intentional
	overwhelmed → Operationally Independent
	Busy → Profitable


	Ready to identify your fastest profit wins?
	If you scored any 🔴 or multiple 🟡, there’s a strong chance profit is leaking in ways you may not fully see yet.
	And there’s an even stronger chance your business still depends too heavily on you.
	Book a CEO Strategy Call 👉 www.dianalidstone.com/apply
	In 20 minutes, we’ll:
	Review your Profit Levers Scorecard
	Identify your biggest profit leaks
	Pinpoint your fastest profit opportunities
	Uncover hidden operational dependence
	And map out your next best move
	No fluff. No overwhelm. Just clear, strategic next steps.
	My guess?
	You don’t need more clients.
	You need a business that generates stronger profit, greater freedom, and sustainable growth… without everything depending on you.
	Yes, You Can Do This, Diana

	Meet Diana
	Diana Lidstone helps ambitious women business owners stop being the bottleneck in their business so they can finally work less, increase profit, and create a business that doesn’t depend on them for everything.
	She is the founder of the CEO Freedom Academy and creator of the Work Less PROFIT More Operating System, helping experienced founders increase profit, simplify operations, and reclaim their time without adding more clients, more complexity, or more hours.
	Known for her bold, no-fluff coaching style, Diana combines more than 40 years of entrepreneurial experience with practical strategies that help business owners step out of the Chief Everything Officer role and into true CEO leadership.
	Her clients are often successful on paper but overwhelmed behind the scenes. They come to Diana when they’re tired of carrying the business on their shoulders and ready to build a company that creates both profit and freedom.
	In 2024, Diana was named a finalist for Ottawa’s Business Woman of the Year.
	When she’s not coaching or speaking, you’ll find her at her farm outside Ottawa, spending time with her grandson, walking her boxer Bella, or enjoying a well-earned glass of champagne.


