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Foreword

By David Jenyns, Author of SYSTEMology and Systems Champion.

I get asked to write forewords. I usually say no.

I said yes to this one for two reasons. The man and the work. I want to tell you about both, 
because between them they’re the reason you can trust what you’re about to read.

I first met Rob many years ago, when he showed up to become a Certified SYSTEMologist. He  
stood out from the first call. Eager. Printing every workbook PDF so he could read it in bed at night.  
Asking the kind of questions that came from the gut, not the head. It was obvious from day one that  
he’d been touched by the message before he’d even started the work.

What I didn’t know yet was how far he’d take it.

He read the book, then listened to the audiobook on a six-hour drive, then listened to it again on 
every walk and gym session for the next year. He took his first paying clients for free so he could 
afford  to  learn  out  loud.  And  then  he  kept  going.  The  eager  student  became  a  Certified 
SYSTEMologist.  The  Certified  SYSTEMologist  became  a  Master  SYSTEMologist.  The  Master 
SYSTEMologist became one of the people I now ask other SYSTEMologists to learn from. He runs 
trainings. He mentors new certifications. He gets on stages I can’t make and tells the SYSTEMology 
story on my behalf. The first time he did that, it was meant to be the two of us on a panel in Darwin.  
COVID locked me out at the airport. Rob went on alone. He’s been carrying his own weight ever  
since.

He applied SYSTEMology to his own business before he ever taught it  to anyone else’s… and 
became the first SYSTEMologist I watched cross a million dollars in consulting revenue.

This book tells his journey, drawn from twenty-eight years inside the IT and managed-services  
world. By combining systems, subscriptions, AI, offshore and partners Rob has created a result far 
greater than the sum of their parts.

It’s time you discover the new way to build a Freedom Business.

David Jenyns

Author of SYSTEMology and Systems Champion



Introduction: The Business That Died in Six 
Months

My father spent fifty years building the family business. Fifty years of relationships. Fifty years of  
hard-won knowledge. Fifty years of work.

But there was one problem. All of it lived in his head. No documents. No systems. No processes.  
When he started winding back and I tried to step in, I leaned on him for every decision: which clients  
liked what, how the suppliers worked, what to charge, when to push and when to ease off. He  
answered every question patiently, but it was obvious I was out of my depth the moment he was not  
in the room.

In 2019, my father passed away, and the business became mine. Within six months, it went with 
him. I could not hold it together. There were no systems, no documented processes, no playbook.  
Whatever I tried to do, I was guessing at what he would have done, and the guesses got further off 
the mark every week. In the end I had to sell. Watching fifty years of legacy evaporate in six months 
because nothing had ever been written down is the moment I understood the missing piece. Dad’s 
story  gave  me the  how.  Systemising  the  business,  getting everything  that  mattered out  of  one 
person’s head and into documented, repeatable processes, was not a nice-to-have. It was the whole 
game. I resolved that I would never let another business owner go through what I had just gone 
through.

That realisation led me to SYSTEMology, the framework I will unpack in Chapter 2, and to the  
work I have since done with more than a hundred other businesses helping them systemise. In every  
one of them I watched the same transformation: owners who had been trapped in the day-to-day 
suddenly owning a business that could run without them. I had the how, and I was getting better at  
teaching it. What I did not yet have was the why that would make the whole thing non-negotiable.

What Is a Freedom Business?

A Freedom Business is not the same as a profitable business. A profitable business can still own 
you. A Freedom Business runs without you in it. It is held together by systems, automation, and 
recurring revenue. The owner has moved from the Worker seat (doing all the work) to the Investor 
seat (owning an asset that pays returns), and the business keeps going whether the owner is at their  
desk or not.

The simplest test is this. If your business cannot function for a month without you, you do not 
own a business. You own a job. A job that pays well, maybe. A job with a fancy title, maybe. But still  
a job. Jobs do not leave a legacy. Jobs do not give you the freedom to choose. Jobs trap you.

The Two Pillars of a Freedom Business

This book is structured around two pillars that, when combined, create a business capable of  
running and paying you without your constant oversight. The first pillar gets you out of the day-to-
day operations of the business you already run. The second pillar builds the recurring, largely passive  
income that funds the freedom you are trying to create. Pull on both threads at once and the results  



compound. Pull  on only one and you end up either with a well-documented job or a profitable 
business you can never leave.

1. SYSTEMology: Document Your Processes So Your Business Runs Without You. If your processes 
live  in  your  head,  they  walk  out  the  door  when  you  do,  or  when  your  best  employee  leaves.  
Documented systems mean the work is the work regardless of who is doing it. New hires ramp up in  
days instead of months.  The team stops asking you the same questions five times a week. The 
business keeps running when you take a fortnight off. This is the operational side of freedom: the 
side that gets you out of the day-to-day.

2. Subscriptions: Build Recurring Revenue on Autopilot. The second pillar is subscription revenue, 
the income that keeps arriving every month without you having to close a fresh sale. The most 
common form for a service business is reselling the software your clients are already paying for, 
Google Workspace, Microsoft 365, Backupify, Kaseya, systemHUB, domains, and the rest, but it does  
not  stop  there.  Managed  services,  retainers,  productised  done-for-you  offers,  and  concierge 
subscriptions all sit inside this pillar. The principle is the same: when a meaningful share of your 
income is predictable, automated, and billed on a regular cycle, you no longer start each month at  
zero. This is the fastest, lowest-risk path I know of for an IT or service business to build a recurring 
base without reinventing itself. It is the financial side of freedom, the side that pays you even when  
you are not there.

These are the two pillars of the book. Running alongside them is the modern enabler that ties 
both pillars together and makes them legible to a single owner without a finance team: AI as the 
operating  intelligence  layer.  Chapter  4  is  where  that  lands.  It  shows  you  how  to  use  AI,  and  
specifically Claude, to build business dashboards that turn the data from your systems and your 
recurring revenue into visibility you do not have to assemble by hand. Beneath those two pillars sits  
a practical delivery capability that most IT business owners will need in order to make the second  
pillar profitable: offshore teams. Chapter 5 is the playbook, showing you how to deliver managed 
services,  remote  support,  and  fixed-price  support  contracts  with  offshore  talent  rather  than 
expensive local hires.

Finding the Why

In February 2025, my wife Kristine was diagnosed with Parkinson’s Disease. In a single afternoon,  
everything I had been building stopped being abstract. The systems I had documented, the recurring  
revenue I  had been working so hard to grow, the processes I  had spent years refining, all  of it  
suddenly had a purpose beyond the business itself. Kristine’s diagnosis gave me the why. This was no 
longer about building a better company. It was about building a life that gave me the freedom to be  
present for her when she needs me, the freedom to put Kristine, Bella, and Claudia ahead of clients 
and operational emergencies, and the freedom to choose between working and travelling without 
the fear of the business collapsing the moment I step away.

That  is  the  why  this  book  is  built  around.  Systems  are  the  how.  Kristine  is  the  why.  The  
combination of the two is what made everything in this book non-negotiable for me, and it is what I  
want to make non-negotiable for you.



Who This Book Is For

This book is for small to medium-sized business owners who have built something significant and 
are now exhausted by it. You have clients, revenue, perhaps a small team, and yet you are still the 
one answering emails late at night, troubleshooting on weekends, and dreading the idea of taking a  
holiday because the business cannot function without you. You employ somewhere between five 
and  twenty-five  staff,  you  are  turning  over  anywhere  from  $200,000  to  $10  million  in  annual  
revenue, and you are ready to stop being the bottleneck.

Inside that broad audience, this book really speaks to two kinds of owners, and they are reading  
it  for two different reasons.  Both are correct.  Both are welcome. And as you will  see, both are 
ultimately required to build a true Freedom Business.

The first is the Systems Builder. You have read SYSTEMology, or you have at least heard the word,  
and you know in your bones that the answer to getting your life back is getting everything out of 
your head and into documented, repeatable processes. You want a playbook for doing the extraction 
work: how to identify what matters, how to get it written down, how to hand it over, and how to  
keep the wheels turning once you step back. If that is you, think of this book as an extension of the  
work David Jenyns has already published in SYSTEMology and Systems Champion. Pillar 1 of the 
Freedom Business Flywheel is built directly on David’s framework, and if you want to go even deeper 
on the systems side after you finish this book, his two are the masterclass.

The second is the Passive Income Seeker. You are less interested in documenting processes and  
more  interested  in  the  cash-flow  side  of  freedom:  monthly  recurring  revenue,  software 
subscriptions, productised services, recurring billing, the engine that pays you whether or not you  
are at your desk today. You have probably been circling the words recurring and passive for a while 
without finding a model that actually works inside a service business. If that is you, Chapter 3 is the  
chapter you came here for, and the rest of the flywheel is how you protect and scale what you build  
on top of it.

Here is the honest truth: Both of these are correct answers and both are essential. A systems-
only  business  is  a  well-run  job.  A  recurring-revenue-only  business  is  a  growth  engine  with  no 
foundation. The full Freedom Business is both, and it is the combination of the two that delivers the 
real prize: a business that runs without you and pays you while it does. Pick the pillar that resonates 
with you most, start there, and trust that the other one will be waiting for you when you are ready.  
My personal goal, and the reason I wrote this book, is to give you both. Both pillars are my passion, 
and  everything  I  teach  is  built  on  the  conviction that  an  owner-operated  SMB  can  have  them  
working together.

What You’ll Learn

By the end of this book, you will know how to:

Systemise your business so it runs without you, even if you have never documented a process 
before.

Build  recurring  revenue  through  subscription  reselling,  productised  services,  and  managed 
offerings that pay you month after month.



Wire AI in as the operating intelligence layer that turns your data into decisions before your  
coffee goes cold.

Scale delivery with offshore teams instead of expensive local hires, so capacity does not become  
the bottleneck the next time the business grows.

Use strategic partnerships to feed the top of the funnel without running a single ad.

Move from the Worker seat to the Investor seat, and leave behind a business that outlasts you 
instead of one that goes with you.

A Personal Note

You have just read the story of why this book exists. My father’s business. Kristine’s diagnosis. 
The HOW and the WHY that pushed me to write all of this down.

If you are reading this, you have your own reason for picking it up. A partner you want to be more 
present for. A health diagnosis that has changed the maths. A family member who is depending on 
you. A trip you have been telling yourself you will take “one day”. Whatever it is, hold onto it. You  
will need it when the work gets hard.

This is the playbook. Let us get to work.



Chapter 1: The Freedom Business Framework

You Don't Own a Business, You Own a Job

You started a business because you wanted freedom, right? Freedom from a boss. The chance to  
call the shots. The ability to build something that was yours. And yet here you are, working more 
hours than you ever did as an employee, tethered to your phone, fielding calls at dinner, and quietly  
terrified of what happens if you take a week off.

What you have built is not a business. It is a job, and it is a job with no sick leave. If the whole 
thing stops the moment you step away, you do not own a business. You own a set of obligations that 
happen to pay you.

This is where the majority of SMB owners get stuck. They believe they are building something of  
value,  but  what  they  have  actually  built  is  a  machine  that  only  runs  when they  are  personally  
standing at the controls. That is not freedom. That is a trap. And the worst part? Most of them do  
not even realise they are in it until something breaks, their health, a key relationship, or a client they  
cannot afford to lose.

The Four Roles of a Business Owner

Before we get into the model, it helps to be honest about the seat you are currently sitting in.  
Every owner of a small-to-medium business moves through four roles over the life of their business.  
Most get stuck at the first or second and never even see the third or fourth. Have a read and work  
out where you are right now.

1. The Worker

The Worker  is  doing the work.  You are fixing the servers,  answering the tickets,  writing the  
proposals, billing the clients, and putting out fires. If you stopped, everything would stop. This is  
where almost every owner begins, and there is nothing wrong with it, but if you are still here five 
years in, that is a problem.

2. The Manager

The Manager has a small team but is still in the thick of it. There is more delegation but not much 
documentation. You are answering questions all day because the knowledge is still in your head. You 
have bought yourself some help, but you have not bought yourself any freedom.

3. The Visionary

The  Visionary  has  stepped  out  of  the  day-to-day  and  is  steering  the  ship.  The  systems  are 
documented, the team knows what to do without asking, and the business can run for a week or a  
month without you. You are now working on the business, not in it. Most owners dream about this  
seat. Very few sit in it.



4. The Investor

The Investor treats the business as an asset. You still care about it, but you are not required to  
run it, strategise it, or rescue it. The business generates returns whether you are present or not. This  
is where the passive-income side of the Freedom Business becomes real, and it is the seat this book  
is designed to move you towards.

The Freedom Business Flywheel

If the four roles describe where you are sitting, the Freedom Business Flywheel describes what  
you are building. The flywheel is the signature model of this book. Everything you read from here 
forward maps onto it, and each of the five sector chapters that follow takes one sector and unpacks 
it, with a synthesis chapter pulling the model together in the middle.

Picture a wheel  with five sectors arranged around the owner in the middle.  The sectors  are  
Systems, Subscriptions, AI, Offshore, and Partners. Each one does a specific job, and they reinforce 
each other. The more you invest in any one sector, the easier the others become. That is why it is a  
flywheel and not a checklist.

Figure 1. The Freedom Business Flywheel



Sector 1: Systems

Systems are the foundation.  If  the business  only  lives inside your  head,  nothing else on the 
flywheel works. You cannot hand off what you have not documented. You cannot scale what you 
cannot teach. SYSTEMology is the framework behind this sector, and Chapter 2 is where we unpack 
it.

Sector 2: Subscriptions

Subscriptions  are  the  engine.  Reselling  the  software  your  clients  already  use  turns  one-off 
projects into predictable monthly recurring revenue, and layering productised services, retainers, 
and concierge offers on top compounds the same principle. This is the passive-income half of the  
Freedom Business, and it is the sector most owners leave on the table for years because they never  
think to look at it.

Sector 3: AI

AI is the intelligence layer. Once you have systems and recurring revenue, AI is the lever that 
compounds both. It extracts SOPs from recorded videos, builds live dashboards from CSV exports, 
and  flags  problems  before  your  team  even  notices  them.  Chapter  4  walks  through  three  real  
dashboards I built with Claude to show you what this looks like in practice.

Sector 4: Offshore

Offshore is the delivery engine. Systems make the work teachable, subscriptions and AI pay for 
the team, and the offshore team actually does the work. This is how you stop being the bottleneck in  
your own delivery without blowing your margins on local hires.

Sector 5: Partners

Partners are the amplifier. Systems, subscriptions, AI, and offshore give you a business that can 
deliver at scale, but you still need clients walking through the door. Strategic partnerships, referral  
networks,  and joint  ventures  are  how you feed the top of  the funnel  without  burning  cash on 
advertising.

Why It's a Flywheel, Not a Checklist

You can take these five sectors in any order. If you want to focus on one of them because that is  
where your business needs the most help right now, go straight to that chapter and start there. But  
the recommendation is to follow the flywheel in order, because the power of the model is in the  
reinforcement. Systems make subscriptions possible. Subscriptions fund the offshore team. AI makes 
both systems and subscriptions more efficient. Offshore frees the owner. Partners feed the top. Each 
sector makes the next one easier to spin, and the whole thing compounds over time. That is why it is 
a flywheel and not a checklist: no sector is ever finished and ticked off. Once the wheel is turning,  
every sector keeps feeding the others, and that is very hard to stop.



Why Most Business Owners Never Get There

If this all sounds straightforward, you might be wondering why so many business owners never 
get there. The answer is not complicated. It is not a lack of intelligence or ambition. It is a set of  
beliefs that feel true in the moment but quietly keep you stuck.

"It is faster if I just do it myself." "No one can do it as well as I can." "I do not have time to  
document processes." "I will get to it when things calm down." Sound familiar? I have said every  
single one of these myself. The problem is that things never calm down. They just stay exactly as  
busy as they are right now, forever, until you decide to do something different.

Here is the truth: you do not have time NOT to systemise. Every hour you spend on tasks that  
could be delegated is  an hour you are not spending on the strategy,  the partnerships,  and the 
product development that would actually move the needle. The longer you wait, the deeper the trap 
gets.

The Cost of Not Building a Freedom Business

Let me paint the picture of what happens when you do not build a Freedom Business, because it  
is not hypothetical. I have watched it happen.

You  burn  out.  Working  sixty-hour  weeks  is  not  sustainable.  Your  health  takes  a  hit,  your 
relationships suffer, and the thing you built to give you freedom starts to feel like a prison. Your 
business hits a ceiling because there is only one of you and only so many hours in a day. Revenue 
stalls, then it goes backwards, because you are too deep in the weeds to see the opportunities. And  
if you ever want to sell? A business that cannot run without the owner is not a business anyone 
wants to buy. It has no value beyond what you can personally produce. That is not an asset. That is a  
treadmill.

The Freedom Business Roadmap

In the chapters that follow, we walk through each sector of the flywheel in the order you should  
build them.

First, Systems. Chapter 2 shows how to get the processes that run your business out of your head  
and onto the page using the SYSTEMology framework, so any team member can deliver the work the  
way you would.

Second,  Subscriptions.  Chapter  3  walks  through  how  to  build  a  recurring  revenue  base  by 
reselling  the  software  your  clients  already  use,  and  turn  a  project  business  into  a  subscription  
business.

Third, AI.  Chapter 4 turns the data from your systems and your recurring revenue into a live  
operating intelligence layer, with three real case studies from my own business.

Fourth, Offshore. Chapter 5 covers how to deliver the managed services, remote support, and 
fixed-price contracts that underpin the recurring revenue pillar, using an offshore delivery team.

Fifth, Partners. Chapter 7 lays out how to feed the top of the funnel with strategic partnerships,  
so the flywheel keeps turning without you running a single ad.



Chapters 6, 8, 9, 10 and 11 then pull all five sectors together. The flywheel chapter shows how  
the model compounds. The obstacles chapter tackles the mindset traps. The case studies chapter 
shows you real owners who have done this. The sellability chapter reframes the whole thing through 
an acquirer's eyes. And the final chapter gives you a twelve-month roadmap to get moving.

By the end of this book you will have a clear roadmap to move from Worker to Investor, and to  
build a business that runs without you. That is not a slogan. It is the whole point.

Your First Action Step

Before we get into the detail, I want you to sit with one question.

If I disappeared for a month, would my business survive?

Be honest. Would your team know how to manage operations without you? Would revenue keep 
coming in? Would clients even notice? Or would the whole thing start falling apart by Wednesday?

If your answer is anything other than a confident yes, this book is for you. Let us get to work.
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