
BLUEPRINT
THE FREEDOM

PROVEN SYSTEMS TO RECLAIM YOUR TIME AND LIFE –
FROM A FAMILY BUSINESS VETERAN OF OVER 25 YEARS

2026  ED IT ION  ·  5  S TEPS  TO  WORK  FASTER ,
EARN  MORE ,  P LAY  LONGER



Most business owners start with a big dream: freedom, impact,
more time with family, something to hand down. Somewhere
along the way the dream turns into a trap. Endless emails.
Invoices. Troubleshooting. "Got a minute?" You spend every day
plugging holes instead of building for the future.

I lived it. Over 25 years in our family business, from sweeping
floors and filling sample kits to reinventing the way we work
and closing the biggest deals we ever did. My days were full of
factory work because nothing ran unless I ran it. I have been at
every stage of business, from never thinking about payroll to
wondering how I would make it this week. I remember what it's
like when the bank account is empty and so is the gas tank.

Here is the part that changed since I first wrote this Blueprint.
The hardest question in it used to be "who does the work when
it isn't you?" For most of my career the honest answer was "hire
someone," and hiring is slow, expensive, and scary. In 2026
there is a new first answer. A digital assistant that reads the
rules you write down and follows them, every day, without
being asked twice.

I don't say that as a theory. I run three business lines next to a
full-time job, in about two and a half hours a day, because the
parts that should run without me actually run without me. This
edition shows you what that looks like, step by step, with the
real screens from my own business.

My WHY, as an example (yours will be different): My company
exists to liberate business owners from the daily grind so they
can build generational wealth and actually enjoy their families
while they are still young.

Now work faster, and play longer.
Shawn

WHY THIS EXISTS

workfasterplaylonger.com
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Picture a Tuesday

Before the steps, picture where they lead. Two versions of the
same Tuesday.

Tuesday now. You're up at 6 and on your phone by 6:05, because
the inbox filled overnight and something in there might be on fire.
You get to the shop or the office and the first person through the
door has a question only you can answer. By 10 you haven't
started the thing you meant to start. Lunch is at the desk. At 3 you
check the bank balance to decide whether you can say yes to the
supplier, because that's the only number you trust. You leave at
6:30, later than you promised, and at 9 PM you're back on the
laptop "just clearing a few things." Nothing was finished.
Everything was touched.

Tuesday after the five steps. You're up at 6 and you leave the
phone alone, because the assistant already sorted the inbox into
five lanes and only one lane needs you. At 7 you open a list of four
things, with the replies already drafted. From 8 to 10 you do the
one thing that grows the business, door closed, because everyone
knows office hours are at 3. At noon you read three numbers in
fifteen minutes: cash you can spend, sales in against bills out for
the next thirty days, and how far you are from the number the life
you want costs. You say yes to the supplier with a straight face. At
5:30 you write two lines for the assistant and shut the laptop. The
close runs without you. Dinner is at 6. The trip you booked for
November is on the calendar, and the business is going to be
there when you get back.

Same business. Same people. The difference is that the work that
doesn't need you has somewhere else to go.

workfasterplaylonger.com
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How the Five Steps Fit

Five steps, in this order, because each one only works on top
of the one before it.

1. Start with WHY. Name why the business exists. That
sentence becomes the filter for everything that follows,
including what your assistant is allowed to say no to.

2. Plan your day like a CEO. Protect the hours that matter. In
2026 the assistant prepares the day before you sit down.

3. Understand your numbers. Know what the life you want
actually costs (your Freedom Number) and read three
numbers a week instead of guessing from the bank balance.

4. Build systems to delegate. Write the rule once. The
assistant runs it. People get only what needs hands or a
relationship.

5. Play longer. Book the trip first. The trip is the reward, and
it's also the test that proves the first four steps hold.

Skip a step and the next one wobbles. A calendar without a
WHY fills up with other people's priorities. Numbers without a
target are just numbers. Systems without numbers can't tell
you whether they're working. And a vacation without systems
is just a week of checking your phone somewhere sunnier.

Implement one step and you'll get a win. Implement all five
and your business works for you.

workfasterplaylonger.com



Where you are. You're busy from the moment you
arrive, and at the end of the day you couldn't say
which of the forty things you did actually mattered.
Everything felt urgent. That's what happens when
there's no filter.

What to do. Simon Sinek said it first: people don't buy
what you do, they buy why you do it. The same is true
of your own calendar. You won't protect time for what
you can't name.

Your WHY is personal. It is not something I hand you,
and you won't find it in a template. Mine is on the
previous page as an example of the shape, not the
content. Yours has to come from you, because it is the
one filter you will use on everything that follows.

That's the foundation. Everything in this Blueprint
flows from it.

STEP 1:  START WITH WHY —
REDISCOVER PURPOSE & RUTHLESS
FOCUS
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Your WHY — The First Question That Changes
Everything 

Why does your business exist? Write it down. 

One sentence. 

Right now.

Is it to make money? Then ask: what is that
money for? How much will it cost to live the
life you want, and take the trips you keep
postponing? That figure has a name in this
Blueprint. It's your Freedom Number, and
we'll work it out in Step 3. Is it because you
love to create, cook, serve, build, teach? Then
let's get you doing more of that and less of
the rest.

Your WHY is your filter. It decides what stays
on your plate and what gets eliminated,
handed to your assistant, delegated to a
person, or kept.

New in 2026: your WHY is also the first thing
you write down for your digital assistant. An
assistant with no WHY will do everything you
ask, kind of. An assistant with your WHY
knows what to say no to on your behalf. That
one sentence is the difference between a tool
that adds work and one that removes it.
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Audit Your Reality — The Brutal  List 

Grab a pen or open a doc. List everything you
do in a typical day and week. Be brutally
honest. No filter.
Here is a real example from my own list back
then:

Checking and answering email
Importing invoices
Managing receivables
Paying bills
Running payroll
Checking on production
Troubleshooting equipment
Running equipment when people were out
Helping with, or running, shipping
Putting out daily fires

All daily tasks that kept me from growing the
business.

One Moment That Changed Everything

Any time one particular machine was not
making parts to spec, I was the only one who
could dial it back in. That's when I realized I
had created myself another job inside my
own business. I was getting things done.
Nobody was making sure things were done.
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 Now sort your list into three buckets:

Essential Daily — Keeps the lights on right now
(client delivery, basic admin, production).

Managerial Checkups — Weekly/monthly oversight
(numbers review, team pulse, cash flow).

Big Moves — Things that actually grow the business
or free you (new offers, systems, hiring, marketing,
personal recharge).

Most owners are 80 to 90 percent stuck in Essential
Daily and Managerial Checkups. The Big Moves get
squeezed into "when I have time," which is never.

Narrow to the 6 most important things. Cut to the
six activities that truly move the needle: the ones
that grow revenue, increase profit, or let the
business run without you standing over it. These
are your 80/20 points. Everything else gets one of
four labels, in this order:

1. Eliminate. It never needed doing.
2. Hand to your assistant. It follows a rule you can
write down.
3. Delegate to a person. It needs hands, judgment,
or a relationship.
4. Keep. It's one of your six, or it's the reason you
started.
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Categorize Ruthlessly



Six common needle-movers I see with clients
(yours will be different; we fill them in on
the worksheet):

New product or service offering
Delegate bookkeeping
New marketing strategy
Optimize time
Develop standard operating procedures
Implement training to continuously
improve

Touch It Once. With your WHY clear and your
six locked, apply the rule: only touch a task if
you can complete it right now, with the time
and the skill in hand. If not, schedule it, hand
it off, or delete it.

Big time sucks to eliminate:
Email and notifications: batch twice a day,
reply only if it's done in under five minutes.
In 2026 the assistant sorts overnight and you
open one lane, not the whole inbox (Step 2).
"Got a minute?" interruptions: set open office
hours.
Quotes and proposals: review them only
when you're going to make a decision.

Pig-headed discipline: make these changes
permanent. No backsliding. Easier when the
rule is written down and something else
enforces it.
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Step 2: Plan Your Day Like a CEO

Where you are. Your calendar is a record of what other
people needed from you. Impromptu meetings, research
rabbit holes, switching between random tasks. The hardest,
most valuable work gets whatever is left, which is nothing.

What to do. With your WHY clear and your six locked, own
your calendar or it owns you.

Eat the frog first. Tackle your hardest thing in the morning,
before the day gets away from you. It's one of your six or a
big move. Non-negotiable two-hour block, every day.

Open office hours. Fifteen to thirty minutes a day, scattered
across the week. Bigger discussions get their own slot. No
more drop-ins stealing your focus.

Daily rituals. Review the calendar every morning. End every
day with a shutdown: close the loops, prep tomorrow.

What changed in 2026: the review is done before you sit
down. My assistant reads the inbox and the calendar
overnight, sorts every message into one of five lanes (only
one needs me), and hands me a list of three to five things
when I say good morning, with the replies already drafted.
My shutdown is a two-minute handoff. The rituals didn't
change. Who prepares them did.
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Step 3: Understand Your Numbers

Where you are. You make decisions by checking the bank
balance, because it's the only number you trust. But the
balance isn't yours. Some of it is next week's payroll, some is
the sales tax you're holding, some is a deposit for a job you
haven't done yet. You're steering by a gauge that measures
the wrong thing.

What to do. Sales is the top line, profit is the bottom line, and
everything in between decides whether you're building or
bleeding. This is usually the first thing an owner should get
off their plate. You need to read the numbers, not type the
data. That is exactly what I do for my clients.

Essential numbers to memorize

Sales. Daily, weekly, monthly. What sells best? What's the
average sale?

Breakeven. How many sales cover the bills.

Marketing cost. What a customer costs to get, and what
they're worth over time.

Profit. What you need to earn for the life you named in Step
1: owner pay, vacations, growth.

Know these and you can say, with a straight face, how much
help you need to reach your goals.
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Your Freedom Number

Back in Step 1 you asked what the money is for. This is where you
put a figure on it.

Your Freedom Number is what the business has to pay you, and
keep, in a year for the life you actually want. Not what you'd love to
make someday. What it costs to live the way you described in your
WHY, take the trips you keep postponing, and have a cushion so
one slow month isn't a crisis.

Build it in four lines:
1. Owner pay the household needs. Mortgage, school, cars,
groceries, the normal life.
2. The trips. Step 5 will make you price them. Put the year's total
here.
3. The cushion. Profit left in the business to absorb a slow month
or a broken truck. A month of expenses is a fair start.
4. Taxes on the above. Roughly a third, unless your accountant
says otherwise.

Add them up. That's the annual number. Divide by twelve. That's
the monthly target, and every other decision points at it: pricing,
hiring, which customers to keep, how much help you can afford.

Worked example. An owner needs $90,000 for the household,
wants $10,000 of trips, sets a $20,000 cushion, and adds $40,000
for taxes. Freedom Number: $160,000 a year, about $13,300 a
month. If the business clears $9,000 a month for the owner today,
the gap is $4,300, and "how many more jobs do I need?" finally
has a real answer instead of a feeling.

Quick win: start with the end in mind. Write the Freedom Number
down first. Work backwards from it. Then plan the business to
support it.
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Step 4: Build Systems to Delegate

Where you are. You know you should hand things off. You've tried.
It came back wrong, or late, or not at all, and it was faster to do it
yourself. So you did, and now the business can't run a day without
you.

What to do. The single biggest fear: they won't do it right. Not the
way you do it. That's fine. We measure, adjust, retrain. Start with
one system at a time and watch time grow back on your calendar.

The cheat code, then and now. The old cheat code: don't write a
manual, record a video of yourself doing the task, hand it to an
assistant to transcribe, that's your first procedure. The 2026 cheat
code is one step shorter. Describe the task once, in plain words, to
your digital assistant. It writes the procedure. Then it runs the
procedure. You review the first few results, fix the rule where it was
wrong, and it never forgets the fix. A person gets only what needs
hands or a relationship.

The six core systems to build first:
1. New product or service offering. Make launches repeatable.
2. Delegate bookkeeping. Hand off the numbers so they run
without you. This goes first, because good bookkeeping can't be
rushed, and that is exactly why it should happen whether you're
there or not.
3. New marketing strategy. Repeatable campaigns that attract.
4. Optimize time. Daily and weekly rituals on autopilot (Step 2).
5. Standard operating procedures. Written once, run by the
assistant, improved every time it gets one wrong.
6. Training to continuously improve. Let your team own and evolve
the procedures.
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Step 5: Play Longer (The Reward)

Where you are. The last real vacation was a long time ago,
and even that one had you on the phone from the pool.
You've told yourself you'll go when things calm down. Things
don't calm down. They never have.

What to do. Look at what you've built. All the blood, sweat,
and tears are paying off, but you can't pour from an empty
cup. Time to get recharged and enjoy life before we go back
to work.

How many hours have you spent pushing that boulder uphill?
Now ride it all the way down, with your family along for the
fun.

Just like profit, figure out what the trip costs and reverse-
engineer the business to pay for it. That figure goes into your
Freedom Number, so the business is planned to fund it, not
squeeze it in. Schedule it FIRST. Then make the systems
happen. You've earned it.

In 2026 the trip is also the test. A business that runs without
you isn't proven on a Tuesday when you're in the building.
It's proven on day nine of a two-week trip, when the assistant
has run the close every night and nobody had to call you.
Book the trip, and let it measure the systems.

Whether your dream is an all-inclusive on a Caribbean
beach, a week at the theme parks with the kids, or a cruise,
the planning principles are the same. The trips that feel
restful are the ones where the decisions were made before
you left. The next two pages are the plan I use for my own
clients, so the only thing left to do when you get there is
enjoy it.
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The Vacation Plan: Six Decisions, Made
Before You Leave
A luxury trip is not expensive because of the room. It is expensive when you
spend it deciding things. Make these six calls at home and the trip runs
itself.

• Pick the pace before the place. Is this a do-everything trip or a do-nothing
trip? Most owners book the first and wanted the second. Decide which one
this is, out loud, with everyone going.

• Name three must-dos, and stop. One per person works well. Everything
else is a bonus. A list of three gets done. A list of twenty turns into a second
job.

• Book the things that sell out first. The table everyone wants, the guide, the
excursion with twelve seats. These open weeks or months ahead and they
do not wait. Your travel advisor knows the dates.

• Stay close to what you came for. The room on the property, on the beach,
or steps from the ship costs more per night and gives back hours per day. A
midday break is a five-minute walk, not a ride back across town.

• Buy your time back. Private transfers, reserved seating, early access, a
guide who skips the line. Each one trades a little money for an hour of your
trip. Choose two.

• Leave one day empty. No reservations, no alarm. It is the day everyone
remembers.

Where a travel advisor fits. This is what I do at Play Longer Travel. I make
these six calls with you, book them, and watch the dates so you don't have
to. My services cost you nothing, and you get the same best price as
booking direct.
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Your Trip, on One Page

Fill this in before you book anything. It is the whole brief a good advisor
needs.

Where we want to go, or the feeling we want:
______________________________________________

Dates, and how flexible they are:
______________________________________________

Who is going (names and ages):
______________________________________________

The pace:   do-everything   /   do-nothing   /   a mix

Our three must-dos:
1. ____________________________________________
2. ____________________________________________
3. ____________________________________________

What we want to skip:
______________________________________________

Dream vacation budget (this goes into your Freedom Number):
$ ____________________

Special days to flag (birthdays, anniversaries), mobility or food needs:
______________________________________________

The one day we leave empty: ____________________

Schedule it first. Then send me this page, or bring it to a planning call, and I
will turn it into a trip.
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Recharge Checklist

Before you leave
• The close runs without you. Your assistant handles the
nightly routine (sorting, follow-ups, the day's log) while
you're gone. If that isn't running yet, it's the first system
to build. Start on the Step 4 page.
• Hand off fully: who's on call, for what, and what they're
allowed to decide without you.
• Turn off email for 48 hours, minimum. Phone on Do
Not Disturb.

While you're there
• A daily unplug ritual. Same time every day, and then
the phone goes away.
• On day nine (or the last morning of a shorter trip), write
two short lists: what ran fine without you, and what
didn't. The second list is the work you take home. Each
item on it becomes the next procedure you write.

When you're back
• Do the post-trip insights on the next page before the
inbox swallows you.
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Post-Trip Insights: The Nerdy Part Only
Business Owners Get

Nobody else at the pool is watching how the place is run. You are. You can't
help it. So use it. A week inside a well-run resort, ship or lodge is the best
free operations course you will ever take. Come home with notes.

What ran smoothly, and why? Somebody mentioned a birthday at check-in,
and the staff used her name for the rest of the week. That's not luck.
Somebody wrote that rule down. What did you see that worked every time,
and what's the rule behind it?

How did they handle the wait? The waits you didn't mind had three things:
an honest time, something to look at, and a way to go do something else
meanwhile. What does your customer's wait look like? The phone hold, the
quote turnaround, the "we'll call you back." What would an honest posted
time do for it?

How did they recover from a mistake? The wrong order was replaced
without a question. The delayed transfer came with an apology and a drink.
Recovery is a system, decided in advance, so the front line never has to ask
permission to make it right. What's your version? Who's allowed to make it
right, and how fast?

What did they sell you that was really time? The reserved seat. The private
transfer. The guide who walks you past the line. Nobody pressured you. The
option was there, priced, and you took it. Where in your business could a
"skip the wait" tier exist?

What did they schedule so the show never stopped? Maintenance and
closures are planned months ahead, announced, and worked around. Your
version is maintenance, training, and your own time off, scheduled and
announced, not squeezed in when something breaks.

What did the app do so a person didn't have to? Check-in, reservations, the
day's schedule, all self-serve, so the staff are free for the moments that
need a human. What could your customers do for themselves in thirty
seconds that costs you a phone call today?

Take the three best answers home. That's the list you hand to your assistant
on Monday.

workfasterplaylonger.com
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You've got the Freedom Blueprint

Drawn from the best published minds and over 25 years of
running a real business. Implement it, or let me do it with

you.

Book a Freedom Audit. We review your books and your
calendar, together, on one screen. Thirty minutes, not a

sales call. You leave with one concrete thing to change this
week.

Run a business. Don't be its most valuable employee.
Wake up every morning like you did it on purpose.

Let's Do This!

Now work faster, and play longer. — Shawn

https://calendly.com/wfpl-appt/freedom-audit


T1

Worksheet: Your WHY as an Instruction

My business exists to ____________________________________________

so that ________________________________________________________.

Three things my assistant should say no to on my behalf:
1. ________________________________________________
2. ________________________________________________
3. ________________________________________________

The six things only I should do:
1. ______________________    2. ______________________
3. ______________________    4. ______________________
5. ______________________    6. ______________________

Worksheet: The Five Lanes

Every message lands in exactly one lane. Only the first lane stays in the inbox.

Action now — needs a decision or a reply from me today. Handled by me, from
the morning list.
Waiting on — I've replied; the ball is in their court. The assistant watches the
clock and nudges.
Read later — useful, not urgent. Batched once a week.
FYI — receipts, notices, reports. Filed, never read twice.
Trash — everything else. Gone.

My own lanes, if five isn't my number: ______________________________

workfasterplaylonger.com
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Worksheet: Your Freedom Number

1. Owner pay the household needs this year ........................ $ ____________

2. The trips (from your trip page) ........................................ $ ____________

3. The cushion (a month of business expenses is a fair start) ... $ ____________

4. Taxes on the above (roughly a third) ................................ $ ____________

ANNUAL FREEDOM NUMBER (add lines 1 to 4) ....................... $
____________

MONTHLY TARGET (divide by 12) ........................................... $ ____________

What the business clears for me now, per month ................ $ ____________

The gap ................................................................................. $ ____________

Three numbers, every week, fifteen minutes

                                                                        This week          Last week

Cash I can actually spend ..................................... ___________
___________

Sales in vs. bills out, next 30 days ........................ ___________
___________

Distance to the monthly target ............................. ___________
___________

When the assistant reports every week, it reports these three, not the balance.
That's the whole dashboard.

workfasterplaylonger.com
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Worksheet: Build Your First System

System name: ____________________________________________
Owner: __________________________________________________
Who runs it (circle one):   assistant   /   person   /   me

Step 1: _________________________________________________
Step 2: _________________________________________________
Step 3: _________________________________________________
Step 4: _________________________________________________
Step 5: _________________________________________________

Checks and measures: ____________________________________
How I'll know it ran (the check I don't have to do myself):
_________________________________________________________

Worksheet: The Owner-Absent Day

Date of the test: ________________________________________
What runs without me that day: ___________________________
_________________________________________________________
Who is on call, and what they may decide: _________________
_________________________________________________________
What the assistant does at close: _________________________
What I'll measure on day nine (or the morning after): _______
_________________________________________________________
What didn't run, and the procedure it becomes: ____________
_________________________________________________________

workfasterplaylonger.com
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Worksheet: Post-Trip Insights

For each one: what I noticed, the rule behind it, and my version.

Something that ran smoothly every time
Noticed: ____________________________________________
The rule behind it: ___________________________________
My version: __________________________________________

How they handled a wait
Noticed: ____________________________________________
The rule behind it: ___________________________________
My version: __________________________________________

How they recovered from a mistake
Noticed: ____________________________________________
The rule behind it: ___________________________________
My version: __________________________________________

Something they sold that was really time
Noticed: ____________________________________________
My version: __________________________________________

Something they scheduled so the show never stopped
Noticed: ____________________________________________
My version: __________________________________________

Something the app did so a person didn't have to
Noticed: ____________________________________________
My version: __________________________________________

The three I'm handing to my assistant on Monday:
1. __________________________________________________
2. __________________________________________________
3. __________________________________________________

workfasterplaylonger.com
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Worksheet: The Sample Work Week

Before you sit down — the assistant stages the day (every day)
8 to 10 AM — Eat the frog (every day, non-negotiable)
10 to 12 — Mon focus block · Tue client calls · Wed focus block · Thu team
check-in · Fri wrap loose ends
12 to 1 PM — Lunch, recharge
1 to 3 PM — Mon batch admin · Tue focus · Wed batch admin · Thu focus · Fri
free, early finish
3 to 5 PM — Mon open office · Tue meetings · Wed open office · Thu plan next
week · Fri review the week: three numbers
Shutdown — the two-minute handoff (every day)

Now yours

Before you sit down — ______________________________________

8 to 10 AM (the frog) — ____________________________________

10 to 12 — Mon __________ Tue __________ Wed __________

                  Thu __________ Fri __________

12 to 1 PM — ____________________________________________

1 to 3 PM — Mon __________ Tue __________ Wed __________

                  Thu __________ Fri __________

3 to 5 PM — Mon __________ Tue __________ Wed __________

                  Thu __________ Fri __________

Open office hours are at: _________________________________

Shutdown — my two-minute handoff says: __________________

__________________________________________________________

workfasterplaylonger.com
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