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How I Build, Turn Around & Scale Teams

A four-phase operating system, refined across Dyn, DDI, J.Hilburn, IPinfo, and Quality Ironworks.
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1 LEARN (you only get fresh eyes once)

Before touching anything, | get to know the terrain: the team, the product, the customers, our peers, and
the existing process. This is also the foundation for trust. The questions | ask early on tell people whether
I'm there to understand or to impose.

PROOF : At DDI, this diagnostic work preceded the turnaround. | traced over half of a 169% support-volume
increase to systemic root causes before proposing any fix.

2 ALIGN (roughly 80/20, collaborative to one stretch goal)

Goal-setting is mostly collaborative, but I'll put one goal on the table that people think is a stretch. It's a
strong gut call, framed as a hypothesis, not a directive. The team gets to pressure-test it, push back, or
improve it.

PROOF : At Dyn, this looked like scaling a 24/7 support org just 3x to sustain a 10x increase in ARR, an outlier goal
the team helped shape and then hit.

3 TEST (iteration-first, but | know when to swing)

| default to iteration, because there's more opportunity there than people expect, and most small moves
work because they're grounded in phase one plus instincts built from years reading people, companies,
and systems. Occasionally a bigger swing is the right call. When it is, | make sure we go in with the best
information we have, then take it.

PROOF : At Quality Ironworks, most days meant refining scheduling logic incrementally, but the full scheduling
app was the big swing, backed by the data, that eliminated $600K in manual labor, part of $700K in total

annual savings.

4 PROVE ("trust me" becomes "look at the data")

| build the reporting and dashboards that make progress visible, to the team and to leadership, so we're
transparent about what's working, what isn't, and why. This is what makes the change durable instead of
atemporary push.

PROOF : At DDI, KPI dashboards built from scratch gave leadership real-time visibility that hadn't existed before,
supporting a CSAT turnaround from 87% to 93%.
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THE LOOP  Then it starts over. More trust, sharper goals, faster tests, better instrumentation. Each pass
compounds. None of it feels big day to day. That's what compounding looks like from the
inside, until you look back and the team is unrecognizable.
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