
The first time I saw the Belt System laid out on a
whiteboard — White, Yellow, Green, Blue, Red, Black — I
had two reactions almost at the same time. 

The first was recognition. Oh. That's exactly where I was. I was looking
at Yellow Belt — full client roster, working nights and weekends, trying to
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figure out how to grow without losing what I had. I'd been stuck there
for years. 

The second was a question. Why martial arts? I'm a bookkeeper. I don't

train. I don't spar. I don't know the difference between judo and karate.
Why are we borrowing a framework from a world I have nothing to do
with? 

It's a fair question. And for years, I don't think anyone at The Successful
Bookkeeper had a clean answer for it. The belts worked — bookkeepers 
got them, instantly — but the "why" was fuzzy. It was just the framework
we used. 

Then we went and looked up the actual history. And it turned out the
belts weren't invented by a warrior at all. They were invented by a
school teacher, in 1883, trying to solve the same problem we're trying
to solve right now. And once you know that, the framework stops
feeling imported. It starts feeling inevitable. 

This piece is about that history. And about the six stages every
bookkeeping business moves through — if it keeps moving. And about
the honest truth of why most bookkeepers get stuck: they're applying
the right strategy at the wrong stage, and nobody ever told them
there were stages.
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The teacher who invented the belts

The belt system is not ancient. It's younger than your grandmother's
great-grandmother. It was invented in 1883 by a Japanese man
named Jigoro Kano — and he wasn't a warrior or a combat master. 

He was a school teacher. More specifically, he was an educator who
would later serve as director of primary education for Japan's Ministry
of Education, and as president of Tokyo Higher Normal School for two
decades. He spent his life thinking about how people learn. 

He created judo the year before — in 1882 — and it was never meant to
be a warrior's art. He'd taken an existing battlefield combat system
(jujitsu) and softened it — made it less dangerous, so it could be
taught in grade schools and universities. He combined it with
philosophy and character development. He was trying to build
something that would make kids better, not more deadly. 

Before Kano, Japanese martial arts used what was called the menkyo
system — literally, "license." A master would occasionally issue a
calligraphed scroll acknowledging a student's mastery. Some masters
awarded only a single scroll in their whole lifetime. You could train for
years and never see a single visible marker of progress. 



As an educator, Kano knew this was a problem. Not because the
students weren't capable — they were. The problem was motivation.
Mastery takes years. Human motivation does not. If you can't see

yourself making progress, you quit. It doesn't matter how good the
training is. 

So he invented the belt. He looked at two games his students were
already familiar with — the Japanese strategy board game Go and the
Japanese sport of competitive swimming — both of which used visible
ranking systems. He borrowed the idea. White belt for students. Black
belt for those ready to go deeper. The obi — the belt that already held
the uniform together — became the marker of progress. Nothing new
to carry. Nothing ceremonial. Just: here's where you are, and you can
see it while you're doing the work.

T H E  D E T A I L  M O S T  P E O P L E  M I S S

The intermediate colored belts didn't
exist in Japan. They were invented in
Paris.
In 1935, a Japanese judo teacher named Mikonosuke Kawaishi
moved to Paris to teach Europeans. He quickly noticed something: 
Westerners needed more frequent markers of progress to stay
motivated. A white belt grinding for three years with no visual sign
of improvement just wasn't going to work for most of them. 

So Kawaishi added the colors — yellow, orange, green, blue, purple.
He didn't invent them because they were tradition. He invented



The belt system wasn't invented by a warrior.
It was invented by a teacher who knew people quit
when they can't see themselves making progress. 

Why this framework actually works for bookkeepers

Here's the uncomfortable truth about our industry: most bookkeepers
are incredible at what they do — but nobody taught them how to
build a business around it.

I see this every week. Fifty-nine percent of the bookkeepers in our
community are at or before the startup stage. Ninety percent tell us
they don't have proper systems in place. The median bookkeeper in
our data says she'd like to earn about $36,000 more per year than
she's earning right now — and when we look at what she could be
earning, it's easily ten times that number. 

That gap isn't because bookkeepers aren't smart enough, or
hardworking enough, or strategic enough. The gap is because nobody
ever told them that building a bookkeeping business happens in
stages — and that each stage has its own curriculum, its own

them because regular people needed a reason to keep showing
up.

Read that last line again. It's the reason the belts exist at all. 



challenges, and its own thing to master before you can move to the
next one. 

So what happens instead? Bookkeepers try to hire before they have

systems. They try to raise prices before they have capacity. They try to
scale before they know where they're going. They do Green Belt work
when they're still a Yellow Belt, and then they wonder why it's not
landing. Peter Cook — our coaching architect — has a line for this. 
"Problems happen when you apply the right strategy at the wrong
time."

That's what the Belt System actually is: a way to make sure you're
applying the right strategy at the right time. It answers the most
important question nobody was asking out loud: "Where am I, and
what's next?"

The reason it lands

Everything Jigoro Kano discovered about teaching a long, patient craft
is true for bookkeepers building a business. Building a bookkeeping
business that runs without you takes years. Human motivation doesn't
last years on its own. You need visible, reachable markers along the
way, or you quit. 

And here's the part I love most: the belts are not ranks of worth. A White
Belt isn't "worse" than a Black Belt. They're different stages with different
work. Jessica, who's three months in and just landed her first client, is
exactly where she's supposed to be. Teresa, who sold her seven-figure
firm and now mentors other bookkeepers, is exactly where she's
supposed to be too. Neither of them is more valuable. They're just on
different pages of the same book. 



That's the framework. Let's go into the philosophy, then the stages, then
figure out where you are. 

F I V E  P R I N C I P L E S

What the belts actually teach

These aren't our ideas. They're Kano's — 140 years old, tested by
millions of students, and uncannily relevant to what a bookkeeper

building a business actually needs to hear. 

1

The belt shows what
you're working on
next — not what
you've mastered.

This is the single biggest
misread. People see a Green
Belt and think "she's earned it."
Martial artists read a Green
Belt and think "she's doing
Green Belt work." The belt is a

2

The highest rank
means "first step,"
not "final step."

In Japanese martial arts, first-
degree Black Belt is called 
Shodan — literally translated,
"beginning degree." Black Belt
isn't the end. It's the rank
where you've finally earned
the fundamentals well
enough that you can now 



signpost forward, not a trophy
backward. 

For bookkeepers: Yellow Belt
doesn't mean "you made it to
Yellow Belt." It means "Yellow
Belt is the work in front of you
right now. This is what needs
installing, solving, and
mastering before Green makes
any sense." 

actually begin studying the
art in depth. 

For bookkeepers: A Black Belt
bookkeeper doesn't graduate
and leave. They've arrived at
the point where they can
contribute — mentor the next
White Belt, lead the community,
go deeper on the work. Mastery
isn't a finish line. It's the
moment the real work starts. 

3

The path has no
ceiling.

Kano believed no one was
ever "done." There are ten
official ranks of Black Belt in
judo, and theoretically no
upper limit. There's even a
legend — after his death, his
successor posthumously
awarded Kano a 12th-degree 
white belt. The philosophy:
after you've learned
everything, you begin again. 

For bookkeepers: The ceiling is
always higher than you think.
The median bookkeeper
undershoots what's possible by

4

You cannot skip
belts. You cannot buy
them. You can only
do the work.

This is the single most on-
brand principle for us. Kano's
whole philosophy was the
opposite of hustle culture. You
don't shortcut mastery. You
don't pay your way to Black
Belt. You show up, you install
what needs installing at this
stage, and you earn your way
forward. Schools that promise
shortcuts are called McDojos,
and they make everyone
worse at the craft. 



a factor of ten. The point isn't to
arrive. The point is to keep
practicing. For bookkeepers: The quick-fix

industry has done enormous
damage to our profession. The
bookkeepers who actually build
businesses that run without
them are the ones who
installed the right systems at
the right stage, for the right
reasons, and did not try to skip
steps. 

5

You cannot earn a
belt alone.

Martial arts is not a solo
practice. You train in a dojo.
You have a sensei. You spar
with people at your level. You
absolutely cannot progress
without training partners. The
community isn't decoration —
it's how the work gets done. 

For bookkeepers: This is the
one most bookkeepers
underestimate. You can do this
alone — but it will take you ten
times longer, and you'll quit four
times on the way. The
bookkeepers who succeed are
the ones who stopped trying to
figure it out in isolation. 

★

And one more — from
Kano himself.

Kano's judo was built on two
principles, written in 1882. The
first was Seiryoku-Zenyo —
"maximum efficient use of
energy." Use leverage. Don't
muscle through. The second
was Jita-Kyoei — "mutual
welfare and benefit." You and
your training partners rise
together, or you don't rise at
all. 

For bookkeepers: The first one
is the Pure Bookkeeping system
in a single Japanese phrase —
don't build from scratch, use
what's already been tested. The
second one is our community



mantra. We build together. We
grow together. 



T H E  S I X  S T A G E S

How a bookkeeping business actually grows 

Every business moves through these six stages — if it keeps moving.
Each has its own challenges, its own curriculum, and its own thing to

master. Revenue numbers are approximate guides, not tests. The
stage you're in is about the work you're doing, not just the number at

the bottom of the P&L. 

S T A G E  1  ·  D E C I S I O N

White Belt —
Clarity & Direction
Building momentum. Filling your own
capacity.

REVENUE

~$100K
TEAM

1
(you)

DAYS WORKED

5/week

This is where most bookkeepers start — and where 59% of our
community still is. You're deciding what kind of business to build.
You're figuring out your first clients, your first rates, your first
confidence. The biggest risk here isn't failing — it's building your
business in a way you'll have to undo later. This stage is about
direction, not speed. Get the foundations right and everything
after gets easier. 

Y O U R  N E X T  S T E P

The Launchpad — Vision, goals, and the commitment



Explore the White Belt path 

S T A G E  2  ·  V A L U E

Yellow Belt — Profit &
First Hire
Full. Ready to grow beyond yourself. And
stuck.

REVENUE

~$200K
TEAM

2

DAYS WORKED

4/week

This is where most bookkeepers get stuck — or go backwards.
You're full. Your clients love you. You're working nights and
weekends. You know you need to hire, but you don't trust anyone
else to do it the way you do it, and you don't have the systems to
show them how. This is the Yellow Belt trap. It's also the stage
where our founder Debbie Roberts nearly gave up — until she
realized the only way forward was to install systems and stop
being the only person who knew how everything worked. 

Y O U R  N E X T  S T E P

Freedom Gateway — Install the systems, break the
ceiling

Explore the Yellow Belt path 
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S T A G E  3  ·  A C T I V I T Y

Green Belt —
Momentum &
Control
Team is growing. The work isn't slowing
down.

REVENUE

~$300K
TEAM

3–4

DAYS WORKED

3/week

You've got people. You've got systems — at least some of them.
The work is flowing. But the workload keeps climbing, clients are
rolling in, and without better systems and better client selection,
Green Belt feels like barely-controlled chaos. The two Green Belt
questions are: are my systems installed deep enough to
support this team? and am I filling my pipeline with the right
clients — or just more of them?

Y O U R  N E X T  S T E P

Freedom Gateway + Clients — Systems deep, clients
right

Explore the Green Belt path 

S T A G E  4  ·  E N V I R O N M E N T

Blue Belt —
Structure & Stability
Running a real operation. Poor systems
quietly drain profit.

REVENUE

~$400K
TEAM

5–
6

DAYS WORKED

2/week
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Blue Belt is where you stop being "a bookkeeper with a team"
and start being a business owner who runs a bookkeeping firm.
The operation is real. The question shifts from "how do I get this
done?" to "how do I make this profitable, consistent, and
scalable?" This is the stage where pricing and margin become
the lever — because revenue is growing, but if pricing hasn't
caught up, profit is quietly leaking out the sides. 

Y O U R  N E X T  S T E P

Pricing & Clients — Charge what you're worth, at scale

Explore the Blue Belt path 

S T A G E  5  ·  L E V E R A G E

Red Belt — Freedom
from the Tools
You're no longer doing the bookkeeping.
You're leading.

REVENUE

~$500K
TEAM

7–8

DAYS WORKED

0 on
books

Red Belt is the stage where your role fundamentally changes.
You're not doing the bookkeeping anymore. Your job is growth,
leadership, and recruitment. Your team handles the work. Your
systems make sure quality stays consistent across every client
file. This is the stage where freedom actually arrives — the four-
days-without-email-and-nothing-on-fire stage. It's also where
most owners realize: if they'd installed the right systems at
Yellow Belt, they'd have gotten here five years sooner. 
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Y O U R  N E X T  S T E P

Scale — Leading a team, not doing the work

Explore the Red Belt path 

S T A G E  6  ·  E X I T

Black Belt —
Asset Value &
Options
The business runs without you.
Now the real work starts.

REVENUE

$600K–
$1M+

TEAM

10+

DAYS WORKED

Your
choice

Black Belt means the business runs without you. It's profitable. It's
transferable. It's a real asset. Teresa Slack sold hers for a seven-
figure sum. Debbie Roberts sold hers after 12 years of building.
But here's what the belt name actually means — Shodan, "first
step." Black Belt isn't the finish line. It's the stage where you get to
choose: sell, pass it on, expand into advisory, become the
mentor for the next White Belt coming up behind you. This is
where you become what made this possible for the next
generation.

Y O U R  N E X T  S T E P

Legacy — Alumni tier, mentorship, and what's next
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T H E  H O N E S T  A N S W E R

Not sure which belt you're actually at?

Most bookkeepers get this wrong. We picture ourselves
one belt ahead of where we really are — and apply the

strategy we'll need next, instead of the one we need right
now. A short conversation usually sorts it out. 

Talk to Ron — he'll help you find your
belt 

Join the free community first

Explore the Black Belt path 
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One last thing — from me, Lisa

I want to tell you the truth about where I was when I first saw this
framework. I was Yellow Belt. I was working nights and weekends,
carrying six figures of debt, trying to raise three kids on my own, and I
was so tired I couldn't see straight. 

What I didn't know — what nobody had told me — was that Yellow Belt
is where this is hardest. That the fact that I was full and stuck wasn't a
failure. It was a stage. And that the specific work I needed to do was
different from the work someone at White Belt needed to do, or
someone at Green Belt needed to do. 

Once I could see the map, I could stop trying to do everything at once. I
could start at Yellow. I could install what needed installing for my
stage. And I could stop feeling like I was failing just because growing a
bookkeeping business is hard. 

It's hard because it's supposed to be hard at Yellow. That's what Yellow
Belt is. 

That's why we teach the belts. Not because we're borrowing a warrior's
framework and hoping it lands. Because a school teacher 140 years
ago figured out something every bookkeeper needs to know: mastery
takes years, motivation doesn't, and the only way through is to see
where you are, see what's next, and keep doing the work one stage at
a time.



Find your belt. Do the work of that belt. And when you're ready, come
find us — we'll be the ones cheering for the next White Belt coming up
behind you. 

T H E  S U C C E S S F U L  B O O K K E E P E R

43,000 bookkeepers on the same path.
Find yours.

Join the free community and get a clearer sense of your belt,
your stage, and what's actually next — without a pitch, without

pressure. 

Join free — find your belt

Free · No spam · You can leave anytime 
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The Six Stages › White Belt — The Decision Stage

H O W  T O  K N O W  I F  T H I S  I S  Y O U

S T A G E  1  ·  T H E  D E C I S I O N  S T A G E

White Belt:
you're not behind.
you're beginning.
Maybe you're thinking about starting. Maybe you just started. Maybe
you've been doing it on the side for months and wondering if it could be
something real. Wherever you are on that spectrum — that's White Belt.
And the work of this stage is quieter, slower, and more important than
anyone will tell you. 

R E V E N U E

$0 – $100K

T E A M

Just you

W H A T ' S  I N  F R O N T  O F  Y O U

Clarity

file:///pillar/martial-arts-belts-bookkeeping


The signs you're at White Belt

These come straight from bookkeepers in our community who are
at this exact stage right now. Recognize three or more — and you're

home. 

You're thinking about
starting a bookkeeping
business — or you've
already started but you're
not sure if you'll really do it.

You're still working another
job — or just left one — and
building on the side.

You don't know what you
don't know — and that's the
scariest part.

You have a handful of
clients, or none yet, and
you're not sure how to find
the next ones.

You feel like you should
have it figured out by now
— even though you've never
done this before.

You've been a bookkeeper
for years — but running a 
business around
bookkeeping is a different
thing entirely.

You keep consuming
content — podcasts,
webinars, YouTube — and
still feel no closer to a plan.

You're waiting until you feel
ready. You've been waiting
a while.



What White Belt actually is

White Belt is not the stage where you "figure out
bookkeeping." You already know bookkeeping. White Belt
is where you decide what kind of business you want to
build around it. 

This is the single most underrated stage in the entire journey — and the
one most people try to skip. They skip it because it doesn't feel like
progress. There are no clients to count, no revenue milestones, no hires
to make. It's quiet work. It's the work of getting clear on where you're
going before you spend the next five years building the wrong thing. 

Most bookkeepers at White Belt are stuck in one of two modes. The first
is paralysis — waiting to feel ready, consuming one more podcast,
taking one more course, trying to gather enough certainty to act. The
second is scatter — trying to do everything at once, chasing any client,
saying yes to every referral, building a shape that will have to be
undone later. 

Both come from the same place: not having decided what kind of
business you actually want to build. White Belt is where you decide. Not
"how to start." Not "what to charge." Where you're going.



The work of White Belt isn't hustle.
It's direction. 

The question nobody asks you at White Belt

Peter Cook — our coaching architect — has coached hundreds of
bookkeepers, and he opens every first conversation the same way: 
"Where are you trying to get to?" Not what's wrong. Not what you need.
What you're trying to build. 

Most bookkeepers at White Belt have never been asked that question
seriously. They know they want to work for themselves. They know they
want more flexibility. They might even have a revenue number in mind.
But when you ask them what kind of business they're actually building
— will it have a team, or stay solo? will it be sellable, or a lifestyle
practice? will it serve any industry, or specialize? will it run without
you someday, or will it always need you? — they don't have an answer
yet. That's what White Belt is for. 

Because every stage after this gets harder if you haven't answered
those questions. You can't price correctly if you don't know who you're
serving. You can't hire if you don't know what kind of business the hire is
joining. You can't build systems if you don't know what they need to
support. Direction first, then speed. 



T H E  W H I T E  B E L T  T R A P

Most White Belts try to skip the
decision stage.
They do it because the decision stage doesn't feel like real work.
Nobody gets excited by a clarity exercise. Nobody brags about
having a vision statement. The work of White Belt is invisible — and
when you're just starting, invisible work feels like wasted work. 

So White Belts jump to action. They build a website before they
know who they serve. They chase clients before they know their
pricing. They buy software before they know what they're going to
do with it. They build something — but it's not their something. It's
just what was in front of them. 

Then three years later, they're at Yellow Belt and stuck, and half the
reason they're stuck is because they're running a business they
never actually decided to build. They inherited it from their own
lack of direction. Every client they took was a vote for a shape they
hadn't chosen. 

The bookkeepers who move fastest through the early stages are
the ones who go slowest at White Belt — and make a decision
before they move. Direction first. Then speed.



P R O O F  ·  T W O  H O N E S T  B E G I N N I N G S

What White Belt actually looks like

Not a triumph story. A beginning story. Two of them, one year apart
and forty years apart.



Jessica Hearsey: "I built a job, not a
business."
Altitude Accounting, rural Alberta · one year into rebuilding

Jessica's been bookkeeping for years. She's qualified. She has
clients. By any normal measure, she "has a business." But a year
ago she realized something uncomfortable: what she had built
was a job. A job with flexibility, sure. A job she owned, technically.
But a job — not a business. 

Here's how she describes it: "I'm not finding someone who tells
me what I need. So I decided I'll create it — but I don't even know
where to start." And: "I had built myself a job. A business needs
different things than a job needs."

What makes Jessica's story worth putting here isn't a big
transformation — she's still in it. It's that she's openly naming
what she hasn't figured out yet. That's White Belt work. Naming
the gap. Admitting you don't know what you don't know. Getting
honest enough to stop pretending you have it handled. 

A year in, she's not a success story yet. She's a beginning story.
And that's exactly why we're sharing it — because most White
Belt content skips to the triumph. Jessica is proof you can make
real progress without having figured it all out first. 



Debbie Roberts: the chiropractor with the
business card.
1990s, Melbourne · before Pure Bookkeeping existed

Decades before she built the system that became Pure
Bookkeeping, Debbie Roberts was a White Belt. She'd been
bookkeeping for years as an employee. Her chiropractor — a
friend — had been pushing her for over a year to start her own
business. She kept saying no. Too scary. She didn't have enough
confidence. 

In her own words: "I didn't have any confidence, although I'd
been bookkeeping already by then for a number of years. It was
reassuring to me that I always had someone that I could ask a
question. I thought, if I go out on my own, who do I ask
questions? And what if I stuff it up?"

She went round and round with this for two years. Two years. 
White Belt is the stage almost nobody tells the truth about —
that it's mostly waiting to feel ready.

When she finally decided — when she told her chiropractor she
was going to start — he reached into his wallet, pulled out a
business card, and handed it to her. "Great, there's your first
referral. I was just waiting for you to start."

That's the part worth remembering. People are ready to support
you the moment you decide. But you have to decide first. The
two years of hesitation don't unlock the referral. The decision
does. 



T H E  W O R K  O F  T H I S  B E L T

What White Belt actually requires

Five things — none of them about client acquisition or software or
pricing. All of them about the decision underneath all of that. 

1 Decide what kind of business you're actually
building.
Not "a bookkeeping business." Any more specific than that. Solo
practice or team? Lifestyle or sellable? General or specialized? A
job you own, or a business that runs without you? These are very
different businesses. They require very different decisions. Most
White Belts can't answer this yet — and that's fine. The work is
deciding. Not having decided, yet having the question in front of
you. 

2 Get your WHY clear — specific, not abstract.
"Financial freedom" is not a WHY. That's a goal. Your WHY is the
thing you'll remember on the hardest day, when everything is
unraveling and you're wondering why you started. Lisa's WHY
was getting her kids out of a toxic marriage. Debbie's was not
having to keep cleaning up other people's messes. It's almost
always more specific than you'd write on a mission statement.
Write the real one down. 



3 Decide who you serve — and who you don't.
The single most costly White Belt mistake is saying yes to every
client who will pay you. It feels like survival. It's actually how you
build a business you'll have to rebuild later. At White Belt, you
don't need a tight niche — but you do need to start getting
honest about the clients who energize you vs. the clients who
drain you. The ones who drain you don't get more profitable with
scale. They get worse. 

4 Time-block before your calendar fills.
If you're still in a day job, carve out the hours you'll spend on the
business — and protect them. If you're full-time in the business,
carve out the hours you spend working on it separately from the
hours you spend working in it. This is the single habit that
separates White Belts who move forward from White Belts who
stay there. Vision is nothing without time to execute on it. 

5 Get into a room with bookkeepers who've gone
further.
This one is disproportionately important at White Belt. The
isolation of this stage is crushing — you don't know what you
don't know, you have no peers going through the same thing,
and the internet is full of contradictory advice. The single fastest
move you can make is to get into a community of bookkeepers
who are a few belts ahead of you. Not to pick their brains. Just to
see what's possible. 



Y O U R  P R O G R A M  A T  T H I S  B E L T

The Launchpad —
the White Belt
program.
A focused workshop built
specifically for the
decision stage. Not how
to run a bookkeeping
business. What kind of
bookkeeping business
you're building — and
what you need to decide
before you spend
another year building the
wrong thing. 

Vision, mission, and the
WHY — the real one, not
the LinkedIn one

Your 3–5 year direction
and 1-year goals

Ideal client work — who
you serve and who you
don't

Time blocking so the
vision actually gets
executed

Prerequisite to the Solar
System programs — so
you enter them clear, not
confused

I N V E S T M E N T

$199
One-time · 2-hour workshop ·

recording included

Join the
next

Launchpad

Not sure yet?
Talk to Ron 
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Not ready for a program yet? That's
completely fine. Start with the free
community or the $29/mo
Membership — the conversations
happening there will sharpen your
White Belt work faster than anything
you'll do alone. 

Join free first

W H A T  C O M E S  N E X T

After White Belt: Yellow Belt

Once you've decided what you're building — and you've filled your
calendar enough to prove the decision was right — the work shifts.
You'll hit capacity. The question becomes: how do I grow beyond

myself without the whole thing falling apart? Welcome to the Value
Stage. 

https://www.thesuccessfulbookkeeper.com/freebonuses
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S T A G E  2

Yellow Belt —
Profit & First
Hire
Where most
bookkeepers get stuck.
Full roster, working
nights and weekends,
ready to hire but
without the systems to
do it. Preview the Value
Stage.

I F  Y O U ' V E  B E E N  W A I T I N G  T O  F E E L  R E A D Y

You're not behind. You're beginning.
And the best day to start was yesterday.

The second best day is today. You don't have to have it all figured
out to start — but you do have to start before the plan will start

making itself clear. Debbie waited two years. Don't wait two years. 
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Join the Launchpad

Start with the free community
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The Six Stages › Yellow Belt — The Value Stage

H O W  T O  K N O W  I F  T H I S  I S  Y O U

S T A G E  2  ·  T H E  V A L U E  S T A G E

Yellow Belt:
where most
bookkeepers
get stuck.
Full client roster. Working nights and weekends. You know you need to hire
— but you don't trust anyone else to do it the way you do it, and you don't
have the systems to show them how. If that's you, you're not failing. You're
at Yellow Belt. And this is the stage nobody ever warned you about. 

R E V E N U E

~$200K

T E A M

1–2

W H A T ' S  I N  F R O N T  O F  Y O U

First Hire

file:///pillar/martial-arts-belts-bookkeeping


The signs you're at Yellow Belt

Pulled straight from what bookkeepers in our community actually
say about this stage. Recognize three or more of these, and you're

probably here. 

You're full. You might even
be turning work away — or
quietly resenting it when
new clients come in.

You work nights and
weekends. Month-end is
brutal. You haven't had a
real vacation in years.

You've thought about
hiring. But you don't trust
anyone else to do it the
way you do — you've
cleaned up too many
messes to want to hand
yours off.

You've woken up in the
middle of the night thinking 
did I submit that? — and
you weren't sure.

You know you're
undercharging. You're
afraid to raise prices
because you can't afford to
lose anyone right now.

You have "systems" — but
they're mostly in your head.
If you got hit by a bus
tomorrow, nobody else
could pick up your files.

You've watched every free
webinar, bought a few
courses, tried to build
systems yourself — and it
still feels like you're starting
from scratch.

You're quietly wondering if
this is as good as it gets —
and if it is, whether you can
keep going like this.



What Yellow Belt actually is

Yellow Belt is the stage where every bookkeeper's own
competence becomes the thing holding them back. 

At White Belt, you were deciding. At Yellow Belt, you're succeeding —
and that's exactly why you're stuck. You built your practice on being the
person who could handle anything, who remembered every detail, who
caught every mistake. And now the business has grown to the point
where you can't personally carry it anymore, but you haven't figured

out how to let anyone else carry a piece of it. 

So you work nights. You work weekends. You stop picking up new
clients, then start resenting the ones you have. You wake up at 3am
because a number in a file didn't feel right. You look at your bank
account and realize you're making less per hour than you would at a
staff job — but there's no way out, because the only way to free
yourself is through a hire, and you can't picture handing your work to
anyone else. 

This isn't a failure. This is exactly what Yellow Belt is. It's the stage
where the quality that got you here — doing it all yourself — becomes
the thing that prevents you from going any further. 



You're not failing at building a business.
You're succeeding at being the person who does

everything — and that's the trap. 

Why this is the hardest stage

Peter Cook — our coaching architect — has watched hundreds of
bookkeepers move through this stage. His observation: Yellow Belt is 
"the mountain pass." Most of the people who quit their bookkeeping

business quit here. They get to this stage, look at the work required to
move through it, and turn around. 

Debbie Roberts — the founder of our system — nearly went bankrupt at
Yellow Belt. She made every conceivable hiring mistake, paid
supervisors to check work her team couldn't do correctly, and came
within weeks of closing her doors. She didn't because she finally
installed what Yellow Belt actually requires: systems that let someone
other than her do the work.

Once she did, she scaled to 12 bookkeepers, worked one day a week,
took six-week winter holidays, and eventually sold the business. The
systems she built at Yellow Belt became Pure Bookkeeping. But the
moment she stood at the mountain pass and considered turning
around — that's the moment nearly every Yellow Belt bookkeeper has,
and most don't talk about. 



T H E  Y E L L O W  B E L T  T R A P

Most bookkeepers at this stage try to
fix the wrong problem.
They think the problem is "I need more time" — so they try to work
harder, get up earlier, cut corners, drop hobbies. It doesn't help,
because you cannot out-work a ceiling. 

Or they think the problem is "I need to hire" — so they hire the first
warm body, hand them a client, and spend the next three months
redoing everything that new hire got wrong. The hire quits or gets
let go. They conclude: "I knew I couldn't delegate this." The real
lesson was different. 

The actual problem at Yellow Belt is: you don't have systems that
someone else can follow. Not checklists. Not a shared drive of
disorganized notes. Systems — the kind Debbie Roberts spent a
decade documenting before they became Pure Bookkeeping. The
kind that let a new bookkeeper pick up a client file and know
exactly what to do, in what order, to what standard, without your
supervision. 

When Yellow Belt bookkeepers fail, it's almost always because they
tried to hire before they installed the systems the hire needed to
be successful. 



P R O O F  ·  S O M E O N E  W H O  M O V E D  T H R O U G H  I T

Lisa Campbell's Yellow Belt moment

She'll tell you the whole thing — because it's important you hear it.



"The biggest problem I had was that I
needed to make more money."
Lisa Campbell, now CEO of TSB Global — back in 2014, at Yellow Belt.

Lisa was working alone. Full client roster. Nights and weekends.
She had three kids to support on her own, six figures of debt from
a marriage she was trying to get out of, and she was doing the
math every month and not liking the answer. In her own words: "I
needed to make more money because I was in a really
unhealthy marriage and I needed to get out. I had three kids
that I had to support on my own, and I needed to pay off the
debt that he'd created."

She'd been ignoring Michael Palmer's webinar emails for
months. Too busy with client work. One day at her cottage she
finally watched it — and for the first time, she realized there was
a way to turn what she was doing into an actual business.

She went all in. Installed the Pure Bookkeeping system. Started
with her hardest client. Worked through them one file at a time,
documenting what she did so someone else could do it. Then
she hired. Then she delegated. It wasn't clean or fast. She was
doing it in secret at home, keeping sticky notes with her WHY on
them so she'd remember what she was fighting for. 

The turning point: She was at a conference in New Jersey. Four
days in, she realized she hadn't checked her email. Nothing was
on fire. Everything was running because it was systemized. "I'm
down here for four days and I have nothing to do. I don't have to
check my email, I don't have to check my work. Because it's all
been delegated because it's systemized."

Inside of two years she'd paid off the six figures of debt. She
certified as a Profit First Professional, repositioned her firm for



T H E  W O R K  O F  T H I S  B E L T

What Yellow Belt actually requires

Not tips. Not tricks. Not working harder. These are the five things
that move you from "full and stuck" to "running a business someone

else can help you run." 

advisory work, and eventually became CEO of the company
whose webinar she almost didn't watch. Yellow Belt was where it
started. 

~2 years
TO PAY OFF 6-FIGURE
DEBT

4 days
WITHOUT CHECKING
EMAIL

Yellow →
Black
WHERE SHE IS NOW



1 Install the systems — don't build them.
You do not have the time, energy, or emotional bandwidth to
build bookkeeping systems from scratch at Yellow Belt. Debbie
Roberts spent ten years building what became Pure
Bookkeeping. You shouldn't spend ten weeks recreating a
version of it when the real thing already exists. The first shift at
Yellow Belt is the mindset shift from "I'll build my own systems
eventually" to "the systems are already built — I just need to
install them."

2 Document what's in your head before you try
to hire.
The #1 reason Yellow Belt hires fail is that the owner tries to
delegate before they've documented. You can't hand someone
a client file and say "do it how I'd do it." They can't. They're not
you. The work of this stage is turning what's in your head into a
process anyone with the skills can follow — checklists, templates,
screenshares, training sequences. That's how a hire actually
sticks. 



3 Pick your hardest client first — and systemize
them.
Lisa did this. Debbie did this. The instinct is to start with the
easiest client. That's backwards. Your hardest client is where
your systems break down the most, which is exactly why they're
your best teacher. Start there. Document everything. Build the
system around the edge case, and everything easier falls into
place. 

4 Fix your pricing before you hire, not after.
Almost every bookkeeper at Yellow Belt is underpriced. They
know it. They live with it. The problem: hiring without fixing pricing
means you work just as hard, have a person to pay, and make 
less money. If your pricing can't carry one hire plus profit, it can't
carry two. The pricing conversation is a Yellow Belt conversation
— not a later one. 

5 Get in a room with bookkeepers who've
already done this.
Isolation is the quiet killer at Yellow Belt. You try to figure it out
alone because that's how you've figured out everything else. But
you have never done this before — nobody gets through Yellow
Belt in isolation. The single fastest way to shave years off this
stage is proximity to people who've already moved through it.
Community isn't a nice-to-have at Yellow Belt. It's infrastructure. 



Y O U R  P R O G R A M  A T  T H I S  B E L T

Freedom Gateway
— the Yellow Belt
program.
A 90-day guided program
designed specifically for
the work Yellow Belt
requires. Lisa and her team
walk you through installing
the systems, documenting
what's in your head, and
getting to the point where
your first hire actually
makes you freer — not
more tired. 

Live intake call with Lisa to
map your Yellow Belt
situation

Weekly coaching with Teresa
Slack and Jennifer Hume

Pre-recorded course content
you work through at your
pace

12 months of TSB
Membership included

"You'll work with me and my
team over the next 90 days"

I N V E S T M E N T

$3,600
Pay-in-full · payment plans

available

Enroll in
Freedom
Gateway

Talk to
Ron first 
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W H A T  C O M E S  N E X T

After Yellow Belt: Green Belt

Once your systems are installed and your first hires are working,
the work shifts. You're not stuck anymore — you're running. The next

set of challenges is very different: team is growing, the work is
flowing, and the new question becomes are we getting the right

clients, or just more of them?

S T A G E  3

Green Belt —
Momentum &
Control
Team is growing. Systems
are in. The work is flowing
— but client chaos can
still undo it. Preview the
stage after Yellow.

I F  Y O U ' R E  S T I L L  N O T  S U R E

file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity
file:///belt/green-belt-activity


Yellow Belt is the stage nobody warned you about.
But you don't have to navigate it alone.

Most bookkeepers spend years at Yellow Belt trying to figure it out
by themselves. The ones who get through quickly are the ones who

asked for help, got into the right room, and installed systems
instead of building them. 

Enroll in Freedom
Gateway 

Talk to Ron instead
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The Six Stages › Green Belt — The Activity Stage

H O W  T O  K N O W  I F  T H I S  I S  Y O U

S T A G E  3  ·  T H E  A C T I V I T Y  S T A G E

Green Belt:
team growing.
client chaos rising.
You've got people. You've got systems — at least some of them. The work
is flowing. But the workload keeps climbing, new clients keep rolling in,
and without better systems and better client selection, Green Belt starts
to feel like barely-controlled chaos. This is where you stop chasing clients
and start choosing them. 

R E V E N U E

~$300K

T E A M

3–4

W H A T ' S  I N  F R O N T  O F  Y O U

The right clients

file:///pillar/martial-arts-belts-bookkeeping


The signs you're at Green Belt

Pulled from real bookkeepers running 3-to-5-person shops in our
community. Three or more and you're here.

You have 3 or 4 people on
the team. You've made
your first real hires and
(mostly) stopped doing the
day-to-day books.

Clients keep rolling in.
You're taking them because
you can — but you're
starting to resent some of
them.

You've got systems, but
they're patchy. Some
clients run cleanly. Others
feel like they're held
together with tape.

Your team asks you
questions all day. You're
spending more time
answering than thinking.

You've said yes to the
wrong clients. You know
exactly which ones. You just
haven't done anything
about it yet.

Revenue is up. Profit per
hour is down. Somehow
you're busier than before.

You know you need better
marketing — not more
clients, better clients — and
you don't know how to do
that without risking the
pipeline.

Quality slips sometimes.
Not often enough to be a
crisis. Often enough to
worry you.



What Green Belt actually is

Green Belt is the stage where momentum becomes the
problem. 

At Yellow Belt, the work was to install systems and make your first hire.
You did it. You got through the mountain pass. Now you're on the other
side — and the terrain looks nothing like what you expected. You
thought it would get easier. In some ways it has. In other ways, it's
gotten harder in ways nobody warned you about.

You're no longer the bottleneck on the work itself — but now you're the
bottleneck on quality, on team questions, on client selection. Revenue
is climbing but profit per hour might actually be going down because
you've said yes to clients who are eating 30% of your team's time for
10% of your fee. You're running a real business now, and for the first
time, you're running up against the limits of what's possible without a
much clearer strategy. 

Peter Cook calls this phase "the transition to business." It's the stage
where you stop being a bookkeeper with a team and start being a
business owner who happens to run a bookkeeping firm. The questions
change. The skills change. The identity shift is the real work — and it's
why Green Belt can feel so disorienting even while, on paper,
everything is going right. 



At Green Belt, the problem isn't less work.
The problem is the wrong work. 

The two Green Belt questions

Everything at Green Belt comes down to two questions. The first: "Are
my systems installed deep enough to support this team at scale — or
are we still running on the fumes of my personal knowledge?" The
second: "Am I filling my pipeline with the right clients, or just more of

them?"

If the answer to either is "no," Green Belt becomes a grinder. You can't
hire your way out of client chaos. You can't out-work bad client
selection. And you absolutely cannot scale a business on systems that
only live in your head — which is exactly what many Green Belts
discover when they try to add their fourth or fifth hire and the whole
operation wobbles. 



T H E  G R E E N  B E L T  T R A P

Most Green Belts confuse "busy" with
"growing."
The volume is up. The team is up. The phone is ringing. It feels like
growth. But if you pull apart the math, a lot of Green Belts are
actually shrinking where it matters — profit per client, profit per
hour, and the percentage of the team's time spent on clients the
business was built for versus clients the business drifted into
taking. 

The trap is visible in three moves. First, "we need more clients" —
when what you actually need is better clients. Second, "we need to
hire again" — when what you actually need is to fix the workflow so
the existing team isn't firefighting. Third, "we need another
software tool" — when the real issue is that the systems you have
aren't being followed consistently. 

Nancy Gwynne-Vaughan fired nine clients in one week at this
stage. Her income went up. Not down. Because the nine clients she
let go were consuming disproportionate team time and paying
below-average fees. "Gardening analogy," she called it. "Pruning
allows better growth."



P R O O F  ·  S O M E O N E  W H O  M O V E D  T H R O U G H  I T

Coreen Wright — solo to 8 staff in three years.

The maternity leave proof story. Systems held while life kept going.

The hardest conversation at Green Belt is not with a team
member. It's with yourself, about which of your current clients you
shouldn't still be serving. 



"My business has literally changed
180%."
Coreen Wright, Faith Accounting and Consulting Services · New York, USA

Coreen started Faith Accounting and Consulting Services in 2014.
She wanted to be a "helicopter mom" — that was her WHY.
Howard University undergrad, Columbia master's, good
employment history. She didn't need to run her own firm. She
wanted the flexibility. 

What she found, like most Green Belts, was that running a firm
looked nothing like she'd pictured. Systems had to happen. She
read The Pumpkin Plan, then E-Myth Bookkeeper, then
discovered The Successful Bookkeeper podcast, then enrolled in
Pure Bookkeeping, then went through Accelerate to Advisor. The
stack she built over three years took her from solo to eight staff
— and transformed Faith Accounting from a one-person shop
into a real firm. 

But the part of Coreen's story that matters most for Green Belt
isn't the head count. It's what happened when she got pregnant. 

She took her first-ever maternity leave. First in her business.
First in her life. The firm didn't stop. The team didn't collapse.
Clients were served. Work got done. Books got closed. Because
the systems were installed deep enough — and the team was
trained well enough — that her physical presence wasn't
required to keep it running. 

That's the Green Belt milestone. Not revenue. Not head count.
The moment something happens in your personal life — a baby,
a parent, an illness, a vacation — and your business doesn't fall



T H E  W O R K  O F  T H I S  B E L T

What Green Belt actually requires

Systems deep enough to carry the team. Clients right enough to
carry the profit. Five moves.

1 Fire the clients you know you need to fire.
You know which ones. They eat the most team time, they pay
below average, they're chronically difficult, they're outside your
ideal client profile. You've been putting off the conversation
because revenue feels safer than the gap. But those clients are
costing you more than they're paying you — in team morale, in
quality drift, in the ceiling they put on who you can attract
instead. Fire them. Nancy's income went up when she fired nine. 

apart. In Coreen's words: "My business has literally changed
180%."

Solo → 8
STAFF IN ~3 YEARS

First ever
MATERNITY LEAVE

180%
CHANGE IN THE
BUSINESS



2 Install the systems deeper — not wider.
At Yellow Belt, the work was getting the basic systems in place.
At Green Belt, the work is making them tight. Not more systems.
Better documented, more consistently followed, better owned by
the team. If three people on your team do the same task three
different ways, you don't have a system — you have three habits.
Deepen the systems you have before you buy any new ones. 

3 Get clearer on your ideal client — and market
to them, not everyone.
At Green Belt, the right marketing isn't more marketing. It's 
narrower marketing. Know exactly who you serve and say so
everywhere. The bookkeepers who win at Green Belt are the ones
who stop trying to be for everyone and start being unmissable to
a specific someone. This is the Clients program work — and it's
Green Belt work, not Yellow Belt work. 

4 Build a team QA process so you're not the
quality gate.
The single biggest Green Belt bottleneck is that you're still the
person who catches every mistake. That doesn't scale. A working
review rhythm — peer checks, senior reviews, anomaly flags,
process-based not person-based — is what lets quality stay
high as the team grows. Without it, every new hire makes quality 
worse, not better. 



5 Start the identity shift — from bookkeeper with
a team to business owner.
Peter Cook's litmus test: at a social event, when someone asks
what you do, can you say "I run a bookkeeping business" instead
of "I'm a bookkeeper"? That's the Green Belt shift. The work you
do, the questions you ask, the time you spend — all of it starts
moving from inside the books to above them. Nothing after
Green Belt works if this shift doesn't happen. 



Y O U R  P R O G R A M S  A T  T H I S  B E L T

Freedom Gateway
→ Clients — the
Green Belt path.
Green Belt is two programs
in sequence. First, you
deepen the systems with
Freedom Gateway —
because team and client
growth will expose every
weakness in what you
installed at Yellow. Then
the Clients program
sharpens who you serve
and how you market, so
you're no longer at the
mercy of whoever
happens to find you. 

Freedom Gateway —
deepen the systems your
growing team actually
needs

Clients — 90 days on
marketing, ideal clients, and
pipeline

Both programs are Lisa-led
with weekly coaching from
Teresa Slack and Jennifer
Hume

Each program includes 12
months of TSB Membership

I N V E S T M E N T

$3,600+
Freedom Gateway · Clients

$4,500 · payment plans
available

Start
with

Freedom
Gateway

Talk to
Ron first 
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W H A T  C O M E S  N E X T

After Green Belt: Blue Belt

Once the systems are deep and the clients are right, the question
shifts again. You're running a real operation — 5+ people, the work
flowing. Now the lever becomes pricing. Because at Blue Belt, poor
pricing is where profit quietly leaks out of a healthy-looking firm. 

Alumni/Legacy unlocks after
program completion

S T A G E  4

Blue Belt —
Structure &
Stability
Running a real
operation. Poor pricing
quietly drains profit.
Preview the
Environment Stage.
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I F  Y O U ' R E  F E E L I N G  T H E  C H A O S

Green Belt is where momentum turns into chaos —
or where it turns into a real firm.

The difference is whether you deepen the systems and tighten the
client list now — or wait another year and find yourself at $400K

with worse profit and a more tired team. 

Start with Freedom
Gateway 

Talk to Ron instead
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The Six Stages › Blue Belt — The Environment Stage

H O W  T O  K N O W  I F  T H I S  I S  Y O U

S T A G E  4  ·  T H E  E N V I R O N M E N T  S T A G E

Blue Belt:
running a real
operation.
pricing is the lever.
You stopped being a bookkeeper with a team. You're a business owner
who runs a bookkeeping firm. Team of 5–6, revenue climbing, systems
working. But profit is leaking out through pricing you set three years ago
for clients who are no longer the same. Blue Belt is where pricing
becomes the lever — and the $36K income gap starts closing. 

R E V E N U E

~$400K

T E A M

5–6

W H A T ' S  I N  F R O N T  O F  Y O U

Pricing

file:///pillar/martial-arts-belts-bookkeeping


The signs you're at Blue Belt

Pulled from firm owners running real operations. Three or more and
you're here.

You have 5 or 6 people on
the team. The operation
runs most days without
your hands on it.

Revenue is up, meaningfully
— but when you do the
math, profit per hour hasn't
moved in two years.

You have clients paying
2019 rates for 2026 work.
You know it. You've been
putting off the
conversation.

Your team is busy. The
books are getting done.
And you're still looking at
the bottom line wondering
where the money is.

You're still pricing like a
bookkeeper — hourly, or a
fixed fee barely above cost
— instead of pricing for the
value you deliver.

You've thought about value
pricing. You've read the
book. You still haven't made
the switch.

You sometimes catch a
client's P&L and think "we're
saving them tens of
thousands and charging
them $800 a month."

You want to raise prices but
you're worried about losing
too many clients at once.



What Blue Belt actually is

Blue Belt is the stage where you stop being "a bookkeeper
with a team" and start being a business owner who runs a
bookkeeping firm.

The operation is real. Your team handles the day-to-day. Systems are
doing the work of keeping quality consistent across a larger book.
You're spending less time in the files and more time running the
business. And that's exactly what creates the Blue Belt problem —
because the business you're now running is leaking profit you can't
see from the inside. 

Here's the uncomfortable math most Blue Belts discover when they
finally sit down and look: revenue is up, meaningfully. Team costs are
also up — because you've hired. Software costs are up. But prices for
most clients? Same as three years ago. Maybe a 5% bump here and
there. The result is a firm that looks healthy on a revenue chart but is
actually thinning out on a per-hour, per-client, per-engagement basis.
It's running on momentum, not margin.

This is the stage where pricing becomes the lever. Not marketing. Not
hiring. Not a new piece of software. Pricing is the single variable with
the largest impact on Blue Belt profitability, and it's also the one almost
nobody at this stage has touched in a serious way. 



At Blue Belt, the business looks healthy
from the outside — and thins out from the inside. 

Why the income gap lives here

The median bookkeeper in our community says she'd like to earn
about $36,000 more per year than she's earning right now. That
number is real — but it's not a need. It's a ceiling — and the ceiling is
almost always about ten times higher than bookkeepers assume it is.

The gap isn't a failure of effort. It's a failure of pricing. 

Every pricing transformation in our community started at a catalyst
moment — something forced a rebuild. Kimme Lafayette's catalyst was
COVID destroying her niche. Dan Baker's was looking at a client on
$600K revenue taking home a $19K T4 — the number was so absurd it
stopped being something he could pretend wasn't happening. Blue
Belt is the stage where "I should raise my prices" finally becomes "I will,
and here's when."



T H E  B L U E  B E L T  T R A P

Most Blue Belts treat pricing as the 
last lever — not the first.
It's the most common script at this stage. "If I can just get five
more clients, I can hire another person, and then I'll finally have
room to look at pricing." That sentence has the logic of every lever
in the wrong order. Each of those clients is signing up at today's
underpriced rate. Each new hire costs more than the last one did.
The gap you're trying to close by adding volume just keeps getting
wider, because every piece of new volume reinforces the
underpricing. 

The trap is this: bookkeepers at Blue Belt are allergic to pricing
conversations because they feel personal. These are relationships.
People who've trusted you for years. You don't want to feel greedy.
You don't want to make it weird. So you wait, the prices stay frozen,
and every month that goes by, the firm works harder for less. 

But a pricing increase is not taking something. It's correcting
something. It's matching the value you're delivering today to what
you're charging today. And it's the single fastest path to closing
the $36K income gap — faster than any hire, any software, any
marketing campaign, any niche pivot. 



P R O O F  ·  T W O  P R I C I N G  C A T A L Y S T  M O M E N T S

What it looks like when pricing becomes the lever

Both stories started at a catalyst — not a framework. That's the
pattern.

Kimme let her entire team go, rebuilt her firm with value pricing,
and 10x'd her revenue. She didn't do that by finding more clients.
She did it by pricing for the value she was already delivering. 



Kimme Lafayette: rebuilt with value
pricing. 10x'd revenue.
Beyond Bookkeeping Business Services · Toronto, ON

Kimme's story is the pricing story most people don't believe is
possible. She'd spent ten years running a bookkeeping firm with
a niche in travel agents — a niche that was working, until it
wasn't. COVID destroyed it in a matter of weeks. Travel agents
couldn't pay. Revenue cratered. She made a decision most
people don't have the stomach for: she let her entire team go,
closed her office, and rebuilt from zero. 

But here's what she did differently on the rebuild. Instead of
rebuilding on hourly or fee-for-service pricing, she rebuilt on 
value pricing. Same work. Different pricing logic. The
conversation shifted from "how many hours will this take?" to 
"what is this worth to the business I'm serving?"

The rebuild took her from destroyed to a firm doing 10x the
revenue she had before. Same industry. Often the same types of
clients. Completely different pricing model. She rejoined Mark
Wickersham's Academy (after having quit once), went fully
virtual, and the economics of the firm transformed. 

Her catalyst wasn't a webinar or a book. It was COVID. But the
lesson is clean: the same work, priced for value instead of
hours, is worth dramatically more — and bookkeepers at Blue
Belt are the ones best positioned to make the switch.



Dan Baker: the $600K client taking home
$19K.
DMB Tax Services / Profit by Intention · Ontario, Canada

Dan's catalyst moment came from a number that couldn't be
argued with. One of his clients — a real business, real revenue —
was running $600,000 a year through the books. And the owner
was taking home a T4 of about $19,000. 

$19,000 on $600,000 of revenue. The ratio was so absurd it
stopped being a data point and became a mirror. If Dan's job
was to help his clients build sustainable businesses, and the
books he was producing were letting a client take home $19K on
$600K — what was he actually being paid for? Compliance?
Reporting? Or the value of helping them see what the numbers
were telling them and actually fix it? 

Dan became a full-service advisor. Added Profit First
certification. Built an integrated firm that did bookkeeping, Profit
First implementation, and advisory work. Grew from 3 recurring
clients to 30 in 18 months. 

The lesson: at Blue Belt, you're already doing advisory work. You
just haven't renamed it, repackaged it, or repriced it. The catalyst
is usually a single client whose numbers force you to see the
gap between what you're worth and what you're charging. 
When you see it, you can't unsee it.



T H E  W O R K  O F  T H I S  B E L T

What Blue Belt actually requires

Five pricing and positioning moves. All of them about margin, not
volume.

1 Audit every client's pricing against their
actual complexity today.
Most Blue Belts have never done this. They signed clients at a
rate three years ago — when the client was smaller, simpler, or
different. Then complexity crept up. Transaction volume
doubled. New entities got added. The client grew. The rate didn't.
An honest audit will surface 20–40% of your book paying below
what they should. That's not a future problem. That's today's
leaking profit. 

2 Raise prices on existing clients —
systematically, not apologetically.
The reverse opt-out letter is the single most effective pricing
move in our community. Brad Wolford raised every client $10/hr
in one letter: "Sign here if you do NOT want the increase." Not a
single client signed. The script and the delivery matter less than
the decision to actually do it. If you're worried about losing
clients — good. The ones who leave are probably the ones
paying least and consuming most. 



3 Switch the pricing conversation from hours to
value.
Hourly billing punishes efficiency. The more systems-enabled
your firm becomes, the less you earn for the same work. Value
pricing flips this — the faster you do something, the more
profitable each engagement becomes. The scariest part is the
first pricing conversation. By the tenth one, it feels normal. You
stop quoting time. You start quoting outcomes. 

4 Rename what you actually do — including the
advisory work you're already doing.
Most Blue Belt firms are already doing advisory work. You catch
things in P&Ls. You give financial advice over coffee. You flag
trends. You answer questions a CFO would answer. All of it is
unpaid. Naming it — packaging it, pricing it, selling it as a
separate engagement — is the single fastest way to move the
firm's economics. You don't need to add advisory. You need to 
charge for it. 

5 Set a pricing floor — and stop accepting clients
below it.
The fastest way to never need to do a big pricing overhaul is to
stop signing new clients at old rates. Every Blue Belt should have
a minimum engagement fee — below which the firm simply
doesn't take work, regardless of the opportunity. That floor trains
your instincts, protects your margin, and quietly reshapes the
book over time toward higher-value engagements. 



Y O U R  P R O G R A M S  A T  T H I S  B E L T

Pricing + Clients —
the Blue Belt path.
Blue Belt is the pricing
program's moment. Value-
based pricing, the pricing
audit, the catalyst
conversation, the raise-on-
existing-clients framework.
The Clients program is the
supporting program —
because better clients and
better pricing work together.
You can raise prices on bad-
fit clients and lose them, or
you can use this as the
moment to upgrade the
book entirely. 

Pricing — 90 days on value
pricing, raising existing clients,
and pricing floors

Clients — better clients to
replace the ones who don't
survive the pricing shift

Weekly coaching with Teresa
Slack and Jennifer Hume

Alumni/Legacy unlocks after
program completion

Cohorts of bookkeepers at the
same stage — this

I N V E S T M E N T

$5,500
Pricing program · Clients
$4,500 · payment plans

available

Talk to
Ron

about
Pricing

See the
Pricing

program

https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
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W H A T  C O M E S  N E X T

After Blue Belt: Red Belt

Once pricing is right and the firm is profitable, the role itself
changes. You stop doing the work entirely. Your team runs the

books. Your job becomes leadership, recruitment, and growth. This
is where freedom actually arrives. Welcome to the Leverage Stage. 

conversation is hard to have
alone



S T A G E  5

Red Belt —
Freedom from
the Tools
You're no longer doing
the bookkeeping.
You're leading. Preview
the Leverage Stage.

I F  Y O U ' V E  B E E N  A V O I D I N G  T H E  P R I C I N G  C O N V E R S A T I O N

Every month you don't raise prices
is profit leaking out the side.

The $36K gap isn't what bookkeepers need to earn. It's what they'd 
like to earn. The actual ceiling is ten times higher — and it closes

fastest through pricing, not volume. 
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Talk to Ron about pricing

See the Pricing program

https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
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The Six Stages › Red Belt — The Leverage Stage

H O W  T O  K N O W  I F  T H I S  I S  Y O U

S T A G E  5  ·  T H E  L E V E R A G E  S T A G E

Red Belt:
off the tools.
leading the team.
Your role fundamentally changes at Red Belt. You're not doing the
bookkeeping anymore. Your job is growth, leadership, and recruitment.
Your team handles the work. Your systems keep quality consistent. This is
the stage where freedom actually arrives — the four-days-without-
email-and-nothing-on-fire stage. It's also where most owners realize
they should have done this five years sooner. 

R E V E N U E

~$500K

T E A M

7–8

W H A T ' S  I N  F R O N T  O F  Y O U

Leadership

file:///pillar/martial-arts-belts-bookkeeping


The signs you're at Red Belt

Firm owners running a real operation where someone else is doing
the books. Three or more — this is you.

You have 7–8 people. Your
team does the books. You
don't — at least not on most
days.

Your job looks nothing like a
bookkeeper's job. You're
hiring, reviewing, leading
meetings, thinking about
growth.

You take real vacations. The
business runs while you're
gone. Nothing catches fire.

You're thinking about a
middle management layer
— because the flat
structure is starting to eat
your days in interruptions.

Recruiting is now one of
your biggest constraints.
Finding the right people
takes months.

You've noticed you're
lonelier at the top. The
conversations you need
aren't happening in rooms
full of Yellow Belts.

You're looking at the
business and thinking 
"could I sell this? should I?"
— for the first time,
seriously.

You know five years sooner
you'd have been here if
you'd installed systems
earlier. It's bittersweet —
and it's information.



What Red Belt actually is

Red Belt is the stage where freedom shows up — and the
job you do every day stops looking anything like
bookkeeping. 

You're not in the books. Your team runs the work. Your systems carry
the weight. When you think about your week, almost none of it is spent
reconciling, closing months, or correcting other people's entries. You're
in hiring conversations, strategic planning, team development, client
relationships with your largest accounts, and an increasing amount of
time spent thinking about what this business could become if you kept
investing in it. 

This is the stage Michael Palmer describes in his book as "the
successful business owner" — the version of you who could sell the
business for 1–1.2x revenue because it runs without you, versus the sole
practitioner who could sell for maybe 0.25x because the business is
them. Same profession. Very different asset. 

Red Belt has its own kind of work — and its own kind of hard. The hard
of earlier belts was doing the work. The hard of Red Belt is not doing the
work — resisting the instinct to jump in, letting your team own their
outcomes, trusting systems to catch what you used to catch. Most Red
Belts find that the hardest muscle to build is the one that says "no, I'm
not going to handle this — they are." 



At Red Belt, the business doesn't need you to do the work.
It needs you to lead the people who do. 

Where freedom actually arrives

Lisa Campbell's story has a specific moment — a conference in New
Jersey where she realized she'd gone four days without checking her
email. Nothing was on fire. Everything was running because the
systems were in place and the team knew what to do. That's the Red

Belt moment. For Debbie Roberts it was six-week winter holidays during
Australia's busiest bookkeeping season. For Teresa Slack it was
traveling while her sister and team ran the firm she'd eventually sell for
a seven-figure exit. 

The shape of these stories is always the same. You take time away. You
worry for the first day. By day three you realize the worry is a habit, not
a need. The systems handle it. The team handles it. Your absence
doesn't break anything. That's the moment you know the business
has stopped being you.



T H E  R E D  B E L T  T R A P

Most Red Belts can't stop doing the
work.
It's the most counterintuitive trap on the whole path. You spent a
decade fighting to get to the stage where you don't have to do the
books anymore — and now that you're here, you keep reaching
back into the work. "I'll just jump in on this one." "Let me handle this
client — I know them best." "The team isn't ready for this one yet."

You're not wrong about any of it, in isolation. But added up, the
pattern is unmistakable: Red Belt owners spend more time in the
work than they should, because they haven't yet learned the skill
of leading through their team instead of stepping around them.
The result is a $500K business running at $400K efficiency, with an
owner who's tired for no good reason. 

Brad Wolford caught this in his own firm at 11 staff. His flat structure
meant every team member interrupted him with questions
directly. He realized he needed a middle management layer — not
because the team wasn't capable, but because he had become
the bottleneck for every decision. Red Belt often demands the
harder hire: not another bookkeeper, but a manager. 



P R O O F  ·  S O M E O N E  W H O  B U I L T  T H E  L E V E R A G E

Brad Wolford — $14K year one to 11 staff.

The aggressive pricing and scaling story. The reverse opt-out letter.
The middle management problem.

The trap: treating Red Belt as a destination when it's actually a new
discipline. The work of this stage is staying out of the work. It's the
opposite of every muscle you've built to get here. 



"If the revenue drives it, do it."
Brad Wolford · Wolford Companies · Washington DC, USA

Brad started Wolford Companies in December 2008 — the
absolute trough of the financial crisis — with two free clients.
Year one, total revenue: $14,000. Gross. That's not a typo.
Fourteen thousand dollars for an entire year of work. 

What happened next is the story of the Red Belt path done
aggressively and systematically. Year two he doubled to $30K.
Then $50K. Then $100K. Doubled every year through a
combination of smart pricing and smart hiring. He started at
$20/hr, then discovered a prospective client's previous
bookkeeper had been earning $65K — he asked for $55K plus
two offices. "No pushback. Signed the engagement."

Then he did something most Red Belts never do. He raised all of
his clients $10/hr in a single letter — using what's now called the
reverse opt-out: "Sign here if you do NOT want the increase." Not
a single person signed. His income jumped by tens of thousands
of dollars in a single month. The clients stayed. The hustle of
trying to justify price increases client-by-client was gone. 

Today Wolford Companies runs with 11 staff plus Brad. He uses
the Pure Bookkeeping skills test for every hire, had his entire
existing team take it competitively, and discovered that "every
single person together makes one damn good accountant." His
mantra — from a cousin's advice — became the filter for every
decision: "If the revenue drives it, do it."

And he's currently doing something most Red Belt owners put off
too long: building a middle management layer, because the flat
12-person structure is creating too many interruptions. This is



T H E  W O R K  O F  T H I S  B E L T

What Red Belt actually requires

Five moves — all of them about doing less of the work and more of
the leadership.

1 Build the middle management layer before
you need it.
If every team member brings questions directly to you, you'll hit
a ceiling around 8–10 people where your calendar becomes the
bottleneck on the whole business. A team lead or operations
manager, promoted from within or hired externally, creates the
decision-making layer that lets the firm keep growing without
your hands on every call. Red Belt owners who postpone this hire
pay for it in their own exhaustion. 

Red Belt work — not adding more bookkeepers, but building the
structure that lets the firm run without him in every meeting. 

$14K → 7
figures
YEAR 1  TO NOW

11 staff
PLUS BRAD

$10/hr
REVERSE OPT-OUT
RAISE ·  ZERO LOST



2 Stop jumping in on client files. Train yourself
out of it.
The single hardest muscle to build at Red Belt is the one that
watches a team member struggle with something you could
solve in 20 minutes — and lets them work through it instead.
Every time you step in, you rob them of the learning and
reinforce the pattern that you're still the backstop. The discipline
is counterintuitive: the more skilled you get at leading, the less
you should be doing. 

3 Install a real hiring system — don't hire on
instinct.
At Red Belt, one bad hire can set you back six months. The Pure
Bookkeeping skills test — a hands-on assessment in a real
accounting file — weeds out over 50% of "qualified" candidates
who can't actually do the work. Debbie Roberts built this system
after a single disastrous hire. Brad Wolford uses it for every hire.
The pattern: believe what people show you, not what they tell
you. 



4 Start thinking about the business as an asset
— not just a job that pays you.
Red Belt is where most owners first start considering: what's this
business worth? could I sell it? should I? The math is stark. A sole
practitioner firm might sell for 0.25x revenue. A systematized,
team-run firm at Red Belt can sell for 1–1.2x. Same revenue,
dramatically different sale price. The systems you installed at
Yellow Belt and the pricing you fixed at Blue Belt are what make
that possible. Now is when you start making the business 
sellable — whether or not you actually sell. 

5 Find your peer group at this level — the
conversations you need aren't happening
downstream.
Red Belt is the loneliest stage on the entire path. Fewer and
fewer people around you understand what you're navigating.
The hiring conversations, the management conversations, the
exit conversations — these are hard to have in rooms full of
people at White or Yellow. Getting into a peer group at your level
— Alumni, a mastermind, a room of people who've scaled — isn't
optional at Red Belt. It's how you make the next set of decisions. 



Y O U R  P R O G R A M  A T  T H I S  B E L T

Scale — the Red Belt
program.
Scale is the 90-day deep-
dive for firm owners who've
gotten off the tools and are
now doing the work of
running a real operation.
Hiring, delegating, middle
management, team design,
leadership habits, and the
muscle to lead without
stepping in. This is where the
absorbed Accelerate to
Advisor content lives, plus
everything TSB has learned
about Red Belt transitions
over the past decade. 

Hiring and skills-testing
frameworks — don't lose six
months on the wrong hire

Middle management design —
how to build the layer before
you need it

Leadership habits for owners
who've gotten off the tools

Building the business as a
sellable asset

I N V E S T M E N T

$6,000
Pay-in-full · payment

plans available

Talk
to

Ron
about
Scale 

See the
Scale

program

https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
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W H A T  C O M E S  N E X T

Peer cohort of Red Belt firm
owners — conversations you
can't have downstream

Alumni/Legacy unlocks after
completion



After Red Belt: Black Belt

The final stage isn't a finish line — it's the beginning of something
else entirely. At Black Belt, the business runs without you. It's
profitable. It's transferable. It's a real asset. And — true to the

martial arts meaning of the word — it's where you start becoming
the mentor for the next White Belt coming up behind you. 

S T A G E  6

Black Belt —
Asset Value &
Options
The business runs
without you. Now the
real work starts.
Preview the Exit Stage.

I F  Y O U ' V E  G O T T E N  O F F  T H E  T O O L S

Red Belt is where freedom shows up —
and where the next set of decisions gets made.

You didn't build the systems and install the pricing just to keep
working the same hours at a higher rate. Red Belt is where the

business starts paying you back for all of it. The work is different.
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The wins are bigger. And the decisions — middle management, exit
strategy, the next hire — need a different room. 

Talk to Ron about Scale

See the Scale program

https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
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The Six Stages › Black Belt — The Exit Stage

H O W  T O  K N O W  I F  T H I S  I S  Y O U

S T A G E  6  ·  T H E  E X I T  S T A G E

Black Belt:
it's not a finish line.
it's the first step.
The business runs without you. It's profitable, transferable, and worth 1–1.2x
revenue as a real asset. You have options: sell, hand off, keep, or build the
next thing. But the word "Shodan" — Japanese for what we call Black Belt
— doesn't mean "graduation." It literally means "first step." And the step it
opens is a new one: becoming the mentor for the next White Belt coming
up behind you. 

R E V E N U E

$600K – $1M+

T E A M

10+

D A Y S  Y O U  W O R K

Your choice

file:///pillar/martial-arts-belts-bookkeeping


The signs you're at Black Belt

Firm owners who've built something that no longer requires their
daily presence. Three or more — you're here.

You have 10 or more staff.
The business runs without
your daily hands-on
involvement.

Revenue sits somewhere
between $600K and seven
figures. Profit margin has
held through growth.

You can work zero days in a
given week and nothing
falls apart. You've tested
this.

You've had the sale
conversation — with
yourself, with an advisor,
maybe with a real buyer.

The people closest to you
ask what's next. You don't
always have a clean
answer.

You're genuinely lonely at
this level — the peers who
understand what you've
built are few and far
between.

You catch yourself giving
advice to Yellow Belts. They
soak it up. It reminds you
how far you've come.

You think about legacy —
not just what this business
is worth, but what it
represents and who it
helps.



What Black Belt actually is

Black Belt is where the business becomes an asset — and
where you discover the path wasn't leading to a finish line.
It was leading to options. 

At Black Belt, the numbers finally line up: revenue is $600K to seven
figures, the team is 10+, profit holds through growth, and the business
runs cleanly without you. You can take a month off. You can work a day
a week. You can step back to the office occasionally just to check in. 
Your daily presence is no longer required for the business to operate. 

That's the outward shape. The inner shape is more interesting. Most
Black Belt owners describe the stage as quiet in a way that takes
getting used to. For years the business has been a constant internal
hum — a set of worries, a running to-do list, a thing that needed you. At
Black Belt, the hum goes away. The business keeps running, and you're
left with the question: now what?

That question has four real answers, and the power of Black Belt is that 
for the first time, all four are genuinely available to you.

The four Black Belt options

Sell the business. A sole-practitioner bookkeeping firm typically sells
for about 0.25x revenue. A systematized, team-run firm at Black Belt
can sell for 1–1.2x revenue. Same revenue. Four to five times the sale
price. That's the difference between a job and an asset. Teresa Slack
built this path all the way through — to a seven-figure exit. 



Hand it off. Family succession, internal succession to a key team
member, management buyout. Debbie Roberts sold her firm in 2014 to
someone she'd been preparing for years. Shannon Lavender made

legacy planning her central focus after her father's death: "if I wasn't
here, who would take care of everything?"

Keep it — on your terms. Keep the business running at its current scale
while you work 1–2 days a week, take long holidays, and enjoy the
compound financial returns. Debbie did this before the sale: a team of
12 bookkeepers, one day a week, six-week winter holidays. 

Build the next thing. Some Black Belts use the platform as the
launchpad for a second act. Teresa mentors inside Freedom Gateway.
Lisa became CEO of TSB Global. The firm is no longer the destination —
it's the foundation from which new work becomes possible. 

At Black Belt, the business stops being
the thing you build. It becomes the thing that carries you. 



T H E  B L A C K  B E L T  T R A P

Most Black Belts treat it like a finish
line.
After years of climbing, they arrive. Revenue where they wanted it.
Team in place. Business running. And they quietly disengage. They
stop mentoring. Stop investing in the team's development. Stop
learning. Stop pushing. The business coasts for a year or two —
and then the drift becomes visible. Key people leave. Systems stop
getting updated. The firm that was worth 1.2x revenue two years
ago is now worth 0.8x because the owner stopped being the
owner. 

The trap is subtle because it looks like victory. You earned the right
to coast. But the business that runs without you today is a result of
the discipline you had yesterday. Without continued ownership —
even if it's only 1–2 days a week — the asset degrades. The same
systems that freed you have to keep getting fed. 

The other side of the trap: Black Belts who take the finish-line view
often isolate. They stop showing up to community events because
"I've already learned all this." They stop attending peer gatherings.
They stop helping other bookkeepers. And the loneliness deepens
— not because they're alone, but because they chose it. 



P R O O F  ·  T H E  F L A G S H I P

Teresa Slack — built and sold a seven-figure firm.

The complete pathway proof. Every belt. Every program. Every
stage. In one story.

The Japanese word for Black Belt — Shodan — literally means "first
step," not "graduation." The path doesn't end at Black Belt. The path
changes. You stop moving up. You start reaching back. 



"$18/hr to a million-dollar exit."
Teresa Slack · Financly · Canada · now mentor inside Freedom Gateway

Teresa's story is the reason the six-stage model exists. She's the
one who walked every step of it — and whose experience is
woven into how TSB teaches every stage today. 

She started at $18 an hour, in a partnership with her sister
Connie. They built Financly as a bookkeeping firm from day one
on the Pure Bookkeeping system — not retrofitted onto an
existing firm, but installed before the firm scaled. That choice
shaped everything that came after. As clients came on, systems
caught them. As the team grew, the systems held. The chaos
other firms hit at Green and Blue Belt — Teresa and Connie had
already built the infrastructure to absorb. 

Mid-journey, she took on value pricing through Mark
Wickersham's program — moving the firm decisively off hourly
billing and into value-based engagements. That shifted the
economics. Same work. Different model. The pricing shift was
the catalyst for the scale that followed.

Over the next years, Teresa and Connie built the team to 12+
staff. Installed the systems deep enough to survive partner
transitions and staff changes. Installed hiring and training
processes that worked. Built client relationships that weren't
personality-dependent. Built, in short, a real firm — the kind Peter
Cook means when he talks about the difference between a
service provider and a business. 

Then she did what maybe one in a hundred bookkeepers ever
does. She sold the business for a seven-figure exit. Not because
she had to. Not because she was burning out. Because the



T H E  W O R K  O F  T H I S  B E L T

business had become an asset, and she had earned the right to
choose what came next. 

What came next is the part of the story most people miss.
Teresa didn't retire. She didn't disappear. She's now a weekly
mentor inside Freedom Gateway — reaching back into the
community that shaped her, helping the next generation of
bookkeepers walk the path she walked. That's the Black Belt
move. Not a finish line. A first step into a different kind of
contribution. 

Teresa's arc maps to every single stage in the TSB architecture: 
Launchpad at White, Freedom Gateway at Yellow, Clients and
Pricing through Green and Blue, Scale at Red, and Alumni/
Legacy at Black. Not as a curriculum she followed — the
programs came after her journey — but as the shape of the path
she made real. 

$18/hr → 7-
figure exit
COMPLETE PATHWAY

12+ staff
TEAM BUILT

Now mentor
FREEDOM GATEWAY



What Black Belt actually requires

Five things — none of them about running the business. All of them
about what comes next.

1 Choose your Black Belt option — don't drift into
one.
Sell. Hand off. Keep. Build the next thing. Each has a different
preparation runway. Selling well takes 1–3 years of preparation.
Succession planning takes longer. Keeping and running at lower
intensity requires active management of team engagement.
Building the next thing requires you to stay emotionally
connected without being operationally required. The worst Black
Belt outcome is drifting — coasting long enough that the option
to choose quietly disappears. 

2 Make the business formally sellable — even if
you don't plan to sell.
A sellable business is a well-run business. Clean financials.
Documented systems. Non-owner-dependent client
relationships. Key-person risk managed. Whether or not you ever
actually sell, preparing the business as if you might sell is what
keeps the asset from degrading. Doreen Binkiewicz — Certified
Exit Planning Advisor — puts the stat plainly: 80% of owner wealth
is in the business, only 20% of owners successfully transition it.
Preparation is the difference. 



3 Start reaching back — begin mentoring the
stages below you.
This is the work Teresa took on inside Freedom Gateway. It's the
work Lisa took on as CEO. It's the work Debbie took on by putting
her systems into the world as Pure Bookkeeping. It's not an add-
on — it's the actual Black Belt work. The Japanese word Shodan
means "first step." What you step into is no longer your own
growth — it's the growth of those coming up behind you. Most
Black Belts are surprised how much it feeds them. 

4 Find — or build — the room you need.
Black Belt is the loneliest place on the path. The peers who
understand your decisions are few. Most rooms you walk into are
full of people at earlier stages asking you questions, not thinking
with you. The Alumni/Legacy tier, peer masterminds at this level,
advisory-level community — these aren't optional. Without them,
Black Belt becomes a slow drift. With them, it becomes the most
generative stage of the whole path. 

5 Define your second chapter — even if it looks
nothing like the first.
Maybe it's advisory work. Maybe it's coaching other firm owners.
Maybe it's a different business entirely. Maybe it's extended
family, philanthropy, a book you've been meaning to write. The
Black Belt question isn't "how do I keep doing more of what I did
to get here?" It's "what do I do with what I've built?" The answer
doesn't have to be big. It has to be yours. 



Y O U R  T I E R  A T  T H I S  B E L T

Alumni / Legacy —
the Black Belt home.
Alumni isn't a program. It's
the room. The room for
bookkeepers who've built
real firms and want peers
who understand what that
took. Unlocks after
completion of your first
program, and becomes the
permanent home for
continued growth, new
programs, exit planning, and
mentorship. 

All content access across
every TSB program — Freedom
Gateway, Clients, Pricing, Scale

New programs and satellite
workshops included as they
launch

Special Lisa-led calls reserved
for Alumni

~30–40% discount on future
programs

Peer cohort of firm owners at
your stage — the room you've
been looking for

I N V E S T M E N T

$275
Per month · unlocks after

first program completion ·
cancel anytime

Talk to
Ron

about
Alumni

See
what's
inside

Alumni 

https://meetings.hubspot.com/ronbester/freedom-gateway-meet-with-ron
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O N  T H E  H O R I Z O N  ·  A D V I S O R Y
T I E R

For a smaller group —
Advisory work, AI, and
firm-building at the top
of the path.
An application-based tier
launching on the horizon — for
Black Belts who want to go
deeper into advisory work, AI-
enabled firm operations, and
the next decade of
bookkeeping. Not a fit for most.
The right fit for some. 

Register interest

W H A T  C O M E S  N E X T

There is no "next belt."
There's only the next White Belt.

In the martial arts tradition — the tradition the belt system came
from — Shodan means "first step." Black Belt is not the end of the

path. It's where the path changes direction. You stop climbing

Pauses during active program
enrollment — you never pay
for both

file:///advisory
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file:///advisory


upward. You start reaching back. Somewhere in our community, a
White Belt is starting right now — wondering if it's possible,

wondering if they're ready. You're the answer to that question.

Start again —
this time as
mentor.
Return to the pillar. See
the whole path from
the top down. Then find
the White Belt who
needs what you know.
The loop closes where
it started.

I F  Y O U ' V E  B U I L T  S O M E T H I N G  T H A T  R U N S  W I T H O U T  Y O U

The work from here is different.
Better. And it's not done alone.

Alumni is the room for firm owners who've walked this path and
want peers who understand what it took. Mentors to mentor.

Programs to dig into. Calls with Lisa. The conversations you can't
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have in any other room. This is where the path opens into the
second half of the story. 

Talk to Ron about Alumni

Back to the six stages
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