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KEEPING THE MAIN 
THING THE MAIN THING 

S tephen Covey famously said “the main thing is to keep the main thing the main 
thing.”1 The message is simple but the practice is difficult. The main thing is to 
keep the main thing the main thing. I think it’s a great and catchy reminder for 

how to stay focused. So in an effort for us to be focused in this material, I want to make 
sure that we’re keeping the main thing the main thing. So what is the main thing as we 
discuss being able to take a month off as your business grows? Well, our main thing is 
what we in C12 center all that we do around. Our main thing is Christ. 

To keep us centered on that as we dig in today, I’d like to call attention to Paul’s words in 
Colossians: 

“ Since, then, you have been raised with Christ, set your hearts on things above, 
where Christ is, seated at the right hand of God. Set your minds on things above, 
not on earthly things. For you died, and your life is now hidden with Christ in 
God. When Christ, who is your life, appears, then you also will appear with him in 
glory.” 
 
Colossians 3:1-4, NIV 
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WHY FOCUS ON ONE MONTH? 
This is about your organization's ability to operate without you. Looking at this in terms of 
a full month gives us the best perspective into the problems we'll need to solve. Most 
businesses go through a full cycle of processes and operations within a 30-day window. 
So if you can be gone for 30 days, your business is in great shape to function without 
you. If you limit it to just a few days, or even a little over a week, your business can often 
afford to just delay things that "need" you. But if you're gone for a full month, the business 
is forced to support itself. 

“ I want my business to run not because of me–but without me.” 
 
The E-Myth Revisited2 

The work we’ll discuss today goes far beyond making a month-long vacation possible, 
though. Here are some other benefits to designing a business that can run without you: 

• Better delegation and empowerment of your existing team who will need the ability to 
run things in your absence 

• An ability for you to be absent suddenly, due to illness, needing to care for someone 
else, an accident injury, etc 

• Opportunities for an extended leave for Sabbatical 

• An ability to go on mission trips with built-in rest after the trip 

• This can help prepare for succession efforts 

• This forces us to systemize things which can contribute to future acquisition 
valuations or exit plans3 
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CONTEXT ONE 

YOU 

There are three common problems we need to address within ourselves if we want to 
build a business that can run without us.  

1. WE TIE UP OUR IDENTITY INTO OUR BUSINESS 
We’ll start by thinking about how we relate to our businesses. Henri Nouwen reminds us 
that one of the three primary places we mistakenly place our identity is in what we do.4 
We have to be cautious not to tie up our identity into being our business—or even being a 
business owner. We should center our identity in Christ. (The main thing is to keep the 
main thing the main thing.) Rather than thinking “I am a business owner who follows 
Christ,” let’s try to frame it as “I am a Christ follower who owns a business.” 

If we center our identity around the business, it also makes it more difficult to 
intentionally separate ourselves from it. Who are we when we are absent from the 
business? Do we need to be tethered to the day-to-day to feel good? To feel fulfilled? Do 
we need to be the reason for positive results to feel like we have value? 

2. WE DON’T HAVE ENOUGH TIME 
The next problem we need to address is our time. We have to look at taking control of our 
time. In fact, we need to budget our time like it’s the valuable resource that it is. To do 
that, we first need to know where it's going today. A helpful tool to help us figure that out 
comes from a book called Clockwork5 written by Mike Michalowicz. He shares a really 
helpful way of categorizing our time into what he calls the 4D Mix. 

The 4D Mix guides us through a process of tracking our time and categorizing it to either 
Doing, Deciding, Delegating, or Designing. The team behind the book have also created 
multiple downloadable resources to help use their tools.6 
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“4D Mix” from Clockwork by Mike Michalowicz 

3. WE’RE OFTEN IN A HURRY  
The final common problem we must address for ourselves is that we’re often in a hurry. 
We can't let hurry dictate our schedules. Even if it's not a bunch of fires we're putting out, 
hurry can destroy our ability to steward our time and business resources well. Around C12 
we say “No margin, no mission.” I encourage you to think not just of financial margin, but 
also time margin. 

“ Hurry is not a disorganized schedule. Hurry is a disorganized heart.” 
 
John Ortberg 
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CONTEXT TWO 

YOUR TEAM 

If you’ve worked through the time audit exercise, you may end up with a list of things that 
you realize you shouldn’t be doing. How do you address that and other possible changes 
within your team? We’ll consider three team-based changes or ideas that may support 
your absence from the business.  

INTEGRATE AN EXECUTIVE ASSISTANT INTO YOUR WORK 
First up is probably the highest impact step you can take. In fact, out of every suggestion 
I share here, this one probably brings the most bang for your buck. If you don’t already 
work with one, it’s probably time to add an Executive Assistant—or “EA”— to your team. A 
big reason my business is able to operate so smoothly in my absence is that I have a very 
proficient, phenomenal EA. If you’d like to learn more about how you can find a quality 
EA, consider chatting with VAUSA.7 Check out the Resources page of this document for 
their contact information. 

CREATE CLARITY OF ROLES AND RESPONSIBILITIES 
Next up let’s talk about who is accountable8 and responsible for what. Chances are, most 
of you already have defined job duties and responsibilities. But even if you do, you may 
not have those responsibilities spread out in a way that supports your absence from the 
business. So you either bring clarity to some key roles for the first time with this step, or 
you may be re-defining or -shaping them to support this new design.  

CONSIDER THE 4D MIX FOR THOSE ROLES AS WELL 
Lastly, you may consider the time audit and 4D mix exercises for other leadership roles. 
The percentages of Doing, Deciding, Delegating, and Designing will vary from role to role. 
So don’t expect your version to be “the right” percentages for others on your team. 
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CONTEXT THREE 

YOUR SYSTEMS 

Finally, we need to consider the systems that are in place within our businesses. Does 
your team rely on you to keep things moving? Do they know where your business is 
going? Even with responsibilities clear across the team, you need clarity and tools for the 
organization as well. 

“ You cannot build an enduring, successful organization that lives beyond you if your 
organization is designed to crumble the minute you step aside.” 
 
Gino Wickman9 

I know many C12 business operate using EOS, so I wanted to call attention to that system 
specifically. (This isn’t the only option, but it’s a common and fantastic one.) 

EOS, or Entrepreneurial Operating System, is a proven set of simple, practical tools that 
synchronizes how people in an organization meet, solve problems, plan, prioritize, follow 
processes, communicate, measure, structure, clarify roles, lead, and manage. 

“ You do not rise to the level of your goals. You fall to the level of your systems.” 
 
James Clear10 
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“The EOS Model” from Traction by Gino Wickman 

EOS breaks things down into six components: Vision, Data, Process, Traction, Issues, and 
People. If you’re interested in learning more, you should look for an EOS Implementor.11 
Implementors are what they call the consultants and facilitators who help you 
“implement” the system into your business. They will happily spend 90 minutes with you 
walking through the system, the process, and more. 

Your systems are what keeps things consistent and predictable, even when the world 
around us is inconsistent and unpredictable. EOS can be a great step in that direction. 

“ All organizations are perfectly designed to get the results they get.” 
 
Arthur Jones 
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RESOURCES 

There are a few wonderful, Christ-honoring businesses I’d like to point you toward based 
on the material we covered. 

First up is Jay Owen, who kindly joined me for the 
interview clips. His company, Design Extensions, is a 
top-notch team for all things marketing and business-
building. They’re StoryBrand certified and one of the 
best teams you can work with to implement the 
StoryBrand system. 

DesignExtensions.com 

(904) 299-8149 

 

Next we have Jennifer Smith and Kate Roth of Murphy 
Business Sales. If you’ve realized that you have an 
opportunity to not just invest in a 4-week break from 
business, but in a long-term strategy to an eventual exit 
plan, Jennifer and Kate will be great people for you to meet 
and chat with. Most people don’t know where to begin when buying or selling a business. 
Murphy Business Sales guides clients through the complicated process so that they get 
to the closing table successfully. They also provide valuations that are proven to be 
accurate +/- 3%. Definitely check them out if you don't want to be behind the 8-ball when 
you’re ready to exit. 

MurphyBusinessofCape.com  

(573) 335-1885  

erikreagan.com/current21 8

https://designextensions.com
http://MurphyBusinessofCape.com
https://erikreagan.com/current21


ERIK REAGAN CURRENT ‘21

RESOURCES 
Finally, we have one of the most popular “next steps” after 
this session. You may be interested in finding a skilled and 
effective Executive Assistant to help you start this journey 
and process. Hiring one immediately isn’t the best way to 
start that, so I often point people toward EA firms that are 
perfectly positioned to help provide EA assistance. For that, 
I’d like to point you toward Mary Elaine Baker of VAUSA. They carefully match you with a 
trustworthy and vetted virtual assistant. That assistant becomes part of your team and an 
immediate asset by taking time-consuming tasks off of your plate. 

HireVAUSA.com 

MaryElaine@hirevausa.com 

Note for those attending CURRENT 21 

Jay Owen and Mary Elaine Baker are both in attendance if you’d like to find them in the app 

or around one of the rooms to discuss how they bring value to others. They didn’t ask me 

to mention this. But I’d hate for you to miss a chance to connect with them this week. 😁  
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ABOUT ERIK 
About two years before launching Focus Lab, 
Erik wrote to a local business incubation 
organization seeking guidance on starting a 
business. He said that his "ultimate goal … is 
to grow a highly successful business that can 
treat employees very, very well and give back 
to the community in as many ways as 
possible." What started as a career writing 
code for websites developed into a passion 
for investing in team member's lives. But that's 
certainly not where things began. 

Erik's early years involved an interest in music 
and technology. After briefly considering a 
career in writing and performing music, he spent several years leading worship at 
churches, all while enjoying a hobby of building websites. A few years later, these two 
things flipped: The music career became the hobby, and the coding hobby became the 
career. 

These days, Erik's primary focus around here is making Focus Lab a fantastic place to 
work. Given that a full-time job equates to spending 1/3 of your waking hours at work, he 
sees the opportunity to invest in the team's lives by making Focus Lab a great place to 
work. After all, life is a lot easier to live when you don't have intense worries, pressures, 
frustrations, and stresses following you home at the end of the day. 

In removing or minimizing these common challenges and barriers to the workplace, Erik 
believes that we can better unlock one another's potential to be our best selves and do 
our best work. 

erikreagan.com 

erik@erikreagan.com 

(912) 421-1227 
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ABOUT FOCUS LAB 
Focus Lab is an established brand agency helping B2B 
companies resonate with their customers and stand 
out as industry leaders. We work with companies that 
mean the world to their people but need our help to 
mean something to the world. 

For more than a decade, our team of brand designers, strategists, and writers has helped 
organizations unlock their fullest potential with bold, original brand identities. Through 
our singular expertise, strategic problem-solving, and respect for craft, we build 
distinguished brands with the power to transform people and industries. 

People choose to partner with us because of our proven processes, industry expertise, 
and intangible lessons learned through more than a decade of successful B2B brand 
building. 

https://focuslab.agency 

hello@focuslab.agency 
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REFERENCES AND NOTES 

1. First Things First, by Stephen R. Covey, A. Roger Merril, and Rebecca R. Merrill 

2. The E-Myth Revisited, by Michael Gerber 

3. Your business isn’t going to be as attractive to buyers if you’re the star of the show. Many 
advisors suggest you should start preparing for sale about five years out, and working with a 
reputable broker is vital. Many will just tell you what you want to hear in order to get a listing 
but you don’t want that. Check out Murphy Business Sales under the Resources section for a 
dependable team to contact about this. 

4. The other two places Nouwen discusses are what others say about us and what we have. See 
Spiritual Direction: Wisdom for the Long Walk of Faith by Henri Nouwen or a sermon adaptation 
here: https://youtu.be/v8U4V4aaNWk 

5. Clockwork: Design Your Business to Run Itself, by Mike Michalowicz 

6. See https://clockwork.life/ for the free resources they offer. This can give you a taste of what 
the book brings, if you’d like a sampling of it before buying the book. 

7. See the Resources page for more about C12 member VAUSA. 

8. The word “accountable” carries particular importance here. You’ll see the word used regularly 
in the EOS world. You can find a primer on it here: “Accountability Chart vs. Organizational 
Chart” https://www.eosworldwide.com/blog/accountability-chart-or-organizational-chart 

9. Traction, by Gino Wickman 

10. Atomic Habits, by James Clear 

11. You have a few options in finding an EOS Implementor. The broadest route is probably to use 
EOS Worldwide’s contact form found here: https://www.eosworldwide.com/90mm. You may 
also benefit from asking your C12 group if anyone has an Implementor they’ve worked with 
who they recommend. Finally, if you want to get specific, you can search the web for 
something like “EOS Implementor for [your industry]” which may help you find someone who 
specializes in your industry. While that can bring added benefit, I don’t think it’s crucial when 
hiring an EOS Implementor.
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