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PRAISE FOR MARK MOSES AND BUILT TO WIN BIG


As an entrepreneur who invested in many businesses and followed Mark’s advice from his series of books, I told him that he is under-selling himself and the word big should be replaced with huge!

—Troy Templeton

Chairman Emeritus, Trivest Partners

I was days from bankruptcy, staring at an $8.5 million loss, convinced my company was done. Fourteen years later, we’ve scaled past $3 billion. The difference wasn’t luck. It wasn’t market timing. It was learning to lead at a completely different level. This book contains the exact playbook that transformed how I think, how I build teams, and how I show up as a CEO. If you’re serious about building something extraordinary—not just surviving, but dominating—read this book. Then read it again. The principles in Built to Win BIG changed my life. They’ll change yours too.

—Rich Balot

Founder and CEO, Victra (from $70M to $3B)

Mark Moses doesn’t simply teach CEOs how to win—he embodies it. I’ve seen firsthand how he elevates the thinking of YPO leaders across the world, taking big ambition and grounding it in disciplined execution. Built to Win BIG distills exactly what makes Mark extraordinary: his uncompromising standards, his clarity of focus, and his ability to turn proven frameworks into real-world outcomes. This isn’t just another leadership book; it’s a playbook for leaders who are no longer playing small.

—Raymond Watt

YPO International Global Chairman (2023–2024)

Mark Moses has personally coached a dozen entrepreneurs from startup to billionaire. That’s not a typo. I’ve used his methods myself and watched him transform how I think about growth. Built to Win BIG captures what makes Mark different: He doesn’t teach from the sidelines—he teaches from the arena, covered in scars and trophies.

—Charlie Garcia

Founder, R360

Mark has written a great book for anyone who is looking for a foundational guide on how to transition from ordinary to extraordinary in your personal or business life. He offers up a plethora of real success stories and leaves you with real questions guaranteed to give you actionable paths.

—Richard Carr

CEO and Vice Chairman, Vistage Worldwide (2001-2009); Tiger 21 Chair
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I dedicate this book to our coaches—leaders who, after a lifetime in the CEO seat, chose to give back at the pinnacle of their careers.

Over the last eighteen years, they have coached more than two thousand of the world’s top high-growth entrepreneurs and CEOs across ninety countries. Together, they have helped guide 107 successful exits totaling more than $26.6 billion in value created.

But numbers only tell part of the story.

Every day, these coaches pour their hard-earned wisdom, experience, and belief into their clients—quietly shaping better businesses, stronger leadership teams, healthier families, and more meaningful lives around the globe. They should be deeply proud of the impact they are making, and of the legacy they continue to build through others.
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FOREWORD

BY RICH BALOT

I first met Mark Moses at a time when I was really at rock bottom. It was 2008, and Victra was in a complete mess. We were a $70 million business, but we’d just lost $8.5 million. My CFO was telling me every single day that we were going bankrupt, my credit line had been called, and I had sixty days to figure it all out before everything fell apart. I remember waking up every morning with this knot in my stomach, thinking, How the hell am I going to fix this?

I was exhausted. I didn’t even want to go into the office. It was weighing on me in ways I can’t even describe.

That’s when I reached out to Mark Moses. I didn’t know what I was getting myself into, but I knew I needed help. I needed someone from the outside who could help me see things differently because, at that point, I couldn’t see a way out.

Mark came in, and he was direct with me right from the start. He wasn’t just there to patch things up; he was there to help me transform the entire way I was running the business. He told me, “Rich, you’re the CEO. You have to start acting like one.”

That was a wake-up call. I couldn’t keep doing everything myself. I had to stop being the guy with all the answers and start building a team I could trust to make decisions without me.

Make BIG Happen and Changing My Perspective

Mark introduced me to the Make BIG Happen system, and it unlocked a new way of thinking. We didn’t just set small goals to get us out of the hole we were in; we set massive, ambitious goals. At the time, it seemed almost crazy. I remember telling the team we were going to go from $70 million to $1 billion in sales in ten years. Most people in the room thought I had lost my mind. But with Mark pushing me to think bigger and get the right people in the right seats, we made it happen. And we didn’t just hit that goal; we did it five years ahead of schedule.

One of the first tough lessons Mark taught me was about building a world-class team. I had to start with people. I was dragging my feet on firing the wrong people, especially my head of sales, who was also one of my best friends. Mark didn’t let me hide from those hard decisions. We moved the head of sales into a different role, brought in a real all-star to lead sales, and that decision made a huge impact. It wasn’t just about replacing people; it was about upgrading the business with the best talent we could find.

Stepping Down and Losing Our Way

But here’s where things took a turn. In 2015, after we merged Victra with a much larger company, I stepped down as CEO. We hired a senior executive from a publicly traded company to take over, and he wasn’t a big fan of coaching. He cut ties with Mark and, honestly, that’s where we started losing our way.

The company grew, sure, but the culture was falling apart. I was watching from the sidelines as everything we’d built started to unravel. Turnover hit an all-time high, and people were just miserable. Victra became this toxic place where no one wanted to work. It wasn’t about growth anymore; it was about cutting costs and people blaming each other for everything that went wrong. It was nothing like the company we’d built.

In early 2019, the CEO resigned. The board asked me to step back in, and I knew exactly what needed to happen.

Reuniting with Mark: The Comeback

The first thing I did was pick up the phone and call Mark. I told him, “We need to get back to what worked.” Mark came back on board, and we returned to the Make BIG Happen system, getting back into our annual and quarterly planning rhythms. I needed someone who wasn’t afraid to hold me accountable, and Mark was always that person.

We went through the company, from top to bottom, replacing the weak links and rebuilding the culture. We brought in Scott, our COO, and started upgrading leadership again, going from the executives all the way down to district managers. We replaced three out of four area VPs and swapped out sixteen of twenty-four regional directors and many of the district managers. We were putting the best possible people in the right roles.

Mark didn’t just help me rebuild the business—he helped me get my perspective back. He showed me that the way forward wasn’t to keep doing what had worked in the past, but to constantly evolve, to think even bigger. That’s when the turnaround really happened. Sales, profitability, and, most importantly, culture all started to improve.

THE POWER OF PARTNERSHIP

Mark Moses and I didn’t just have a coach–client relationship. What we had was a partnership built on trust. Mark helped me see that being a great leader wasn’t about having all the answers—it was about building a team that could run the business without me. He showed me that thinking BIG isn’t just about having bold goals; it’s about having the right systems and people in place to make those goals a reality.

Without Mark, I wouldn’t have made it through those tough times. We went from the brink of bankruptcy to building a company that now does over $3 billion in sales. And when we got off track, it was Mark who helped me bring everything back in line.

Looking back, that call to Mark was the best decision I ever made. It didn’t just save my company; it changed my entire approach to business and leadership.
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Rich Balot and his coach, Mark Moses, at the 2022 Make BIG Happen Summit.



And I want to say something because, sometimes, when we talk about these numbers that are so big, it scares people. They’re sitting there with a million-dollar business or maybe a ten-million-dollar business, and they think, There’s no way I can reach those kinds of numbers. I want to tell you that I was there too. When we started our first store, we had $5,000 and a dream. I was in your shoes. These numbers seem impossible, but they’re not. You can get there too.

If you’re thinking about coaching, my advice is simple: Do it. But don’t just look for a coach who will give you easy answers. Find someone who will challenge you, hold you accountable, and push you to become the best version of yourself. For me, that person was Mark Moses.

This is the story of how coaching didn’t just save my business; it saved my leadership and my future. And it all started with a phone call.

—Rich Balot


 

INTRODUCTION

THE WEIGHT AND THE WAKE

Winnipeg, 2009.

I sat alone in a hotel restaurant the night before I was supposed to speak to a room full of CEOs. I’d sold my company. Built something. Exited. And now I was supposed to tell other leaders how to do the same.

But I wasn’t sure I belonged in that room.

I’d spent the whole flight rehearsing my talk, second-guessing every slide. Who was I to tell these people how to run their businesses? Sure, I had two exits under my belt, but these were seasoned leaders running real companies right now. What if they saw through me? What if they asked a question I couldn’t answer?

The next morning, I gave my talk anyway.

Afterward, a tall, soft-spoken man walked up to me.

“Mark,” he said, “I think I need what you’re talking about. I don’t have anyone to hold me accountable. I don’t know how to get this business where it needs to go.”

That man was Norm Curtis. He was running Keystone Western, a struggling trucking company in Canada with twenty-five trucks, a terrible reputation, and serious debt. He’d bought it from two partners who’d had money but not the will to work, and he was carrying the whole thing alone.

And in that moment, it wasn’t just Norm who needed me. I needed him too.

An hour before his first bank meeting, I called him and said, “You’re not walking in there alone.”

He just chuckled softly and said, “Alright then.”

Norm went on to buy out his partners, rebuild the company’s reputation, and grow Keystone to over a hundred trucks. In November 2024, he sold it for five times EBITDA, which was a benchmark exit in an industry with razor-thin margins. That quiet courage, that trust from a man who barely knew me, changed my life as much as I helped change his.

The Advantage That Kept Showing Up

I’ve had coaches my entire life.

A tennis coach who pushed me past exhaustion until I became the top under-eighteen player in my city. A squash coach who drilled precision into my game until I became a national champion. A triathlon coach who took me from beginner to twelve IRONMANs and five world championships. A golf coach who took me from complete novice to a 10.4 handicap in three years, starting in my mid-thirties.

And for the last thirty-six years, I’ve had a business coach.
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Mark Moses (second from right) with his business coaches: 
Jack Daly, Ron Ruther, and Richard Carr.



Every time I had a coach, I performed at a higher level. Every time I had a coach, I made bigger things happen. That’s not an opinion. That’s a pattern I’ve watched repeat across decades—in my own life and in the lives of hundreds of CEOs I’ve worked with.

Real coaching isn’t advice. You can get advice from books, Google, or AI. Coaching is about having someone who sees what you can’t, names what everyone else is tiptoeing around, and holds you to making the decisions you keep postponing.

The Cost of Carrying It Alone

Being a CEO means carrying weight no one prepares you for.

The pressure. The loneliness. The decisions that follow you home and sit at the foot of your bed at two in the morning.

You lie awake thinking about cash flow, competition, culture, and right before you drift off, the thought hits: Am I doing enough? Am I enough?

The hardest part of leadership isn’t the business. It’s the voice in your head questioning whether you’re cut out for this.

Here’s what I’ve learned: The leaders who change industries don’t have superpowers. They don’t have secret advantages. They don’t have easier paths.

They just refuse to carry the weight alone. Almost every leader I meet believes their situation is unique.

The industry is different. The timing is different. The constraints are different.

And in the details, they’re right. But in the moments that matter—the doubt, the weight, the decisions no one else can make, that pattern is remarkably consistent.

The leaders in this book didn’t succeed because their situations were ordinary. They succeeded because they stopped letting “different” become a reason to carry it alone.

The Leaders You’ll Meet

This book is for CEOs who are done with incremental growth and ready for exponential outcomes. Not 10 percent improvements—10x transformations. The kind of transformations that redefine what’s possible.

Inside, you’ll meet leaders who dreamed big when people told them they shouldn’t. Who confronted the beliefs holding them back. Who built teams that could win without them. Who survived crises that should have killed their companies. Who created legacies that will outlive them.

Every one of them had someone in their corner who wouldn’t let them quit.

What separated them wasn’t strategy or capital or market timing. It was three things:

Big goals: clear, numeric targets for revenue, EBITDA, valuation, and freedom that actually scared them

Big decisions: the uncomfortable calls about markets, M&A, capital, pricing, and people that most CEOs postpone for years

Big accountability: real scoreboards and weekly rhythms that didn’t let them hide when it got hard

When those three things line up, you don’t just get incremental growth. You change the trajectory of the business entirely.

The Choice

A few things I’ve come to believe:

If your team makes you feel safe, you’ve likely built the wrong team. You need people who challenge your thinking, push your standards, and refuse to let you settle.

Loyalty without capability is a liability. Good enough is the enemy of great.

You’re creating a wake whether you see it or not. Your words, your energy, your decisions—people are reading you constantly. The question isn’t whether you’re leaving a wake. It’s whether you’re leaving the one you intend to.

And the biggest barrier between you and the business you want isn’t strategy, capital, or market conditions. It’s the story you keep telling yourself about why you can’t do something. That story deserves to be challenged.

This book won’t fix you. It will show you what’s possible when you stop carrying the weight alone.

The leaders in these pages didn’t have it figured out when they started. But they made a choice.

Now it’s your turn.

Let’s go.


 

PART I

THE MINDSET SHIFT TO BIG THINKING


 

CHAPTER 1

WHEN ADDING A ZERO ISN’T BIG ENOUGH

LEADERS WHO TRANSFORM INDUSTRIES DON’T PLAY IT SAFE—THEY THINK EXPONENTIALLY.

“The people who are crazy enough to think they can change the world are the ones who do.”

—STEVE JOBS

I’ve sat across from thousands of CEOs over the years.

What strikes me isn’t how different they are; it’s how similar the patterns tend to be. Most leaders I meet are thinking about growth in roughly the same way—10 percent more revenue, one new market, a handful of new hires. Sensible targets. Responsible planning. The kind of goals that feel achievable because they don’t require anyone to become someone new.

There’s nothing wrong with that approach. It’s how most businesses operate. But it’s not how industries get transformed.

Transformative CEOs set goals so bold that they force everyone, including themselves, to become someone new. That’s what 10x thinking does. It doesn’t just grow your business. It grows you.

Let me show you what I mean.

From Selling Jets to Shaping the Future

THE CEO WHO REFUSED “SAFE”

Most CEOs I meet are thinking about growth. Maybe 20 percent. Maybe doubling the business over five years if they’re ambitious.

Cyrus had already built one of the top private-jet brokerages in the world. jetAVIVA was successful, and he could have coasted, optimized, and played it safe. But here’s what made Cyrus different: He wasn’t interested in growing his business 20 percent. He wanted transformational growth.

Not just to grow jetAVIVA but to build something entirely new. Something 10x bigger than anything he’d done before.

That single shift—from incremental to exponential—made all the difference.

FROM YOUNG PILOT TO RESTLESS VISIONARY

After taking his first flying lesson at Santa Monica Airport when he was eleven, Cyrus developed an obsession with flight. At sixteen, he was flying solo. At seventeen, he earned his private pilot’s license on his birthday. By eighteen, he was one of the youngest commercial pilots and flight instructors in the country.

“I was captivated by the wonder of flight,” Cyrus says. “Even at eleven, I knew this wasn’t just a hobby; it was something I had to chase.”

That passion fueled a lifelong pursuit, not just of flying but of understanding the very machines he commanded. He went on to study aerospace and aeronautical engineering at Purdue University, adding intellectual firepower to his already relentless drive.

After a stint as an engineer, his entrepreneurial instincts took over. That led to jetAVIVA, the company he co-founded and helped grow into one of the top private-jet brokerages in the world. Elite clients. World-class deals. Success from every angle.

But here’s the part most people didn’t see: Success didn’t feel like fulfillment.

“In 2017, after steering the firm to become the world’s top jet seller, I thought I had it all,” Cyrus recalls. “But my personal life felt stagnant. I had overcome one challenge and was ready for the next.”

What he didn’t say out loud at first was the quieter truth: Despite the success, something inside him was restless.
OEBPS/html/docimages/img3.jpg







OEBPS/html/docimages/imgxii.jpg





OEBPS/html/docimages/imgtitle.jpg
HOW THE BEST CEOS BUILD
EXTRAORDINARY BUSINESSES

WITH A LEADERSHIP COACH
MARK IN THEIR CORNER

#vantage | Books







OEBPS/html/docimages/cover_ader.jpg
HOW THE BEST CEOS BUILD -
EXTRAORDINARY BUSINESSES
WITH A LEADERSHIP! COACH
IN THEIR CORNER






OEBPS/html/page-template.xpgt
 

   
    
		 
    
  
     
		 
		 
    

     
		 
    

     
		 
		 
    

     
		 
    

     
		 
		 
    

     
         
             
             
             
             
             
             
        
    

  

   
     
  





