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The five hidden ceilings keeping small business owners stuck, and how to

break through them
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Read it in one sitting with a pen beside you. Each ceiling ends with a short

exercise called Your Step. Write your answer in the space given, even if it

feels rough. By the last page you will know which ceiling is yours, and what

to do first.
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B E F O R E  W E  S T A R T

Introduction
Most business owners do not fail because they lack effort.

They fail because they hit a ceiling they cannot see, and they

keep working harder against it instead of finding the door

through it.

I learned this the long way. I flew commercially for years, then flew a King

Air for a corporate operator, and I thought that chapter of my life was

settled. Then my father got sick, and I came home to run the family piano

business. Not long after that, I went from a stable career to insolvent,

rebuilding everything from close to nothing.

What I found on the way back up is that every business, no matter the size,

gets capped by one of five ceilings. Not bad luck. Not the economy. Five

specific, repeatable ceilings that show up in almost every business I have

coached or spoken to since.
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This short guide names them. More importantly, it gives you the fix for each

one, so you can stop guessing at what is holding you back and start working

on the actual problem.

Read it in one sitting if you can. At the end, you will know exactly which

ceiling is yours.

Every aircraft has a ceiling.
So does every business.

T H E  F I V E  C E I L I N G S

01 Mindset The ceiling every other ceiling sits on

02 Model When every euro still needs you

03 Method Never the same way twice

04 Momentum Feast, famine, repeat

05 Money Run by numbers, not by hope
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C E I L I N G  O N E

The Mindset
Ceiling
The ceiling every other ceiling sits on

THE PAIN POINT

You have the skill. You have the offer. But somewhere underneath it, there is

a version of you that does not quite believe you deserve the bigger version

of this business. So you undercharge. You hesitate before the ask. You let a

good month convince you to coast, and a bad month convince you it was

never going to work anyway.

WHY IT HAPPENS

Your business will only grow as far as your self image allows it to. Not your

talent. Not your market. Your self image. If part of you still sees this as a side

hustle, or still carries the story of a previous setback, your income will find a

way to match that picture, even while you are consciously trying to grow.

I saw this in myself directly. After I went insolvent, the easiest thing in the

world would have been to quietly accept a smaller life. The mindset ceiling is

rarely loud. It is quiet, reasonable sounding, and it talks you out of the ask,

the price rise, or the bold move, one small compromise at a time.
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THE FIX

You cannot think your way past this with willpower alone. You have to do the

work of building evidence for a new identity. That means:

1. Write down, in plain terms, who you need to become to run the business

you actually want. Not what you need to do. Who you need to be.

2. Collect evidence daily that supports that identity. A client win, a

boundary held, a price defended. Small proof, repeated, rewires belief

faster than a single big pep talk.

3. Change your environment to match the identity you are building. The

people you talk to, the content you consume, and the standards you hold

yourself to all either confirm the old story or the new one.

This is not vague positive thinking. It is a deliberate, repeatable process, and

it is the ceiling every other ceiling on this list sits on top of.

Y O U R  S T E P

In one sentence, who do you need to become to run the business

you actually want?
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C E I L I N G  T W O

The Model
Ceiling
When every euro still needs you

THE PAIN POINT

You are busy. You might even be profitable. But there is a hard limit on how

far this can go, because the way you are structured only works if you

personally touch every sale, every delivery, and every client.

WHY IT HAPPENS

Most small business owners build a job for themselves before they build a

business. The offer works, so they keep saying yes to everything, at every

price point, delivered the same way each time. There is no ladder. There is

just one thing, sold over and over, with your own time as the ceiling.
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“

If you took a week off, would revenue still move?
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THE FIX

Build a ladder, not a single offer. A simple example: a low cost entry point

that lets someone try you with almost no risk, a mid tier offer that does most

of the heavy lifting on revenue, and a premium offer for the people who want

direct access to you. Each tier should solve a bigger version of the same

problem, and each one should move a customer toward the next.

The test of a healthy business model is simple. If you took a week off, would

revenue still move? If the answer is no, the model, not your effort, is the

ceiling.

Y O U R  S T E P

Sketch your ladder. What would your entry offer, main offer and

premium offer be?
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C E I L I N G  T H R E E

The Method
Ceiling
Never the same way twice

THE PAIN POINT

You know what to do. You just do not do it the same way twice. Every client

gets a slightly different process, every piece of content is created from

scratch, and every result depends on you having a good day.

WHY IT HAPPENS

In the early stage, this feels like flexibility. Later, it becomes the reason you

cannot hand anything off, cannot scale delivery, and cannot promise a

consistent result to a new customer. Inconsistent method is one of the

fastest ways to cap growth, because nothing repeatable can be handed to a

team, a system, or even your future self on a tired day.
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A method protects your best thinking so it is there
on your worst days.
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THE FIX

Turn your best result into a documented method. Write down the steps you

actually took the last three times something worked well. Not the ideal

version. The real one. Then simplify it into a process you could hand to

someone else, or at minimum follow yourself without having to reinvent it

under pressure.

A method does not remove your personality from the work. It protects your

best thinking so it is available on your worst days, not just your best ones.

Y O U R  S T E P

List the steps you actually took the last time you won a great client.
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C E I L I N G  F O U R

The Momentum
Ceiling
Feast, famine, repeat

THE PAIN POINT

You start strong. Then two weeks in, the content stops, the follow up slips,

and the plan quietly dies, usually without you ever deciding to stop. A few

months later, you start again, from close to zero.

WHY IT HAPPENS

Momentum dies from a lack of structure, not a lack of motivation. Most

people rely on feeling motivated to keep going, and motivation is the least

reliable fuel available. The moment life gets busy, whatever depends on

feeling like it disappears first.

04

“

Momentum dies from a lack of structure, not a lack
of motivation.
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THE FIX

Replace motivation with a minimum standard you can hit on your worst day,

not your best one. One piece of content a day instead of an ambitious

content calendar you abandon by week three. One follow up call instead of a

perfect sales system you never finish building. Small, boring, repeated

actions compound. Big, ambitious plans that require constant enthusiasm do

not survive contact with a bad week.

Track the standard, not the outcome, for the first ninety days. Outcomes lag.

Consistency compounds first, and results follow later than you would like.

Y O U R  S T E P

What is the one minimum standard you will hit every working day for

ninety days?
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C E I L I N G  F I V E

The Money
Ceiling
Run by numbers, not by hope

THE PAIN POINT

Revenue comes in, but it never quite feels like enough, and you are not

entirely sure where it goes. Pricing decisions get made on gut feel. Growth

gets funded by stress rather than a plan.

WHY IT HAPPENS

Most small business owners were never taught to read their own numbers.

So they price based on what feels fair rather than what the business actually

needs to survive and grow, and they find out there is a problem only when

the bank balance tells them, which is the most expensive way to learn it.
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A business that cannot tell you its own numbers is
not being run. It is being hoped for.
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THE FIX

Know three numbers cold:

1. What it actually costs you to deliver your offer, including your own time.

2. What you need to bring home to call this a win, not just survive.

3. What percentage of revenue you are currently keeping, after costs,

before you touch a cent of profit.

Price from those numbers, not from what feels comfortable to charge. A

business that cannot tell you its own numbers is not being run. It is being

hoped for.

Y O U R  S T E P

Write your three numbers down now. Any you cannot fill in is your

homework this week.
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S E L F  D I A G N O S T I C

Which Ceiling Is Yours?
Most people recognise themselves in more than one of these. That is

normal. But one is usually the loudest right now. Answer honestly and tick

the box beside each one that rings true.

If belief and confidence were not an issue, would I

already be charging more and asking for the sale more

often?

Yes means

M INDSET

If I took a week off, would income stop almost entirely? Yes means

MODEL

Could I hand my best result to someone else and expect

the same outcome?

No means

METHOD

Have I started and abandoned the same plan more than

once this year?

Yes means

MOMENTUM

Do I find out how the business is doing from the bank

balance rather than my own numbers?

Yes means

MONEY

Whichever one you ticked first is where to start. Not all five at once. One

ceiling, broken properly, moves every other number in the business.

M Y  C E I L I N G  I S
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N E X T  S T E P

Where To Go
From Here

Naming the ceiling is the first step. Breaking it is the next one, and it is

faster with a guided process than working it out alone by trial and error,

which is the slow and expensive way I learned it myself.

If you want to go through this properly, with the tools, the exercises and

a clear plan for your own ceiling, that is exactly what The Ceiling Break

was built for.

The Ceiling Break

A 20 minute video diagnostic with me, plus a workbook that

scores all five ceilings and gives you a one page plan for the

ceiling costing you most.

brianmaloneycoaching.ie

Thank you for reading. If this guide helped, I would love to hear which ceiling you found. Send

me a message on Instagram at brianmaloney20.
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Brian Maloney

Brian is a former commercial flight instructor and King Air pilot, a qualified

piano technician, and a certified Proctor Gallagher Institute consultant based

in Athenry, County Galway.

After rebuilding his own life and business from insolvency, he now helps self

employed people move from five figures to six by finding and breaking the

ceiling that is holding them back.

He runs both Brian Maloney Piano Services and Brian Maloney Coaching.

Copyright 2026 Brian Maloney. All rights reserved. This guide is for personal use by the purchaser and may

not be shared or resold. It offers general guidance and is not financial, legal or tax advice.
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