Built Not Bought

How to Scale a Manufacturing
Business Without Selling Out

A tactical playbook inspired by Jaylin Krell and the MacroAir Fans story
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Intro: Why This
Playbook Exists

Most manufacturing founders and operators face the same
pressure:

“Automate more. Raise capital. Grow faster.”

But what if the smartest move... is staying small?

What if more control, better product, and human-first culture
actually lead to better margins, more loyal customers, and long-
term staying power?

That's exactly what MacroAir proved when they invented the
HVLS fan and quietly built a global brand from a small team in
California.

This isn’t a feel-good story. It's a real playbook for:
e Family-run shops
e Owners resisting VC pressure
e Operators trying to scale without selling their soul
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Playbook Principles -
And How To Use Them

SPOT THE PAIN THAT FEELS “TOO SMALL” FOR BIG
COMPANIES

Real story:
MacroAir's origin came from one overlooked issue: dairy cows were
overheating. The big fan companies weren’t solving it. So they did.

Your move:
e Ask: What problem are your customers “just living with”?
e Talk to your sales reps or service techs — what’s annoying,
dangerous, or inefficient?
e Don’t overlook small use cases. MacroAir's cows turned into
global contracts.

Action Step:
Run a quick “Nuisance Audit” with your ops or sales team. Ask:
e What slows you down?
e What makes customers call frustrated?
e What tools or steps feel outdated but haven’t been challenged?
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e STAY SMALL — BUT MAKE THAT A STRATEGY,
NOT A LIMITATION

Real story:
MacroAir has ~50 employees and no outside investors. They're still
innovating, still growing, and still choosing what not to do.

Your move:
e Make a list of what you won'’t do: take on bad-fit customers, over-
automate, or grow at the cost of team culture.
e Then double down on what you can do better than anyone else.

Action Step:
Build a “No List” and a “Yes List™
e X No to: industries that drive margin down, tech that removes
human quality control, complex customer onboarding
o  Yes to: manual processes where precision matters, distributor
relationships, solving niche use cases better than the
competition
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° TURN CUSTOMER FEEDBACK INTO YOUR R&D PIPELINE

Real story:
MacroAir's innovations — quieter fans, direct drive motors, and now
WiFi control — came from real customer use cases.

Your move:
e Treat customer complaints and questions like gold.
e Use them to build your next product update, blog post, or new
revenue stream.

Action Step:

Create a simple “Voice of the Customer” loop:
e Once per quarter, review 10 support tickets or sales questions.
e Ask: What product change would have prevented this?
e Prioritize top 3. Test. Repeat.
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e MAKE MARKETING MATCH YOUR VALUES (NOT A VC PLAYBOOK)

Real story:

MacroAir doesn’t chase flashy ad spend. They rely on:
e Regional distributor networks
e Case studies and trade shows
e |Long-term relationship building

Your move:
e Build marketing around trust and proof, not trends.
e Use your unique process and people as the centerpiece of your
content.

Action Step:

Start with one case study:
e Interview a real customer on Zoom (15 min)
e Turnitinto:

1 blog post

1 LinkedIn carousel

1 short video

1testimonial PDF
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e WRAP-UP: SCALE ON YOUR TERMS

Success doesn’t have to look like 10x growth, PE funding, or full
automation.

If you:

e Solve problems others ignore

e Build products with care

e Grow around people and values
..then you're not falling behind — you're building something that
lasts.
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Want to Build a Category
or Lead Your Niche?

We help manufacturing companies grow without selling out.

We work with founder-led and family-run teams to:
e Create powerful positioning and lead-gen offers
e Automate outreach without sounding robotic
e Turn your process or innovation into a revenue-driving brand asset

If you're ready to scale without losing what makes you different, let’s talk.

BOOK A FREE GROWTH STRATEGY CALL

Text or Call: (414) 312-0110

or Visit
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