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Building a Business That
Doesn't Depend on You

5 things that have to change as your business grows

For years, being involved in everything may have been one of your greatest strengths. You knew the customers, the numbers,
what was happening in the shop, and which employee could handle which job. When something went wrong, you fixed it. That is
how many good businesses get built.

But eventually, being needed everywhere becomes a problem. The goal is not to become uninvolved. It is to build a company
where your involvement is focused on the things that actually require you.

Give people something to own - not just things to do

There is a big difference between assigning work and giving someone ownership. A manager should not simply wait for the next task. They
should own an outcome - production completed safely and on time, customers taken care of, or a department hitting its expectations. As the
business grows, you need people who can own parts of the business and have enough authority to make normal decisions within them.

ASK YOURSELF: What parts of my business have a person who truly owns the result?

Make it clear who gets to make which decisions

One reason everything comes back to the founder is simple: nobody knows what they are allowed to decide. Can a manager authorize
overtime? Approve a purchase? Handle a customer problem? When those lines are unclear, good employees often do the safest thing -
they ask the owner. People need to know which decisions they own, which require consultation, and which truly belong to you.

ASK YOURSELF: What decisions are coming to me simply because nobody knows who else has the authority to make
them?

Build simple systems for things that happen repeatedly

A growing business does not need a three-inch-thick operations manual. It does need a consistent way to handle things that happen over
and over: quoting jobs, moving orders into production, purchasing materials, onboarding employees, handling complaints, and knowing
whether work was profitable. Start with the activities that cause the most confusion, mistakes, delays, or questions.

ASK YOURSELF: What problems do we keep solving over and over again?
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Know what's happening without having to be everywhere

Many founders stay deeply involved because involvement is how they know what is happening. That works when the company is small. As
it grows, a few good numbers can give you visibility without requiring your presence everywhere. Sales, cash, backlog, gross margin, labor,
production, quality problems, receivables, and leads are examples. The right numbers depend on your business.

ASK YOURSELF: What would | need to see every week to know whether the business is operating the way it should?

Change your own job as the company changes

You can hire managers, document processes, and create reports - but still remain the bottleneck if you keep doing the same job you did five
years ago. Early on, your job may be to do the work. Then it becomes managing the work. Eventually, more of your job needs to become
building the organization that does the work: developing leaders, allocating resources, understanding financial performance, setting
direction, and solving the company's biggest constraints.

ASK YOURSELF: What does my business need from me now - not what am | accustomed to doing?

The 30-Day Test

The goal is not to make yourself unnecessary. You are probably still one of the most valuable people in the company. The goal is to
make your value less dependent on your constant presence.

Imagine leaving the business for 30 days. Customers still get served. Employees know what is expected. Managers make
decisions. Production continues. Bills get paid. Problems get solved. You know how the business is performing - and only a handful
of issues actually require your involvement.

"Who owns this? What is the expected result? What does our process say?
What do the numbers tell us?"

Every part of the business that can operate successfully without depending on you gives you more capacity to work on the parts of
the business where only you can create value.

BUILD THE BUSINESS BEYOND THE FOUNDER

AgsStrat helps founders of rural and real-world businesses build the leadership, financial, organizational, and operating foundation
needed for the next stage of growth.

Founder Transition Assessment | Business Foundation & Leadership Blueprint | Strategic Advisor Partnership
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