Sl

SCALE-UP
READINESS
INDEX™

DIAGNOSE. PRIORITIZE. SCALE.

THE BEYOND THE FOUNDER METHOD™

SCALE-UP
INTELLIGENCE

101

The field guide to the Scale-Up
Readiness Index™, why founder-led
businesses stall, how readiness is
measured, and the staged path from
founder-dependent to institutional.

Readable in one flight. Usable on Monday.

SRI™ v1.0 - Field-calibrated - 2026 Edition



SCALE-UP
READINESS
INDEX™

wwwwwwwwwwwwwwwwwwwww

Contents

Click any section to jump to it

About This Guide

The Case for Readiness

The SRI Framework

The Five Dimensions in Depth
From Diagnosis to Action
Applied: Cases & Worksheets

Contact

SRI™ v1.0 - Field-calibrated - 2026 Edition



ABOUT THIS GUIDE

One method. Three layers.
A hundred pages of how.

Most founder-led and family businesses hit the same wall, not because the market is
wrong, but because the business was never built to run without its owner. This guide
explains the method that fixes that: what founder dependency is, how the Scale-Up
Readiness Index™ measures it, and the staged framework that removes it.

DIAGNOSE

The SRI™: 125 evidence-based questions, 25 indicators, 5 dimensions,
one readiness score out of 100.

PRIORITIZE

Cap, gate, and flag rules turn the score into a sequenced agenda. The SRI
is the scope, not a report card.

TRANSFORM

Five stages from founder-dependent to institutional, each with exit gates
verified by re-score.

This guide accompanies, and precedes, the book Beyond the Founder.
The guide is the what and the how; the book is the why and the discipline.
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HOW TO USE THIS GUIDE

Three ways in.

The full read The executive path The reference
2 hours 20 minutes As needed

. Th - thesis, .
Front Itot back. The , ea:hon:r’tr'):iﬁ)si:s's Parts are self-contained
complete argument. P g and tabbed. Jump to the
problem — theory — recap, then Part 5, the . .
. dimension, stage, or tool
instrument — playbook. Enough to ou need toda
transformation — playbook. decide. y v

Three devices repeat through the guide:

CEO MOVE

The mechanics behind a claim, scoring rules, thresholds, and why the arithmetic is built the way it is.

FIELD NOTE

Evidence from real engagements and the calibration record. Where the model met reality, and what
happened.

Every part closes with a one-page recap. If you are skimming, the recaps are the spine.

SCALE-UP INTELLIGENCE 101 HOW TO READ : 04 /ﬂ\



THE ONE-PAGE THESIS

Most businesses outgrow their founder's
operating model before they outgrow
their market opportunity.

Decisions concentrate

1 Everything routes to one desk. Decision latency rises; opportunities expire in the
founder's inbox.

Capability lags complexity

2 Processes, leadership, and systems grow slower than the business. Heroics replace
design.

Growth caps

The ceiling is not the market, it is one person's bandwidth. Scaling amplifies dysfunction.

Value discounts

4 Buyers and investors price key-person risk. The founder's life's work is worth less than it
should be.

The answer is not a better founder. It is a business designed to run without one:

PRIORITIZE TRANSFORM

Founder dependency is measurable. What becomes measurable becomes manageable, and what
becomes manageable releases value.
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PART 1

The Problem

Click any section to jump to it

Growth stalls when the owner steps back.

07 The wall, and the three questions every founder asks

08 Growing vs. scaling: activity is not capability

09 Anatomy of a founder's day

10 The bottleneck: how one desk caps a company

1113 The three hidden costs: valuation, succession, the ceiling
14 The pattern: how good companies stall

15 “My business is different’

16-17 Why no standard existed, and what one would need

18 Field note: a company the instrument recognized

19 Part 1 in five takeaways
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The wall is real, and it is not the
market.

“Am | actually ready to scale?”

@ Founders pursue growth without a clear
read on whether structure, systems, and
team can absorb it. Ambition outruns
readiness.

7in10

“Where do we even start?”
No structured path to building
w management systems. Everything

SMEs in the GCC plateau before

reaching institutional scale, not competes for priority, so owners improvise
o under pressure instead of building with a
from lack of ambition, but lack of olan.

systems.

“The business can't run

without me.”
& Every decision routes back to the owner.

Step away and the business decelerates.
Growth is capped by one person's
bandwidth.

Every engagement behind this method began with one of these three sentences, from companies
ranging from 40 to 4,000 employees. The wall does not care about your size. It cares about your
structure.

This part names the wall precisely. The rest of the guide takes it down.
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Growth increases activity.
Scale increases capability.

GROWING SCALING

A Revenue increases Sustainable growth accelerates

A More people are hired Better systems increase
capacity

A Decisions remain with the Leadership is distributed
founder

A Complexity grows Processes become repeatable

A Costs rise with revenue Productivity and margins
improve

CEO MOVE

Before the next growth push, ask one question of every function: “If volume tripled, what breaks first?”
If the answer is a person, not a system, you are growing, not scaling.
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Anatomy of a founder's day.

A composite from engagement shadowing, one owner, one ordinary Tuesday.

‘ Approves 4 payments queued overnight

‘ Pricing exception, sales cannot close without him

Interviews a warehouse supervisor candidate

47

Bank calls, only he can discuss the facility decisions routed to
one desk in one day,

Arbitrates operations vs. sales delivery dispute
none above the threshold a

delegation matrix would set.

Signs off a marketing artwork change

Key customer calls his mobile, as always

WhatsApp: approves tomorrow's dispatch plan

THE MATH
At 15 minutes per decision, 47 decisions is 11.75 hours, a full working day spent being the process.

The cost is not the founder's time; it is every decision that queued behind these, waiting.
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PART 1 - THE PROBLEM

One desk. Every road.

Suppliers The bank

People Sales

Finance Operations

The bottleneck is not a character flaw. It is an operating
model that was never redesigned after it stopped fitting.

Latency

Decisions wait days for a
10-minute answer.
Speed was the founder's
edge; now the founderis
the queue.

Learned
helplessness

Capable managers stop
deciding, not from
inability, but because
deciding was never
really allowed.

Blind spots

Everything is filtered
through one perspective.
The organization sees
what one person has
time to see.
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The valuation discount.

Two identical businesses. Same revenue, same margins, same market. One difference:
whether the asset walks out of the building every evening.

What buyers pay for the same P&L (indicative EBITDA multiples)

10
9.0x
9
8
7 6.5x
6
5 4.5x
4
8
2
1
0
Founder-dependent Professionalising Founder-independent

THE MATH

Key-person risk is a standing item in every diligence report. It compresses the multiple, shrinks the
buyer pool, and hardens earn-out terms, a triple discount on the same earnings. In the SRI™, this is

priced directly: unresolved founder dependency caps the readiness score at 69 of 100, whatever else
the business does well. Part 3 shows the mechanics.

Founder dependency is the most expensive line item
that appears on no financial statement.
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HIDDEN COST Ne 2

Succession that cannot be underwritten.

When knowledge, relationships, and authority live in one person, the future of the business is a
hope, not a plan, and no one can insure a hope.

Tribal knowledge No credible successor
Pricing logic, supplier history, the regulator's Titles exist; authority does not. The next
preferences, undocumented, unteachable, generation, family or professional, has
untransferable. The company cannot be watched decisions, never made them.
diligenced because it cannot be read. Readiness cannot be claimed; it must be built.

The banked relationships Options quietly close
Top customers, the bank, the ministry, all IPO, sale, generational transfer: each requires
personal to the founder. Every material the business to be legible and leadable by
relationship is a single point of failure with a others. Dependency forecloses them years
heartbeat. before anyone decides anything.

FIELD NOTE

In one calibrated case, one of Egypt's largest retail groups, founder dependency scored 1.0 of 5: no
succession plan, all key relationships personal, ownership and management fused. High-growth,
profitable, and structurally impossible to hand to anyone. That is the pattern, not the exception.
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The ceiling: complexity outruns
capability.
The scissors: what growth does to an unredesigned organization

120

100

80

60

40

20

Year 1 Year 3 Year 5 Year 7 Year 9

=== Complexity of the business Capability of the organization

The widening gap is where everything you feel lives: firefighting, quality wobble, heroic
weekends, margin erosion, and the sense that the company is always one key resignation from
crisis.

THE MATH
Revenue compounds; org capability does not, unless it is deliberately rebuilt. A business growing 25%

a year doubles in complexity every ~3 years. An operating model designed for 100 people is running
400 people's complexity by year six.

CEO MOVE

Stop asking “can we grow?” Start asking “can we absorb the growth we already won?” The honest
answer sets your real strategy.

SCALE-UP INTELLIGENCE 101 PART 1 - THE PROBLEM : 13 /ﬂ\



PART 1 - THE PROBLEM

How good companies stall: the pattern.

Founder dependency is not one problem. It is a chain, each link causing the next.

1 Concentrated decisions everything routes to one desk

2 Shallow leadership titles without authority; the bench never forms
3 Cosmetic governance a board that watches, not one that governs
4 Tribal knowledge Zﬁgce%ncﬂlgsny cannot be read, taught, or

5 Heroic operations systems replaced by adrenaline and favors

the org executes the founder's last idea,

6 Borrowed strategy generates none

Personal culture loyalty to a person, not an institution
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THE OBJECTION

“My business Is different.”

It is. Your market, your product, your family, your history, genuinely yours. But across
hundreds of founder-led businesses, five signatures repeat with almost boring reliability:

Approvals queue at the top

regardless of industry

Executives execute; they do not decide

regardless of how senior their title s

The critical knowledge is oral

regardless of how sophisticated the product

The biggest relationships are personal

regardless of how strong the brand

Every fix reverts within 18 months

© ©6 0 6 06

regardless of how sincere the intent

The signatures are structural, not personal. Which is the good news: structure
can be measured, and what can be measured can be rebuilt.
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The most valuable passage in business
had no map.

THE START-UP SHELF THE BIG-COMPANY SHELF
. How to launch . How boards work

. How to find product—market fit . How to lead at scale

. How to raise . How great companies behave

. How to hustle . How to manage managers

Assumes the company is small enough to

steer by hand. Assumes the institution already exists.

THE EMPTY MIDDLE

The transition from founder-run to professionally managed,

where most value is created or lost, had no standard
methodology. Advice, yes. Anecdotes, plenty. A measurable,
sequenced method: none.

Every founder crossing this passage has been improvising it.
The improvisation is the risk.

The next page defines what a real standard would have to do, and Part 2 builds it.
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PART 1 - THE PROBLEM

What would a real standard need?

Four requirements. Miss any one and you are back to opinion.

Measurable

A score, not a vibe. Founder dependency
must be quantified so that progress, and
regression, is visible. What gets a number
gets managed.

Sequenced

Not a list of good ideas, an order. What to
fix first, what gates what, and when the next
stage is genuinely earned. Wrong
sequencing is the largest source of wasted
transformation effort.

Evidence-based

Scores anchored to observable facts:
documents, systems, behaviors. An
unevidenced score defaults down. Opinion
is not data.

Founder-inclusive

It must redesign the founder's role with the
same rigor as the organization's. Most
transformations fail because the org chart
moved and the decisions didn't.

SCALE-UP INTELLIGENCE 101
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FIELD NOTE - FROM THE CALIBRATION RECORD

A company the instrument recognized.

One of Egypt's largest retail groups, car battery manufacturing and distribution. Founder-run,
high-growth, fully owner-dependent. Scored on the SRI™ as it stood at engagement start:

Strategy - 14
2 8 Operating Model - 1.3
of 100
Governance - 1.2
Band: NOT READY People I 1.5
All five dimensions red-flagged.
Key-person cap: fired.
y-p P Technology - 1.6
What the score predicted, before anyone was told:
1 Lowest indicators: decision rights, governance cadence, founder dependency, leadership bench, the

exact items the engagement fixed first, chosen by the advisor before the instrument existed.

2 Band verdict “do not accelerate growth; stabilise foundations first”, precisely the roadmap the
company ran: restructure, decision rights, management development.

3 Status, stated plainly: this was a pilot deployment, it shaped the instrument, and this guide claims no
measured outcomes from it. From v1.0, every engagement carries a baseline score and a re-score,
so results are computed, not remembered.

The instrument recognized in 25 scores what an engagement took weeks to uncover.
That is what “calibrated” means.
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Part 1 in five takeaways.

The wall is structural, not commercial. Most founder-led businesses stall because the
business was never built to run without its owner, not because the market ran out.

Growth is not scale. Growth increases activity; scale increases capability. Adding
revenue to an unredesigned organization adds fragility, not strength.

Dependency costs three ways: a valuation discount buyers price explicitly, a succession
no one can underwrite, and a ceiling set by one person's bandwidth.

The pattem is universal. Five signatures repeat across industries, sizes, and
geographies, which means the problem is structural, measurable, and fixable.

The passage had no map. Start-up literature ends too early; big-company literature starts
too late. The founder-to-institution transition needed a standard: measurable, evidence-
based, sequenced, founder-inclusive.

NEXT | PART 2 - THE THEORY

Why five dimensions, why these five, and why the scoring arithmetic refuses to let
averages hide a broken company.
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PART 2

The Theory

Click any section to jump fto it

Why five dimensions, why behavior beats opinion,
and why the arithmetic refuses to let averages lie.

THE DEFENSE, IN FIVE CLAIMS

21 Scale is a capability, not a revenue figure

22-25 The five dimensions are the minimum complete set

26-27 Maturity is observable, anchors describe behavior, not opinion

28-30 Averages lie, so the arithmetic uses caps and gates

31-33 The instrument stands on the literature, and states its evidence plainly
34 The objections, answered straight

35 Part 2 in five takeaways
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Scale is a capability,
not a revenue figure.

Revenue tells you what the market gave you. Capability tells you what you can keep, and
what you can absorb next. The distinction is the foundation of everything that follows.

A revenue figure is an outcome. It can be bought with discounts,
M borrowed from a boom, or carried by one heroic founder, and it can
vanish the same way it arrived.

A capability is a property of the organization: decisions land at the right
level, processes repeat without heroes, leadership regenerates,
information flows. It persists when people change, including the

founder.

The test question is never “how big are we?”
it is “how much can we carry?”

THE MATH
This is why the SRI™ contains no financial inputs. Revenue, margin, and growth rate appear nowhere

in the 125 questions. The index measures the machine, not its current output, because output is what
the machine produces when the founder is watching, and capability is what it produces when no one
is.
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Five dimensions. One readiness score.

Strategy

Direction, focus, capital allocation

Technology Operating Model
Systems and decision insight (] {& How work runs end-to-end
S Rl ™
o 9,

People Governance
People systems and cultural cohesion Decision rights, control and risk

Equal weights, 20% each. The model takes no view on which dimension matters most,
because the field evidence is that the broken one matters most, wherever it is. The arithmetic
(page 28) handles that.

THE MATH
125 questions — 25 indicators (5 per dimension) — 5 dimension scores — one index out of 100.

Every layer is auditable: any number in the report can be traced to the evidence that produced it.
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CLAIM 2 OF 5 - THE DEFENSE

Why five, and why these five.

The dimensions were not brainstormed; they were reverse-engineered from failure. Take every
way founder-led businesses actually stall, cluster the causes, and five groups remain, no more,
no fewer.

Strategy : Because businesses fragment

Growth without focus scatters capital and attention. The failure is not bad execution: it is that
strategy never said what to focus on.

Operating Model : Because execution breaks under volume

Growth does not kill companies; unscalable ways of working do. Work must run end-to-end
without heroics.

Governance : Because one desk becomes the bottleneck

Without distributed decision rights and real oversight, growth overwhelms the founder and
exposes the business to key-person risk.

People : Because every hire wave dilutes what worked

Without codified people systems, growth weakens the very culture and capability that made
the company succeed.

Technology : Because you cannot manage what you cannot see

When systems do not scale, every transaction adds headcount instead of throughput, and
leadership loses sight of reality.

Five failure modes. Five dimensions. Nothing decorative, nothing missing.

SCALE-UP INTELLIGENCE 101 PART 2 - THE THEORY - 23 /ﬂ\



CLAIM 2 OF 5§ - THE BOARDROOM TEST

Each dimension answers a question
a board already asks.

“Can this organization generate its next strategy, or only
execute the founder's last one?”

“Does the business run on a model, or on adrenaline?”

“What happens to decision speed when the founder is
unavailable for 30 days?”

“Could this leadership team run the company, or do they run
errands for it?”

‘Does leadership see reality in the numbers, or discover it in
crises?”
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“But what about...?” try to break it.

The strongest test of a model is whether anything real falls outside it. The usual candidates,
mapped:

“What about finance?”
Already answered by Claim 1: financial performance is deliberately outside the model, the SRI

measures the machine, not the money. Financial discipline (capital allocation, budget rigor) lives in
Strategy; financial controls live in Governance.

“What about sales and customers?”
Operating Model territory: how selling, pricing, and delivery run end-to-end, repeatably, measurably,

and without the founder in every deal. A revenue engine is a process, and processes are Operating
Model.

“What about succession?”

People (P4: Leadership Bench & Succession): successors identified, readiness-tested, and holding
real authority, not names on a slide. The cap rule (page 30) is how seriously the model takes it.

“What about culture?”

People (P5: Culture Operationalized): values translated into behaviors used in hiring, promotion, and
rewards. Culture as slogans is not measurable, which is exactly why the indicator demands
behaviors, not posters.

In two field calibrations and every design review since, no real failure mode has needed a sixth

dimension. When one does, the model changes, that is what a version number is for.
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Maturity is observable.

Every indicator is scored 1-5 on one universal ladder. The levels are not grades of goodness,
they are descriptions of behavior an assessor can verify.

5

OPTIMIZED
MANAGED
DEFINED
EMERGING
AD HOC
1- AD HOC Reactive, founder-driven, undocumented. The business runs on heroics and
memory.
2 . EMERGING Structures forming, but inconsistent and person-dependent. Quality varies by
who shows up.
3 - DEFINED Documented, repeatable, standardized. It exists on paper and mostly in practice.
4 - MANAGED Measured, governed, improved with data. Outcomes are predictable and
accountable.
5. OPTIMIZED Fully embedded, continuously improving. A competitive weapon that scales

without redesign.

The line that matters most runs between 2 and 3: below it, the company depends on
people; above it, on systems.
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What a 2 looks like. What a 4 looks like.

Anchors describe things you can point at. Governance, as the example:

SCORES A 2 SCORES A 4
An advisory voice exists, Board meets on a charter and
A informally calendar, with independents
Policies drafted, selectively Controls designed, documented,
AN applied and tested
Escalation paths unclear; the Founder's approvals limited to
A founder decides by default reserved matters
Minutes sometimes; follow- Decisions minuted, owned,
A through personal tracked to closure

THE MATH
The evidence standard: every score of 3 or above requires cited evidence, a document, a system, or

an observed practice. Unevidenced scores default down, never up. This single rule is what separates
a diagnostic from a self-esteem exercise.

Two assessors, same company, same evidence — same score.
That is the whole point of anchors.
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CLAIM 4 OF 5§ - THE SIGNATURE1

Averages lie.

Two companies. Company B averages higher. Company B is more dangerous.

COMPANY A @3.0 COMPANY B -

Strategy Strategy

— 20 — 40
Operating Model Operating Model

— 30 — 40
Governance Governance

— 30 D s
People People

S— 30 S 40
Technology Technology

S 30 (S 40

Looks stronger on paper. But governance at 1.5
means every other strength hangs on one
person's health, attention, and mood.

Evenly defined. Unspectacular, and honest. It can
build from here in any order.

A naive average ranks B first: 3.5 beats 3.0. The SRI™ refuses. A scores 60: Basic, no flags,
free to build in any order. B's governance collapse trips the red flag and the key-person cap:
whatever its total, B cannot band above Basic, and its roadmap is non-negotiable, governance first.
Any system that lets excellence paper over a broken foundation is not measuring readiness; it is
laundering risk.

PART 2 - THE THEORY : 28 /ﬁ\
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CLAIM 4 OF 5 - RULE ONE

The gate.

If any indicator inside a dimension scores below 2.0, that dimension's score is gated at a
maximum of 3.0, no matter how strong the other four indicators are.

OPERATING MODEL| worked example

O1 Process standardization _ 4.0
02 Operating cadence _ 4.0
O3 Roles & decision rights _ 1.5
04 Cross-functional coordination _ 4.0
05 Throughput & cycle-time _ 4.0

Raw average: 3.5. Gated dimension score: 3.0.

Because decision rights at 1.5 means those beautiful processes still queue at one desk. An
average must never conceal a broken indicator, a dimension is only as scalable as its weakest
structural element.

Gate rule: IF MIN(indicators) < 2.0 — dimension score = MIN(raw average, 3.0). The gate holds the
dimension at “Defined”, it cannot claim “Managed” while a structural element is broken.
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CLAIM 4 OF 5§ - RULE TWO

The key-person cap.

If founder succession (G5) or leadership bench (P4) scores 2.0 or below, the overall SRI™
is capped at 69, the business cannot band above Basic, whatever else it does well.

A VERIFIED EXAMPLE FROM THE ENGINE'S TEST RECORD

A company scoring 4 of 5 on everything, with one exception: no founder succession (G5 = 1).
Follow the chain: the gate (previous page) pulls Governance from a raw 3.4 down to 3.0 — the five
dimensions total an uncapped 76 — then the cap fires:

7 points... the founder-dependency discount, printed on the dashboard of every
report. Not a warning paragraph. A number.

Why so blunt? Because founder dependency is not one weakness among many, it is a
multiplier on all of them. A business that cannot survive its founder's 90-day absence does not
have strong processes; it has well-documented fragility.

THE MATH

Caprule: IF G5 2.0 OR P4 < 2.0 — SRI = MIN(score, 69). The threshold is inclusive by field
evidence: in calibration, a real case landed exactly on 2.0, and the assessor's independent judgment
said the dependency was structural. A strict “below 2.0” rule would have missed it. The arithmetic was
corrected by reality, which is the only correction that counts.

The cap is the thesis expressed as arithmetic: dependency caps what every other
strength is worth.

PART 2 - THE THEORY : 30 /ﬂ\
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CLAIM 5 OF 5 - THE LINEAGE

Standing on shoulders... honestly.

This method did not appear from nowhere, and pretending otherwise would be theatre. Four
works shaped the field; each gave something real, and each left the same gap:

The E-Myth Revisited WMichael Gerber, 1995

v Gave the mindset: work on the business, not in it.

Built for micro-businesses; no measurement, no governance, no path for a 400-person family group.

Traction / EOS Gino Wickman, 2011

v Gave the cadence: a complete operating system for SMBs.

One fixed system, no diagnostic, no staging, install it and hope, whatever your starting point.

Scaling Up Verne Harnish, 2014

v Gave the toolkit: people, strategy, execution, cash.

Optimizes how the company runs today; does not systematically transfer capability away from the founder.

The Founder's Mentality Zook & Allen (Bain), 2016

v Gave the diagnosis: growth stalls are internal.

Prescription-light, and argues to preserve the founder's mentality. We argue to institutionalize it: encode
the strengths, remove the dependency.

Respect the shelf. Then notice what the whole shelf is missing: a measurable,
staged, founder-inclusive method for the transition itself.
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The quadrant they left empty.

Traction / EOS

E-Myth

Methodology depth —

THE BEYOND THE FOUNDER
METHOD™ + SRI™

Scaling Up

Founder's Mentality

Good to Great

Organization scale — (micro — enterprise / pre-IPO)

High-methodology books serve micro-businesses. Books for larger organizations offer principles,
not systems. The high-methodology, mid-market-to-enterprise quadrant, family groups, scale-ups,
pre-IPO companies, was empty. This method is built to occupy it alone.

SCALE-UP INTELLIGENCE 101
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CLAIM 5§ OF 5§ - THE EVIDENCE, STATED PLAINLY

Validated the honest way.

Here is exactly where the evidence stands, no more, no less:

Pilot deployments

The model has been implemented in multiple trial engagements across the GCC and Egypt,
an incubation portfolio in Saudi Arabia and a family-owned retail and manufacturing group in
Egypt among them. These pilots shaped the instrument: the indicators, the anchors, the

thresholds. They were trials, and this guide claims no measured client outcomes from them.

Retrospective calibration

Both pilot cases were later scored on the finished v1.0 engine under a predict-first protocol:
the expert recorded band and weakest dimensions before computing. Both computed bands
matched prediction exactly, and the priority ranking matched what the engagements had
actually fixed first. One case landed exactly on the cap threshold, and the rule was corrected
by that evidence.

The evidence roadmap

From v1.0, measurementis built in: every engagement produces a baseline score and a cycle-
two re-score, so outcomes are computed, not remembered. First benchmark report at ten
scored companies. Client case studies published only with consent, and only with the re-score
math behind them.

THE MATH

The same evidence standard the SRI™ applies to companies applies to itself: unevidenced claims
default down, never up. Scores are facts; outcome numbers wait for re-scores.

A method confident enough to publish its evidence standard before its trophies.
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Three fair challenges.

“Isn't this just common sense?”

Each element, maybe. The value is completeness, sequence, and measurement, the
same reason checklists transformed aviation and surgery despite containing nothing a
professional didn't already know. Common sense is hot commonly executed; that is the
entire problem.

“Why only five dimensions? My consultant has nine.”

Five is the minimum complete set: every additional candidate we tested folded into these
without residue (see page 25). More dimensions feel rigorous and dilute accountability,
when everything is measured, nothing is prioritized. Fewer is memorable; complete is
defensible; both at once is the design.

“Aren't the governance anchors harsh on smaller companies?”

Yes, deliberately, and this exact objection came from our own calibration. The anchors
are investor-grade because the discount is investor-applied: softening them by company
stage would flatter the score and destroy benchmark comparability. The band verdict
carries the stage nuance; the anchor holds the standard.

A theory that cannot name its best objections has not met them yet.
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Part 2 in five takeaways.

Scale is a capability, not a revenue figure. That is why the SRI™ contains no financial
inputs: it measures the machine, not this quarter's output.

Five dimensions, reverse-engineered from failure. Strategy, Operating Model,
Governance, People, Technology, each maps to a stall pattern every reader has
witnessed; nothing real falls outside them.

Behavior, not opinion. One universal 1-5 ladder, anchors you can point at, and an
evidence standard where unevidenced scores default down. Two assessors, same
evidence, same score.

Averages launder risk, so the arithmetic refuses. The gate stops a broken indicator hiding
inside a good dimension; the cap prices founder dependency at up to a full readiness
band.

It stands on the literature and states its evidence plainly. E-Myth, EOS, Scaling Up, and
Bain each gave something real; none built a measurable, staged, founder-inclusive
method. This one was shaped by pilot deployments, calibrated retrospectively under a
predict-first protocol, and measures its own outcomes by re-score, evidence standard
before trophies.

NEXT | PART 3 - THE INSTRUMENT

Inside the SRI™ itself: the 25 indicators dimension by dimension, the scoring waterfall, and
a sample report walked through page by page.
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PART 3

The Instrument

Click any section to jump fto it

Inside the SRI™ : what gets measured, how the score
is built, and what a real report puts on the table.

37 How an assessment runs, five business days, end to end

38
The scoring waterfall: 125 —- 25 — 5 — 1

39-43 The five dimensions, indicator by indicator

44 The evidence rule in practice

45 Readiness bands, five scores, five CEO moves
46 The founder-dependency discount, on the page
47-51 A sample report, walked through

52 From score to stage, the bridge to transformation
53 Part 3 in five takeaways
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PART 3 - THE ENGAGEMENT

Five business days, end to end.

Administered remotely. Scored output. No workshops-about-workshops, the assessment is built
to fit a running business, not interrupt one.

- :=  Scope & evidence request

Company profile, org chart, the document list: policies, DoA, board minutes, dashboards, process maps,
whatever exists (and noting what doesn't is itself data).

- Q  Structured interviews & scoring

Founder, executives, and selected managers against the 125 questions. Every score of 3+ pinned to
evidence: a document, a system, or an observed practice.

- /i Computation & quality pass

The engine applies gates, the cap, flags, and weights. A second pass challenges every unevidenced score
downward. No judgment overrides the arithmetic.

- Report & CEO debrief

The scored report, the readiness band, the priority list, and a working session that ends with owners and a
first 90-day plan, not a thank-you note.
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The scoring waterfall.

125

Evidence-based, behavioral, yes-you-can-verify-it questions. Five per indicator.

QUESTIONS

2 5 Each indicator = the average of its five questions. This is where the gate watches:
any indicator below 2.0 caps its dimension at 3.0.

INDICATORS

5 Strategy - Operating Model - Governance - People - Technology, 20% each.

This is where the cap watches: G5 or P4 at 2.0 caps the total at 69.
DIMENSIONS

1 % (dimension x 20%) x 20 = the SRI™, out of 100, banded, flagged, and traceable
READINESS back to every piece of evidence beneath it.
SCORE

THE MATH

Auditability is the design principle: any number in the report unrolls to the layer below it.
Challenge the score and the answer is never “trust us”, it is the indicator, the question,
and the evidence that produced it.
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@ Strategy

IT MEASURES IT PREVENTS
Direction, focus and capital allocation Scaling fragmentation

Growth Thesis

A documented, evidence-backed answer to where the business grows, how, and why it wins.

Market & Segment Focus

Segments defined, sized, prioritized, including which the business will not pursue.

Initiative—KPI Linkage

Every major initiative carries a named KPI, an owner, and a target, reviewed on movement, not
activity.

Capital & Resource Allocation

A transparent framework, ROI rules applied consistently, reallocation in-year as data arrives.

Review & Scenario Planning

Fixed strategy cadence, stress tests against scenarios, defined triggers that force a response.

ONE OF THE 25 QUESTIONS IN THIS DIMENSION

“Can the leadership team articulate the same growth
thesis without the founder in the room?”
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%1 Operating Model

IT MEASURES IT PREVENTS
How work runs end-to-end Execution breaking under volume

Process Standardization
1

ﬂ

Core processes documented, and actually executed to standard, not around it.

Operating Cadence

y

A fixed rhythm of reviews with data pre-reads; decisions logged, owned, tracked to closure.

Roles & Decision Rights

A delegation-of-authority matrix in active use; decisions made at the designated level.

Cross-Functional Coordination

Handoffs run on defined interfaces and service standards, not personal favors.

Throughput & Cycle-Time

Capacity planned against the forecast; bottlenecks removed by redesign, not heroics.

ONE OF THE 25 QUESTIONS IN THIS DIMENSION

“Can a new hire execute core processes from documentation,
without shadowing a veteran?”
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PART 3 - DIMENSION 3 OF 5 - WEIGHT 20%

‘ Governance

IT MEASURES
Decision rights, control and risk Founder bottleneck and loss of control

Decision Rights & Escalation

Enterprise decision rights formally documented; escalation paths defined and followed.

Leadership & Board Cadence

A board that meets on a charter and calendar, and decides, with minutes to prove it.

Risk & Controls

A live risk register with owners; controls designed, documented, and tested.

Policy & Compliance

Policies enforced consistently, including on senior leaders and family members.

Founder / Key-Person Dependency
Succession documented, key relationships institutionalized, ownership

separated from management.

ONE OF THE 25 QUESTIONS IN THIS DIMENSION

“Could the business operate for 90 days without the founder,
with no material deterioration?”

G5 at 2.0 or below fires the key-person cap: the overall SR™ cannot exceed 69, whatever else scores well.
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PART 3 - DIMENSION 4 OF 5 - WEIGHT 20%

‘ People

IT MEASURES
People systems and cultural cohesion Culture dilution and key-person risk

Talent Acquisition

Hiring driven by a workforce plan and a selection standard, within policy, not through the founder.

Onboarding & Ramp

Time-to-productivity defined and measured; critical knowledge codified, not oral.

Performance & Development

Rewards differentiated by performance, not tenure, and not proximity to the founder.

Leadership Bench & Succession
Successors identified, readiness-tested, and holding real authority for every

critical role.

Culture Operationalized

Values translated into behaviors used in hiring, promotion, and rewards, institutional, not personal.

ONE OF THE 25 QUESTIONS IN THIS DIMENSION

“Do executives hold real P&L authority with accountability,
or titles with founder oversight?”

P4 at 2.0 or below also fires the key-person cap. A one-person bench is a dependency wearing an org chart
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gk Technology

IT MEASURES IT PREVENTS
Systems and decision insight Manual gridlock and blind decisions

Systems & Integration
1

a

A coherent core platform, fit for the next stage; data flows without manual reconciliation.

Data Quality & Ownership
2

'

Master data governed, quality measured, one source of truth instead of competing spreadsheets.

Reporting & Dashboards

Self-serve, decision-driving reporting, one agreed version of performance, no “founder's numbers.”

Automation
4

High-volume manual work automated with measured gains; volume decouples from headcount.

Analytics & Forecasting

Forward-looking analytics in routine use; deviations surface in data before they surface as crises.

ONE OF THE 25 QUESTIONS IN THIS DIMENSION

“Is there one agreed version of performance, no parallel ‘founder's numbers’?”
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“Show me” is the whole method.

Every score of 3 or above must cite evidence. Three kinds count, and only three:

m A document

The DoA matrix, the board minutes, the process map, the succession plan. Dated,
approved, findable. “We have a policy” means nothing until the policy is on the table.

:@} A system

The dashboard leaders actually open, the workflow that routes approvals, the HRIS that
holds the data. If it lives in the system, it survives the person.

@ An observed practice

The exec meeting running without the founder, the manager deciding within authority,
the review that happens on the date it was scheduled. Behavior, witnessed.

THE MATH
Unevidenced scores default down, never up. The bias is deliberate: in diligence, the burden of proof

sits with the claim, the SRI™ simply applies diligence discipline before the diligence happens.

What the rule kills: charm, confidence, and the beautifully told anecdote. What survives:
the company as it actually runs.
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PART 3 - READING THE SCORE

Five bands. Five CEO moves.

Do not accelerate growth. Stabilise foundations first.

<40

Most systems ad hoc and hero-dependent. Scaling now amplifies dysfunction, not
capability. Focus: Fix the single most broken dimension before any scale investment.

NOT READY

Cautious growth only. Match every scale move with a structural fix.

40-49

Systems forming but key-person dependency high. Scaling will expose cracks fast.
Focus: Governance and Operating Model are the most common failure points here.

FRAGILE

Scaling is possible but uneven. Close red-flagged gaps before a hire
wave.

Core systems defined but not measured. Coordination runs on relationships, not
systems. Focus: Move red-flagged dimensions from it exists’ to ‘it works without
heroes’.

Scale with confidence. Keep the cadence and protect systems under
load.

Systems repeatable and measured. Scaling stress-tests them, monitor actively. Focus:
Optimise the weakest dimensions. Invest in the automation layer.

STRONG

Scale aggressively. The infrastructure can carry it. Focus on velocity.

Systems run without heroes, evidence-backed, continuously improving. Focus: Capital
allocation and expansion are the constraint, not infrastructure.
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PART 3 - THE NUMBER THAT CHANGES THE MEETING

The discount, on the page.

When the key-person cap fires, the report refuses to hide it. Both numbers print, and the
gap between them has a name:

STRUCTURAL SCORE (UNCAPPED) FINAL SRI™
i 0I8 69.0

m KEY-PERSON RISK: founder-dependency discount: 1.8 points. Band held at BASIC.
Release condition: G5 > 2.0 and P4 > 2.0, verified by re-score.

Why print both? Because the conversation changes:

Without the discount

“Governance needs work.” A paragraph. It joins nine other paragraphs, and next quarter it is still a
paragraph.

With the discount

“Founder dependency is costing us 1.8 points and a full readiness band, here is the release
condition.” A number, a cause, a condition. Boards act on that sentence.

The discount converts the book's thesis into a line item,
and line items get owners, budgets, and deadlines.
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SAMPLE REPORT - AL DANA GROUP - FICTIONAL COMPOSITE FOR ILLUSTRATION

Meet Al Dana Group.

A fictional composite, assembled from real patterns, attached to no real company, so the report can
be shown whole.

BUSINESS

GCC family trading & light manufacturing group; three business lines, one dominant.

SCALE

380 employees - strong growth for six consecutive years - second generation entering the business

THE FOUNDER

Chairman and de facto CEO. Brilliant, trusted, everywhere, the bank knows his mobile number by
heart.

WHY THEY CALLED

A regional PE fund expressed interest. Diligence starts in six months. The founder wants to know
what they will find.

The next four pages are their report, dashboard, heatmap, priorities, and the debrief where the
numbers meet the family.

Every pattern in this composite, the personal banking relationship, the second generation waiting, the
diligence deadline forcing the question, recurs across the pilot engagements behind this method. If Al
Dana feels familiar, that is the point.
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SAMPLE REPORT - AL DANA GROUP - FICTIONAL COMPOSITE FOR ILLUSTRATION

One page, whole company.

Strategy - 3.8
SRI™
6 9 O Operating Mode T EE

|

Governance 3.2
BAND: BASIC (50-69)
Uncapped: 70.8 People - 36
Discount: 1.8 ®

Technology - 3.6

R KEY-PERSON RISK, G5 (founder dependency) at 2.0 triggered the cap. Score held at 69; Strong is
unreachable until succession is structural.

How to read it in 30 seconds:

1

The shape is healthy, no dimension below 3.0, a genuine operator's company.
2

The banner is the story: one indicator (G5 = 2.0) holds the whole group one band below its structure.
3

The discount is small (1.8) precisely because everything else is good, which is what makes it
maddening, and fixable.

THE MATH
Dimensions: 3.8 +35+3.2+ 3.6 + 3.6 =17.7 — x 20% x 20 = 70.8 uncapped — G5 < 2.0 — final

69.0. Every number above traces to the heatmap on the next page.

SCALE-UP INTELLIGENCE 101 PART 3 - THE INSTRUMENT : 48 /ﬂ\



REPORT PAGE 2 OF 4 - THE HEATMAP

Twenty-five indicators, no hiding.

. > 4.0 Managed+ . 3.0-3.9 Defined . 2.1-2.9 Emerging - P1 . < 2.0 Cap territory

The eye goes straight to two tiles, exactly as designed. G5 at 2.0 (succession is a hope) and P4 at
2.5 (the bench is one name deep) are the same disease in two organs: the company runs through
people it cannot replace.

Strategy

Operating Model

Governance

People

Technology
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SAMPLE REPORT - AL DANA GROUP - FICTIONAL COMPOSITE FOR ILLUSTRATION

A roadmap, not a report.

Priority logic: P1 = red-flagged or cap territory - P2 = 3.0-3.4 - P3 = 3.5+ optimisation. Al Dana's queue:

“ G5 - Founder dependency (2.0)

Succession plan + relationship institutionalization

Owner: Chairman, with external advisor - Milestone: succession plan approved by the board; top-10 bank &
customer relationships co-owned, day 90

n P4 - Leadership bench (2.5)

Successor readiness program, top five roles

Owner: CHRO - Milestone: successors named, assessed, and holding delegated authority in at least two
functions, day 90

O3 - Decision rights (3.0)

Delegation-of-Authority v2, and enforcement

Owner: CEO - Milestone: 80% of decisions logged at designated level for one full month, day 90

Three priorities, not thirteen. Each with one owner, one milestone, one date. Everything
else waits, on purpose.

THE MATH
Why these three release the most value: fixing G5 and P4 lifts the cap, at curent structure Al Dana re-

scores at 70.8+, one full band up, before improving anything else. The discount is the cheapest 1.8
points the group will ever buy back.
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REPORT PAGE 4 OF 4 - THE DEBRIEF

Where the numbers meet the family.

Day five, the boardroom. The founder, the CFO, two second-generation directors. How the
conversation actually runs:
The founder, seeing 69:

“We are better than a 69.” And he is right: the structural score says 70.8. Which is exactly the
opening the report was built to create.

The debrief answer:

“The company you built scores Strong. The dependency on you scores it Basic. The 1.8-point gap is
not an insult, it is the most precise description of your succession problem anyone has ever put in
front of you.”

The second generation:

For the first time, the succession conversation is not emotional territory, it is G5, a score, a release
condition, and a 90-day plan with their names on two of the three priorities.

The close:

Not “think about it.” Owners confirmed, milestones dated, re-score booked for day 90. The report
goes in the drawer; the roadmap goes on the wall.

CEO MOVE
If you are the founder: ask for your uncapped score first, then the final. The gap is yours personally,

not your team's, not the market's. Own it in the meeting and the meeting changes.
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The score is the scope.

A readiness band is not a grade, it is an address. Each band maps one-to-one to a
transformation stage, with its own mission, priorities, and exit gate. That mapping is Part 4.

<40 Stage 1 - STABILIZE

Not Ready Stop the bleeding; codify the core

40-49 Stage 2 - STRUCTURE

Fragile Build the management layer

50—69 Stage 3 - INSTITUTIONALIZE

Basic Make it work without heroes; break the cap

70-85 Stage 4 - OPTIMIZE & PROVE

Strong Scale under load; pass external diligence

86-100 Stage 5 - COMPOUND

Institutionalized Deploy the institution; harvest optionality

Al Dana banded Basic — Stage 3. Its mission is already named:
institutionalize, and its first three moves are already on page 50.
That handshake between diagnosis and program is the whole method.
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Part 3 in five takeaways.

Five days, no theatre. Evidence request, structured interviews, computation, report,
debrief, built to fit a running business and end with owners and dates.

Everything traces. 125 questions — 25 indicators — 5 dimensions — 1 score. Challenge
any number and it unrolls to the evidence beneath it.

“Show me” is the method. Documents, systems, observed practice, and unevidenced
scores default down. Charm does not survive contact with the rubric.

The report prints both numbers. Uncapped and final, the gap is the founder-dependency
discount, with a named release condition. A line item, not a paragraph.

The score is the scope. Band — stage, heatmap — priorities, priorities — a 90-day plan
with one owner per move. The diagnosis ends where the program begins, which is Part 4.

NEXT | PART 4 - THE TRANSFORMATION

The five stages from founder-dependent to institutional, and the Founder Role Ladder:
what you stop, start, and hand over at every rung.
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PART 4

The Transformation

Click any section to jump to it

Five stages from founder-dependent to institutional,
and the redesign of the founder's own role at every one.

55-56 The method arc - the framework at a glance
57 The Founder Role Ladder, the centerfold
58-67 The five stages, two pages each: mission, moves, and what the founder stops,

starts, and hands over

68-69 The 90-day execution cycle - transformation governance
70-71 The five failure modes - the relapse curve

72 The honest timeline: three to five years

73 Al Dana, continued, Stage 3 in practice

74 The founder redesign, on one page

75 Part 4 in five takeaways
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Diagnose. Prioritize. Transform.

DIAGNOSE

Q

The SRI™ locates you: a band, a heatmap, a discount if the cap fired.
Parts 2-3.

PRIORITIZE

Cap, gate, and flag rules hand you a sequenced queue,
P1 before P2 before P3, no negotiation.

TRANSFORM

The band names your stage. The stage names your mission, your moves, your
exit gate, and the founder's own redesign. This part.

One design rule holds the whole method together:

THE MATH

The framework and the instrument enforce each other. Stages map one-to-one to bands, no parallel

taxonomy. Every exit gate is verified by re-score, never declared by feel. And the key-person cap
makes Stage 3's mandate arithmetic: a business literally cannot band Strong while G5 or P4 sits at 2.0
or below. Progress is earned in the same currency it is measured.
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PART 4 - AT A GLANCE

Five stages. Five missions. Five gates.

STABILIZE NoOTREADY (<40)

Operator — Organizer - 6-9mo

Exit gate: SRI = 40 - no dimension < 2.0

STRUCTURE FRAGILE (40-49)

Organizer — Builder - 9-12mo

Exit gate: SRl = 50 - Op Model & Governance = 3.0

INSTITUTIONALIZE BAsic (50-69)

Builder — Architect - 12-18 mo

Exit gate: SRI= 70 - cap released (G5 > 2, P4 > 2)

OPTIMIZE & PROVE STRONG (70-85)

Architect — Steward - 18-24 mo

Exit gate: SRI = 86 - 90-day absence test passed

COMPOUND INSTITUTIONALIZED (86—100)

Steward — Owner - Ongoing

Exit gate: Maintain - annual re-score

Stage 3 is highlighted for a reason: it is where the cap breaks, where most transformations
quietly reverse, and where enterprise value re-rates.
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THE CENTERFOLD

The Founder Role Ladder.

Most transformations fail because the founder's role was never redesigned, the org chart
moved and the decisions didn't. The ladder applies the method to its hardest subject first: you.

OWNER

You own what no longer needs you. The hardest handover
is the last one: the identity of being the business.

STEWARD

You govern what you no longer run. Board posture, capital
allocation, the outside world.

ARCHITECT

You design the system that runs itself. You chair governance, sponsor
successors, and watch the discount fall.

BUILDER

You build the people who run the process. Executives with real mandates stand
between you and the work.

ORGANIZER

You write the process. Decisions leave your head and enter documents, thresholds, and a
weekly cadence.

OPERATOR

You are the process. Every road runs through your desk, and your health is the business plan.

Each stage of Part 4 names what the founder stops doing, starts doing, and hands over, documented
and reviewed in steering like any other workstream. The framework applies to the founder first.
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STAGE 1 OF 5 - NOT READY - SRI < 40

Stabilize

Stop the bleeding; codify the core.

No growth investment until foundations hold, scaling an ad hoc business amplifies dysfunction, not
capability. Six to nine months of unglamorous, compounding work.

THE SEQUENCED MOVES, IN ORDER, ON PURPOSE

Decision-rights emergency fix, always first

A reserved-matters list for the founder plus Delegation of Authority v1, approved and in use. Nothing
else sticks while every decision routes to one desk.

Codify the core five

Document and standardize the processes the business lives on: revenue, delivery, cash,
procurement, hiring.

Financial control baseline

A reliable monthly close, cash visibility, and one agreed version of the numbers.

Name the owners

A named, accountable owner for every core process and function, in writing.

Fix the most broken dimension

The lowest-scoring red flag gets a dedicated 90-day intervention before any scale spend.
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Stabilize:
Founder’s move, Operator — Organizer.

® STOPS

Approving everything. Being the process. Managing by walking around and memory.

STARTS

[> Writing decisions down. Running one fixed weekly operating meeting, agenda, data,
minutes. Enforcing the DoA, including on himself.

HANDS OVER

Routine operational approvals below the DoA threshold, the first real transfer, and the
organization is watching whether it holds.

WHAT SHIFTS STRUCTURALLY

From verbal to written: decisions and processes leave the founder's head and enter documents and
systems.

The weekly operating meeting becomes the first institutional heartbeat.

One version of the numbers replaces competing spreadsheets.

EXIT GATE - SRI 240 on re-score - no dimension below 2.0 - monthly close < 10 working days -
DoA in verified use for one full quarter.

KPIs: decision latency - % core processes documented and executed - close cycle time

THE FAILURE MODE - Codification treated as a project instead of a habit, documents produced,
behavior unchanged, full reversion within six months.
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STAGE 2 OF 5 - FRAGILE - SRI 40-49

Structure

Build the management layer.

Structures are forming but everything is person-dependent, scaling now would expose the cracks
fast. Nine to twelve months of building the layer between the founder and the work.

THE SEQUENCED MOVES, IN ORDER, ON PURPOSE

Executives with real mandates

Hire or promote leaders with documented authority, budgets, and KPlIs, not titles with founder
oversight.

The full operating cadence

Weekly ops, monthly performance, quarterly business review, data pre-reads mandatory, decisions
logged and tracked.

Governance forum v1

A formal executive committee (and advisory board where ready) with charter, calendar, and minutes.

Performance system v1

Enterprise KPIs cascaded to functions and leaders; reviews run on evidence, not narrative.

A single source of truth

One core platform for finance and revenue; manual reconciliation retired.
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Structure:
Founder’s move, Organizer — Builder.

STOPS

@ Chairing every meeting. Interviewing every hire. Being the integration point between
functions.

STARTS

Hiring and empowering executives. Managing through KPls and cadence. Coaching
leaders instead of overriding them.

HANDS OVER

Functional decisions, to named executives, visibly, so the whole organization re-routes its
instincts.

WHAT SHIFTS STRUCTURALLY

A management layer now exists between the founder and execution.
The cadence, not the founder's calendar, becomes the company's clock.

KPIs replace proximity as the basis of performance conversations.

EXIT GATE - SRI 250 - Operating Model and Governance both 2 3.0 - the executive team runs its
cadence without the founder for one full quarter.

KPIs: % decisions at designated level - executive tenure and credibility - cadence adherence

THE FAILURE MODE - Titles without authority, the founder overrides in week one, and the market inside
the company re-learns that nothing changed.
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STAGE 3 OF 5 - BASIC - SRI 50-69 - THE DECISIVE STAGE

Institutionalize

Make it work without heroes, and break the cap.

The cap makes this stage arithmetic: Strong is mathematically unreachable until founder
dependency is structurally resolved. Twelve to eighteen months, the hardest and most valuable in
the journey.

THE SEQUENCED MOVES, IN ORDER, ON PURPOSE

Attack founder dependency directly

A documented succession plan; ownership, governance, and management formally separated;
shareholder agreements codified. G5 is the target.

Institutionalize the relationships

Top-20 customer, bank, and regulator relationships co-owned, then transferred; personal guarantees
unwound where bankable.

Build the bench

Successors identified and readiness-tested for every critical role; executives holding real P&L
authority. P4 is the target.

4 Formalize the board

Independent expertise added; materials to professional standard; board and management separated
in practice.

From defined to managed

5 Processes measured end-to-end; cross-functional work on interfaces and SLAs; controls, policies,
and culture codified, enforced on family and seniors alike.
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Institutionalize:
Founder’s move, Builder — Architect.

STOPS

®

Being the escalation point. Solely owning the bank, the top customers, the regulator.
Deciding in the board's domain.

STARTS

Chairing governance rather than operations. Sponsoring successors publicly. Measuring
himself on the discount released, point by point, on his own dashboard.

HANDS OVER

Operational P&L to executives. Key external relationships to institutional owners.
Reserved matters to the board.

WHAT SHIFTS STRUCTURALLY

A 30-day founder-absence test is run deliberately, and passed.
Governance shifts from audience to authority.

The founder-dependency discount trends to zero, visibly.

EXIT GATE - SRI270 AND cap released (G5 > 2, P4 > 2) - independent board voice operating two
quarters - 30-day absence test passed.

KPls: dependency discount — 0 - % top-20 relationships institutionalized - successor readiness

THE FAILURE MODE - Cosmetic governance, the board exists, the founder still decides. Most reversals
happen here, quietly, within two years; the re-score regime exists to catch exactly this.
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STAGE 4 OF 5 - STRONG - SRI 70-85

Optimize & Prove

Scale under load, and pass the outside world'’s test.

Systems are repeatable and measured; growth now stress-tests them. Eighteen to twenty-four
months of running the machine hard and proving institutional quality on someone else's standards.

THE SEQUENCED MOVES, IN ORDER, ON PURPOSE

Protect the system under load

Growth is deliberately run through the cadence and controls; erosion under volume is measured and
repaired structurally.

The automation and analytics layer

High-volume manual work automated with measured gains; forecasting and scenarios in routine
management use.

Capital allocation discipline

A transparent reallocation framework; strategy stress-tested; trigger points defined.

The talent engine

Workforce planning, leadership development, and differentiated rewards operating as one system.

External validation

A diligence-readiness pack, external audit and assurance, institutional quality proven to investors and
banks on their standards, not the company's own.
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Optimize & Prove:
Founder’s move, Architect — Steward.

STOPS

@ Rescuing, even when rescuing is faster. Representing the company alone in every
material external forum.

STARTS

Board-chair posture. External ambassador. Capital allocator across opportunities rather
than operator of one.

HANDS OVER

Strategy execution to the CEO and executive team, and the founder's remaining
operational threads, deliberately and on record.

WHAT SHIFTS STRUCTURALLY

The operating model absorbs 3—-5x volume without redesign; headcount decouples from transactions.
Decisions run on forward-looking data; deviations surface before they become crises.

If the founder is still CEO, the succession decision is made here, from strength, not necessity.

EXIT GATE - SRI 286 - 90-day founder-absence test passed with no material deterioration -
external diligence passed with no structural findings.

KPIs: margin under rising volume - forecast accuracy - automation ROI - diligence findings closed

THE FAILURE MODE - Complacency and relapse, a crisis hits, the founder re-centralizes “temporarily,”
and the organization gratefully hands everything back. Strong is where discipline, not design, is tested.
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STAGE 5 OF 5 - INSTITUTIONALIZED - SRI 86-100

Compound

Deploy the institution.

The infrastructure is no longer the constraint, capital, courage, and focus are. The work shifts from
building the machine to deciding what the machine should conquer.

THE SEQUENCED MOVES, IN ORDER, ON PURPOSE

Deploy for velocity

Capital allocation, acquisitions, and expansion become the agenda, the infrastructure can carry them.

Succession as routine

Leadership transitions, including the CEO's, executed as governed process, not events.

Harvest optionality

IPO, private equity, strategic sale, generational transfer: all genuinely available, because the asset no
longer walks out of the building. Optionality itself is the prize.

Guard against regression

Annual full re-score; defined triggers (crisis, key exits, rapid M&A) that force structural review rather
than quiet re-centralization.
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Compound:
Founder’s move, Steward — Owner.

STOPS
®

Measuring personal worth by operational indispensability.

STARTS

Owner and steward: capital, culture guardianship, board leadership, and, for many
founders, the next venture.

HANDS OVER

The identity of being the business. The hardest handover in the entire framework, and the
reason the book behind this guide gives it a whole part.

WHAT SHIFTS STRUCTURALLY

The company's identity is institutional: customers, banks, talent, and investors deal with the enterprise,
not the person.

The founder's legacy question shifts: not “what did | build?” but “what did | build that builds without me?”

EXIT GATE - Maintenance state - annual re-score 2 86 - regression triggers monitored -
succession pipeline permanently live.

KPlIs: enterprise-value multiple vs. sector - annual SRI stability - transitions without disruption

THE FAILURE MODE - Drift, institutions decay silently. The annual re-score is the smoke alarm.
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PART 4 - THE EXECUTION ENGINE

Every stage runs on the same 90 days.

The content changes by stage; the mechanics never do. “A roadmap, not a report” is a promise
about these five moves:

Cycle 0, plan (2 weeks)

SR scored, gaps prioritized, the first 90-day plan built: 3-5 priorities maximum, one executive
owner each, one milestone per priority.

Weekly steering (30 minutes)

Progress vs. milestone, blockers, decisions. Chaired by the transformation sponsor, from
Stage 2 onward, deliberately not the founder.

Monthly deep-dive (90 minutes)

One priority examined on evidence; risks worked; decisions minuted.

Cycle close

Touched indicators re-scored; wins locked into policy, system, or cadence so they cannot
quietly revert; the next cycle planned from the refreshed heatmap.

Full re-score every two cycles

Stage progression is verified by score, never declared by feel. The re-score is also the
regression detector.
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PART 4 - WHO OWNS THE CHANGE

Transformation governance.

The steering committee

Founder or chair, CEO or MD, two to three executives, external advisor optional. Owns
the roadmap, the re-score calendar, and the decision log.

The ownership rule

Every priority has exactly one executive owner, with authority and budget. Shared
ownership is no ownership.

‘ Founder accountability

The founder's stop / start / hand-over commitments are documented and reviewed in
steering like any other workstream. The framework applies to the founder first, and
everyone can see whether it does.

The evidence standard

Carried over from the SRI™: progress claims require a document, a system, or an
observed practice. Unevidenced progress defaults down, not up.

The quiet radicalism is item three: in most founder-led companies, the founder has never
once appeared on an accountability agenda. That line on the steering pack changes the
culture before any process does.
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PART 4 - KNOW THE ENEMY

The five failure modes.

Each stage fails in its own signature way. Naming the failure in advance is half the defense:

The binder on the shelf

Processes documented, behavior unchanged. Tell-tale: the DoA exists and the founder's
inbox looks exactly the same.

Titles without authority

Executives hired as messengers. Tell-tale: the founder overrides one decision in week one,
and everyone recalibrates instantly.

Cosmetic governance

The board exists; the founder decides. Tell-tale: board minutes that read like announcements,
not decisions. Most reversals happen here, quietly, within two years.

The crisis relapse

One bad quarter and the founder re-centralizes “temporarily.” Tell-tale: the word “temporarily,”
and an organization relieved to hand it all back.

Silent drift

Institutions decay without drama. Tell-tale: the annual re-score keeps getting postponed, because everyone
is sure itisn't needed.

Common thread: none of the five is a knowledge failure. All five are reversion, which is why the
method verifies by re-score instead of trusting the feeling of progress.
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PART 4 - THE PATTERN TO BEAT

The relapse curve.

Readiness over time: the 18—24 month reversal (illustrative pattern)

1

85
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1

70

1

65

55 A
50 o

45 -

40 T T T T T 1
Start 6 mo 12 mo 18 mo 24 mo 30 mo

=&== Transformation with re-score regime =&= Transformation on goodwill alone

Why 18-24 months? Early gains come from energy and attention, both founder-supplied, both
perishable. Without structural locks (policy, system, cadence) and an external verifier (the re-
score), the organization drifts back to its lowest-energy state: routing everything through the
founder.

The pattem is illustrative, not measured, our own outcome data begins with the v1.0 re-score regime.
But the mechanism is why every cycle ends with “lock the win into policy, system, or cadence”: wins
that live in enthusiasm die with it.
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Three to five years. Said plainly.

Stage 1 - Stabilize . 6-9 mo

Stage 2 - Structure . 9-12 mo
Stage 3 - Institutionalize - 12-18 mo
Stage 4 - Optimize & Prove - 18-24 mo

Stage 5 - Compound Ongoing, maintained by annual re-score

Dark = fastest credible path - Green = the honest range. Chain the fast ends and the journey is ~3.5
years; the slow ends, ~5. Anyone promising founder-independence in six months is selling a workshop.

The framework does not shorten the journey by promising speed. It shortens it by
removing wrong sequencing, the single largest source of wasted transformation effort.

Both pilot engagements produced their visible early wins inside one 90-day cycle, and both confirmed
the larger truth: the cycle creates momentum; the stages create permanence. Neither substitutes for
the other.
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FIELD NOTE - AL DANA, CONTINUED

Stage 3, in practice.

Al Dana banded Basic (69, cap fired), so the framework routes it to Stage 3: Institutionalize.
Watch the handshake between report and program:

The report said (page 50)

P1: founder dependency (G5, 2.0) - P1: leadership bench (P4, 2.5) - P2: decision rights (O3, 3.0)

Stage 3 says

Move 1: attack founder dependency - Move 3: build the bench - supported by decision-rights
discipline carried up from Stages 1-2

So cycle one becomes

Succession plan + relationship transfer (Chairman) - successor readiness, top five roles (CHRO) -
DoA v2 enforcement (CEQ), day-90 milestones on all three

And the exit gate is visible

Re-score at day 90 checks the touched indicators; the stage exits when SRI = 70 with the cap
released, at current structure, breaking the cap alone re-scores the group at 70.8+

No workshop decided any of this. The score chose the stage; the stage chose the
moves; the moves carried owners and dates. That is what “the score is the scope”
means in practice.
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PART 4

REFERENCE

The founder redesign, on one page.

THE MOVE

Operator — Organizer

Organizer — Builder

Builder — Architect

Architect — Steward

Steward — Owner

STOPS

approving everything

chairing every meeting; every

hire

being the escalation point;
owning the bank & top
customers

rescuing, even when faster

measuring worth by
indispensability

STARTS

writing decisions down; one
weekly cadence

empowering executives;
managing by KPI

chairing governance;
sponsoring successors

board posture; ambassador;
capital allocator

capital, culture guardianship,
the next venture

HANDS OVER

routine approvals below
threshold

functional decisions,
visibly

operational P&L; key
relationships; reserved
matters

strategy execution; the
last operational threads

the identity of being the
business

Photocopy this page. Put it in the steering pack. Review the founder's row like any other
workstream, because it is one.

SCALE-UP

INTELLIGENCE 101

PART 4

- THE TRANSFORMATION
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Part 4 in five takeaways.

Stages map to bands, one-to-one. Your score is your address; your stage is your
mission, your moves, and your exit gate, verified by re-score, never declared.

Stage 3 is the decisive one. The cap makes it arithmetic: no business bands Strong while
founder dependency is structural. Break the cap, and value re-rates before anything else
improves.

The founder is redesigned, not removed. Operator — Organizer — Builder — Architect —
Steward — Owner, with documented stop / start / hand-over commitments reviewed in
steering like any other workstream.

Every stage runs on the same 90 days. Three to five priorities, one owner each, wins
locked into policy or system, full re-score every two cycles. Momentum from the cycle;
permanence from the stage.

The enemy is reversion, not ignorance. Five failure modes, one relapse curve, one
defense: structural locks plus an external verifier. Three to five years, honestly, shortened
by sequencing, not slogans.

NEXT | PART 5 - THE PLAYBOOK

Your turn: the 10-question Quick Scan, your first 90 days by band, and three starter tools
you can run Monday morning.
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PART 5

The Playbook

Click any section to jump to it

Your turn. Ten questions, a first plan for your band,
and three tools that work Monday morning.

77-79 The Quick Scan: ten questions, a pen, ten minutes, and a scoring key that keeps
the cap logic

80-84 Your first 90 days, by band, three moves, owners, and one thing NOT to do

85 Tool 1 - The Delegation-of-Authority starter matrix

86 Tool 2 - The operating cadence calendar

87 Tool 3 - The succession readiness checklist

88 The three objections, answered straight

89 Part 5 in five takeaways
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PART 5 - THE QUICK SCAN

Ten questions. Ten minutes.
One honest signal.

The Quick Scan is not the SRI™ | no evidence rule, no 125 questions, no assessor challenging
your optimism. It is a directional instrument: two questions per dimension, answered brutally
honestly, to tell you which conversation to have next.

Answer as it is, not as planned

“We're about to implement it” is a No. “It exists for some functions” is a Partly. The scan
only works at the speed of honesty.

Better: answer it twice

Once yourself, once by your most senior non-family executive, separately. The gap
between the two answer sets is itself a finding.

Two questions carry extra weight

Questions 5 and 7 are cap territory (founder dependency, succession). A No on either
overrides your total, exactly as the real instrument's cap would.

Scoring: Yes = 2 - Partly =1 - No = 0. Maximum 20. The key is on page 79, resist reading
it before you answer.

SCALE-UP INTELLIGENCE 101 PART 5 - THE PLAYBOOK . 77 /ﬂ\



PART 5 - THE QUICK SCAN - FILLABLE

The Scale-Up Quick Scan.

YES PARTLY

n Could your leadership team state the growth thesis, without you in the
room?

Does every major initiative have a named KPI, an owner, and a target?

Could a new hire run your core processes from documentation alone?

an

Are decisions made at the designated level, not escalated to you by
default?

Could the business run 90 days without you, with no material
deterioration?

Does a board or formal forum meet on calendar, and actually decide?

Is there a tested successor for every critical role, including yours?

Are rewards differentiated by performance, not tenure or proximity to
you?

Is there one agreed version of the numbers, self-serve, no manual
extracts?

Do performance deviations surface in data before they surface as crises?

o o o o o o o o O
o o o o o o o O

[]

NO

0o o o o o o o oo O

Red-numbered questions (5 and 7) are cap territory: a No on either one overrides your total, see the key overleaf.

TOTAL (Yes=2 - Partly =1 - No = 0): /20

SCALE-UP INTELLIGENCE 101 PART 5 - THE PLAYBOOK

PN



What your number is telling you.

Likely Not Ready / Fragile

0—7 The business runs on you. Do not accelerate growth; start with the Not Ready 90-day
plan (page 80), decision rights first, always.

Likely Fragile

8—1 0 Structures exist; heroics still carry them. The Basic plan (page 82) is your entry point,
and watch the cap check below.

Likely Basic
11 '1 3 Structures exist; heroics still carry them. The Basic plan (page 82) is your entry point,
and watch the cap check below.

Likely Strong

A genuine operating company. Your risk is erosion under load and quiet relapse,
page 83, and book the re-score.

Likely Institutionalized

Rare air, and worth verifying properly, because selfassessments are kindest at the
top. Page 84.

THE CAP CHECK - If you answered No to question 5 or question 7, cap your reading at “Basic”
regardless of total. A 17 with no succession is not Strong, it is a well-run dependency. This mirrors
exactly what the full instrument's key-person cap would do.

THE MATH
Why the scan can mislead upward: it has no evidence rule, every answer is self-graded. The full SRI™

exists precisely because “Yes” under a scoring anchor and “Yes” over coffee are different animals.
Treat the scan as a compass, never a verdict.
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PART 5 - YOUR FIRST 90 DAYS

SRI <40 - Scan 0-7

Mission: stop the bleeding. Nothing on this page is glamorous; all of it compounds.

Reserved matters + DoA v1

1 Write the short list of decisions that stay with you, and the thresholds below which they don't.
Approve it, publish it, and hold the line for one quarter.

Owner: Founder, with CFO or external advisor

Codify the core five

2 Revenue, delivery, cash, procurement, hiring, documented at “a competent new hire can run
this” standard. Not all processes; these five.

Owner: Operations lead

One version of the numbers

3 A reliable monthly close inside 10 working days and a single agreed performance view. Kill the
competing spreadsheets.

Owner: CFO/ Finance lead

DO NOT - launch growth initiatives, enter new markets, or make senior hires. Growth spent on an ad
hoc foundation buys fragility at a premium.
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PART 5 - YOUR FIRST 90 DAYS

SRI 4049 - Scan ~8-10

Mission: build the layer between you and the work.

Two to three real mandates

1 Name your executives, or promote them, with documented authority, budget, and KPlIs. In
writing, announced, and then respected in public.

Owner: Founder + HR lead

Install the cadence

2 Weekly ops (30 min) and monthly performance (90 min), data pre-reads mandatory, decisions
minuted and tracked. The cadence is the new clock.

Owner: CEO / MD

KPI cascade v1

3 Enterprise KPIs to functions to leaders, imperfect is fine; reviewed is mandatory. Proximity
stops being the performance system.

Owner: CFO + function heads

DO NOT - hire a wave of staff before decision rights settle. Headcount added to an unstructured
company multiplies coordination cost, not capacity.
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PART 5 - YOUR FIRST 90 DAYS

SRI 50-69 - Scan ~11-13

Mission: attack the cap. At this band, founder dependency is usually the binding
constraint, and the cheapest value you will ever release.

Succession plan, drafted and reviewed

1 Your succession, documented, with a realistic transition roadmap, and put in front of your board
or advisory forum. G5 is the target.

Owner: Founder / Chairman, with advisor

Successor readiness, top five roles

2 Name successors for the five most critical roles, assess readiness honestly, and give at least
two of them real delegated authority now. P4 is the target.

Owner: CHRO /HR lead

DoA v2, and enforcement

3 Refresh the authority matrix and measure compliance: what share of decisions actually
lands at the designated level?

Owner: CEO / MD

DO NOT - chase Strong-band optimizations, automation layers, analytics programs, while the cap is
live. They polish a score the cap won't let you keep.
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PART 5 - YOUR FIRST 90 DAYS

SRI 70-85 - Scan ~14-17

Mission: protect the system under load, and prove it to outsiders.

Run the absence test

1 A planned 90-day founder-absence test, announced, structured, and reviewed. Not a vacation:
an audit of the institution you claim to have built.

Owner: Board / Steering, with the founder's consent

Automate the top three

2 The three highest-volume manual processes, automated with measured before/after. Volume
must decouple from headcount.

Owner: COO + Technology lead

Assemble the diligence pack

3 Governance, controls, succession, systems, organized to investor standard before any investor
asks. Findings closed on a tracker.

Owner: CFO

DO NOT - let a crisis re-centralize you “temporarily.” Log every founder rescue in the steering pack,
the log is the early-warning system for relapse.
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PART 5 - YOUR FIRST 90 DAYS

SRI 86-100 - Scan 18-20

Mission: deploy, and defend against drift, the only enemy left.

Book the annual re-score

1 Date in the diary, board informed, non-negotiable. Institutions decay silently; the re-score is the
smoke alarm.

Owner: Board / Governance lead

Open the capital agenda

2 With infrastructure no longer the constraint, run a structured review of acquisitions, expansion,
and allocation, the institution's real work.

Owner: CEO + Board

Execute one planned transition

3 Rotate or transition one senior leadership role as governed routine, proving succession is a
system, not a ceremony.

Owner: CHRO + Board

DO NOT - postpone the re-score because “everyone knows we're fine.” That sentence is the first
symptom of the drift it denies.
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PART 5 - TOOL 1 OF 3

The Delegation-of-Authority starter.

The single highest-leverage document in the method. Adapt the thresholds; keep the structure.

Operating expenditure <10K <50K <250K > 250K

Capital expenditure — <25K < 500K > 500K

Hiring Team roles Within budget Seniorroles Executive roles
Pricing exceptions <5% <12% <25% Strategic accounts
Contracts Standard terms <1yr/100K <3yr/1M Beyond, or non-standard
Payments release Per process <50K <500K > 500K c/:lgse;v payee

Currency-agnostic on purpose, set thresholds as multiples of monthly payroll if that lands better. The
numbers matter less than the rules:

@ Thresholds live in writing, not in memory, and apply to family members without exception.

@ No skip-level approvals: going around the matrix once teaches everyone the matrix is theatre.

@ Log breaches, review monthly in steering. The breach log is the adoption meter.
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The operating cadence calendar.

Four meetings. Fixed, boring, and non-negotiable, which is exactly why they work.
WEEKLY OPS 30 min
Who: Function leads

In: KPI flash + blockers (pre-read) Out: Decisions logged; blockers owned by name

MONTHLY PERFORMANCE 90 min

Who: Executive team

In: Full KPI pack, variance notes Out: Actions minuted; one deep-dive topic set

QUARTERLY BUSINESS REVIEW Half day

Who: Exec team + owners/board rep

In: Strategy vs. plan, initiative portfolio, re-scan  Out: Reallocation decisions; next-quarter priorities (3-5)

ANNUAL STRATEGY & BOARD CYCLE JEMEVEEE

Who: Board + executive team

In: Scenario stress-test, capital plan, full SRl re-score  Out: Approved plan, budget, and transformation cycle
Pre-reads 24 hours before, or the meeting doesn't happen. Verbal updates are the enemy.

From Stage 2 onward, the founder attends the weekly, and does not chair it.

Every decision gets an owner and a date in the log. Undated decisions are opinions.
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The succession readiness checklist.

Eight boxes. If you cannot tick a box, the box is your project. The list is the G5/P4 agenda in
checkbox form, cap territory, on one page.

The list of roles whose loss would materially hurt the
l:‘ Critical roles named business within 90 days, including yours, and including
critical non-executive roles.

Named. Not “we have good people”, a name against a role,

D A successor per role in a document the board has seen.

Ready now / ready in 12 months / development case,
assessed against the role's next size, not its current one.

D Readiness honestly assessed

Stretch assignments, delegated authority, coaching, with
dates. Succession without development is a wish list.

D Development plans live

The critical know-how (pricing logic, supplier history,
l:‘ Knowledge transfer running regulator preferences) codified or co-held, not resident in
one head.

Top customers, the bank, the regulator: institutional co-
ownership started, transfer scheduled.

D Relationships co-owned

A deli - h - f - ith
l:‘ Absence test scheduled deliberate 30 Qay (then 90-day) founder-absence test wit
a date and a review plan.

. . Succession is a governance matter, reviewed annually, not
[ | Board has reviewed it all . d aer v
a private folder on the founder's laptop.

THE MATH

Eight ticks # a 5.0 on G5, the instrument still wants evidence. But zero to three ticks reliably signals
cap territory. Count honestly.
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The three objections, answered straight.

“Governance means bureaucracy.”

Bureaucracy is control without purpose. Governance is decision speed at scale: a DoA
makes decisions faster by ending the queue at your desk. Be honest about which one
your company runs on today, forty-seven decisions routing to one person is the
bureaucracy.

“My team isn't ready.”

They cannot get ready without authority, readiness is built by delegation with
guardrails, not before it. Start with reversible decisions, hold the weekly cadence,
and coach in review rather than overmride in the moment. Six months of that builds
more bench than six years of waiting.

“After the busy season.”

There is no off-season, and dependency compounds while you wait. The counter-offer:
ten minutes for the Quick Scan this week, thirty minutes of steering per week after that. If
the business cannot spare thirty minutes a week, that is not a scheduling problem, that is
the diagnosis.

Every objection on this page was said, verbatim, by a founder who later ran the method.
The objections are part of the pattern too.
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Part 5 in five takeaways.

Ten honest minutes beat ten confident opinions. The Quick Scan is a compass, not a
verdict, and questions 5 and 7 carry the cap logic even here.

Your band has a plan. Three moves, three owners, one warning, one day-90 measure,
whichever band you landed in, Monday morning is covered.

The DoA is the highest-leverage page in the method. Thresholds in writing, no skip-
levels, breaches logged, and the founder's first restrained moment matters more than the
document.

The cadence is the clock. Four fixed meetings with pre-reads and minuted decisions,
boring by design, institutional by effect.

Succession is eight checkboxes away from being a plan. Zero to three ticks is cap
territory; the unticked boxes are your project list.

NEXT | PART 6 - THE CLOSE

Where the method has been in the field, where it goes next, and where you come in.

SCALE-UP INTELLIGENCE 101 PART 5 - THE PLAYBOOK : 89 /ﬂ\



PART 6

The Close

Where the method has been, where it goes,
and where you come in.

90-91 Two field snapshots, Egypt and KSA, stated honestly

92 From Quick Scan to full SRI™: the pathway

93 Beyond the Founder, the book behind the method

94 About the method & the author

95 Glossary, the method in twelve terms

96 Marks, rights, and the last word
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PART 6 - FIELD SNAPSHOT 1 OF 2 - PILOT ENGAGEMENT
Egypt, the founder-run giant.

THE COMPANY

One of Egypt's largest retail groups, car battery manufacturing and distribution. Founder-run, high-
growth, fully owner-dependent. Retrospective SRI™ at engagement start: 28.0, Not Ready. All five
dimensions red-flagged; key-person cap fired on both triggers.

THE ENGAGEMENT

Org restructure - role definitions and decision rights - management training and knowledge transfer -
key hires on the new structure. A three-month roadmap that ran precisely where the lowest indicators
pointed, the calibration later confirmed the priority match was exact.

FIELD NOTE

Stated honestly: this was a pilot, it shaped the instrument's anchors and thresholds, and this guide
claims no measured outcomes from it. What it proved is narrower and more valuable: scored blind and
retrospectively, the instrument reproduced the expert's band exactly and ranked the priorities in the
order the engagement had actually worked them.

The pattern to remember: a business can be large, profitable, and growing, and still
score 28. Size is not structure.
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PART 6 - FIELD SNAPSHOT 2 OF 2 - PILOT ENGAGEMENT
KSA, the scaling startup.

THE COMPANY

A scaling startup inside a Saudi business-incubation platform, early-stage, hitting structural
ceilings as it grew. Retrospective SRI™ at engagement start: 50.4, Basic. Every dimension
below 3.0; the key-person cap fired exactly at its boundary (G5 = P4 = 2.0).

THE ENGAGEMENT

Governance and operating model design - prioritized transformation roadmap - a structured
path from founder-run toward institutionalized. The engagement worked governance first,
operating model second, the same order the instrument later computed, blind.

FIELD NOTE

This pilot also fixed the method itself: the case landed exactly on the cap threshold, and the
assessor's independent judgment said the dependency was structural. A rule written as
“strictly below 2.0” would have missed it, so the rule is “2.0 or below,” corrected by evidence.
That is what calibration means here.

The pattern to remember: the anchors are deliberately investor-grade.
A scaling startup scoring 2.2 on governance is not being punished,
it is being told the truth early, while the truth is still cheap.
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PART 6 - WHERE YOU COME IN

From ten minutes to a transformation.

1 - The Quick Scan 10 minutes, page 78

% You have the compass reading, and if questions 5 or 7 said No,
you already know your first conversation.

2 - The full SRI™ diagnostic

125 questions, the evidence rule, cap and gate arithmetic, a banded report
with the discount printed, and a debrief that ends with owners and dates.

One quarter

3 - The first 90-day cycle

Three to five priorities from your P1 list, weekly steering,
are-score of touched indicators at day 90.

4 - The staged transformation 3-5 years, honestly

(@

Stage by stage, gate by gate, founder rung by founder rung,
verified by re-score, guarded against relapse.
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PART 6 - THE BOOK BEHIND THE METHOD

Beyond the Founder

Building Businesses That Outgrow Their Builders

This guide is the what and the how. The book is the why and the discipline, the full argument,
the founder's psychology, and the stories that do not fit on an A4 page:

The category argument

Why the founder-to-institution transition is the most valuable and least mapped passage in business,
the full case, with the evidence.

The founder's interior

What the Role Ladder feels like from inside: identity, family, legacy, and the fear that the business is
the founder. The chapters no diagnostic can hold.

The method, complete

Every rule with its full reasoning, the calibration record as it grows, and the family-business transition
and Founder's Second Act in depth.

In development, built on the same evidence standard as everything in this guide.

Readers of the 101 will be first to know.

SCALE-UP INTELLIGENCE 101 PART 6 - THE CLOSE : 94 /ﬂ\



The method, and the builder behind it.

THE BEYOND THE FOUNDER METHOD™

A measurable, staged, founder-inclusive method for the transition from founder-dependent to

institutional. Three layers, Diagnose (the SRI™), Prioritize (the gap logic), Transform (the five-
stage framework), governed by one methodology bible, one evidence standard, and a version
number that changes when reality says so.

MOHAMED ZAHER

Builder, not theorist. Thirty years architecting organizations across the GCC and Egypt, inside
multinationals, government entities, and founder-led groups, including the organizational
readiness behind a landmark public listing in the region: governance frameworks, organization
structure, job architecture, and the people systems that let an institution stand on its own.

The method exists because the same wall kept appearing, in family groups in Cairo, scale-ups in
Riyadh, and boardrooms in Dubai, and no one had built a standard for taking it down. So it got
built, tested in pilots, calibrated against real engagements, and written down: first as this guide,
next as the book.

SRI Diagnostic — Transformation Roadmap — Implementation — Capability Transfer

The positioning is deliberate: the method's author builds inside organizations for a living. Everything in
this guide has to survive Monday morning in a real company, because that is where its author spends
his Mondays.
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PART 6 REFERENCE

The method in twelve terms.

SRI™

Scale-Up Readiness Index: 125 questions — 25

indicators — 5 dimensions — one 0—100 score.

Indicator

One of 25 measured capabilities (e.g., G5 Founder

Dependency); average of five questions.

Gate rule

Any indicator below 2.0 caps its dimension at 3.0,

averages cannot hide a broken element.

Dependency discount

Uncapped minus final score: the priced cost of key-

person risk, printed on every report.

Evidence standard

Scores of 3+ require a document, a system, or an

observed practice. Unevidenced defaults down.

90-day cycle

3-5 priorities, one owner each, weekly steering, wins
locked into policy or system; re-score every two cycles.

Dimension

One of five: Strategy, Operating Model, Governance,

People, Technology, 20% each.

Maturity ladder

The 1-5 scale: Ad Hoc - Emerging - Defined -

Managed - Optimized. Behavior, not opinion.

Key-person cap

G5 or P4 at < 2.0 caps the total SRI at 69, dependency

caps what every strength is worth.

Readiness band

<40 Not Ready - 40-49 Fragile - 50-69 Basic - 70-85

Strong - 86—-100 Institutionalized.

Founder Role Ladder

Operator — Organizer — Builder — Architect —

Steward — Owner, the founder's redesign, staged.

Re-score

The external verifier: stage exits are earned by score,
never declared. Also the relapse detector.

Twelve terms, one sentence each, if a framework needs a longer glossary than this, it is a vocabulary, not a

method.
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SCALE-UP INTELLIGENCE 101

The wall is structural.
Structure can be measured.
What is measured can be rebuilt.

You now hold the whole method: the problem named, the theory defended, the instrument
opened, the transformation staged, and a playbook that starts Monday. The only question
the guide cannot answer is the one on page 78, because only you can fill it in honestly.

Diagnose. Prioritize. Transform.

© 2026 - The Beyond the Founder Method™ - Scale-Up Readiness Index™ - SRI™

All frameworks, scoring rules, question architecture, and visuals are proprietary. “Scale-Up Intelligence” is a content brand
of the Method.

The Quick Scan and starter tools may be reproduced for internal company use; all other reproduction requires written
permission.
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Building What's
Next, Together.

We welcome the opportunity to explore the next steps with you.

(<\>° +971 50 721 2106
@ +20 12 2660 2666

E thepeopleledger@gmail.com

@ Egypt | UAE

Iy Click hereto
Book a Free Consultation
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