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F I V E  L E V E L S .  O N E  G O A L .  A  B U S I N E S S  T H A T  D O E S N ' T  N E E D  Y O U .

A field guide for owners who want their calendar back.

1 · OWNER-DEPENDENT 2 · TEAM-RELIANT 3 · DELEGATING OPERATOR 4 · STRATEGIC OWNER

5 · OWNERLESS

Steve & Melissa Fultz



S T A R T  H E R E

MOST OWNERS CAN'T TELL YOU
WHICH RUNG THEY'RE ON.
You can tell me your revenue and your headcount. But how dependent is the
business on you personally? That answer usually comes out fuzzy. And you
can't fix what you can't name.

This ladder is a diagnostic, not a scoreboard. The goal isn't the top. It's knowing exactly where you
are, why you're there, and whether you actually want to be somewhere else.

EACH RUNG HAS TWO NAMES

The rung you're climbing toward: Owner-Dependent → Team-Reliant → Delegating Operator → Strategic Owner
→ Ownerless.  The trap that keeps you stuck below it: Delegated Chaos, a binder no one opens, dashboards
that still run through you. Both names are true. One is where you're headed. The other is what's holding you back.

How to use this guide: read all five rungs in order, even the ones you think you're past. Take the assessment at the end.
Then run the 90-day plan for the one rung above where you actually are. One rung at a time. Nobody jumps two.























F I V E - M I N U T E  S E L F - A S S E S S M E N T

WHICH RUNG ARE YOU ON?
Answer honestly. Not where you want to be, where you actually are this month. Score each statement 0 (not true), 1
(sometimes true), 2 (consistently true).

A · OWNER DEPENDENCE

1. If I disappeared for two weeks, the
business would make less money,
not just stall.

2. Most days, decisions wait on me
before the team can move.

3. I'm the one who resolves
inconsistencies between how
different employees handle the
same situation.

B · AUTHORITY & SYSTEMS

4. The principles behind our key
decisions are written down, not just
in my head.

5. My team is allowed to act on
what's documented without
checking with me first.

6. We run on dashboards and ranges,
and the team responds to the flags
before I do.

C · TRANSFERABILITY

7. The business could be sold or
transferred to someone outside the
family and keep running.

8. Strategic and capital decisions
could be made without me for an
extended period.

9. The brand and the relationships
don't depend on my personal
name.

Reading it: A high, B and C near zero → Level 1, Owner-Dependent.   Delegated tasks but you're still the
standardizer → Level 2, Team-Reliant.   It's documented (Q4) but they still check with you (Q5) → Level 3,
Delegating Operator.   Q5 and Q6 true, exceptions rare → Level 4, Strategic Owner.   Section C high → Level 4
with optionality, approaching Level 5, Ownerless.



T H E  9 0 - D A Y  P L A N

MOVE UP EXACTLY ONE RUNG
You don't jump two rungs. Pick the move that matches where you are and run it for one quarter.

Owner-Dependent → Team-Reliant. Choose one recurring decision you'll stop making. Write the one principle behind it.
Tell the team it's theirs now. Don't take the call back for 90 days. Coach the principle when they miss.

Team-Reliant → Delegating Operator. List the three or four areas where you keep getting pulled in to standardize. Write
the principle, not the steps, for each. Put them where the team can reach them. Give explicit permission to act.

Delegating Operator → Strategic Owner. Pick one department. Declare in a meeting that the SOP is the line and they
don't check with you inside it. For 30 days, answer every "are you sure?" with "what does the SOP say?" Then build the
first real dashboard with acceptable ranges.

Strategic Owner → Ownerless (only if you want it). Answer the five-year question with the person you trust most. If it
points to selling, transferring, or stepping out, start documenting the strategic and capital calls you still hold and handing
them to a senior person or a board. If the answer is "I want to keep doing this," stop. You're home.



W H E R E  T O  G O  F R O M  H E R E

YOU'VE GOT THE LANGUAGE.
NOW PICK THE NEXT RUNG.

The rung you're on matters less than three things: knowing which one it is,
knowing why you're on it, and being honest about whether you'd rather be
somewhere else. Answer those three and you've got the whole method in one
sentence.

— Steve & Melissa Fultz

Join the free community. We run a free Skool group for owners working through the ladder together. It's early
and still small, which is honestly the best time to walk in. Post which rung you're on and the one thing that would
have to change to move up. No judging, no pitch.

Reply and tell us. Take the assessment, and if an honest answer comes up, especially to the five-year question,
tell us. We read everything.
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