THE OWNER SHIFT

THE OWNERLESS
BUSINESS LADDER"

FIVE LEVELS. ONE GOAL. A BUSINESS THAT DOESN'T NEED YOU.

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



START HERE

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.



THE OWNERLESS BUSINESS LADDER™

FIVE LEVELS. ONE GOAL. A BUSINESS THAT DOESN’'T NEED YOU.

THE BOTTLENECK
HAS YOUR NAME ON IT.

‘:‘ OWNERLESS
‘A Freedom by Design

a STRATEGIC OWNER

Vision. Direction. Impact. TEAM TEAM YOU CUSTOMER
o®o DELEGATING OPERATOR L = =
HMH Systems run the team.

You lead the business.

o®¢ TEAM-RELIANT
'mn The team runs it.

You support and coach.

Information. Decisions. Approvals.
Everything slows down at you.

UNTIL THE BUSINESS
DOESN’T FLOW.

. OWNER-DEPENDENT |

im
‘ The business runs
% because you do.

N

CLIMB THE LADDER. UNLOCK FREEDOM. MULTIPLY IMPACT.




— LEVELT

OWNER-DEPENDENT

THE BUSINESS RUNS BECAUSE YOU DO.

TEAM _ YOU CUSTOMER
; =
= L —
= - :
THE BOTTLENECK HAS YOUR NAME ON IT.
Every decision ‘ Everything The business Growth
comes to you. waits on you. slows down. hits a ceiling.

THE TEST: Step away for two weeks.
. ‘ Does the company make less money?
If yes, you’'re here.




THE OWNERLESS BUSINESS LADDER™

FIVE LEVELS. ONE GOAL. A BUSINESS THAT DOESN’T NEED YOU.
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b‘\A Freedom by Design

OWNERLESS

THE BOTTLENECK

&

HAS YOUR NAME ON IT.

STRATEGIC OWNER

Vision. Direction. | t.
ision. Direction. Impac TEAM TEAM CUSTOMER

3

DELEGATING OPERATOR

Systems run the team.
You lead the business.

@@

Information. Decisions. Approvals.

TEAM-RELIANT

|
T
( 09, |
[ | 'mn The team runs it.
P i You support and coach.

Everything slows down at you.

UNTIL THE BUSINESS
DOESN’T FLOW.

OWNER-DEPENDENT

The business runs
because you do.

LA

- CLIMB THE LADDER. UNLOCK FREEDOM. MULTIPLY IMPACT. ——————



— LEVEL 2 —

TEAM-RELIANT

YOU DELEGATED THE TASKS. YOU DIDN’T DELEGATE THE DECISIONS.

TEAM YOU CUSTOMER
a ) Ask you Inconsistent el .
; ) [scalate Confused = = .
a s> \Nait for you y i Frustrated =)
DELEGATED CHAOS IS THE BOTTLENECK.
More people. More volume. More friction.
SOUNDS “Mary told me $400 Mot e, “Your Wednesday THE RESULT
LIKE !ast Tuesday but Joe folithare itk ach guy approved it but Inconsistent decisions.
THIS just quoted me $475. L your Friday guy said Escalations.
Which one is it?" it has to go through You as the standardizer.
you." Friction goes up.
~ ~

THE WORK AT LEVEL 2

Mot more people.
Write down the principles behind

the decisions your team is missing.

PRINCIPLES > TASKS

— (@)

Principles on paper.

THE MOVE TO LEVEL 3

Decisions made without you.
Mistakes = coaching, not failure.

FREEDOM IS BUILT ON PRINCIPLES.

A

THE TEST: Can your team make the most common decisions without checking with you?
If not, you're here. Write the principle. Coach it. Give them the call.

|
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FIVE LEVELS. ONE GOAL. A BUSINESS THAT DOESN'T NEED YOU.

THE BOTTLENECK
HAS YOUR NAME ON IT.

5 WNERLESS
"‘\ 0 S

A Freedom by Design

a STRATEGIC OWNER

Vision. Direction. Impact.
TEAM TEAM CUSTOMER

+®, DELEGATING OPERATOR || _,_
. HMH Systems run the team. ;i "

You lead the business.

-~

e®¢ TEAM-RELIANT

n The team runs it.

IIM Information. Decisions. Approvals.
You support and coach.

Everything slows down at you.

UNTIL THE BUSINESS
DOESN’T FLOW.

- OWNER-DEPENDENT

- The business runs
because you do.

CLIMB THE LADDER. UNLOCK FREEDOM. MULTIPLY IMPACT.



— LEVEL 3 —

DELEGATING OPERATOR

TEAM
= (&) oEcioe
a () soLve
; () DELIVER

SYSTEMS RUN THE TEAM. YOU LEAD THE BUSINESS.

o~ /;i LEADERSHIP CUSTOMER
4 PRINCIPLES «008| Set direction.
4 PLAYBOOKS COACHING
—* & =
. [ PROCESSES @, Develop people.
_’ x\\la’ STANDARDS e Q STRATEGY

' Improve the business.

DESIGNATED CHAOS™ IS THE OLD WAY. CLARITY + CONSISTENCY + AUTHORITY IS THE NEW WAY.

SOUNDS LIKE THIS

9,

"Here's what | decided.”
“Here's how we handle it."
“Here's the rule.”

"Here’s why."

N

THE WORK AT LEVEL 3
Document the principles.
Build the playbooks.
Define the standards.
Coach for consistency.

Give authority to decide.

PRINCIPLES > PROCESSES

LS

o

THE MOVE TO LEVEL 4

NG

FOCUS ON OUTCOMES

You stop working
in the business.
You start directing
the business.

~

-

4l

THE RESULT

Consistent decisions.
Fewer escalations.
Stronger team.

Mare time to lead.

The business gets better—
without you in it.

;)

THE TEST:

Can your team solve routine problems and make
decisions without contacting you?

‘ @ If yes, you're here.

- THE OWNERLESS BUSINESS LADDER™ -




THE OWNERLESS BUSINESS LADDER™

FIVE LEVELS. ONE GOAL. A BUSINESS THAT DOESN'T NEED YOU.

THE BOTTLENECK
HAS YOUR NAME ON IT.

TEAM TEAM CUSTOMER

oo®®

Information. Decisions. Approvals.
Everything slows down at you.

UNTIL THE BUSINESS
DOESN'T FLOW.

&, OWNERLESS
‘A Freedom by Design

STRATEGIC OWNER

Vision. Direction. Impact.

DELEGATING OPERATOR

Systems run the team.
You lead the business.

0®¢ TEAM-RELIANT
2 'm' The team runs it.

| You support and coach.

| _
.l | . OWNER-DEPENDENT

- The business runs
because you do.

—— CLIMB THE LADDER. UNLOCK FREEDOM. MULTIPLY IMPACT. e



= UENEL S

STRATEGIC OWNER

YOU STOP MANAGING OPERATIONS. YOU DIRECT OUTCOMES.

TEAM RUNS THE BUSINESS YOU YOU DIRECT THE FUTURE
FINANCIALS SCORECARD CUSTOMER VALUE / SET DIRECTION
° o ﬁ REVENUE + ‘ h @ Define the priorities
:.; - EEJ = - lIII /\/\/\/ 7 - = — that drive growth.
N ; CASHFLOW " ALIGN RESOURCES
TEAM SYSTEMS  PROCESSES  RESULTS CUSTOMERS 4 » o Put the right people and
EXECUTES  GUIDE DELIVER  COMPOUND el KEVEROJECT capital behind the plan.
ee®, 0 A A ANTICIPATE
L f asfhra L 2] % Look ahead. Spot opportunities.
ok ok o Manage risks.
H MEASURE & ADAPT
- Review outcomes.
YOU SEE THE WHOLE BOARD. YOU DRIVE THE FUTURE. s e
————— Vision. Leverage. Impact. =
g N N N
SOUNDS LIKE THIS I | THE WORK AT LEVEL 4 THE MOVE TO LEVEL 5 THE RESULT
“Here’s the plan.” ﬁ [/ Define the outcomes, I. Build a business that J The business grows
“Here's what matters.” :,) 4 Build the scoreboards. & thrives without you. without more of
"Here's the trade-off.” [ Coach the leaders. » a ‘\ AR T gl ) %
“ . " Notd b bt bench that leads. i — You work ON the
Here's the target. 64 Hold to the standard. Engineer freedom business, not IN it.
“Here's why.” 4 Remove roadblocks. _ into the system. Your impact multiplies.
L ke OUTCOMES = ACTIVITIES o FREEDOM BY DESIGN IMPACT > INVOLVEMENT
e ey M at % _ R ra

. THE TEST:
‘@ If you disappeared for 30 days, | @ If yes, YDU!FE here.

would the business grow anyway?

THE_OWMERLESS_BUSI_NEgS-LADDER“‘




THE OWNERLESS BUSINESS LADDER™

FIVE LEVELS. ONE GOAL. A BUSINESS THAT DOESN'T NEED YOU.

THE BOTTLENECK
HAS YOUR NAME ON IT.

TEAM TEAM CUSTOMER

@®

Information. Decisions. Approvals.
Everything slows down at you.

UNTIL THE BUSINESS
DOESN'T FLOW.

; OWNERLESS
‘A Freedom by Design

STRATEGIC OWNER

Vision. Direction. Impact.

DELEGATING OPERATOR

oy Systems run the team.
m You lead the business.

TEAM-RELIANT
an The team runs it.

You support and coach.

. OWNER-DEPENDENT
- The business runs

because you do.

CLIMB THE LADDER. UNLOCK FREEDOM. MULTIPLY IMPACT.
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BUSINESS RUNS WITHOUT YOU

ONMOR

———— LEVELD ——

OWNERLESS®

FREEDOM BY DESIGN.

YOU ENJOY THE FREEDOM

. TIME FREEDOM

FINANCIAL FREEDOM
The business generates
wealth without you.

(_

TEAM SYSTEMS METRICS RESULTS o n e
LEADS SUSTAIN DRIVE GROW —
- F‘;ﬁf;?"" Work when you want,
l T Live where you want.

LEGACY FREEDOM
A lasting impact that
outlives your involvement.

THE BUSINESS RUNS. THE TEAM LEADS. LIFE IS YOURS.

Impact without your presence. Legacy without your labor.

~

@ Your time is your own.
You choose how to use it.

— = i pa—

R - =
SOUNDS LIKE THIS THE WORK AT LEVEL 5 THE FREEDOM THE RESULT |
“It's taken care of.” vﬁ_ (4 Strengthen the culture. ' More time. /J The business grows ‘
“We've got it handled.” o — | 4 Develop the next leaders. # M. Nore cholées. I I stronger without you.
. E o= [ Protect the mission. ; ™ Your team thrives. ‘
“Here’s the update. ; i More impact. : e
p . ) [ Design what's next. -—  More joy Your impact multiplies. |
We hit the goal. & Invest in the future. : Your legacy compounds. |
“Here’s what's next."
LEGACY > PERSONAL INVOLVEMENT THIS IS THE GOAL. COMPOUNDING IMPACT.
.-ll LS AN
- THE TEST: |
‘@ Can the business grow while you are absent—on purpose? ‘ @ You made it.
If yes, you've built an Ownerless Business.
A

THE OWNERLESS BUSINESS LADDER™




FIVE-MINUTE SELF-ASSESSMENT

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 B - AUTHORITY & SYSTEMS C - TRANSFERABILITY

1. If | disappeared for two weeks, the 4. The principles behind our key 7. The business could be sold or
business would make /ess money, decisions are written down, not just transferred to someone outside the
not just stall. in my head. family and keep running.

2. Most days, decisions wait on me 5. My team is allowed to act on 8. Strategic and capital decisions
before the team can move. what's documented without could be made without me for an

3. I'm the one who resolves checking with me first. extended period.
inconsistencies between how 6. We run on dashboards and ranges, 9. The brand and the relationships
different employees handle the and the team responds to the flags don't depend on my personal
same situation. before | do. 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.



THE 90-DAY PLAN

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.



WHERE TO GO FROM HERE

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

e 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.

e 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.

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

THE OWNERLESS BUSINESS LADDER™ THE OWNER SHIFT - THEOWNERSHIFT.COM



