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The Founder Is Not the Operating System

A Practical LEAD with EASE Implementation Checklist for Scaling
Without Burning Out

Promise

This checklist helps founders identify where they are still carrying too much of the business
in their own head, and where simple changes to clarity, decision rights, support, and
empowerment can improve the wellbeing and performance of the company.

Use it when growth feels exciting but messy, when decisions keep coming back to you, or
when good people seem busy but not fully trusted, aligned, or enabled.

The Core ldea

Progress often begins with the unreasonable founder, the person who sees what others
tolerate and says, “This is not good enough.”

But progress only scales when that founder stops being the operating system.

A founder-led company becomes healthier when responsibility, decision-making, learning,
and improvement are distributed through the team.

That is the purpose of LEAD with EASE.
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The Five Signs You Are Still the Operating System

Tick any that apply.

1. Decision Bottlenecks

1 People wait for your approval on decisions they should be able to make
1 You are copied into too many conversations

1 Meetings end with “we need to ask the founder”

I Progress slows when you are unavailable

I You regularly make decisions without enough time or context

Course Correction: Define decision rights. Make clear who recommends, who decides,
who advises, and who must be informed.

2. Context Hoarding

U Important commercial, customer, or strategic knowledge sits mostly in your head
1 Team members do tasks without understanding the wider intent

1 People do not know what “good” looks like unless you explain it

1 The same questions keep returning

I You often say, “ltis just quicker if | do it myself”

Course Correction: Share intent before instruction. Teach the thinking behind the
decision, not just the task.

3. Fragile Delegation

1 Delegation feels like abdication or micromanagement

1 You delegate tasks but not authority

1 People are accountable for outcomes they cannot control
[ Mistakes lead to blame, rescue, or withdrawal of trust

I You frequently take work back when pressure rises
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Course Correction: Delegate with constraints. Agree the outcome, boundaries,
resources, escalation triggers, and review rhythm.

4. Low Challenge, High Compliance

1 People agree in meetings but hesitate afterwards

1 Bad news arrives late

I Juniors or specialists do not challenge assumptions

1 People optimise for pleasing you rather than solving the problem
[JThe team avoids difficult conversations

Course Correction: Build psychological safety with standards. Make speaking up
expected, useful, and safe, without lowering accountability.

5. Exhausted Growth

1 The company is growing, but energy is falling

[J Success creates more chaos rather than more confidence
1 Strong performers are carrying weak systems

1 Recovery time is treated as a luxury

1 The business depends on heroic effort

Course Correction: Treat wellbeing as system health. Improve clarity, workload, recovery,
relationships, and autonomy.
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The LEAD with EASE Implementation Checklist

L, Learn
Before changing the business, learn what is really happening.

1 Map where decisions currently stall

1 Identify the top five repeated founder interruptions

1 Ask the team: “What do you need permission for that you should be trusted to decide?”
1 Review the last three avoidable mistakes and identify the system causes

[ Identify where people are unclear about role, priority, or authority

Theory behind it: Organisational learning, psychological safety, systems thinking, and
human factors.

E, Educate

Turn founder instinct into shared understanding.

1 Explain the strategic intent behind the next 90 days

1 Define what “good” looks like for each critical function
[1Share the commercial logic behind key decisions

1 Teach the team the risks you are watching

1 Create a simple decision guide for common situations

Theory behind it: Bandura’s self-efficacy theory, Locke and Latham’s goal-setting theory,
and shared mental models.

A, Advise

Guide without becoming the answer to everything.

1 Replace “do this” with “what do you recommend?”
1 Set advisory office hours rather than constant interruption
1 Ask for options, trade-offs, and risks before giving your view
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1 Use after-action reviews after important decisions
1 Coach decision quality, not just task completion

Theory behind it: Coaching psychology, adult learning, reflective practice, and intent-
based leadership.

D, Delegate
Move authority to where the information and competence sit.

[1Select one decision category to remove from the founder
1 Agree the decision owner

[ Define decision boundaries

1 Agree when escalation is required

1 Review the decision after the fact, not before every action

Theory behind it: Self-Determination Theory, autonomy-supportive leadership, role clarity,
and distributed leadership.
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Implement with EASE

Explore

LIWhat problem are we really solving?

LIWhat is visible, and what is being avoided?

L1Where are people working around the system?

L What would the team say if they felt fully safe to speak?
LIWhat is the cost of doing nothing?

Align

L1 What are the top three priorities this quarter?
L1Who owns each priority?

LI What decisions can they make without approval?
LJWhat does success look like?

L What must we stop doing?

Support

L1 What capability does the team need?

LI What process would reduce friction?
LIWhat feedback loop is missing?

L Where is workload unsustainable?

1 How do we recover after intense periods?

Empower

L1Who can now lead without waiting?

L1 What authority can move closer to the work?
U How will we learn from mistakes?

L1What does the founder no longer need to own?
[ What behaviour will we reward?
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The 5E Company Wellbeing Check

Score each from 1 to 5.

1 =weak or unclear
5 = strong and consistent

1. Energy

Do people have sustainable energy, or are they surviving on urgency?
Score:___ /5

2. Engagement

Do people care, contribute, and speak up?

Score:___ /5

3. Effectiveness

Does the business convert effort into useful outcomes?
Score:___ /5

4. Empowerment

Can capable people act without waiting for permission?
Score:___ /5

5. Endurance

Can the company perform under pressure, recover, and keep improving?
Score: ___ /5

Total Score: /25

© 2025 James Hardie — Course Correction Consulting Ltd. The EASE Framework™ is a
proprietary model developed by James Hardie to support the creation of psychologically
safe, empowered, and strategically aligned teams. All rights reserved.



RECTIOY
o* So

Interpretation

5to 10: The founder is probably carrying too much of the system.

11 to 17: The company is functioning, but growth may expose weaknesses.

18 to 22: The foundations are strong, but decision rights and recovery may need attention.
23 to 25: You have the basis of a scalable, healthy operating system.

The 30-Day Founder Course Correction
Week 1: Reveal Reality

Map bottlenecks, repeated interruptions, unclear decisions, and hidden dependencies.

Week 2: Create Alighment

Define the top three priorities, decision owners, and non-negotiable standards.

Week 3: Build Support

Introduce one feedback rhythm, one learning review, and one process improvement.

Week 4: Empower Action

Move one meaningful decision away from the founder and review what happens.

Founder Reflection

Complete these five sentences.

1. The decision | need to stop owning is:
2. The person or team ready for more authority is:
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3. The constraint they need is:

4. The supportthey needis:

5. The success measure will be:

Final Reminder

The unreasonable founder starts progress.

The disciplined founder scalesiit.

You do not need to become less ambitious. You need to build a company that can carry
ambition without depending on your constant intervention.

The founder is not the operating system.

The founder designs the system.

Theory Map

This checklist draws from:

George Bernard Shaw, progress and the “unreasonable man”
Amy Edmondson, psychological safety and team learning

Albert Bandura, self-efficacy and agency

Deci and Ryan, Self-Determination Theory

Locke and Latham, goal-setting theory

David Marquet, intent-based leadership

Richard Rumelt, strategic diagnosis and coherent action

Job Demands-Resources theory, sustainable workload and energy
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e Human factors and Crew Resource Management, shared mental models,
communication, and decision-making under pressure

What Now?

If this checklist revealed that too many decisions still depend on you, that is not a personal
failure. It is a design signal.

Book a Lead with EASE Clarity Call and we will identify the first three course corrections
that could reduce founder dependency, improve team confidence, and help your business
scale without burning out.
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