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BOTTLENECKAUDIT

THE FIVE DEPENDENCY CATEGORIES

These categories appear repeatedly regardless of industry, business model, or company size. Understanding them

CATEGORY #1:
DECISION DEPENDENCY

This is the most common form of owner dependency.
Employees and managers continually seek approval before
taking action. Questions arrive throughout the day.

e Canwedo this?

e Should we move forward?

e What would you do?

e Canyou approve this?
At first glance, each request seems small. Collectively, they
consume enormous amounts of leadership attention.
Decision dependency often develops because decision-
making authority was never clearly defined. People are
unsure where the boundaries are. As a result, they default
to the safest option: Ask the owner.

AUDIT QUESTIONS

Ask yourself:

*  What decisions require my approval?
* What decisions repeatedly come back to me?
* What decisions could someone else reasonably

provides a powerful lens for diagnosing bottlenecks.

CATEGORY #2:
PROBLEM-SOLVING DEPENDENCY

Many founders become the organization's chief problem
solver. Whenever an obstacle appears, people immediately
involve the owner.

e The owner resolves customer complaints.

e The owner handles conflicts.

e The owner fixes operational issues.

e The owner steps in whenever something goes wrong.
This creates a dangerous pattern. People stop solving
problems. Instead, they escalate problems. Over time, the
organization's problem-solving capacity becomes
concentrated in a single individual.

ﬁ AUDIT QUESTIONS

Ask yourself:

* What problems regularly reach me?

*  Which of these should have been solved before
reaching me?

*  Where do people seek answers instead of
finding answers?

r CATEGORY #3:
@%J COMMUNICATION DEPENDENCY
In some businesses, information flows through the owner.

e Teams communicate through the founder.
e Departments coordinate through the founder.
e Managers update the founder instead of
communicating directly with one another.
The owner becomes the hub of the organization's
communication network.
This may feel productive. It is not scalable.

As complexity grows, communication bottlenecks grow
with it.

AUDIT QUESTIONS
Ask yourself:

* Do people use me to communicate with others?

e Amlregularly relaying information between
departments?

* Are managers communicating directly with
each other?

* Would communication continue effectively
without me?

make? * How often do | solve problems that should
*  Where am | involved out of habit rather than belong to someone else?
necessity?
CATEGORY #4:

CUSTOMER DEPENDENCY
—

Many businesses build strong customer relationships around the founder. In the beginning,
this is often an advantage.

e Customers trust the owner.

e Customers know the owner.

e Customers want access to the owner.
The problem emerges when growth depends on maintaining that direct relationship.

e Customers insist on speaking with the founder.

e Major accounts depend on founder involvement.
e Critical relationships cannot be managed without the owner.

At this point, customer dependency becomes a growth constraint.

AUDIT QUESTIONS

Ask yourself:

*  Which customer relationships depend primarily on me?

*  Which customers expect direct founder involvement?

® Could key accounts be managed effectively without me?
*  Where am | still acting as the primary relationship owner?

SCORING YOUR AUDIT

CATEGORY #5:
ACCOUNTABILITY DEPENDENCY

This category is often the least visible. In some businesses, accountability only exists when
the owner is present.

e Projects move forward because the owner follows up.

e Deadlines are met because the owner checks progress.

e Performance improves because the owner monitors results.
The owner becomes the accountability system.
Without them, momentum slows.
This is one of the clearest indicators of an immature management layer.

a AUDIT QUESTIONS

Ask yourself:

¢ What would stop progressing if | stopped following up?

* What projects rely on my oversight?

* Where am | acting as the accountability mechanism?

e What commitments would likely be forgotten without me?

Now it's time to evaluate your business. For each dependency category, assign a score from 1 to 10.

Q DECISION DEPENDENCY

1 = Decisions rarely require me 1= Problems are solved

independently independently

10 = Nearly every important
decision requires me 10 = Most problems reach me

me

SCORE: SCORE:

SCORE:

Add the scores together. The result is your Founder Bottleneck Score™.

5-15
LOW DEPENDENCY

Your business is developing
independence. Focus on
strengthening ownership

structures. III

16-30
MODERATE DEPENDENCY

You have capable people, but
dependency still exists in

several areas. Significant

improvement opportunities I I I
remain.

PROBLEM-SOLVING COMMUNICATION
% DEPENDENCY DEPENDENCY
1= Teams communicate

10 = Information flows through

UNDERSTANDING YOUR SCORE

8 CUSTOMER ACCOUNTABILITY
DEPENDENCY DEPENDENCY

1 = Customer relationships are 1 = Accountability exists without

distributed me

10 = Key customers depend on 10 = | am the accountability

me system

SCORE: SCORE:

[ TOTAL SCORE: /50

31-40 41-50

HIGH DEPENDENCY CRITICAL DEPENDENCY
Your business relies heavily on The business depends on you in
your involvement. Growth and nearly every major area.

freedom are likely constrained. Without intervention, growth

III will become increasingly III
1 difficult. ]



