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A LIGHTPATH ADVISORY FIELD GUIDE

The Founder's
LLadder

Five rungs between running every decision and

building a company that runs without you. Find out

which one you're standing on.

Operating systems for founder CEOs scaling past themselves.




START HERE

If you started the business

and still run every

decision, the ceiling is you.

You know growth has stalled because you've become the bottleneck. You just don't

have the breathing room to step out of the work long enough to fix it.

Most founders don't have a strategy problem. They have an operating system
problem. The difference between a company that depends on you and one that runs

without you is not talent, funding, or market. It is where you stand on a ladder most

founders never climb.

THIS GUIDE GIVES YOU THREE TOOLS WE USE INSIDE ENGAGEMENTS

The Leadership Ladder

The five rungs of founder execution, with a recognition test for each so you can place

yourself honestly.

The Execution Ledger

A way to see why your team does or doesn't move without you.

The Truth-Hope Self-Assessment

A five-minute audit of where the business actually stands.

ONE RULE BEFORE YOU START

Be honest about where you are. Don't round up. The climb only works if your

starting point is the truth, not the version you tell your board.




TOOL 01 - THE LEADERSHIP LADDER

Five rungs. Most founders
never leave the first one.

The rung you're on determines what your team can do without you, and how fast the
company can grow. Read each one, run the recognition test, and place yourself before you

read the rest.

Contributor

RUNG

The Visionary

Has ideas. Starts initiatives. Abandons them when they get hard. Reacts to problems. The

team functions as firefighters.

Your team can't respect you here. You're a liability, not a leader.

RECOGNITION TEST 5+ unfinished strategic initiatives from the last 2 years? Team waits for

"this quarter's priority" to pass? You revisit decisions you already made? You're Rung 1.

RUNG The Contributor

Completes some initiatives when it's convenient. Systems exist but get ignored under

pressure. Your team is still doing your thinking for you.

Better. But the team is managing you, not following you.

RECOGNITION TEST Initiatives finish only when the board asks? Systems ignored under
pressure? Team asks "Are we still doing X?" about things you announced? You're Rung 2.

HUne The Reliable Operator

Strategy is stable, execution is consistent. Systems are installed and maintained. Decisions

get made once and executed fully.

This is baseline competence. This is where you should have been all along.

RECOGNITION TEST Team executes without you following up? Systems run for quarters
without breaking? You can take a 2-week vacation without the company stalling? You're Rung
&



TOOL 01 - THE LEADERSHIP LADDER

The top two rungs are where the
company stops depending on you.
e The Intentional Leader

You set strategic direction. You build systems that scale. You develop other leaders on

purpose. The systems replicate without you in the room.

This is where transformation happens. Your team trusts you to lead.

RECOGNITION TEST You can disappear for a month and the company improves? Other
leaders run their functions without escalating? Systems documented well enough that new

hires execute them? You're Rung 4.

RUNG

The Systems Builder

Fierce resolve to build an enduring company. Personal humility in execution. Builds

infrastructure others run.

The paradox of Rung 5: a will of iron to build the enterprise, and an ego of nothing

that needs no recognition. Not loud. Not performative. Present, consistent, and

immovable.

This is the goal. Few founders arrive here. Fewer stay.

YOUR CURRENT POSITION

What rung are you Be honest. Most founders reading this are Rung

2 , . . .
on: 1 or 2. That's the reality. Accept it, then climb.

The rest of this guide is about the climb.




TOOL 02 - THE EXECUTION LEDGER

Your company runs on execution capital.

Every decision is a transaction. You're either building credibility with your team or burning

it. The ledger is how you see why they do, or don't, move without you.

DEPOSITS + WITHDRAWALS -

Initiative completed on time +10 Initiative abandoned -25
System that works without you +15 System ignored after install -30
Decision made and owned +10 Decision avoided -20
Quarterly plan hit +20 Blame shifted to team -30
Team member developed +10 Quarterly miss, no accountability -25
Proactive problem solved +10 Reactive firefighting mode =115

THE BALANCE

G e
-500 +200 +500 +1,000
SURVIVAL MODE EXECUTES WILLINGLY WELL-OILED MACHINE ROCKETSHIP

THE RULE

Five +10 deposits a week for a year is +520. One major withdrawal can erase weeks.

Consistency is the whole game.

If you've been inconsistent, assume you're starting at ~500 or worse. One good quarter doesn't erase

years of deficits. That's not discouragement. It's the math.




TOOL 03 - THE TRUTH-HOPE SELF-ASSESSMENT

Hold two truths at once: where
you are, and where you're going.

Transformation requires brutal honesty about the current state and unwavering belief in the
future one. Most founders pick one. You need both. Start with the truth. Score yourself 1 to 10

on each. Don't round up.

Execution consistency / 10
Systems reliability / 10
Team autonomy / 10
Leadership effectiveness / 10
Company financial health / 10
Face these numbers. Then hold the other truth alongside them: you will transform this
company. The gap between your score today and a 50 out of 50 is not a verdict on you. It's a
map. Every rung above is one of those numbers moving.
WHAT THE SCORE TELLS YOU

Under 25 25 to 40 Over 40

You're Rung 1 or 2. The You're climbing toward You're building systems that

business depends entirely on Reliable Operator. outlast you.

you.

Wherever you land, the next move is the same: install the operating system that takes you off the critical path.
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THE NEXT RUNG

You found your rung.
Now climb it.

If this guide named where you're stuck, the next step is a
conversation. Thirty minutes, no pitch, just a diagnostic look
at what's keeping you on the critical path and what it would

take to get off it.

Book a 30-Minute Conversation -

maxwell@lightpathadvisory.com - Tlightpathadvisory.com
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