
C A S E  S T U D Y

T H E  S I T U A T I O N

A founder-CEO had built an enterprise rights and royalty management
platform (SaaS, $15M ARR) from scratch — serving Fortune 500
entertainment companies including major studios and music labels. The
product was winning. The company was growing. But every decision still ran
through one person.

T H E  A P P R O A C H

The founder initially believed the problem was delegation — he just needed
to let go. The Five Whys revealed the real issue: he wasn't a micromanager
— he was a missing operating system. The fix wasn't delegation; it was
building the infrastructure for independent decision-making:

1
Diagnose the Bottleneck
Mapped every decision flowing through the CEO. Identified that the root cause
wasn't team confidence — it was a system that rewarded escalation and
punished independent judgment.

2 Document the Judgment
Built sales plays capturing the thinking behind decisions — when to lead with
ROI vs. compliance, discount frameworks, objection handling. Turned founder
intuition into repeatable playbooks.

3 Define Decision Rights
Established clear boundaries: what decisions teams could make
independently, what required escalation, and what constituted 'good enough'
without the founder's approval.

4
Install the Operating System
Deployed playbooks, defined authority, established accountability cadence.
Sales team went first as the pilot — then extended the model across the
organization.

T H E  R E S U L T S  —  1 8  M O N T H S

T H E  V O O C S  L E N S  —  R E P L A C I N G  T H E  H E R O  W I T H  T H E  S Y S T E M

V
VISION
Become the platform of record
for digital rights licensing — and
build a company that runs
without the founder in every
meeting.

O
OUTCOMES
Every playbook tied to a
measurable outcome: deal
velocity, win rate, escalation
reduction. No process change
without a metric attached.

O
OWNERSHIP
Decision rights explicitly defined.
Each team knew what they
could decide, what they could
spend, and when to escalate —
no more guessing.

C
CADENCE
Weekly pipeline reviews
replaced ad-hoc CEO check-ins.
Problems surfaced in rhythm
meetings, not in Saturday email
marathons.

S
SCALE
Sales plays and documented
judgment replaced tribal
knowledge. The system worked
whether the founder was in the
room or not — and kept working
after the exit.

F O U N D E R  S C A L I N G  &  O P E R A T I N G  S Y S T E M  B U I L D

From Founder Bottleneck to Scalable Operating System
in Enterprise Software
How a founder-CEO recognized he was the bottleneck in his own company — and built the decision frameworks, playbooks, and
authority structures that let a 100-person team operate independently. First sales play deployed in week 3; team closed a deal
without the founder by week 6.

100+
E M P L O Y E E S  S C A L E D

3x
D E C I S I O N  V E L O C I T Y

F500
C L I E N T  P O R T F O L I O

Exit
S T R AT E G I C  S A L E

System
R E P L A C E D  T H E  H E R O

CEO working 12-14 hour days, still unable to complete strategic work — spent
an entire Saturday in email without touching a critical Gartner deliverable

Team had been told 'you're empowered' but the system rewarded checking
with the boss — decisions stalled waiting for founder input

No framework for which decisions could be made independently vs. which
required escalation

New hires created more decision intersections, making the bottleneck worse
as the company grew

Institutional knowledge lived in the founder's head — no playbooks, no
documented judgment, no repeatable processes

DECISION SPEED

Days → Hours
Deals moved without

founder

SALES CYCLE

Slow → 3x
Faster

Playbooks replaced
escalation

CLIENT BASE

Strong → F500
Universal, Sony, EMI

TEAM
INDEPENDENCE

Zero → High
Decisions without CEO

CEO FOCUS

Tactical →
Strategic

Freed from daily ops

OUTCOME

Bottleneck →
Exit

Sold to strategic buyer

“I wasn't a micromanager. I was a missing operating system. The moment I stopped being the answer to every question and
started building frameworks that worked without me — the company took off.”

—  F O U N D E R - C E O ,  E N T E R P R I S E  S A A S  P L AT F O R M
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