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This white paper is a companion to Chapter 45 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the
framework for the most disorienting transition in a founder's career — killing the version of yourself that got you here so you can
become the version that gets you there.

Why This Growth Factor Matters

The CEO's role changes fundamentally at each growth stage. The skills and habits that made you successful at $5M will actively hold
you back at $25M. The instincts that built the company from zero will prevent the company from scaling to $50M. And the hardest part
isn't learning new skills — it's unlearning old ones.

Most founders understand this intellectually. They've read about it. They nod when someone describes the “founder's trap." But when
the transition arrives — when the machine they built starts running without them and they feel useless in their own company — the
intellectual understanding evaporates. The discomfort is visceral. The instinct to go back to what worked — back to the meetings, the
details, the decisions — is overwhelming.

The founders who push through the discomfort build $50M companies. The founders who retreat to comfort stay at $25M forever. This
white paper gives you the roadmap for the transition — including the part nobody warns you about: the six months of feeling lost
before the new version clicks into place.



The Three Versions

Version 1: The Doer ($0-$10M)

The CEO does everything. Sells. Delivers. Hires. Manages. Handles client escalations personally. Writes proposals. Fixes the
website. IS the company. The business runs on the founder's energy, judgment, and work ethic. This is the heroic phase — and it
works, because at this scale, one exceptional person can outperform a mediocre team.

The crisis point: You become the bottleneck. The company can't grow past your personal capacity — your hours, your attention,
your decision-making bandwidth. Every escalation comes to you. Every decision waits for you. Growth stalls not because the market
is wrong or the product is wrong, but because the founder is maxed out.

The transition: Build systems that replace your judgment (playbooks, scorecards, SOPSs), hire leaders who can run functions without
you, and accept that they will do things differently — not worse, differently.

Version 2: The Builder ($10M-$25M)

The CEO builds the machine — the systems, playbooks, scorecards, team, culture, and rhythms that let the company operate without
the founder in every room. You're still operational. You still attend department meetings, review quality scores personally, ride along
on sales calls, and build the board packet yourself. But you're building alongside the team, not doing everything yourself.

This is the phase where most founders are happiest. The company is growing. The systems are working. The team is strong. You feel
both useful and important — you're building something visible, and you can see the impact daily.

The crisis point: The machine is built, and you don't know your new job. The playbooks are running. The scorecards are measuring.
The leadership team is meeting. The rhythm is locked in. And you walk into the office and think: "What am | supposed to do today?"
The instinct is to keep doing Version 2 work — attend meetings you don't need to attend, rewrite reports that don't need rewriting,
insert yourself into decisions that your VPs can handle — because it's comfortable and it feels productive.

The transition: Stop doing. Start leading. Let the machine run. Your job is no longer to build the machine. Your job is to lead the
people who run the machine.

Version 3: The Leader ($25M-$50M+)

The CEO leads the people who run the machine. Strategic, not operational. External, not internal. The calendar shifts from 80%
internal meetings to 80% strategic work — vision, partnerships, executive development, board management, industry relationships,
and culture protection.

This version feels wrong for the first several months. You feel like you're not contributing. You feel disconnected from the daily work
that used to give you energy. You feel useless. That discomfort is the signal that you're doing it right — not the signal that something is
wrong.

The Five Jobs of Version 3

Everything the Version 3 CEO does fits into five categories. If an activity doesn't fit one of these five, it belongs to someone else.

Job 1: Set Vision and Strategy

You are the chief storyteller. Where is the company going? Why does it matter? What does the future look like? This isn't a once-a-
year exercise at the annual offsite — it's a continuous activity of refining, communicating, and defending the strategic direction. The
board, the leadership team, the clients, and the market all need to hear the story from you.



Job 2: Build and Develop the Executive Team

You recruit, develop, and hold accountable the 4-6 people who run the machine. Your team builds the company. You build the team.
This means: coaching your executives in their 1:1s (using the MAP format from Principle #18), making the hard calls about who's in
the right seat and who isn't (Principle #43), and recruiting world-class talent for the seats that need upgrading (Principle #33).

Job 3: Allocate Capital

Strategic prioritization of resources. Where do we invest and where do we cut? This is the reinvestment discipline from Principle #28,
elevated to the CEO level — deciding between competing priorities, balancing growth against profitability, and making bets on the
future with imperfect information.

Job 4: Manage External Relationships

Board, investors, advisory board (Principle #20), strategic partners, industry associations, key clients (Tier 1 only). The CEO is the
face of the company externally. These relationships require personal investment — they can't be delegated.

Job 5: Protect the Culture

Set the tone. Guard the values. Model everything. Culture at scale (Principle #16) requires active CEO involvement — not in the daily
mechanics (captains and managers handle that) but in the strategic decisions about who gets promoted, what gets celebrated, and
what gets tolerated. The CEQ's behavior is the culture's thermostat.

What to Stop Doing

The Version 3 transition requires a "stop doing" list that's harder than any "start doing" list:

e « Stop attending department meetings. Your VPs run their functions. Trust them.

e « Stop reviewing individual quality scores. Your quality system (Principle #36) and your managers handle this.

* Stop riding along on sales calls. Your sales training engine (Principle #44) and your sales managers develop the reps.

« Stop building the board packet. Your CFO and COO assemble it. You review and present.

e < Stop writing playbooks. Your managers and top performers build and maintain them.

* Stop solving operational problems your team can handle. Every time you step in, you're telling your VP they can't handle
their job.

Each of these activities is something you're good at. Something you enjoy. Something that makes you feel useful. Letting go of them
feels like losing your value. It's not — it's making room for the value only you can create.

The Six-Month Timeline

The transition from Version 2 to Version 3 takes approximately six months. Knowing the timeline helps, because months one and two
feel terrible — and without context, most founders retreat.

Months 1-2: The Discomfort. You feel like a stranger in your own company. You walk around looking for things to do. You catch
yourself rewriting reports that don't need rewriting. You attend meetings you don't need to attend. You feel useless and disconnected.
Your spouse asks: "You've been coming home frustrated. What changed?" You say: "I don't know what my job is anymore."

Months 3-4: The Exploration. You start spending time on things you never had time for: industry relationships, strategic
partnerships, speaking engagements, mentoring other founders, thinking time, reading, and the strategic work that keeps getting
pushed because the operational work always felt more urgent.



Months 5-6: The Click. The new rhythm solidifies. You're working less and the company is growing more. You realize that your old
version — the builder who needed to be in every room — had actually been holding the company back. Your leadership team is better
without you in the details. Not because you were wrong — because your presence in the details prevented them from fully owning
their functions.

The signal of success: The company performs as well (or better) when you take two weeks off. That's the test. If the machine runs
without you for two weeks, you've made the transition. If it wobbles, you still have Version 2 dependencies to unwind.

The Loneliness

Nobody warns you about this part.

At Version 1, you were in the trenches with your team. You ate lunch together. You complained about clients together. You celebrated
wins together. You were one of them.

At Version 2, you were building alongside your team. You were in the room for the hard conversations. You designed the systems
together. You were their coach and their partner.

At Version 3, you're above the team. You see things they don't see — financials, board dynamics, strategic threats. You carry
concerns they don't know about — a potential acquisition, a key client at risk, a leadership gap you haven't addressed yet. You make
decisions that affect everyone and you can't always explain the reasoning.

It's lonely. Every CEO at this stage says the same thing. And the fix isn't to go back to Version 2 — that's regression, no matter how
comfortable it feels. The fix is to invest in relationships outside the company: CEO peer groups, executive coaches, mentors, your
advisory board, other founders who understand the weight. The isolation of Version 3 is the most underappreciated challenge in the
founder's journey — and the founders who address it build bigger, healthier companies than those who try to carry it alone.

Common Mistakes and How to Avoid Them

Mistake #1: Going back to Version 2 when Version 3 feels uncomfortable. The discomfort is the transition, not the problem. Sit
with it for 6 months before concluding that something is wrong.

Mistake #2: Hiring a COO and calling it a transition. A COO helps — but the transition is internal. You have to change what you do
every day, not just who reports to you.

Mistake #3: Confusing delegation with disengagement. Version 3 isn't checked out. It's strategically engaged. You still review
results, still hold people accountable, still make the hard calls. You just don't do the operational work anymore.

Mistake #4: Not investing in outside relationships. The loneliness of Version 3 is real. Peer groups, coaches, and mentors aren't
luxuries — they're survival tools.

Quick-Start Checklist

v [0 Identify which version you're currently operating as (honestly)

v O If Version 2: write the "stop doing" list — everything you do that your VPs should own
v [ Transfer 2-3 items from the stop list this month (with context and authority)

v [ Block strategic time on your calendar (Principle #12) for the five Version 3 jobs

v [ Accept the discomfort of the first 2 months — it's the signal, not the problem



v [0 Join a CEO peer group or hire an executive coach

v [0 Schedule your advisory board meetings (Principle #20) quarterly

v [ After 6 months: take 2 weeks off. Does the company run without you?
v [ If yes: you've made the transition. Protect it.

v [0 If no: identify the remaining Version 2 dependencies and unwind them.

Implementation Tools

Ready-to-use templates for this Growth Factor

m Version Assessment Quiz
Which version are you today?

ﬂ Stop Doing List Template

Identify and transfer operational activities

Version 3 Calendar Template
Columns: Version, Date, What Changed, Changed By, Approved By

a CEO Transition Timeline
The 6-month roadmap

m Loneliness Prevention Plan
Peer groups, coaches, and external relationships

This is Growth Factor #45 of 50. The three versions of the CEO parallel the five parts of this book: Version 1 corresponds to Part |
(Foundation), Version 2 to Parts II-1ll (Operating System and Scale Engine), and Version 3 to Parts IV-V (Machine and Enterprise).
The book has been preparing you for this transition since Chapter 1. The question isn't whether you can build the company to $50M.
It's whether you can become the CEO that $50M requires.

Get the book: The 50 Factor by Scott Scully

The 50 Factor by Scott Scully - Brought to you by Abstrakt Marketing Group - abstraktmg.com



