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Manufacturing Founder Transformation

CASE STUDY

A founder moved from operational overload to strategic leadership, unlocking growth and
removing dependency from the business.

Project Type, Duration, Contribution

e Project type: One-to-one leadership coaching

eDuration: 6 months

¢ Contribution: Leadership structure, decision clarity, founder transition, accountability
rhythm

o Client category: Family business owner

e Client industry: Manufacturing

¢ Objective: Move from founder dependency to a stronger leadership system

Challenge

eFounder involved in almost every operational decision

e Team waited for approval before taking action

¢ Growth slowed because decisions moved through one person

e Family members had overlapping responsibilities

e Tension increased when accountability conversations became personal
eFounder wanted growth but struggled to release control

Strategy and Approach

e Mapped decision bottlenecks across production, operations, sales, and finance

e Clarified which decisions belonged to the founder, family members, and second-line
leaders

¢ Created a decision authority matrix with escalation rules

e Introduced weekly leadership meetings with a fixed agenda and ownership tracking

¢ Coached the founder on trust, delegation, authority, and strategic focus

e Supported difficult conversations between family members with clearer language and
boundaries

Results

¢ Decision speed improved by an estimated 40 percent

eRevenue grew by 18 percent during the engagement period

eSecond-line leaders began owning operational decisions

eFounder reduced day-to-day involvement and focused on growth, partnerships, and
strategy
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e Family tension decreased because roles and expectations became clearer

CASE STUDY

e Leadership meetings created visibility, rhythm, and accountability

Example of Work

e Leadership decision matrix

e Weekly executive meeting agenda

e Role clarity framework for family members

e Delegation and escalation map

eFounder reflection questions before key decisions

Takeaways

e Clarity removes dependency

e Structure reduces emotional conflict in family businesses

e Delegation works only when authority levels are clear

eFounders scale when they stop being the approval point for everything
e Leadership is a system, not a personality trait

Client reflection: “I stopped being the bottleneck.”
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