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Operational
Optimization

The next stage of growth does not require you to become less entrepreneurial.
It requires the company to become less dependent on you.

THE OBJECTIVE

Preserve the speed, customer instinct, and entrepreneurial energy that
built the business while installing the clarity, accountability, and operating
discipline required to lead a middle-market company.

Founder-to-CEO Field Guide



GALATI INTEGRATION GROUP | OPERATIONAL OPTIMIZATION GUIDE

How to Use This Guide

This guide is for a founder whose company has outgrown the management habits that worked when the
business was smaller. It is especially relevant when acquisitions, new locations, additional service lines, or
rapid hiring have created a leadership team that must now operate as one company.

A PRACTICAL WARNING

Operational optimization is not a collection of isolated improvement projects. Itis the deliberate
design of how the company sets priorities, makes decisions, coordinates work, measures
performance, and holds leaders accountable.

The shift you are leading

The founder-led company The scalable operating company

The founder sees and solves most problems Leaders own outcomes within clear authority
Priorities change as new issues appear A small set of enterprise priorities guides tradeoffs

. . . Information moves through defined cadences and

Information travels through relationships .
reporting

Strong people compensate for weak processes Repeatable processes support strong people

Decision rights and operating principles make context

Decisions depend on founder context
transferable

What optimization should produce

o Aleadership team that understands what it owns and can make decisions without waiting for the CEO.

Avisible set of company priorities connected to department roadmaps and resources.

Reliable information that exposes issues early enough to act.
o Core processes that work consistently across locations, brands, or acquired businesses.

A CEO who spends more time shaping direction, talent, culture, and growth than resolving preventable
operating breakdowns.
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1. Diagnose Founder Dependence

Before redesigning the organization, determine where the company still relies on the founder as its
operating system. Founder dependence is not a character flaw. It is a predictable consequence of building
quickly through judgment, relationships, and personal intervention.

Founder-dependence diagnostic

Signal What it may indicate

Leaders repeatedly ask, “What does the Strategy and decision principles have not been translated into usable
CEO want?” guidance.

T E20) (e e feriie Sieems Escalation rules, management capability, or process ownership is

weak.
Meetings produce updates but few The cadence lacks defined purposes, owners, and decision
decisions requirements.

Prioriti f tl t L
r(-znrzzvlzj IR L EC TR The company has no portfolio-level prioritization discipline.

Functional leaders work hard but operate . .
The executive team has not formed a shared enterprise agenda.

separately
Results surprise leadership late in the Metrics, data ownership, and early-warning mechanisms are
month insufficient.

Integration decisions were deferred or never assigned to accountable

Acquisitions remain separate businesses
owners.

REFLECTION
Where does the company pause, drift, or become political when you are unavailable? Those are the
first places to install clarity, not simply more oversight.

Choose the first three constraints

Do not attempt to optimize the entire company at once. ldentify the three constraints that most directly
prevent growth or create recurring executive intervention. Examples include leadership ambiguity,
unreliable financial reporting, inconsistent branch execution, weak manager capability, fragmented
systems, or an undefined customer journey.
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2. Define the Operating Strategy

A vision describes where the company is going. An operating strategy explains how the company will win
and what it must be capable of doing consistently. Without it, departments make reasonable decisions
that do not add up to one coherent company.

The CEO's operating strategy

Question Required clarity

Markets, customers, services, brands, and geographies that receive

Where will we play? .
investment.

The few capabilities or customer promises that make the company

H ill in?
owwitwe win meaningfully different.

Processes, systems, data, policies, and customer experiences that must be
common.

What will we standardize?

What will remain local? Decisions that stay close to branches, brands, customers, or functional

experts.
What must be true in 12 months? Measurable enterprise outcomes, not a long list of activities.
What will we stop doing? Work, offerings, exceptions, or projects that dilute focus.

Translate strategy into department commitments
Every senior leader should produce a concise operating plan containing:

e Purpose: why the function exists and the business outcomes it owns.

e Current-state constraints: the most important performance or capability gaps.
e Future-state design: how the function must operate at the next stage of scale.
e Organization: roles, decision rights, capacity, and critical talent gaps.

e Roadmap: three to five priorities with milestones, dependencies, and owners.
e Measures: a small set of outcome and leading indicators.

CEO TEST

If each department executed its plan perfectly, would the plans combine into the company you
intend to build? If not, the executive team has completed functional planning, not enterprise
planning.
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3. Build a Real Senior Leadership Team

A group of department heads is hot automatically a leadership team. A senior leadership team owns the
performance of the whole company, resolves cross-functional tradeoffs, and acts with one voice after
decisions are made.

Set the leadership contract

e Enterprise first: leaders optimize the company, not only their departments.

e Disagree in the room, align outside it: debate is expected; fragmentation afterward is not.

e Bring decisions, not ambiguity: the owner frames the issue, options, recommendation, and
consequence of delay.

e Noinvisible failure: material risk is surfaced early, with a recovery plan.

e Ownership survives delegation: leaders may assign tasks but remain accountable for outcomes.

e Priorities require tradeoffs: adding work requires an explicit decision about what moves or stops.

Clarify each executive role

Role element What must be explicit

Outcomes The results the leader is accountable for producing.
Authority Decisions the leader can make without additional approval.
Interfaces Where the role must coordinate with other functions.
Escalations The conditions that require CEO or team involvement.
Measures How the team will know the role is succeeding.

COMMON FOUNDER TRAP

Giving a leader a title and a large assignment is not the same as transferring authority. If the founder
continues to reverse decisions, bypass the leader, or solve issues directly with the leader's team,
the organization learns that authority still sits with the founder.
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4.

An

Establish the Operating Rhythm

operating rhythm is the recurring sequence through which the company reviews performance, makes

decisions, coordinates priorities, and escalates risk. The answer is not necessarily more meetings. Itis
giving each interaction a specific job.

Cadence Purpose Typical output

. . Surface urgent service, safety, customer, cash, or Assigned action or
Daily operating pulse . . .

capacity exceptions. escalation

Weekly business Review leading indicators, commitments, and emerging

. . Owner and recovery plan
review variance.
Weekly executive Resolve enterprise tradeoffs and cross-functional Recorded decision and
decision forum decisions. accountable owner
Monthly performance Corrective action and

Assess financial and operational results against plan.

review resource shifts

uarterly strate Revisit priorities, capacity, risks, and strategic . L
Q . y &Y p. pactty g Updated enterprise priorities
review assumptions.

Rules for useful leadership meetings

Send standard information in advance. Meeting time is for interpretation, decisions, and
commitments.

Name one owner for every issue and one decision-maker for every decision.

Separate performance review from project status whenever possible.

Record decisions, owners, due dates, and changes to priority in one visible location.

End when the purpose is complete. A consistent rhythm does not require a consistently full calendar.

CEO DISCIPLINE
When you solve an issue in the meeting, also ask why the operating system did not solve it before it
reached you.
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5. Create Decision Clarity

As the company grows, slow or inconsistent decisions become a hidden tax. The objective is not to
document every possible decision. Focus on recurring decisions that cross functions, carry material risk,
or routinely rise to the CEO.

Decision-rights framework

Decision Recommends Decides Must be consulted Must be informed
Annual operating priorities Executive team CEO Board / sponsor Company leaders
Senior leadership hire Functional leader CEO HR + affected peers Executive team
. . . CEO/CFO . .
Major system investment Business owner IT, Finance, users Executive team
threshold
Process standard across . . .
L Process owner Executive sponsor Impacted functions All locations

acquisitions
Cust ti b Fi / Legal

ustomer exception above Operating leader Named authority inance /L.egal as Affected teams
threshold needed

Use the table as a starting point and tailor thresholds to the company. The important outcome is that
people know who develops the answer, who makes the call, who meaningfully contributes, and who simply
needs visibility.

Escalation should be conditional

e Financial exposure exceeds a defined threshold.
e Customer, employee, safety, legal, or reputation risk is material.
The issue affects more than one function or business unit and owners cannot resolve the tradeoff.

The decision conflicts with an enterprise priority or operating principle.
A committed outcome is atrisk and the recovery plan requires additional resources or a changed
deadline.
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6. Manage Performance Without Becoming the Bottleneck

The CEO needs a line of sight into performance without personally pulling every thread. A useful scorecard
combines business outcomes, leading indicators, and a small number of operating-health measures.

A balanced executive scorecard

Dimension Examples Question answered

A delivering th i
Financial Revenue, gross margin, EBITDA, cash, working capital re we defivering the economic

plan?
. . . Are customers choosing and

Customer Booking, retention, complaints, NPS, callbacks . g

trusting us?
. . - . . e Can the operating engine support

Operations Capacity, productivity, cycle time, quality, utilization P geng PP
growth?

People Critical vacancies, regrettable turnover, manager Do we have the leadership and

P capability talent required?
. . . . . L Are we building the future
Transformation Integration milestones, adoption, benefit realization

company?

Require a recovery narrative
A red metric is not a complete management update. The accountable leader should explain:

e What changed and when it became visible.
The likely root cause, distinguishing evidence from assumption.
The current business impact and expected trajectory.

The corrective action, accountable owner, and next proof point.

Any decision or resource needed from the executive team.

DO NOT REWARD CONCEALMENT
If leaders are punished for bringing bad news early, the CEO will receive better-looking reports and
worse business outcomes.
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7. Standardize Without Smothering the Business

Optimization does not mean centralizing every decision or forcing every acquired company to operate
identically. Standardize what creates leverage, control, reliable data, and a consistent customer or
employee experience. Preserve local variation where it strengthens market responsiveness.

Standardize first Often preserve locally

Financial controls and chart-of-accounts discipline Local relationships and market knowledge

Core KPI definitions and reporting calendar Tactics used to reach local customers

Customer, employee, safety, and legal controls Reasonable service or product variation

Leadership roles, escalation paths, and decision rights Local scheduling within common guardrails

Critical master data and system governance Cultural traditions that do not undermine the model
Enterprise procurement where scale creates value Vendor choice where local economics are superior

Assign process ownership

Every enterprise-critical process needs one owner accountable for its design, performance, controls,
documentation, and improvement. The owner does not perform every activity. The owner ensures the
process works from end to end across departmental boundaries.

INTEGRATION PRINCIPLE
Do not ask, “Which legacy company has the better process?” Ask, “What process does the
company we are building require?”
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8. The CEO's New Job

The founder's work does not become less important as the company scales. It becomes more leveraged.
The CEO increasingly creates value through direction, people, resource allocation, culture, and the design
of the operating environment.

Spend more time on Spend less time on

Strategic direction and critical choices Re-solving routine operational issues

Building and coaching the senior team Managing around senior leaders

Allocating capital and leadership attention Launching unprioritized initiatives

Defining culture through consistent behavior Using personal intervention as the default control

Requesting ad hoc information already available

Studying customers, markets, and future capabilities
elsewhere

Testing whether the operating system works Becoming the operating system

The pause before intervention
When you see a problem, ask these questions before stepping in:

1. Who owns this outcome?

2. Does that person have the authority, information, and capability to resolve it?

3. Is this anisolated miss or evidence of a systemic breakdown?

4. What happens to the leader's authority if | intervene directly?

5. What coaching, decision, or operating-system change would prevent recurrence?

A BETTER INTERVENTION
Instead of taking the problem away from the leader, clarify the outcome, set the guardrails, establish
the next checkpoint, and let the leader return with the answer.
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9. A 90-Day Optimization Roadmap

Period Primary objective CEO and leadership-team actions

Agree on 3 enterprise constraints; clarify 12-month

Days 1-30 Diagnose constraints and define .
. . outcomes; assess founder dependence; map senior
Create clarity the future operating model.
roles; stop or pause low-value work.
. . ) Launch leadership contract; establish scorecard; define
Days 31-60 Build the minimum viable neh feadership
N . decision rights; implement weekly and monthly
Install discipline operating system. .
cadences; assign process owners.
Approve department operating plans; coach leaders
Days 61-90 L
Make the new model real through through real decisions; address talent gaps; test
Transfer . . . . L
. leadership behavior. escalations; measure whether CEO intervention is
ownership L
declining.

Measures of early progress

e The senior team can name the same three to five enterprise priorities.

e Every priority and material process has one accountable owner.

e Executive meetings regularly produce documented decisions and commitments.

e Performance risks surface earlier and include recovery plans.

e Department roadmaps show dependencies and resource tradeoffs.

e The number of routine decisions requiring CEO involvement begins to fall.

e Acquired businesses increasingly operate through shared definitions, controls, and leadership
expectations.
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10. Founder-to-CEO Working Session

Use these prompts with the senior leadership team. The objective is honest operating clarity, not polished
answers.

Direction

What are the three outcomes that matter most over the next 12 months? What are we willing to stop or
delay to achieve them?

Notes:

Leadership

Where are roles, authority, or executive expectations unclear? Where does the team still depend on the
CEO to resolve normal tradeoffs?

Notes:

Performance

Which results surprise us too late? What leading indicators would give us time to intervene?

Notes:

Process

Which recurring breakdowns create the most customer friction, rework, cash leakage, or executive
attention?

Notes:

Integration

Where are we still operating as separate companies? Which differences create value, and which simply
reflect unfinished decisions?

Notes:

CEO leverage

What work can only the CEO do? What work is the CEO doing that another leader should own?

Notes:
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Operational Optimization Checklist

Strategy

0 The company has 3-5 measurable enterprise priorities.
0 Leaders understand what will be standardized and what will remain local.

U Work that does not support the priorities has been paused or stopped.

Leadership

[ Executive outcomes and authority are explicit.
[ The senior team operates under agreed leadership behaviors.

O Critical capability or talent gaps have owners and plans.

Execution

[0 Department operating plans connect to enterprise priorities.
O Cross-functional dependencies are visible.

OO0 Every major initiative has one accountable owner and clear milestones.

Cadence

[0 Each recurring meeting has one defined purpose.
O Performance, decisions, and project execution have appropriate forums.

O Decisions and commitments are recorded and revisited.

Performance

U The executive scorecard includes outcomes and leading indicators.
[0 Metric definitions and data owners are clear.

O Off-plan results include recovery plans.

Scale

[ Enterprise-critical processes have named owners.
[0 Core controls and data definitions are consistent across acquisitions.

J CEO involvement is increasingly focused on direction, talent, and growth.
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The Standard for Success

The company is not optimized when every process is documented or every metric is green. It is optimized
when leaders can consistently turn strategy into coordinated action, identify problems early, make sound
decisions at the right level, and improve the business without requiring the founder to personally drive
every outcome.

THE ULTIMATE TEST
Can the company move with the founder's ambition without depending on the founder's constant
intervention?
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