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FROM CHAOS TO SYSTEMS

SAMPLE PREVIEW

One complete step.
From insight to
application.
Rather than showing isolated pages, this preview lets you experience one

complete part of the method: first understand the issue, then apply the

same thinking to your own business.

01 READ THE FRAMEWORK
STEP 1 - Reassessment

Does Your Business Have a System - or Are You the

System?

02 APPLY IT TO YOUR BUSINESS
STEP 1 - Business Systems Health Check

Use the workbook to assess where your own system

needs attention.

The complete bundle continues through all 10 steps.
Each step helps you move from observation to assessment, decision, and

practical improvement.
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STEP 1

Reassessment
Does Your Business Have a System — or Are You
the System?

Let's start this chapter on a lighter note.

I've heard that there are three people you should always be
completely honest with: your doctor, your lawyer, and your
accountant.

But there is one more person you need to be completely honest
with.

The person you see in the mirror every morning.

When it comes to their own business, most owners already
know where the problems are. They know what weighs on
them, what isn't working the way it should, and where the
business depends too heavily on them. Sometimes, all it takes is
a little jolt — a moment to stop and ask yourself the right
questions.

Does this scenario sound familiar?

You're the first to arrive and the last to leave. Your phone never
stops ringing. Sales asks whether they can offer a discount.
Purchasing asks whether they can place an order. Finance asks
which bill should be paid first. A customer has a complaint and
insists on resolving it with you personally.

Your employees are capable, but over the years they have
learned that the safest thing to do is ask you.

You go home exhausted, but with the feeling that you have once
again “saved the day.”
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In the early stages of a business, this is often part of the daily
routine — and, to some extent, a necessity. The owner is the
driving force behind the business. Their energy, knowledge,
relationships, speed of decision-making, and willingness to
solve problems personally are what allow the company to
grow.

But it is very easy to slip into something that feeds our ego
— the feeling that everything depends on us.

That is often where the problem begins.

Even when business owners know that being involved in every
part of day-to-day operations is not sustainable in the long run,
somewhere along the way they may begin to enjoy the feeling
that they are indispensable — that nothing can be resolved
without them.

A manager once said something to me that I still remember:

“That's the manager's paradox — if everything works without
me, what am I here for?”

But that is precisely the difference between solving problems
and managing a system.

As a business owner or executive, you carry the greatest
responsibility. But that does not mean you have to personally
solve every problem or make every decision.

As your company grows, your role in it has to change as
well.

What was necessary when the company had only a handful of
employees can become a constraint when it has twenty, fifty, or
a hundred.

That is why you need to ask yourself a question that may be
uncomfortable:

Am I really running my business today — or have I built a
business that cannot function without me?
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Change begins with recognizing the answer.

In the chapters ahead, we will see how responsibility can
gradually be transferred to other people without the owner
losing control of the business. Quite the opposite: the goal is to
build systems that give you real control without requiring you
to be involved in every operational detail.

Because in the long run, no business should depend on a single
person.

And anyone who has spent years building a business probably
wants what they have created to last — even when the day
comes to step away and hand it over to a successor or someone
else who will lead the company into the future.
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STEP 1 — REASSESSMENT
Business Systems Health Check

What this tool is for

A growing business can appear to be working well while becoming increasingly
dependent on a small number of people — often including the owner.

Customers are served. Orders are completed. Problems are solved. The business
keeps moving.

But that does not necessarily mean there is a strong system behind it.

The purpose of this assessment is to identify early signs that your business may
depend  too  heavily  on  individual  knowledge,  constant  intervention,  informal
agreements, or improvisation.

Do not answer based on how the business is supposed to work.

Answer based on what actually happens.

HOW TO COMPLETE THIS ASSESSMENT

For each statement, choose the answer that best describes your business today:

Rating Meaning

1 Rarely true

2 Sometimes true

3 Mostly true

4 Consistently true

There is no neutral middle option.

If you are unsure, choose the lower score.

For each section, add your four ratings.
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14–16 11–13 8–10 4–7

STRONG NEEDS ATTENTION AT RISK CRITICAL

Do not calculate one overall score.

A strong result in one area does not cancel a critical weakness in another.

A. OWNER DEPENDENCY

1. The business can operate for several days without requiring the owner's direct
involvement in everyday decisions.

○ 1 ○ 2 ○ 3 ○ 4

2. Employees generally know which decisions they can make without asking the
owner.

○ 1 ○ 2 ○ 3 ○ 4

3. Customer issues, purchasing decisions, operational problems, and internal
conflicts do not routinely escalate to the owner.

○ 1 ○ 2 ○ 3 ○ 4

4. A two-week absence of the owner would not significantly disrupt important
operations.

○ 1 ○ 2 ○ 3 ○ 4

YOUR RESULT

Section score: ______ / 16

What to notice: Statement 4 is particularly important. A business may appear to
function independently while the owner is still available to answer questions,
approve decisions, and solve exceptions.

B. CLARITY & RESPONSIBILITY

5. People understand what they are responsible for and what authority they have.

○ 1 ○ 2 ○ 3 ○ 4
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6. Important activities and business results have a clear owner.

○ 1 ○ 2 ○ 3 ○ 4

7. When something goes wrong, it is clear who is expected to act.

○ 1 ○ 2 ○ 3 ○ 4

8. Responsibilities do not depend primarily on informal knowledge of “who usually
takes care of it.”

○ 1 ○ 2 ○ 3 ○ 4

YOUR RESULT

Section score: ______ / 16

What to notice: An organizational chart and job titles do not necessarily mean that
responsibility is clear.

C. WAYS OF WORKING

9. Important work is performed reasonably consistently regardless of who performs
it.

○ 1 ○ 2 ○ 3 ○ 4

10. Employees know what to do when the normal process does not apply.

○ 1 ○ 2 ○ 3 ○ 4

11. Recurring problems lead to changes in the way work is done rather than
repeated temporary fixes.

○ 1 ○ 2 ○ 3 ○ 4

12. The way work actually happens is reasonably close to how management
believes it happens.

○ 1 ○ 2 ○ 3 ○ 4

YOUR RESULT

Section score: ______ / 16
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What to notice: Having procedures does not necessarily mean that processes are
under control. An agreed way of working needs to survive pressure, exceptions,
deadlines, and personnel changes.

D. INFORMATION & CONTROL

13. Reliable information about the state of the business is available without
manually collecting it from several people or sources.

○ 1 ○ 2 ○ 3 ○ 4

14. Key operational information is available when decisions need to be made — not
only after the reporting period.

○ 1 ○ 2 ○ 3 ○ 4

15. Different parts of the business generally work with the same version of
important information.

○ 1 ○ 2 ○ 3 ○ 4

16. When an important indicator moves outside an acceptable range, someone
notices and knows that action is needed.

○ 1 ○ 2 ○ 3 ○ 4

YOUR RESULT

Section score: ______ / 16

What to notice: Reporting has limited value if the underlying information cannot
be trusted.

E. MANAGEMENT MODE

17. Management spends more time directing and improving the business than
solving everyday operational problems.

○ 1 ○ 2 ○ 3 ○ 4
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18. Management meetings normally result in clear decisions, responsibilities, and
follow-up.

○ 1 ○ 2 ○ 3 ○ 4

19. Important problems are usually identified before they become urgent.

○ 1 ○ 2 ○ 3 ○ 4

20. Business priorities are not routinely displaced by unexpected operational
problems.

○ 1 ○ 2 ○ 3 ○ 4

YOUR RESULT

Section score: ______ / 16

What to notice: Busy management does not necessarily mean effective
management.

YOUR STEP 1 RESULTS

Bring your five section results together.

SCORE GUIDE

14–16 11–13 8–10 4–7

STRONG NEEDS ATTENTION AT RISK CRITICAL
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Area Score Status

Owner Dependency ___ / 16
○ Strong ○ Needs Attention

○ At Risk ○ Critical

Clarity & Responsibility ___ / 16
○ Strong ○ Needs Attention

○ At Risk ○ Critical

Ways of Working ___ / 16
○ Strong ○ Needs Attention

○ At Risk ○ Critical

Information & Control ___ / 16
○ Strong ○ Needs Attention

○ At Risk ○ Critical

Management Mode ___ / 16
○ Strong ○ Needs Attention

○ At Risk ○ Critical

STEP BACK AND LOOK

You have now looked at your business from five different angles.

Start with the area that received the weakest result.

Then look at the individual statements within that area. Your lower-rated answers
will help you see what is not working well today.

If two areas have similar results, consider which one is creating the greater problem
for the business today.

What is the most important weakness this assessment has revealed?

Use that as the basis for your Step 1 finding.
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DECIDE — YOUR STEP 1 FINDING

Primary finding

The most important weakness identified in this assessment is:

Business consequence

If we leave this unchanged, the most likely consequence is:

Evidence

What have you seen in the business that supports this conclusion?

CARRY THIS FORWARD

Keep your Primary Finding, Business Consequence, and Evidence.

You  will  use  what  you  uncover  across  the  workbook  to  decide  what  deserves
attention first and what action to take.

Do not try to identify the root cause yet.

The next steps will help you investigate what is behind this finding.
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FROM CHAOS TO SYSTEMS

YOU'VE SEEN STEP 1

Continue through
the complete 10-step
system.
The next nine steps move from reassessment into business focus,

organizational structure, key people, information systems, procedures,

management information, reporting, learning, and long-term sustainability.

THE COMPLETE BUNDLE

From Chaos to Systems
Complete book - PDF + EPUB

Business Systems Workbook
Complete practical workbook - PDF

$50
Immediate digital access

fromchaostosystems.com

https://fromchaostosystems.com/


