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INFORMATIONAL PURPOSE AND DISCLAIMER

This guide is intended for informational and educational purposes only. It does not constitute professional, financial,
legal, tax, or organizational advice. Readers should consult qualified advisors on decisions specific to their
circumstances. Teel & Company disclaims any liability arising directly orindirectly from the use of this material.

NO PROFESSIONAL RELATIONSHIP

Receipt or review of this guide does not create a professional, advisory, accounting, or contractual relationship
between the reader and Teel & Company. Such relationships arise only through executed engagement agreements on
the terms set forth in those agreements.

FORWARD-LOOKING STATEMENTS

This guide includes general observations about enterprise-leader dependence and the structural conditions of
institutional resilience. Such observations describe structural conditions and do not constitute predictions of any
particular leadership transition, succession outcome, transaction, market condition, or financial result. Actual
outcomes depend on factors specific to each enterprise and may differ materially.
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affiliation between Teel & Company and Enterprise Science. Each institution operates independently under its own
publication and operating governance.
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THE FIVE ENTERPRISE DOMAINS

One condition, read in five places

Leadership is not one of the domains; it is the synchronizing function that runs across them. Absorbed into a single person, one condition surfacesin all

five—and is paid for in the last.

THE READING IS THE SAME IN EVERY COLUMN

Issued - May 2026

Each domain shows the same dependence from a different vantage: the synchronizing function held in a person rather than built into
structure. Read left to right, the condition moves from where it originates to where it is paid for.

DOMAIN 1
People + Alignment

Where the dependence is primary.

« Shared interpretation holds while the
leaderis present to hold it

« Priorities scatter when the leader’s
attention moves elsewhere

« Meaning is supplied by a person, not
anchored in reference points

« Alignment does not stabilize on its own

“Everyone knows what matters—
because I keep telling them.”

See Fieldwork Slide No. 02 - See Field Note No. 01-B

DOMAIN 2
Processes + Integration

Where the architecture does not renezw.

« The architecture is maintained by the
leader’s judgment

« What to fix, and when, is a personal call

« Structure does not adjust on its own as
the enterprise grows

« Renewal waits on the leader noticing

“It works because I know where
the joints are.”
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DOMAIN 3
Execution + Intelligence

Where motion slows to one person.

« Decisions route to the leaderas a
matter of course

« Execution moves at the speed of
escalation

« The team waits rather than resolves

« Throughputis capped by one calendar

“Bring it to me and I'll make the
call.”

DOMAIN 4
Customer + Interaction

Where the cost surfaces outward.

« Response speed and standard
depend on whether the leader was in
the path

« The same enterprise behaves like two
different ones

« The relationship is with a person, not
the institution

« Inconsistency the customer can feel

‘Ask for me and it gets handled.”

DOMAIN 5
Economics + Metrics

Where the condition is paid for.

« Margin absorbs the effort spent staying
coordinated around a person

« The costis real but neverappearsasa
line item

« Signals require the leader to reconcile
them

« The standing cost of synchronization
never made structural

“The numbers only make sense
once I've walked through them.

”
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SYMPTOM AND CAUSE

The symptom is not the problem

Each symptom of leader dependence has a familiar remedy. The remedy treats where the condition shows, not where it sits—so the symptom returns,
and the enterprise pays again.

ONE CAUSE, MANAGED FIVE TIMES
Each symptom presents as a recognizable problem with its own remedy. Each remedy reaches a registration of the condition—not the
condition. The enterprise pays lo manage one cause in five places.

THE SYMPTOM THE CONVENTIONAL REMEDY WHY IT REACHES ONLY THE REGISTRATION
Inconsistent I)roﬁtabl']ity Reprice; tighten the model. The synchronizing function is still lodged in a person, not the margin structure. The
variancereturns at the next cycle.

THE SYMPTOM THE CONVENTIONAL REMEDY WHY IT REACHES ONLY THE REGISTRATION
Slow decisions Install a new process. The process redistributes steps but does not relocate the decision that still routes
to one person. Velocity returns to the speed of escalation.

THE SYMPTOM THE CONVENTIONAL REMEDY WHY IT REACHES ONLY THE REGISTRATION
‘Talent attrition Launch a retention program. The program treats the symptom of capable people with no structural authority—
the authority the synchronizing function never released to them.

THE SYMPTOM THE CONVENTIONAL REMEDY WHY IT REACHES ONLY THE REGISTRATION
Fragilg customer rgla[jonships Diversify the book. Diversifying does not change that the enterprise responds through the leader. The
relationship is with a person, not an institution that holds without them.

THE SYMPTOM THE CONVENTIONAL REMEDY WHY IT REACHES ONLY THE REGISTRATION
Process fracturg under g‘rg@t]l Rebuild the systems. New systems fractureagain at the next scale, because the architectureis still
renewed by one person’s judgment. Each rebuild buys time, not resolution.

See Fieldwork Slide No. 05 - See Field Note No. 01-C
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HELD IN THE LEADER / HELD IN THE ENTERPRISE

From the leader to the enterprise
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Reducing dependence is the translation of what the leader holds into what the enterprise holds—and the difficulty of each translation, not the leader

doing less, is the structural project.

HELD IN THE LEADER

OPERATING STANDARDS
“How we do things” livesin the leader’s accumulated judgment.

DECISION FLOW

Critical decisions escalate to the leader—bottleneck and assurance both.

ENTERPRISE MEMORY
Why things are the way they are livesin one person’srecall.

ALIGNMENT
Shared interpretation holds because the leader is present to hold it.

CUSTOMER TRUST
The leader isthe relationship; customers stay for the person.

TRANSFER
bar length = difficulty

MECHANICAL

STRUCTURAL

STRUCTURAL

YEARS OF WORK

YEARS OF WORK

HELD IN THE ENTERPRISE

DOCUMENTED STANDARDS
Reference pointsand decision rights a new person can read and apply.

DECISIONS WHERE WORK SITS
Authority placed at the level of the work, with conditions for resolvingit built
there.

INSTITUTIONAL MEMORY
Rationale and precedent in records the enterprise can consult without the
leader.

SELF-STABILIZING ALIGNMENT
Interpretation that stays coordinated through reference points, not presence.

ENTERPRISE-HELD RELATIONSHIPS
Trust transferred to the institution; relationships that survive a change of
leader.

Reducing dependence is the translation of what is held in the leader into what is held in the enterprise. The longer the bar, the more the transfer takes time rather than instruction.

See Fieldwork Slide No. 07 - See Field Note No. 01-E
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COST-OF-DELAY TRAJECTORY

What the dependence compounds to

The cost of leaving the synchronizing function in a person is not paid at transition. It is set years earlier and compounds—each year the enterprise grows
around the leader rather than the structure.

INSTITUTIONAL RESILIENCE
CARRIED BY STRUCTURE

high
TRANSFER STARTED LA'I_'_E_ .
The leader’s absence
exposes the gap NEVER TRANSFERRED
.......................................................................... P000000000000E000000000a0000650C
low
EARLY - Growth years PLATEAU - The signal arrives TRANSITION - Leader exits
—— CARRIED BY STRUCTURE - - TRANSFER STARTED LATE -+ NEVER TRANSFERRED
Transferred through the growth years Begun once the plateau is felt Left in the leader to the end
Built into structure asthe enterprise grows. Resilience Possible but partial: years of accumulated dependence unwound Resilience stays flat. The cost isinvisible while the leader is
compounds; a leadership changeisatransition, not arupture. under time pressure. Resilience arrivesincomplete. present—and total at the moment the leader is not.

See Fieldwork Slide No. 03 - See Field Note No. 01-D
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DETECTION MARKERS

What it looks like, and what it shows
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Dependence is visible before itis named. The markers are not in the financials first—they are in how the enterprise behaves when the leader is, and is

not, in the room.

WHAT LOOKS FINE FROM ABOVE

The reassuring surface

ENGAGED LEADER

Present

Decisive, available,
across every detail.

RESPONSIVE TEAM

Fast

Things get done; the
leader keeps them moving.

STABLE CUSTOMERS

Loyal

Long relationships;
high retention.

CLEAR DIRECTION

Aligned

Everyone knows
what matters.

From above the enterprise reads as healthy— the markers of dependence sit just beneath.

WHAT THE MARKERS ACTUALLY SHOW

The structural reading

TIME OFF
“Fine”

The leader takes the
occasional week.

DECISIONS
Route inward

The calendarfills with decisions that should

resolve elsewhere—each small, all routed to

one person.

NEW WORK
Stalls on attention

Progress slows whenever the leader’s
attention turns elsewhere; the existing work
needs them to keep moving.

See Fieldwork Slide No. 06 - See Field Note No. 01-C
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THE STANDARD
Lives in a person

The team asks for direction on cases it has
seen before, because the standard is in
judgment, not structure.

ABSENCE
Accrues a backlog

Time away is not restful—it builds a backlog
only the leader can clear on return.

THE BOARD
Cannot describe continuity

No clear answer to what happens to
coherence if the leaderis unavailable fora
quarter—only that it would be difficult.

Illustrative midmarket enterprise markers for demonstration purposes.
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THE TRANSFER SEQUENCED

The transfer, sequenced over a horizon

Reducing dependence is sequenced work. The translations that take years are begun first; the mechanical work is resolved fastest. The horizon dictates
when each capability must be in place.

THE HORIZON DICTATES WHEN, NOT WHETHER

Because the hardest translations take years, the transfer must be sequenced—the mechanical work first, the work only time can do begun
earliest of all. Read the stages by when each must be in place.

BEGIN EARLIEST BUILD THROUGH RESOLVE FIRST THE TEST

What only time builds The structural work The mechanical work Coherence in absence

« Second-tier judgment that holds without the » Decision authority placed where the work sits « Operating standards documented and legible « The enterprise holds through a quarter without the
leader « Institutional memory in consultable records « Decision rights written down D

+ Customer trust transferred to the enterprise « Renewal on a structural cadence, not by notice « Reporting the enterprise produces of itself » Standards survive a change at the top

« Self-stabilizing alignment around reference points « Resilience precedes the transition that requires it

See Fieldwork Slide No. 08 - See Field Note No. 01-E
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