GROW SMART Mike DeJong

ROADMAP

From Operator to Owner

This roadmap is designed to walk you through the exact journey from being a reactive operator
to becoming a true strategic owner. Every stage builds on the last, and how seriously you
commit to this process will determine how much freedom, profit, and sanity you gain.

Each section includes a place to write your start and finish dates. Use them. Setting deadlines
creates structure and urgency.

You'll also find a place to set a reward for completing each stage. This is critical. Human
behavior is driven by outcomes, and if your brain doesn’t associate effort with a feeling of
progress or pleasure, you're more likely to quit. A reward doesn’t have to be expensive. It could
be a night off, your favorite meal, a weekend away, or time with someone you love. But make it
something you look forward to. Link accomplishment to pleasure, and you'll begin rewiring
your mind to chase execution instead of procrastination.

After each stage, actually claim your reward. That completion energy will carry you into the
next stage.

Start Date:

Target Completion Date:
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STAGE 1:

The Awakening: Identify Your True Role

Objective: Get radically honest about whether you're operating or owning.

Tasks:

[ ] 1. Complete the “Owner vs. Operator” self-assessment.
D 2. Journal what you learn. Where are you in denial?
3. Write a paragraph titled: “Why | must stop being the operator.”

4. Describe in vivid detail what your life looks like 5 years from now if nothing
changes: the stress, exhaustion, and missed opportunities.

Then write what your life could look like if you take full ownership: freedom, leverage,
pride, and time with your family.

6. Share your realizations with someone you trust. Say them out loud.

0o 0o o O

7. Choose and write down one daily habit you'll change immediately to move toward
owner mode.

Start: Finish:

Reward:
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STAGE 2:

Mindset Mastery: Shift into Visionary Mode

Objective: Transform how you think about leadership, ownership, and yourself.

Tasks:

[ ] 1. Define your personal and business “Why.”

[ ] 2. Visualize and describe your ideal future as a true owner.

D 3. Commit to the 100/0 ownership mindset. Write it, sign it, post it.

[ ] 4. Write down 3 limiting beliefs holding you back, then reframe each one.

D 5. Create a “Future Self” letter: Who are you 12 months from now?

Start: Finish:

Reward:
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STAGE 3:

Systems Building: Automate the Chaos

Objective: Document and implement key processes to create freedom.

Tasks:

[ ] 1. Identify the top 5 tasks you handle every day and create SOPs.

[ ] 2. Pickoneand delegate it completely, then track results.

[ ] 3. Builda Knowledge Base: Google Drive, Notion, or OneDrive.

D 4. Pilot and refine every process before scaling.

D 5. Interview a team member and ask where they need a system to thrive.

D 6. Implement a recurring process-review rhythm (monthly or quarterly).

Start: Finish:

Reward:
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STAGE 4:

Leadership Factory: Build a Team That Leads
Themselves

Objective: Empower team members to lead with confidence.

Tasks:

[ ] 1. Identify 2 people with leadership potential.

[ ] 2. Have development conversations and build them a plan.

[ ] 3. Starta mentorship or peer-leader check-in rhythm.

[ ] 4. Letgo: Delegate one key decision permanently.

[ ] 5. Establish a “No Rescue Rule.” Let the future leader make and learn from decisions.

[ ] 6. Hosta short weekly leadership huddle with emerging leaders.

Start: Finish:

Reward:
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STAGE 5:

Metrics & Financial Mastery: Know the Score

Objective: Become a data-driven, cash-wise business owner.

Tasks:

[ ] 1. Choose 3 core KPIs that matter. Review weekly.

[ ] 2. Create a cash flow forecast 8 weeks out.

[ ] 3. Review profitability by location or product monthly.
[] 4. set 90-day goals using data, not hope.

D 5. Set up a visual dashboard for your top 3 metrics.

[ ] 6. Meetwith your bookkeeper or CFO monthly and ask: “What am | missing?”

Start: Finish:

Reward:
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STAGE 6:

Culture & Team Energy: Hardwire the Vibe

Objective: Build a place where people are proud to work.

Tasks:

[ ] 1. Define your 3-5 core values. Involve your team.

[ ] 2. Starteach meeting with wins & recognition.

[ ] 3. Build feedback loops (surveys, check-ins, suggestion box).

[ ] 4. Use cultural KPIs to track team health.

[ ] 5. Ask 3team members privately: “What’s one thing we can do to improve culture?”

D 6. Create a Culture Ritual: a habit that reinforces your values weekly.

Start: Finish:

Reward:
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STAGE 7:

Customer Engine: Build Loyalty Machines

Objective: Turn customers into raving fans.

Tasks:

D 1. Document your Customer Service Recovery System.

[ ] 2. Audit your customer journey. Where do people get frustrated?

[ ] 3. Addone automation to improve speed or delight.

[] 4. set up monthly feedback and follow-up rhythms.

[] 5. Identify one part of your customer experience that you can improve so you can surprise

and exceed expectations.

[ ] 6. Train your team on “Make it right” principles and let them own it.

Start: Finish:

Reward:
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STAGE 8:

Resilience & Adaptability: Become Anti-Fragile

Objective: Build a business that bends but never breaks.

Tasks:

[ ] 1. Write a personal “Worst Case/Recovery” playbook.

[ ] 2. Identify one area where you're too rigid and build a flexible system.

[ ] 3. Setaquarterly “What If” brainstorming session with your team.

D 4. Train 2nd-tier backups for every critical role.

[ ] 5. Create a“Contingency Binder.” Include logins, vendor contacts, SOPs.

D 6. List 3 crises you've survived and what they taught you.

Start: Finish:

Reward:
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STAGE 9:

Legacy & Exit Readiness: Own the Endgame

Objective: Make sure your business can live and grow without you.

Tasks:

[ ] 1. Define your exit strategy: Sell? ESOP? Next-gen family?

] 2. Identify and groom a successor.

[ ] 3. Document your brand, culture, and legacy in a Founder’s Handbook.

D 4. Set a transition timeline, even if it's 5 years away.

[ ] 5. Listyour “non-negotiables”: What must be protected after you're gone?

[ ] 6. Schedulea quarterly “future-proof” review with your key team.

Start: Finish:

Reward:
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FINAL DECLARATION

On this date, | completed the Grow Smart Roadmap and earned the right to
live like an owner:

Completion Date:

How | Celebrated:

My Next Goal:
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