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The Navigator—the operational counterpart to the Visionary—is essential at every stage, but the role evolves
dramatically as the company grows. At scale, the Navigator isn't just running operations. They're building systems
that run without them, developing other leaders, and ensuring the IDEA System scales across teams and layers.

Navigator Name

Date

Navigator Role Evolution

Founder-Operated Do everything. Be the ops person. Execution, survival, wearing every hat

(~1-15)

Foundation Building Build the first systems. Install meeting Roles Chart, Weekly Meeting,

(~15-40) rhythm. Scoreboard

Early Scaling Scale the systems. Develop team leads. Operating Agreements, Team

(~40-150) Scorecards, 9-Box

Scaling (~150+) Lead through leaders. Own the system, Navigator Council, System health,
not the work. succession

Current State Assessment

What stage are we in, and what should the Navigator be focused on?

What is the Navigator still doing that should be delegated?

What should the Navigator be doing that they're not yet?

Building the Navigator Council

From Swirl to Scale | M. W. Stockhowe & Associates LLC | swirltoscale.com | Page 1



At scale, the Navigator can't manage every team directly. The Navigator Council is the group of operational leaders
who each own a piece of the system—their team's rhythm, scorecard, and people processes. The Navigator coaches
this council.

Council Member What They Own Development Need

Visionary—Navigator Relationship Health

Rate each dimension 1-5:

We have a regular 1:1 cadence (weekly or biweekly)

We trust each other's domain and don't step on each other's toes
We can disagree productively and reach decisions

The team sees us as aligned—not sending mixed signals

We have clear lanes: Visionary = direction, Navigator = execution

What's working well in the Visionary—Navigator partnership?
What's the biggest source of friction, and how will we address it?
What does the Navigator need from the Visionary to be more effective?

What does the Visionary need from the Navigator?
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