
B R U C E  &  E D D Y  ·  T H E  F R A M E W O R K

Every business has a ceiling.
Most owners don't know where
theirs is.
Every business starts with one person being all three layers at once. Growth is the

act of building layers underneath yourself — and you're rarely stronger than the

layer beneath you.

T H R E E  L A Y E R S  ·  T W O  Q U E S T I O N S  ·  O N E  S P I N E

Direction HUMANS

Sets intent, owns outcomes, reviews the whole thing. Accountability for the outcome lives here and doesn't leave.

HANDOFF Do we know what  it  did? Can we t ake over?

Intelligence AI

Notices what changed, decides what it means, acts within limits you've written down.

ACCESS Can it  see? Can it  act ?

Foundation SYSTEMS & PEOPLE

Holds the truth and does the repeatable work — software or a trained crew. Systems of record, documented process,

institutional knowledge, the work that happens without anyone remembering.

Governance — perm issions, records, lim its — runs through all th ree. It runs through everyth ing, or it isn't governance.

A layer rarely outperforms the one
beneath it. That's your ceiling.

Your AI won' t outperform the access feeding it,  and

everything built above the bottleneck is capability you' re

paying for and not receiving. Rarely, not never — a vendor

can supply your foundation, AI can be used to build one,

and low autonomy with high oversight is a legitimate

design.

H A V I N G  T W O  O F  T H E  T H R E E  L A Y E R S  F A I L S  P R E D I C T A B L Y

MI SSI NG DI RECTI ON

Fast , scaled, wrong
Things happen at volum e with  nobody's

nam e on  them . The tone was off for two

m onths and no one owned it.

MI SSI NG I NTELLI GENCE

Capped at  headcount
Good system s, good people, good

leadersh ip. Noth ing dram atic goes

wrong. It just gets qu ietly out-run .

MI SSI NG FOUNDATI ON

T he pilot  t hat  never ships
Im pressive dem os, noth ing that

survives production . The expensive one

— the m oney goes out before anyone

finds out.

Find your ceiling. Then raise it.
Free 17-question  check. No gate on  the resu lt. First call is free and there's no pitch  attached to it.
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