
G U I D E

How to Spot a
Zombie in Your
Business
Your business has structure that looks alive and isn't. One
question tells you which is which.
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W H A T  A  Z O M B I E  I S

Structure that looks alive and isn't.
A zombie is a part of your business that has the look of maturity without the habits
underneath it.

The software is bought. The language is in use. The org chart says the role exists. Then pressure arrives,

and none of it holds. The work collapses back to whoever used to carry it, and everyone quietly works

around the thing you paid for.

This is not a people problem, and it isn't a sign anyone was careless. It is what happens when a
company adopts the structure of a later stage before building the routine that structure depends on.

Growth makes it more likely, because growth rewards moving fast on structure and costs you nothing

until the pressure comes.

The test is always the same. Does this hold under pressure, or does it
collapse back to an earlier stage when conditions get uncomfortable?

That question is worth more than any audit. You already know where the answer is no. Most owner-

leaders can name two before finishing this page.
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W H Y  T H E Y  M A T T E R

A zombie costs more than the gap it
was meant to close.

You pay twice
Once for the tool, the title, or the process document.

Again for the workaround your team builds because the first thing doesn't hold.

They hide the real constraint
A dashboard nobody opens still counts as reporting on the org chart.

A documented process nobody follows still counts as operations.

So the thing actually holding back your next stage stays invisible, and the next investment goes to
the wrong place.

They make the real fix harder to sell
When the last system didn't work, your team has every reason to be skeptical of the next one.

Credibility is the quiet casualty, and it is the expensive one to rebuild.

None of this shows up in a monthly number. It shows up as the feeling that you are spending more and

moving the same speed.
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W H E R E  T H E Y  H I D E  ·  1  O F  2

The signals, in the words owners
actually use.
These are the patterns we see most often in growing companies. Read them as prompts, not a
scorecard. One that makes you wince is worth more than a page of ones that don't.

Leadership & Strategy
Your managers have titles, and the decisions still come to you.

Empowerment is stated. Authority is not.

You step back into execution to settle an ambiguity, and it centralizes again.

The Offering
What you sell changes depending on who is selling it.

Your standard package carries constant exceptions.

Margin erosion has stopped being remarkable.

Sales & Marketing
Qualification rules exist and get bypassed whenever the pipeline looks thin.

The CRM is in use, and the stages don't constrain anything.

Forecasts get debated instead of trusted.

Operations
Processes are documented and bypassed.

Exceptions accumulate quietly and nobody owns the pile.

Firefighting is normal enough that it no longer gets mentioned.
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W H E R E  T H E Y  H I D E  ·  2  O F  2

Finance
The books exist and nobody trusts them.

Results get adjusted to preserve a narrative.

The close slips every time the business gets busy.

Business Intelligence
Reports are produced and not read.

A dashboard was purchased before anyone defined what it should show.

Numbers get quoted selectively to win arguments.

People & Culture
Job titles without authority behind them.

Accountability applied one way with some people and another way with others.

Performance conversations avoided, or softened until they carry nothing.

A zombie is not a failure of effort. It is a structure your business grew
into faster than it grew the habit.

The seven groupings above are the seven areas of the Business Maturity Framework, which is how we

read a business when we sit down with one. Zombie signals are part of what that read surfaces, and

they tend to cluster in the area that is actually holding you back.
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W H A T  T O  D O  A B O U T  I T

Don't buy anything yet.
The instinct when you find a zombie is to replace it. That is usually the wrong first move
and the expensive one.

Name the habit, not the tool
The tool is almost always already there. What's missing is the routine that would make it load-
bearing, and a person who owns that routine by name.

Install it by running it
Habits don't arrive through documentation. Run the process at the real cadence, with real stakes,
until skipping it feels wrong.

Check it under pressure
A month of comfortable operation proves nothing. The proof is a busy month where the close still
lands, or an out-of-scope ask that gets answered by the agreement instead of absorbed.

The most expensive thing in a growing business is structure nobody
uses.
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Want to know which parts
of your business are

actually alive?
The Business Maturity Framework scores seven areas of your business

across five life-stages and names the one constraint holding back your
next stage. Thirty minutes on a discovery call tells us both whether there's

something here worth working on together.

Schedule Your Discovery Call

L I B E RTA S CO LO R A D O.CO M

https://www.libertascolorado.com/schedule

