TL Partners POINT OF VIEW | WHAT THE AUDIT ACTUALLY READS

Anatomy of a Strategy Alignment Audit

The engagement from the value-creation thesis to a decision-grade readout: critical
moves, people and capabilities, decisions, capacity, work, and operating evidence.
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THE METHOD IN ONE PARAGRAPH

A Strategy Alignment Audit reads the company against the value-creation thesis leadership has chosen. We
work with the CEO and sponsor to lock the critical moves, then trace the people, decisions, capacity, and work
behind each one. In two weeks, the CEOQ receives a verdict by move, the evidence and confidence behind it, the
cost of drift, and actions for 30, 90, and 180 days. A five-day Directional Read is the stop gate when alignment
may not be the constraint.

Start with how value will be created

FRAME  The audit begins before the first interview. The CEO and sponsor state the economic
The audit needs a
coordinatesystem. gate, the value-creation thesis, and the few critical moves that must carry it. Each move
gets an owner, an outcome, a mechanism, and a boundary: what the company will stop

doing or refuse to do in order to make the move real.

Lockthemoves  Theauditdoes not grade the strategy. It makes the operating test explicit. A move such as
beforereadingthe  enterprise growth can go green while margin falls, delivery slows, and the value-creation
organization  thagjs fajls. The mechanism and boundary prevent that false positive. They tell us what
evidence matters and what a green verdict must mean.

THE CHAIN THE AUDIT FOLLOWS

WHAT Critical moves WHO HOW Evidence
The value- The few changes The accountable The decisions, The operating
creation thesis that must carry people, capacity, resource choices, data and work
and the the thesis, plus and capabilities projects, and traces that show
economic gate it what each move behind each operating whether the
must clear. forbids. move. cadence through move is landing.
which the work
moves.

That chain keeps the diagnosis out of abstraction. A leadership issue is assessed against the
work the thesis requires. An operating-system issue is traced to the decision, queue,
incentive, or resource choice producing it.

The Directional Read

. ENTRY POINT  The Directional Read is the first five business days. Its job is to answer three questions: is
et = e alignment likely to be the constraint, where is the evidence still thin, and would a full audit
change a decision leadership needs to make?
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INPUTS

What leaders say meets
what the company does.
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Likely constraint Evidence gaps Go / no-go

The read names what is
known, what is inferred,
and the data or operating
input needed to settle the
open claims.

The first trace shows where
a critical move appears to
stall and whether the cause
sits in people, decisions,
capacity, or work.

If alignment is unlikely to be
the constraint, the
engagement stops. If the
evidence says go, the
remaining work is already
scoped.

The Directional Read covers the first trace. It does not carry full verdicts across every critical
move, a complete decision-rights and capacity map, or the full cost and action plan. Those
outputs require the broader evidence set of the Strategy Alignment Audit.

Trace the moves through the operating system

The unit of analysis is work. We follow each critical move through ownership, decisions,
capacity, operating forums, and results. Interviews tell us where to look. The company

data and work traces tell us how much weight the claim can bear.

A TYPICAL TWO-WEEK EVIDENCE SET

Leadership and
operating input
Two CEO sessions,
six to ten executive
interviews, six to
eight shorter
interviews with the
operators carrying
the most exposed
moves, and
observation of an
operating forum
where work is
steered.

Strategy and
financial
evidence

Board and
operating
materials, ARR
bridge, churn,
bookings, margin
by cohort, the
economic gate,
and the stated
outcome for each
critical move.

Work and
capacity

The project
inventory, capacity
by move, work
claimed by no
move, the largest
cross-functional
handoffs, and the
teams carrying the
priorities
leadership says
matter most.

Decisions and
exceptions

Decision rights,
pricing and
contract
approvals,
timestamps,
escalation routes,
meeting cadence,
and the ten
choices that move
the most money or
time.

We ask the same questions of every move. What did leadership decide? What work exists
because of that decision? Who owns it? What capacity is pointed at it? Where does the work
wait? Which metric can look green while the move fails? What evidence would change the

verdict?

WHAT COUNTS AS DATA

A project inventory assembled from five systems is data. A pricing exception that took eleven
days is data. Two executives describing the same decision differently is data when the decision
trail shows which description governs the work. The audit uses qualitative and quantitative
evidence, and the claim carries the limits of both.
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Build the read from the work up

piacNosis - Days eight through eleven turn the evidence into a move-level diagnosis. Each critical move
Fenmoreaess I receives a red, yellow, or green verdict. The verdict is followed by the finding, where the work
stalls, what the drift costs, what would move it, and what leadership should leave alone.

Verdict by move

Is the work
pointed at the
move, and is the
move producing
the mechanism
the value-creation
thesis requires?

HOW FINDINGS ARE LABELED

Decision-rights
map

Who recommends,
decides, executes,
and can block the
choices that move
money, plus
observed latency
and escalation.

Capacity map
and kill list
Where capacity is
committed, what
work no move
claims, and which
work should stop
so the critical
moves can move.

Cost of drift

A directional range
built from the
capacity, delay,
margin, or revenue
evidence
available. The
arithmetic and
assumptions travel
with the number.

STRONG SIGNAL

Repeatedly evidenced

Visible in the work,
supported across sources,
and strong enough to act

EMERGING PATTERN

Multiple indicators

Material and still

incomplete. Leadership can
weigh it while the named

_________________ 1
1

Plausible and unproven
The test that would settle it
is named. The claim does
not carry a high-stakes

on. evidence is gathered. decision on its own.

The same discipline protects what works. A green move with clear ownership, an operating
cadence, and improving evidence stays green. The audit says leave it alone and prevents a
broad reset from damaging a working motion.

Turn evidence into decisions

READOUT
The CEO gets the full chain.

Days twelve through fourteen produce the readout. It opens with one page: the value-
creation thesis, verdict by move, the common constraint, the cost of drift, the three
decisions leadership should make now, and the moves that should remain untouched.

30 days

Ownership, decision rights, kill
decisions, and the operating
artifacts leadership can change
immediately.

90 days

Capacity moves, operating
cadence, instrumentation, and
the first evidence that the repair is
working.

180 days

The outcome measures,
capability changes, and
repeatable operating view
required to hold the gain.

The readout also carries a limits page. It states which data existed, what had to be
reconstructed, where customer truth is secondhand, what a two-week window cannot
establish, and which claims require targeted validation before action.
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PARTNERSHIP

The executives help make
the diagnosis usable.

AFTERWARD

Repair follows the
constraint.
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Serve the room that has to act

The CEO receives the findings first. Executives then help test the evidence and shape the
response. They know which decision was delegated, which exception became the rule, and
which work looks irrational until a customer or board commitment is visible.

The audit identifies whether a move is constrained by ownership, authority, capacity,
capability, or the flow of work. Leadership can then decide whether the repair belongs in the
system, the seat, or both. A planned executive change may still be right. The work makes the
requirement precise and prevents a successor from inheriting the same constraint.

WHO CAN SPONSOR THE WORK
The sponsor may be a CEO, operating partner, COO, CHRO, or Chief of Staff. The common
requirement is authority to act on the findings and access to the operating evidence behind
the critical moves.

What happens after day fourteen

Some readouts lead to a decision-rights reset. Some release capacity from work no critical
move claims. Some change the operating cadence, a role, or the leadership support around a
move. The diagnosis determines the repair.

Targeted validation is used where a high-stakes decision still turns on a thin claim. That may
mean customer input, a broader operating sample, a cohort analysis, or a deeper assessment
of one leadership requirement. The question and the evidence gap determine the test.

THE LIMITS OF THE INSTRUMENT

The audit begins with a stated value-creation thesis. It cannot substitute for one. A two-week
window cannot establish seasonality, observe every customer motion, or settle every capability
question. It can show whether the work is pointed at the critical moves, where the chain breaks,
how much the available evidence supports the claim, and what leadership should do next.

If you need to know whether alignment is the constraint, start with the five-day Directional Read. If the
decision already requires the full chain, run the two-week Strategy Alignment Audit.

Read the sanitized sample audit readout, or visit the TL Partners library.

thomas@tlpartners.biz - tlpartners.biz
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