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STRATEGY ALIGNMENT BRIEF | DIRECTIONAL SIGNAL FROM THE TWO-WEEK READ

Scaling: when the company outgrows how it runs

Sample brief, anonymized. Built for a peer whose company roughly doubled headcount in
ayear on growth capital; cadence and role map unchanged since half the size.
BRIEF 2 PAGES - 4 MINUTE READ

FOR CEOS AND CHROS DOUBLING HEADCOUNT JULY 2026

IF YOU ONLY READ THIS PARAGRAPH

The strategy is right and the growth is real. But the operating cadence, the way decisions actually get made, was
built for a company half this size and is quietly cracking. Role boundaries that were obvious at 200 people are
contested at 450. And the strategy the exec team is sure it communicated arrives to the managers in a different
shape. The company outgrew its operating model, and that model is now the constraint the new headcount was
supposed to relieve. The read below is anchored to the growth plan itself, and every finding is a distance from it.

ALIGNMENT PULSE, READ AGAINST THE THESIS (0 TO 10)

Five dimensions from one senior vantage point, each read against the critical moves the thesis names. The moves are the coordinate system; the
transcripts underneath the scores are the finding.

Strategy clarity | 75
Execution translation | 4
Cross-functional

N | 3.5
coordination
Decision speed | 5
Team confidence ] 6.5

The signature hypergrowth shape: clarity holds near the top, coordination sits lowest. The gap opens in the handoffs between
teams that were one team a year ago.

THE THREE MISALIGNMENTS MOST LIKELY TO STALL THE NEXT STAGE

Two strong signals and one emerging pattern. Labels are defined in the closer.

STRONG SIGNAL

1. Cadence built for half this size

The planning rhythm, review
meetings, and decision gates were
designed at half the headcount. At
this size they either bottleneck,
because everything waits for the
same room, or drift, because teams
stop showing up. The cadence
now sets the speed. The strategy
does not.
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STRONG SIGNAL

2. Obvious roles are now
contested

At 200 people everyone knew who
owned what without a chart. At 450
the boundaries blur: two teams
both think they own the handoff, or
neither does. Work falls between
owners or gets done twice, and
nobody names it because it used to
be obvious.

EMERGING PATTERN

3. Strategy lost in translation

The exec team communicated the
strategy and believes it landed. By
the time it reaches the managers
carrying it to teams, it has become
three different versions. The gap is
not disagreement. It is telephone
across a management layer that
doubled.
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WHAT IS ACTUALLY CAUSING THIS

Growth added people faster than anyone re-cut the operating model, the role map, and the path strategy travels to
reach managers. Leadership compensates with more meetings and more Slack, which reads as growing pains. It is
really a company running its next stage on its last stage's operating system.

Benchmark: companies that re-cut cadence, roles, and the path strategy travels to managers before they double reach a stable
operating rhythm roughly a quarter sooner than those that wait for the cracks to show in the numbers.

THREE MOVES, NEXT 30 DAYS

Sequenced. A cadence for the current size gives the new boundaries somewhere to land.

Re-cut the operating cadence

Redesign the planning and review
rhythm for the current size. One
decision forum per layer, keyed to
the few metrics that matter. It

replaces the meetings it obsoletes.

The company learns the new
cadence by running on it.

Publish the role-boundary delta

A re-org will not do this. One page
naming the dozen handoffs that
are now contested, who owns
each, effective when. Contested
work stops falling through the day
the boundaries are public, because
ownership becomes visible instead
of assumed.

Instrument what managers
heard

Check what the managers one
layer down actually believe the
strategy is, in their words, and close
the gap at the source. Re-
communicating louder does not fix
telephone. Measuring where it
breaks does.

WHERE A QUARTER OF THE NEW CAPACITY GOES

Directional. Order of magnitude from company size and observed drift frequency.

At this drift level, the practical cost is speed: coordination latency and duplicated work consume roughly a quarter of the
capacity the new headcount was supposed to add. On a growth plan underwritten to the next milestone, that is the
difference between hitting the raise or scale moment on plan and explaining why more people did not translate into
more output.

THE FIRST 90 DAYS, COMPRESSED
Read this as sequence. The order matters more than the dates.

0to 30 30 to 60 60 to 90
Operating cadence re-cut and running; Legacy meetings retired; contested
role-boundary delta published; manager-  handoffs assigned by name; manager-
belief check underway. belief gaps closed at the source.

Cadence normalized; coordination re-
measured; the next stage running on an
operating model built for it.

Read this as a directional signal from one senior vantage point, labeled by confidence. It is not a diagnosis.

Findings carry confidence labels. A strong signal was directly observed and repeatedly evidenced. An emerging pattern has multiple
indicators that are not yet triangulated. A hypothesis to validate is plausible and explicitly unproven. You can act on a labeled finding
because you know how much weight it bears.

The Comprehensive Audit (6 to 10 executive interviews) validates these signals against your own leadership team and produces the
shared operating model. TL Partners Strategy Alignment Audit, instrumented by Alyn. Related reading: The Chief Work Officer. Full
library at tlpartners.biz/library.
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