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Organizations rarely stop growing because strategy fails. They
stop growing because complexity outpaces alignment.

This is not a report on symptoms. It is an account of the system beneath them
— and of the discipline required to keep an organization aligned faster than its
own success can complicate it.
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A NOTE ON EXAMPLES & SCENARIOS

The executive scenarios and illustrative examples in this publication are fictionalized or anonymized composites drawn from recurring organizational patterns across
multiple industries. Outcomes described are illustrative. They do not represent, and should not be attributed to, any specific organization.

“Growth never creates chaos. It reveals the leadership systems that were never built.”
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THE THESIS

=== WHAT THIS PUBLICATION ARGUES

Growth is not limited by ambition.
It is limited by alignment.

For fifty years, executive attention has flowed toward strategy: where to compete, what to build, which markets to enter. That work matters,
and most leadership teams do it well. Yet a striking number of capable organizations, with sound strategies and real demand, quietly stop
compounding. The plateau is usually blamed on the market, the talent, or the technology. It is rarely any of those.

The argument is simple and, we believe, under-appreciated: every organization eventually becomes too complex for the organization
that created it. Growth is generative — it adds people, systems, customers, and decisions — and each addition quietly raises the cost of
coordinating the whole. When that cost rises faster than the organization’s ability to stay aligned, execution slows even as effort intensifies.
We call the management of that dynamic Growth Complexity Management™, and we believe it deserves the standing now given to
cybersecurity, risk, and Al governance.
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PART | - THE PROBLEM

PART | - THE PROBLEM

Where Growth Actually Stalls

IN BRIEF A plateau is a lagging indicator. By the time growth slows, its causes are years old.

By the time growth visibly slows, the causes are already old. A plateau is the financial expression of decisions about structure, decision
rights, and systems that were deferred one, two, or three years earlier. This is why it is so often misread: leadership looks for a recent cause
for a problem whose origins are no longer recent.

The more uncomfortable truth is that the organization usually did nothing wrong. It grew — adding capable people, new markets, new
systems — and each sound decision added a small, invisible increment of coordination cost. Studies of corporate longevity consistently find
that only a minority of companies sustain above-market growth for a decade or more; the constraint is rarely a shortage of opportunity, but
the accumulated weight of prior success carried by an organization never redesigned to carry it.

FROM PRACTICE - ILLUSTRATIVE
A Fortune 500 manufacturer traced a stubborn two-year plateau not to its markets, which were still expanding, but to a cluster of structural decisions
— decision rights, systems consolidation, a second tier of leadership — it had postponed while it was smaller.

“A plateau is not an event. It is a verdict on decisions made years earlier.”

BOARD QUESTION CEO TAKEAWAY
If our growth flattened over the next eighteen months, how far back would we The cause of a plateau is almost never recent. Audit the structural decisions
have to look to find the real cause? you postponed two to three years ago.
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PART | - THE PROBLEM

THE MECHANISM - COMPLEXITY COMPOUNDING™

Why Growth Manufactures Complexity

Executives tend to picture growth as addition: more revenue, more people, more capability, arranged in a widening line. But an organization
is not a line — it is a network. You hire people one at a time, yet each new person arrives already connected to everyone they must
coordinate with. Headcount grows in a straight line; the relationships, dependencies, and hand-offs between people grow with the square of
that line — a dynamic Fred Brooks observed in engineering teams half a century ago, and one that applies to whole enterprises.

Doubling a team does not double its coordination cost — it roughly quadruples it. We call this Complexity Compounding™: complexity is
not imported from outside and is not a sign of mismanagement. It is manufactured, continuously and automatically, by the organization’s
own success. Left unmanaged, it behaves like Organizational Entropy™ — the tendency of a growing system to drift toward disorder
unless energy is deliberately spent to keep it aligned.

FIGURE 01 - PEOPLE GROW IN A LINE; RELATIONSHIPS GROW WITH THE SQUARE

== Headcount - grows linearly

=== \Norking relationships & dependencies - grow with the square

COUNT

ORGANIZATION SIZE -

THE NEW LENS

Complexity is not a defect to be eliminated. It is a byproduct to be metabolized — the exhaust of growth. The question
is never whether you have complexity, but whether your organization can process it faster than it accumulates.

BOARD QUESTION CEO TAKEAWAY
Are we managing complexity as a deliberate discipline — or absorbing it When you double a team, budget for the coordination cost to roughly
through the goodwill and overtime of our best people? quadruple. Design for it before it appears.
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PART | - THE PROBLEM

COMPLEXITY ECONOMICS™

The Economics of Complexity

Complexity has a cost, but it never appears on the income statement. There is no line item for the meeting that existed only to reconcile two
systems that should have been one, or for the decision that waited three weeks for an approval that was never truly required. The cost is
real, large, and structurally invisible to finance — because it is paid in a currency the P&L does not track: execution capacity.

Think of it as a tax. Every organization has a theoretical maximum — the full capacity of its people, capital, and strategy to produce
outcomes. Complexity levies a tax against that maximum, collected in decision latency, duplicated effort, coordination overhead, and the
saturation of senior leaders. What remains is not what the organization could do; it is what it can actually get done. Bain’s research on
decision effectiveness has long found that decision speed and quality track closely with financial performance — a reminder that this tax is
not soft.

FIGURE 02 - THE EXECUTION TAX - ILLUSTRATIVE
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capacity latency & rework overhead saturation capacity

FROM PRACTICE - ILLUSTRATIVE
In a global services organization, leadership estimated that a meaningful share of senior time was consumed reconciling systems and processes that
duplicated one another — capacity that never appeared as a cost, yet directly limited what the firm could execute.

“Complexity never appears on the income statement. It is paid in the currency of execution.”

BOARD QUESTION CEO TAKEAWAY
If we recovered even half of the execution capacity lost to internal friction, Treat complexity as a tax on execution, not a cost on the P&L. What you
what would it be worth — and who owns that number? cannot see, you will not manage.

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
PSP Executive Advisory - Growth Complexity Management™ pspexecutive.com 05



PSP EXECUTIVE ADVISORY

GROWTH COMPLEXITY MANAGEMENT™

PART | - THE PROBLEM

THE ORGANIZING MODEL

The Growth Complexity Equation™

IN BRIEF Alignment is the only variable in the equation leadership fully controls — and the only one that divides the burden rather than adding to it.

If complexity is a tax on execution, what sets its rate? The answer is alignment. PSP expresses the relationship as a single identity — not a
formula to calculate, but a lens that relocates executive attention to the one variable leadership actually controls.

FIGURE 03 - THE GROWTH COMPLEXITY EQUATION™

GROWTH X | COMPLEXITY | + ALIGNMENT | = EXECUTION CAPACITY

Demand & scale Accumulated friction The executive lever The organization’s ability to convert intent into outcomes

Growth and complexity are largely earned; both are functions of success, and neither can be reduced without slowing the business itself.
Alignment is different. It sits in the denominator because it is the only variable that divides the burden of complexity rather than adding to it.
Two organizations with identical growth and complexity can post entirely different results — the difference is how coherently leadership,

governance, technology, Al, people, and execution move in the same direction. Raise alignment and execution capacity rises with no new
headcount, spend, or strategy.

THE NEW LENS

Growth and complexity are things that happen to you. Alignment is the one thing you choose. It is the highest-leverage
variable on the executive agenda precisely because it is the only one in the denominator.

BOARD QUESTION CEO TAKEAWAY
Which of the three variables — growth, complexity, or alignment — does our You cannot dictate growth or eliminate complexity. Manage the denominator:
leadership team actually spend its time on? alignment is the lever.

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
PSP Executive Advisory - Growth Complexity Management™ pspexecutive.com 06



pSp PSP EXECUTIVE ADVISORY

GROWTH COMPLEXITY MANAGEMENT™

PART Il - THE SYSTEM - ANATOMY

PART Il - THE SYSTEM

The Eight Sources of Growth Complexity

Growth Complexity is not one condition; it is eight, and they are correlated. Each source is manageable in isolation, which is precisely why
organizations underestimate the whole — they address the loudest source, see little improvement, and conclude the problem is intractable.
It is not. It is systemic. A global healthcare organization, for instance, spent a year treating what it called a “technology problem” before
recognizing that technology, governance, decision, and Al complexity were compounding at once.

SOURCE 01
Leadership Complexity

Decision rights and accountability blur as the team grows beyond the
founder’s direct reach.

SOURCE 03

Technology Complexity

Systems multiply faster than they integrate, producing duplicate data and
multiple versions of the truth.

SOURCE 05
People Complexity

Roles, capabilities, and culture built for an earlier stage strain against the
demands of the next.

SOURCE 07

Decision Complexity

More stakeholders and unclear ownership lengthen cycles and dilute
accountability for outcomes.

SOURCE 02
Governance Complexity

Oversight built for a smaller enterprise no longer matches its risk, capital, or
regulatory surface.

SOURCE 04

Artificial Intelligence Complexity

Adoption outpaces governance; tools enter workflows faster than leaders gain
visibility into them.

SOURCE 06
Operating Model Complexity

Process accretes quietly — in exceptions, hand-offs, and reporting effort no
one owns end to end.

SOURCE 08

Execution Complexity

Strategy is sound but delivery is inconsistent; initiatives launch faster than
they are completed.

“Complexity is not a problem. It is eight problems that have learned to cooperate.”

BOARD QUESTION

When we last tried to fix ‘how slow we’ve become,’ did we treat one source in

isolation — and did it work?

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
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CEO TAKEAWAY
Diagnose all eight sources together. The forces compound, so a single-point
fix rarely moves the system.
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PART Il - THE SYSTEM

COMPLEXITY DEBT™

The Balance Sheet No One Keeps

Software engineers have a precise concept for shortcuts taken today that must be repaid tomorrow: technical debt. Organizations
accumulate the same thing at far larger scale and rarely name it. Every time a company grows faster than it redesigns — every deferred
decision about structure, decision rights, governance, or systems — it borrows execution capacity from its future self. That borrowing is
Complexity Debt™.

Like any debt, it has a principal and an interest rate, and the interest compounds. Early, the debt is nearly free to retire — a conversation, a
clarified owner, a retired system. Left alone, it capitalizes into decision latency, founder dependency, technology sprawl, and leadership
fatigue, until servicing the interest consumes the capacity needed to repay the principal. Debt is not failure: taking it on to move quickly can
be the right call — provided leadership knows it is borrowing, and has a schedule to repay.

FIGURE 04 - THE COST OF DEFERRED COMPLEXITY COMPOUNDS

Addressed late — compounding cost

COST TO REMEDIATE

Addressed

TIME SINCE COMPLEXITY EMERGED -

FROM PRACTICE - ILLUSTRATIVE
A private-equity-backed software company had, in effect, refinanced the same structural decision — who owns the product roadmap — for three
consecutive years, paying for it each time in slower releases and duplicated teams.

BOARD QUESTION CEO TAKEAWAY
What are the three structural decisions we have deferred longest — and what Name your Complexity Debt explicitly. Deliberate debt is strategy;
interest are we paying to keep them open? unacknowledged debt is decline.
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PART Il - THE SYSTEM

DECISION ARCHITECTURE™ - LEADERSHIP BANDWIDTH™

The Constraint Nobody Budgets For

IN BRIEF The scarcest resource in a scaling company is not capital or talent. It is executive attention.

As organizations scale, the binding constraint migrates. Early on it is capital; later, talent; eventually, something no balance sheet records —
Executive Attention™. You can raise more capital and hire more talent. You cannot manufacture more of the CEO. When decision rights
are never redesigned, every consequential choice routes upward, and a leadership team that once accelerated the business becomes the
throughput limit on it.

The failure is architectural, not personal. Most organizations run an implicit Decision Architecture™ — who decides what, with whom, how
fast — designed, if at all, for a company a fraction of the current size. Past the point of Leadership Bandwidth™ saturation, adding
decisions to senior leaders does not increase control; it decreases it. The remedy is deliberately engineered decision rights that let the
organization decide well without the top of the house in every room — what we call Governance Velocity™.

FIGURE 05 - LEADERSHIP BANDWIDTH SATURATES - ILLUSTRATIVE

Saturation

LEADERSHIP BANDWIDTH CEILING

Bottleneck - escalation debt

DECISION THROUGHPUT

DECISIONS ROUTED THROUGH LEADERSHIP -

FROM PRACTICE - ILLUSTRATIVE
In a Fortune 500 industrials group, more than four-fifths of consequential decisions still converged on three executives — a bandwidth ceiling the
business had outgrown years earlier, and the true source of a delivery slowdown blamed on “execution.”

BOARD QUESTION CEO TAKEAWAY
What share of consequential decisions still requires a member of the executive Attention is your scarcest asset. Architect decision rights so the organization
team — and what would slow if they were away for a month? can decide without you in the room.
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PART Il - THE SYSTEM
GROWTH COMPLEXITY MANAGEMENT™

Al ALIGNMENT™

Al Does Not Create Dysfunction. It Accelerates It.

IN BRIEF Al multiplies the organization it finds. Align the system before you scale it, or you industrialize the flaws.

Most conversations about enterprise Al ask what the technology can do. The more consequential question is what the technology does to
the organization that adopts it. Al is not an addition to the operating model — it is a multiplier of it. It multiplies the coefficient the
organization already has. Point it at a coherent, well-governed system and it compounds capability. Point it at an ambiguous one and it
industrializes the ambiguity — faster, at scale, and with the false confidence of automation.

This is why Al initiatives so often stall not on technology but on organizational readiness, a pattern MIT Sloan and BCG have documented
across successive years of research. It is also why Al Alignment™ belongs on the board agenda, not only the IT roadmap. When tools
enter clinical, financial, or operational workflows faster than leaders can see them, the risk surface expands silently — and accountability for
outcomes becomes impossible to trace to an owner.

FIGURE 06 - Al MULTIPLIES THE SYSTEM IT FINDS

ACCELERATION

if the system is aligned

ORGANIZATION

its current state

AMPLIFIED DRAG

if the system is misaligned

Al multiplies the coefficient the organization already has.

FROM PRACTICE - ILLUSTRATIVE
Across several enterprises, the same class of Al deployment accelerated a well-governed function while amplifying confusion in an adjacent one that
lacked clear ownership — identical technology, opposite outcomes.

BOARD QUESTION CEO TAKEAWAY
Could a material Al-influenced outcome be traced to a single accountable Govern Al as an amplifier. Align the system first, or you will simply scale what
owner in our organization today? is already broken.
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THE DISCIPLINE

PART 111

The PSP Alignment Wheel™

PART IIl - THE DISCIPLINE

THE RESPONSE

If complexity is the problem, alignment is the discipline that answers it. The PSP Alignment Wheel™ names the seven dimensions that must
move together for growth to compound into capability rather than friction: Leadership, Strategy, Governance, Technology, Al, People, and
Execution. It is drawn as a wheel deliberately — no dimension leads permanently, and none can be optimized in isolation.

FIGURE 07 - ALIGNMENT WHEEL - ILLUSTRATIVE

Leadership

Execution

Governance

i
\

People \\

Al Technology
=== Aligned state

= Current state

THE WEAKEST-LINK PRINCIPLE

An organization moves at the speed of its least-aligned dimension,
not its most impressive one. A world-class technology roadmap
delivers little where decision rights are unclear; disciplined
governance cannot offset a workforce built for a prior era. Yet
leadership teams reliably invest where they are already strong.

Alignment work inverts that instinct: it targets the widest gap — the
dimension quietly governing the whole — rather than the one
easiest to improve. The illustrative profile shows a familiar shape:

strength in leadership and people, a widening gap in Al
governance.

“You do not align an organization by perfecting its strengths. You align it by closing its widest

BOARD QUESTION

Which single dimension of alignment, if left unaddressed, will most constrain

the next stage of our growth?

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
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»

gap.

CEO TAKEAWAY
Fund your weakest aligned dimension, not your favorite one. The system

moves at the speed of its worst link.
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- THE DISCIPLINE

OPERATING MODEL DRIFT™

The Silent Failure

The most dangerous failures in a growing organization are the ones where nothing breaks. Structures do not collapse; they simply stop
fitting. The operating model that built a company — its structure, decision rights, rhythms, and roles — is almost never the one that can run
it at the next stage. But because it was so effective, and because it fails gradually rather than dramatically, leadership keeps trusting it long
after the organization has outgrown it.

We call this Operating Model Drift™: the widening gap between what the organization demands and what its operating model was
designed to supply. Demand rises smoothly with growth; the model is redesigned only in occasional, deliberate steps. Between those steps,
drift accumulates — felt first as friction, then as fatigue, and finally as a plateau that looks like a market problem but is really a design
problem.

FIGURE 08 - OPERATING MODEL DRIFT

== Qrganizational demand = QOperating-model capacity (redesigned in steps)

OPERATING MODEL DRIFT

TIME -

THE NEW LENS
Schedule operating-model redesigns the way you schedule audits — on a cadence, before something forces the issue.
Drift is cheapest to close when nothing appears to be wrong.

BOARD QUESTION CEO TAKEAWAY
When did we last deliberately redesign our operating model — and how many If the model that got you here is untouched, you are almost certainly drifting.
times has the business doubled since? Redesign on a cadence, not a crisis.
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PART IIl - THE DISCIPLINE
GROWTH COMPLEXITY MANAGEMENT™
—— MEASUREMENT
[ J
The PSP Growth Complexity Index™
WHAT IT MEASURES
FIGURE 09 - GROWTH COMPLEXITY SCORE™ . . q
ILLUSTRATIVE The Index produces a directional baseline: how much unmanaged
complexity is constraining growth, and where the alignment gaps
ARSI concentrate across the seven dimensions. It is a mirror, not a

verdict — a shared reference point for a conversation most
leadership teams hold only in fragments.

5 WHEN TO ASSESS
Before a step-change in scale; after an acquisition or leadership
/1 transition; when decisions feel slower than the market; or on a
standing cadence as a governance instrument. The methodology is

LLENT S proprietary; what matters is the pattern it makes discussable.

GROWTH COMPLEXITY SCORE™

lllustrative — a directional baseline, not a diagnosis

Measurement is not the point. Naming is. Every executive team can feel organizational drag; almost none can locate it precisely enough to
act, because it lives between functions where no single leader is accountable. An index converts a shared, vague discomfort into a specific,
sequenceable agenda — widest gap first.

“You cannot govern a force you refuse to name.”

BOARD QUESTION CEO TAKEAWAY
If we scored our organization today, would our leadership team agree on Make complexity measurable enough to discuss. A baseline turns a felt
where the constraint actually is? problem into a governable one.
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PART IIl - THE DISCIPLINE

THE TRAJECTORY

The Complexity Management Maturity Curve

The organizations that scale are not the ones that avoid complexity — that is not an option available to a growing company. They are the
ones that build, deliberately and ahead of need, the capability to manage it. That capability matures along a predictable curve, and an
organization’s position on it predicts its next chapter more reliably than its strategy does.

FIGURE 10 - COMPLEXITY MANAGEMENT MATURITY
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Complexity Emerging discipline Managed Institutionalized

STAGE 01 STAGE 02 STAGE 03 STAGE 04
Low Moderate High-Performing Scalable Enterprise
Complexity is present but Symptoms are visible; first Alignment is actively managed; Complexity management is
unnamed; held together by deliberate structures and decision the seven dimensions move institutionalized — a standing
proximity and effort. rights appear. together. capability, not a project.

“The enterprises that scale are not the ones that avoid complexity. They are the ones that learn to
metabolize it.”

BOARD QUESTION CEO TAKEAWAY
Which stage best describes us — honestly — and what would it take to reach Complexity management is a capability to build ahead of need, not a fire to
the next one before growth forces it? fight on arrival.
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PSP

PART III

THE EXTENDED FRAMEWORKS - |

Instruments for Locating the Organization

The Growth Complexity Equation™ and the Alignment Wheel™ describe the system. The instruments that follow help a leadership team
locate itself within it. Each complements the core frameworks; none replaces them.
FIGURE 11 -

THE GROWTH READINESS MATRIX™ ILLUSTRATIVIE

1 K
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o

ORGANIZATIONAL ALIGNMENT -

THE DISCIPLINE

Growth Readiness Matrix™

Plots organizational alignment against growth pressure. It answers a
question boards rarely ask precisely: are we ready to scale, or merely
eager to? Only the aligned-and-ambitious quadrant scales without
accumulating Complexity Debt™.

USE WHEN weighing a step-change in scale, capital, or ambition.

Executive Alignment Curve™

Alignment is not achieved once; it decays with every stage of growth. The
curve describes how coherence must be deliberately re-established at
each inflection — because the alignment that fit the last stage silently
expires in the next.

USE WHEN crossing a size, funding, or leadership threshold.

BOARD QUESTION
On the readiness matrix, which quadrant are we actually in — and which do

CEO TAKEAWAY
Ambition without alignment is not readiness. Confirm the quadrant before

we believe we are in? committing to the next stage.

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
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THE EXTENDED FRAMEWORKS - 1|1

From Diagnosis to Governance

FIGURE 12 - THE COMPLEXITY LIFECYCLE™

EMERGENCE ACCUMULATION

Friction builds
quietly; effort masks

New nodes appear
faster than they are
integrated. it.

PART III THE DISCIPLINE

COMPOUNDING

CONSTRAINT

Interdependencies Complexity caps
multiply; velocity growth; the plateau
falls. appears.

Complexity is cheapest to address in the first two stages — and most expensive in the last.

Complexity Lifecycle™

Complexity moves through four stages — emergence, accumulation,
compounding, constraint. Naming the current stage tells leadership how
much time it has and how expensive the remedy has already become.

USE WHEN triaging where to intervene first.

Governance Velocity Model™

Governance is usually designed to reduce risk by slowing decisions. Past
a certain scale, that same governance becomes the risk. The model
reframes governance around how quickly the organization can make a
good decision — not control alone.

USE WHEN oversight has begun to slow the business it protects.

Executive Capacity Model™

Leadership capacity is finite, but effective capacity is expandable. The
model separates the capacity a leader has from the capacity a leader can
deploy — and shows the latter grows through decision architecture, not
longer hours.

USE WHEN the executive team is the bottleneck.

BOARD QUESTION

Do we govern for control, or for velocity — and can we tell the difference in

how our decisions actually move?

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
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How they fit together

The Lifecycle says when; the Readiness Matrix says whether;
Governance Velocity and Executive Capacity say how. Together they turn
the Alignment Wheel™ from a diagnosis into a standing management
discipline.

USE WHEN building the capability, not fighting the fire.

CEO TAKEAWAY
Governance should make good decisions faster, not merely safer. Design it
for velocity as well as control.
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SCENARIO I - MANUFACTURING & DISTRIBUTION

Meridian Industrial Group «covrosie

IN BRIEF A $180M enterprise was being run on the decision architecture of the $20M company it used to be.

INDUSTRY Industrial mfg. & distribution OBSERVABLE SYMPTOMS

o Decision cycles exceeding a month
REVENUE ~$180M

e Four overlapping systems of record
EMPLOYEES ~640 e Manual reconciliation as a daily norm
STAGE Scaling - multi-site e Al tools entering operations ungoverned

THE CONTEXT

Twelve years of founder-led growth built a business that still routed
nearly every material decision through one office. Demand was
strong; velocity was not. A capable executive team held authority on
paper and almost none in practice — and had begun, quietly, to
leave.

OBSERVED STATE - ILLUSTRATIVE

38 days 4 ~90% Rising

Avg. decision cycle time Overlapping systems of record Decisions routed to founder Senior leader turnover risk

Continued overleaf - leadership decisions, the frameworks applied, and illustrative outcomes.
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PART IV - CASE STUDIES
GROWTH COMPLEXITY MANAGEMENT™

SCENARIO I - MANUFACTURING - RESPONSE & OUTCOMES

Meridian Industrial Group

LEADERSHIP DECISIONS FRAMEWORKS APPLIED
e Redesigned decision rights into three tiers, freeing the founder from v Decision Architecture™ - tiered authority
operational approvals. v

Complexity Debt™ - scheduled repayment

e Consolidated four systems of record to one authoritative source. v Alignment Wheel™ - weakest-link focus

e Established an Al-use policy and a single accountable owner for operations v

; Governance Velocity Model™
tooling.

e Instituted a monthly operating cadence to make decisions visible and fast.

ILLUSTRATIVE OUTCOMES - DIRECTIONAL, NOT GUARANTEED

38 - 9 | R | 4 - 1 Stabilized

Days to a material decision Empowered decision layers Systems of record Senior-leader retention
D G . ]

WHAT MADE THE DIFFERENCE TEACHING NOTE

e Founder dependency is an operating-model design, not a character trait. The intervention did not add resources. It changed how decisions were made

e Technology sprawl is a governance gap wearing a software costume. and where accountability sat — alignment work, not effort.

e Retention followed authority: capable leaders stayed once they could

decide.

BOARD QUESTION CEO TAKEAWAY

What percentage of material decisions in our organization still require one Redesign decision rights before redesigning the org chart. The bottleneck is

person — and what breaks first without them? the architecture, not the person.
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PART IV - CASE STUDIES
GROWTH COMPLEXITY MANAGEMENT™

SCENARIO Il - HEALTHCARE SERVICES

Northline Health Partners covrosi

IN BRIEF Revenue had been integrated. Governance had not — and Al was scaling the gap between them.

INDUSTRY Multi-site healthcare services OBSERVABLE SYMPTOMS

e No shared governance across acquired sites
REVENUE ~$420M

e Ungoverned Al in clinical & billing operations
EMPLOYEES ~2,900 e Accountability untraceable to an owner
STAGE Growth by acquisition e Integration velocity slowing with each deal

THE CONTEXT

Aggressive acquisition delivered scale but not integration.
Consistent with the wider record that most acquisitions fail to create
the value that justified them, twelve sites ran on inherited,
inconsistent governance while Al entered clinical and billing
workflows faster than oversight could follow.

OBSERVED STATE - ILLUSTRATIVE

12 Ungoverned Unclear Slowing

Sites on 0 shared governance Al in clinical & billing ops Accountability across sites Post-acquisition integration

Continued overleaf - leadership decisions, the frameworks applied, and illustrative outcomes.
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GROWTH COMPLEXITY MANAGEMENT™

Northline Health Partners

LEADERSHIP DECISIONS

e Stood up a shared governance model across all sites with clear decision
rights.

e Inventoried every Al use in clinical and billing workflows; assigned
accountable owners.

e Sequenced integration by alignment risk rather than deal size.

e Created a board-level view of Al and governance exposure.

PART IV - CASE STUDIES

SCENARIO Il - HEALTHCARE - RESPONSE & OUTCOMES

FRAMEWORKS APPLIED
v Al Alignment™ . board-level governance
v Alignment Wheel™ - governance dimension

v Complexity Lifecycle™ - stage triage

AN

Growth Readiness Matrix™

ILLUSTRATIVE OUTCOMES - DIRECTIONAL, NOT GUARANTEED

0 - 12 Inventoried Named -40%

Sites on shared governance Al use mapped & governed

WHAT MADE THE DIFFERENCE
e Acquisition adds revenue instantly and alignment never automatically.
e Al governance is a board accountability, not an IT deliverable.

e Integration accelerates once accountability is unambiguous.

BOARD QUESTION
Could a material, Al-influenced clinical or financial outcome be traced to a
single accountable owner across every site today?

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
PSP Executive Advisory - Growth Complexity Management™

Accountable owners per outcome Time-to-integrate a new site

TEACHING NOTE

The intervention did not add resources. It changed how decisions were made

and where accountability sat — alignment work, not effort.

CEO TAKEAWAY

Integrate governance before it is tested. Scale without alignment multiplies
risk, not value.
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SCENARIO 111

PROFESSIONAL SERVICES

Halden & Croft Advisory cowrosie

PART IV - CASE STUDIES

IN BRIEF Nothing had broken. The operating model had simply stopped fitting the firm the market had made.

INDUSTRY Professional services
REVENUE ~$260M
EMPLOYEES ~1,400
STAGE Rapid partner-led expansion

THE CONTEXT

The firm had tripled since its last operating-model redesign, adding

partners, offices, and service lines onto a structure built for a

boutique. Utilization was slipping and senior talent was leaving —

not for money, but for the friction of getting anything decided.

OBSERVED STATE - ILLUSTRATIVE

OBSERVABLE SYMPTOMS

o Decision rights unchanged since founding
e Leadership Bandwidth™ visibly saturated
e Billable utilization declining

e Rising partner & senior attrition

3x Flat

Headcount since last model redesiecision rights & structure

Falling Up

Billable utilization Partner & senior attrition

Continued overleaf — leadership decisions, the frameworks applied, and illustrative outcomes.
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SCENARIO 111

Halden & Croft Advisory

LEADERSHIP DECISIONS

e Redesigned the operating model to match current scale, not founding
scale.

e Distributed decision rights below the partner tier to restore velocity.
e Set an explicit operating-model review cadence to prevent future drift.

e Rebalanced leadership capacity toward the highest-value decisions.

ILLUSTRATIVE OUTCOMES -

PROFESSIONAL SERVICES

PART IV CASE STUDIES

RESPONSE & OUTCOMES

FRAMEWORKS APPLIED

v/ Operating Model Drift™ - deliberate redesign
v Executive Capacity Model™

v Decision Architecture™

v Executive Alignment Curve™

DIRECTIONAL, NOT GUARANTEED

Recovered Normalized Redesigned On cadence

Billable utilization Partner & senior attrition

WHAT MADE THE DIFFERENCE
e Talent rarely leaves the work. It leaves the friction.
e In people businesses, drift is paid first in attrition.

e Aredesign cadence turns a one-time fix into a durable capability.

BOARD QUESTION
Has our operating model kept pace with our growth — or are our best people
quietly absorbing the gap?

THE EXECUTIVE GROWTH COMPLEXITY PLAYBOOK™
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Decision rights & layers Operating-model reviews

TEACHING NOTE

The intervention did not add resources. It changed how decisions were made
and where accountability sat — alignment work, not effort.

CEO TAKEAWAY
Redesign the model to match the firm you have become, before the market
and your talent do it for you.
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THE BASIS OF THE FRAMEWORK

Representative Executive Engagements

The frameworks in this publication are not theoretical. They are distilled from executive and advisory work across the domains below — the

PART IV - EVIDENCE

arenas in which growth, complexity, technology, Al, and governance collide, and in which alignment is won or lost. The pattern that unites

them is the subject of this publication.

Digital Transformation
TRANSFORMATION

Cybersecurity Leadership
RISK

Al Governance
GOVERNANCE

Governance Modernization
GOVERNANCE

M&A Integration
M&A

ERP Programs
ENTERPRISE SYSTEMS

Leadership Alignment
ALIGNMENT

WHY IT MATTERS

Cloud Modernization
TECHNOLOGY

Healthcare Technology
SECTOR DEPTH

Executive & CIO Advisory
ADVISORY

Executive Coaching
LEADERSHIP

PMO Transformation
EXECUTION

Enterprise Risk
RISK

Business Process Optimization
OPERATIONS

Enterprise Architecture
ARCHITECTURE

Al Strategy
Al

Operating Model Design
OPERATING MODEL

Organizational Transformation
ORGANIZATION

Global Infrastructure
TECHNOLOGY

IT Strategy
STRATEGY

Executive Advisory
ADVISORY

Each domain is a place where organizations add capability and, with it, complexity. Seen together, they are not twenty

problems — they are one, viewed from twenty angles: the widening gap between what growth demands and what the

operating model was built to supply.

BOARD QUESTION

Across our own portfolio of initiatives, are we managing twenty problems —

or one problem twenty times?

CEO TAKEAWAY
The domains differ; the discipline does not. Manage the complexity beneath
them as a single capability.
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GROWTH COMPLEXITY MANAGEMENT™

FROM INSIGHT TO ACTION

What CEOs Should Do Monday Morning

The discipline can be learned, and it does not begin with a reorganization. It begins with six questions a leadership team can put on the
table this week — each one a small, low-cost probe into where complexity is outpacing alignment.

Name the plateau risk
Ask what structural decisions you deferred two to three years ago — and what they now cost.

Map your decision architecture
Estimate the share of consequential decisions that still require the executive team.

Open a complexity balance sheet
List the three structural debts you are carrying and the interest each is accruing.

Inventory Al in the workflow
Establish where Al is used and who is accountable for each use, before scaling it further.

Find your widest alignment gap
Across the seven dimensions, fund the weakest — not the most comfortable to improve.

Put complexity on the agenda
Schedule an operating-model review on a cadence, and add a complexity baseline to board reporting.

OOOOOO

THE FIRST MOVE None of these requires budget or restructuring. Each requires only the willingness to name what the organization is already
carrying.
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CONCLUSION

A NEW EXECUTIVE DISCIPLINE

Growth Complexity Management™

A generation ago, cybersecurity, enterprise architecture, and Al governance were not disciplines — they were problems that eventually
earned dedicated leadership, standing budgets, and a place on the board agenda. Managing the complexity that growth manufactures
deserves the same standing. It is not a project or a service. It is a permanent capability every other discipline now quietly depends on.

Growth is not constrained by ambition.
It is constrained by alignment.

NATURAL NEXT STEPS

Growth Complexity Assessment™ Executive Alignhment Assessment™

A directional baseline of where complexity is constraining growth — the fastest A deeper diagnostic across the seven dimensions of the Alignment Wheel™,
way to make the pattern discussable. locating the widest gap.

Leadership Alignment Workshop™ Executive Strategy Session™

A working session to align the executive team on the constraint and sequence Translating findings into a sequenced, board-ready plan for managing

the response. complexity as it scales.

Benchmark your organization using the PSP Growth Complexity Index™
In under five minutes, receive a directional baseline of where alignment will matter most.

pspexecutive.com/growth-complexity-index#assessment - hello@pspexecutive.com
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FOR THE EXECUTIVE SHELF

Further Executive Reading

APPENDIX

A short, durable reading list for leadership teams building the discipline of Growth Complexity Management™. Chosen for longevity over novelty.

LEADERSHIP & CHANGE
Kotter, J. P. Leading Change.

Collins, J. Good to Great.

SYSTEMS THINKING

Senge, P. The Fifth Discipline.

Meadows, D. Thinking in Systems.
ORGANIZATIONAL DESIGN
Galbraith, J. R. Designing Organizations.

Kates, A. & Galbraith, J. R. Designing Your Organization.

“Complexity is not an operational problem. It is leadership made visible.”
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COMPLEXITY & SIMPLICITY

Morieux, Y. & Tollman, P. Six Simple Rules.

Eisenhardt, K. & Sull, D. Simple Rules.

Al & THE ENTERPRISE

Brynjolfsson, E. & McAfee, A. The Second Machine Age.

Agrawal, A., Gans, J. & Goldfarb, A. Prediction Machines.
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