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The organizations struggling most today are rarely limited by technology. More
often, they are limited by alignment.
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THE GROWTH COMPLEXITY BRIEF

— AT A GLANCE

The 2026 Executive Reality

Three forces are reshaping organizational performance — and most executive teams are under-invested in exactly the right places.

JTIVE B

OF EXECUTIVES REPORT Al

GOVERNANCE FRAMEWORKS ARE

NOT KEEPING PACE WITH
DEPLOYMENT

Speed of adoption is outrunning the ability to govern,

oversee, and manage Al risk responsibly.

Al Is Only as Good as the Organization Deploying
It

Al amplifies organizational strengths — and
weaknesses. A poorly aligned organization that
deploys Al does not become aligned. It

becomes more efficiently dysfunctional.

& SE

FASTER — THE RATE AT WHICH
TECHNOLOGY COMPLEXITY IS
GROWING VS. LEADERSHIP
CAPACITY TO GOVERN IT

The gap between system complexity and
governance maturity is now a material source of
operational risk.

Technology Without Governance Is a Risk, Not
an Asset

Boards and executive teams are increasingly
being held accountable for technology
outcomes. Governance is no longer a
compliance function — it is a strategic

responsibility.

OF ORGANIZATIONS REPORT
WORKFORCE STRATEGIES
MISALIGNED WITH THEIR CURRENT
TECHNOLOGY ENVIRONMENT

Technology investments consistently underperform
when the workforce is not prepared to operate within
them.

Alignment Is Becoming the Real Competitive
Advantage

The organizations that will lead their industries in
five years are building organizational alignment
now — not waiting for growth to force the

conversation.

IN THIS ISSUE

"The organizations struggling most today are not struggling because they lack technology.

They are struggling because their leadership, technology, people, and execution are not
evolving at the same speed — or in the same direction.”
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THE GROWTH COMPLEXITY BRIEF FROM THE

From the Advisor's Desk

PSP EXECUTIVE ADVISORY - EXECUTIVE PERSPECTIVES

Over the past several months, I have had the opportunity to work with executive teams across a
range of industries — manufacturing, professional services, healthcare, and technology. The
sectors are different. The organizations range from $15 million in revenue to several hundred
million. The ownership structures vary: private equity-backed, family-owned, founder-led, and PSP Executive Advisory

institutionally governed.
But despite those differences, the conversations I am having sound remarkably similar.

Not long ago, I sat across from a CEO who had just completed a strong fiscal year — meaningful

revenue growth, margin improvement, a promising technology initiative underway. By most

external measures, the organization was performing well. And yet, as we talked, a different

picture emerged. Senior leaders were spending most of their time managing upward. Decisions

WHAT TO EXPECT EACH ISSUE

that should have been made two levels below the executive team were routinely landing in the
, . . . . . Afeatured insight on a topic that mattersto
CEO's office. A technology investment that was expected to drive efficiency was, six months in, P A

consuming more leadership attention than it was saving. Honest field observations — what we are

. . . . seeing across organizations
"We're busy," he said. "We're just not sure we're busy on the right things."
A proprietary framework or assessment tool

. . . . . ou can useimmediatel
That sentence has stayed with me. Because it captures something I hear in some form in almost U Z

. A case study drawn from real advisory work
every executive engagement I conduct.
Aboardroom question worth discussing

with your team

Organizations are not struggling because they lack strategy or technology.
They are struggling because leadership, technology, people, and governance

are not moving together — and growth is widening every gap.
Growth is not the challenge.

Complexily is.
The issue is not motivation. The executives I work with are experienced, capable, and
committed. The issue is that the organizational infrastructure built at an earlier stage of growth

is no longer adequate for the organization as it exists today.

This newsletter exists because that conversation deserves a wider audience. Not as a sales
document. Not as a service brochure. As a genuine attempt to share what I am seeing — with the

honesty and directness that executive audiences deserve and rarely receive.

I hope you find it worth your time. And I hope it surfaces a conversation in your organization that

is overdue.




THE GROWTH COMPLEXITY BRIEF

—— FEATURED INSIGHT

Why Al Isn't the Biggest Challenge Facing CEOs in 2026

The organizations struggling most are not limited by technology. They are limited by alignment — and confusing the two is costing them more than

they realize.

PSP EXECUTIVE ADVISORY - EXECUTIVE PERSPECTIVES SERIES

KEY INSIGHTS

CEOs are under pressure to implement Al, justify its costs, and defend s MislgRmeTi — mot iedhnslosy— i Erimen) eonsiEiiien

its governance. But the most experienced executives understand organizational performance in 2026

something the headlines miss: Al is not their biggest problem. Al amplifies existing strengths and weaknesses — it does not resolve

Alignment is. underlying gaps

Organizations that build alignment before scaling consistently
The organizations struggling most are not lacking technology or talent. outperform those that try to align after the fact

They are struggling because leadership, technology, people, and
execution are moving at different speeds — and the gaps widen as the

organization grows. What AI Actually Reveals

Al does not create organizational capability — it amplifies what already

o oG T q exists. A well-aligned organization finds Al accelerates its advantage. A
The real competitive risk in 2026 is not that your g g g

organization lacks AL It is that your leadership,
technology, people, and governance are not moving in
the same direction at the same speed.

misaligned one finds Al accelerates its dysfunction.

v GETTING ROI ON Al X FRUSTRATED WITH Al
Aligned before deploying - Deployed under pressure

Problem clearly defined - Problem never defined

Governance in place first - Misalignment pre-existed

THE GROWTH COMPLEXITY CURVE

Growth Stage

THE ALIGNMENT GAP — WHAT LEADERS REPORT

Senior leaders spending majority of time managing escalations that

should resolve operationally

Al initiatives deployed without adequate governance frameworks or
In that gap: execution slows, talent disengages, technology underperforms, workforce preparation
and strategic initiatives stall. Technology investments following vendor momentum rather than

strategic rationale

THE ALIGNMENT MATURITY CURVE

STAGE 1 STAGE 3 # STAGE 4

Founder- Early Institutional
Led Growth Con Delib

Most organizations stall between Stage 2 and 3. The inflection point is not a
technology problem — it is an alignment problem.
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Leadership: The Capability That Scales Hardest

Leadership is consistently the most difficult capability to scale. The
model that allowed a founder to build a $I0M business is rarely the
model that takes it to S50M. Most organizations discover this only when
a departure or growth event exposes how little of their leadership

infrastructure was actually institutional — and how much was personal.

Growth does not create alignment. Growth reveals
misalignment. Build alignment capacity before you need

u.

Governance as Strategic Capability

Governance is no longer a compliance function. In an environment where
Al makes consequential decisions and technology underpins every
business function, governance is how organizations make high-stakes

decisions consistently and at scale — and how boards provide meaningful

oversight.
THE EXECUTION GAP
v WELL-ALIGNED X MISALIGNED
- Priorities clear at all levels - Strategy stated, poorly executed
- Resources follow strategy - Meetings clarify prior meetings
- Initiatives complete, on time — Leaders work harder, not smarter

FIVE QUESTIONS EVERY EXECUTIVE SHOULD ANSWER

> Doesour leadership structure reflect where the organization is today —
or threeyearsago?
Do our technology investments follow a clear strategic rationale, or

vendor relationships and competitive anxiety?

Are our Al initiatives governed by a framework that balances
opportunity with accountability?

Do our people practices align with the capabilities we need to execute
on strategy?

Do our execution mechanisms produce intended outcomes — or just

busyness?

The Path Forward

Organizational alignment is not a project with a completion date. It is a
continuous discipline — the ongoing work of ensuring that leadership,
technology, Al, people, and execution evolve together as the organization

grows.

The executives who approach this work with intention — who treat
alignment as a strategic priority rather than a side effect — build
organizations that are not just more productive. They are more resilient,

more adaptable, and more capable of sustaining growth over time.

CEO TAKEAWAY

v Al does not solve organizational misalignment — it amplifies
what already exists.

Governance must evolve alongside adoption; the gap between

them is now a board-level risk.

Alignment is becoming the most durable competitive
advantage available to executive teams.
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—— PROPRIETARY FRAMEWORK

The PSP Growth Alignment Model™

Five interconnected capabilities that must evolve together for sustainable organizational growth.

Sustainable growth requires five organizational capabilities — Leadership, Technology, Al, People,
WHEN ALIGNED
and Execution — to evolve at roughly the same pace and in the same direction. When even one

s - . PP Decisions accelerate
capability lags significantly behind the others, friction increases, performance suffers, and

growth itself becomes a source of organizational stress rather than strength. RSBl Y
Al deliversintended value

Talent performs at potential
DIMENSION 01 - FOUNDATION

Leadership

Initiatives complete on time

on-making authority, and culture. Sets the ceiling for everything beneath
WHEN MISALIGNED
X Decisions slow or stall
Resources follow politics
DIMENSION 02 - INFRASTRUCTURE Al creates unmanaged risk
Talent disengages
Systems, platforms, and digital inf ructure aligned to strategic priorities — not legacy inertia or vendor Initiatives multiply, few complete

momentum.

HOW PSP USES THIS

PSP uses this model to diagnose alignr tga

DIMENSION 03 - AMPLIFIER . . .
design targeted interventions, and build the

Al’tiﬁCial Intelligellce organizational capacity to sustain alignment as

growth continues.
overnance, deployment strate orkforce integration. Al amplifies what exists —

h deployr

DIMENSION 04 - CAPABILITY

People

Talent strategy, workforce design, culture, and organizational development. Built deliberately — not

assumed.

DIMENSION 05 - DISCIPLINE

Execution

ting rhythmes, prioritization, and performance management. Where alignment becomes visible in

ults.
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— FIELD OBSERVATIONS

What We're Seeing

Wree patterns observed consistently across executive engagements — and the implications for organizational leadership.

Al Is Moving Faster Than Governance

Across virtually every industry sector, Al deployment is advancing faster than the governance frameworks designed to manage it.
Organizations are launching Al-powered tools, automating decision-making processes, and integrating Al into customer-facing
operations — often without the policies, oversight mechanisms, or executive accountability structures needed to manage associated risk.
The gap between deployment velocity and governance maturity is creating material risk — regulatory, reputational, and operational — that

most boards have not yet fully priced in.

Al governance should be a standing board agenda item in 2026. Executive teams need a documented framework that defines accountability,
establishes oversight, and creates a clear escalation path for Al-related risk — before a significant incident makes it urgent.

Technology Has Become a Boardroom Issue

The combination of Al adoption, cybersecurity risk, data governance requirements, and technology-driven competitive disruption has
elevated technology from an operational concern to a boardroom priority. Boards are increasingly asking questions technology functions
are not always prepared to answer: What is our Al governance posture? What is the true cost of our technical debt? How does our

technology strategy translate to competitive advantage?

ClOs and CTOs must develop a board-ready technology narrative — one that translates technical complexity into strategic risk and
opportunity, connecting technology investment to business outcomes that non-technical directors can govern effectively.

Growth Is Exposing Leadership Gaps

Organizations that grew rapidly over the past several years are discovering that their leadership infrastructure did not scale with their
operations. The senior leaders who were effective at a smaller scale are now managing at a complexity level for which they were not
developed. Informal accountability mechanisms that worked with 80 employees don't work with 300. Decision-making built for proximity

becomes a bottleneck when teams are distributed.

Leadership development is a strategic investment, not an HR expense. Executive teams should assess whether their leadership structure
reflects the organization as it is today — and invest deliberately in the capabilities and structures needed to lead at the next level of scale.
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— EXECUTIVE ASSESSMENT TOOL

The 2026 Alignment Assessment

Rate your organization across five critical alignment dimensions. Use as a starting point for executive team discussion.

Rate your organization 1 (significant gaps) to 5 (strong alignment) on each dimension. The dimension with the lowest score is typically the most urgent

priority.

O01- LEADERSHIP ALIGNMENT 02 - TECHNOLOGY GOVERNANCE

Leadership structure reflects current organizational complexity Technology investments follow a clear strategic rationale

Decision-making authority is clear and consistently applied Board has meaningful visibility into technology risk and strategy

Leadership team is prepared to operate at next growth stage Technical debt is actively managed with defined remediation plans
03 .- Al READINESS 04 - WORKFORCE EFFECTIVENESS

Al governance framework exists and is actively maintained Workforce capabilities align with current strategic requirements
Al investments connect to measurable business outcomes Talent acquisition targets skills the future requires, not the past
Workforce understands how Al affects roles and responsibilities High performers are retained at rates that support institutional knowledge

05 - STRATEGIC EXECUTION

Strategic priorities are clearly defined and Resources connect directly to strategic outcomes Initiatives are completed, not just launched
communicated

SCORE GUIDE: . 1-2: Urgent 3: Opportunity . 4-5: Strong

DISCUSSION QUESTIONS FOR YOUR EXECUTIVE TEAM

01. Which dimension scored lowest — and what is the primary root cause? 02. Where does the executive team score the same dimension differently — and
why?

03. Which gaps are most likely to limit growth over the next18 months? 04. What would our scores need to be in 12 months to execute on our strategy?
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—— CASE IN POINT

When Growth Outpaced the Organization

A mid-market manufacturing company at S25M revenue discovers that its biggest obstacle to continued growth is not external — it is internal

alignment.

A privately held precision manufacturer had grown 40% over 18 months. Leadership celebrated the growth

INDUSTRY
— but inside the organization, the reality was considerably more complex. Production schedules were hard Sredisien METEETTE

to maintain. Customer satisfaction was declining. Senior leaders were spending most of their time REVENUE

managing escalations. An Al scheduling tool purchased the prior year had never been properly $25M - 180 Employees

implemented. GROWTH RATE
40% over 18 months

"We thought we had a technology problem. What we actually had was a leadership
and alignment problem that technology was reflecting back to us."

CEO, $25M PRECISION MANUFACTURING COMPANY

Leadership Gaps

Senior leaders still managing work that should have

been delegated. Decisions escalating to the CEO that

should resolve operationally.

Accountability Gaps

bility structures v

across functions. No clear ¢

informal and inconsistent

ision rights at operational

Technology Misalignment

ERP system not updated since the organization was half
itscurrents Al tool deployed without process

redesign or workforce preparation.

Workforce Model

eople planning built for a simpler operation — hiring

for today's gaps, not the capabilities the business would

levels. require in 18 months.

MONTH 1 MONTH 2
MONTH 6

Py

Assessment &
Discovery

Leadership
Realignment

Rol n rights

Measurable Results
Al tool re-

rkforce
defined, ountability structures

established

18pt

Improvement in customer sat eaders retai

The organization had been investing in technology while underinvesting in the leadership infrastructure that technology requires to perform. The Al
scheduling tool that failed to deliver value in year one delivered measurable production improvements in month three — not because the technology

changed, but because the organization was prepared to use it.




THE GROWTH COMPLEXITY BRIEF

A PERSPECTIVE UE #1, JUNE 2026

The Most Expensive Problem CEOs Rarely Discuss

PSP EXECUTIVE ADVISORY EXECUTIVE PERSPECTIVES SERIES

There is a problem that appears in virtually every organization that has
grown past a certain threshold. It does not appear in quarterly reports —
and yet it consumes an extraordinary amount of executive time and

competitive potential.

The organization is running on a version of itself that no longer exists.
The roles, structures, and decision-making designed for the organization
at an earlier stage are still operating long after the organization has

outgrown them.

‘The most expensive organizational problem is not the
one you can see clearly. It is the one everyone is working
around — without ever asking why it exists.

The Hidden Opportunity Cost

A senior executive team spending 30% of its time
managing escalations that should resolve operationally is

3 O O()

not just wasting those hours — it is prevented from doing
the strategic work that only the executive team can do.
That costis invisible in the accounting, but
consequential in the results.

WHY IT RARELY GETS DISCUSSED

- It requires leaders to acknowledge that the structures they built may
now be part of what limits them — a difficult admission for any founder

or long-tenured executive.

It doesn't present as a single problem — it manifests as symptoms:
underperforming teams, stalled initiatives, planning processes that
generate activity without producing clarity.

Solving it requires a conversation most executive teams haven't had: an
J : o . .
honest assessment of whether their organizational architecture is
adequate for where they are going.

Organizations do not oulgrow their talent. They
oulgrow their structures. The talent is often there. The
architecture around it is not.

The Conversation Worth Having

It begins with one question: Is the organization we have today capable of
executing the strategy we have committed to for tomorrow? Executives
who ask this — and create conditions for honest answers — build

organizations that are more resilient and competitive over time.

CEO TAKEAWAY

v Organizational misalignment is expensive — and its cost is

almost never fully calculated or discussed.

The symptoms are visible everywhere; the root cause rarely
surfaces without a deliberate diagnostic.

Executive teams that ask hard questions before they become
urgent consistently outperform those that don't.
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— CURATED RESOURCES

Executive Resources

Books, frameworks, and research curated for executive leaders navigating alignment, Al governance, and organizational complexity.

= ESSENTIAL READING | EXECUTIVE RESEARCH REPORTS

McKinsey Global Survey: The State of Al in 2026
McKinsey & Company — Annual Al adoption and ROl benchmarking

The Hard Thing About Hard Things

Ben Horowitz — Building and scaling leadership through complexity

Deloitte Insights: Technology and the Board
Deloitte Center for Board Effectiveness — Governance for technology oversight

Scaling Up
Verne Harnish — Execution discipline for growing organizations

Gartner CEO Survey 2026: Executive Priorities and Pressures
Gartner Research — Annual CEO strategic priority report

Competing in the Age of Al
lansiti & Lakhani, Harvard Business Review Press

The Five Dysfunctions of a Team

Patrick Lencioni Executive team alignment and accountability

Harvard Business Review: Building Organizational Resilience
HBR — Frameworks for navigating complexity and uncertainty

EXECUTIVE DEVELOPMENT
& GOVERNANCE FRAMEWORKS

>

HBS Executive Education: Leading Organizations
Harvard Business School Executive leadership for senior practitioners

NIST Al Risk Management Framework (Al RMF 1.0)
National Institute of Standards and Technology — Al governance standard

MIT Sloan Executive Program: Al Strategy for Business Leaders

Gartner Al Governance Maturity Model MIT Sloan — Strategic Al for non-technical executives

Framework for assessing organizational Al governance readiness

NACD Board Leadership Fellows Program

NACD — Governance education for board members and directors

MIT Sloan: The New Machine Age and Workforce Strategy

MIT Sloan Management Review — Workforce design for Al environments

QUESTIONS WORTH ASKING IN 2026

Are our Al investments governed with the rigor we apply to financial
decisions?

Is our leadership structure designed for where we are — or where we were?

If our strategy doubled in complexity tomorrow, what would break first?

)

-
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THE BOARDROOM QUESTION

If your organization doubled in size
over the next three years,
what would break first?

This is not a hypothetical. It is a diagnostic. Your answer reveals your most urgent organizational priority.

Leadership Technology Al Governance Workforce

resy

Execution

anning, prioritization

YOUR ANSWER IS YOUR PRIORITY
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DATA PERSPECTIVE

The Priority-Action Gap

Where executive energy is dir 1 — and how far actual investment lags behind stated priority 2 gap is the story.

LEGEND: - PRIORITY — Executive stated focus - GAP — The alignment deficit

Artificial Intelligence

PRIORITY

82

of executives cite Al implementation as a top strategic focus have implemented an active Al governance framework

GAP

Technology

PRIORITY

76

GAP

rank technology modernization as a high priority have active plans to address technical debt accumulation

Leadership

INVESTMENT

482

actively invest in structured leadership development report leadership gaps as a primary execution barrier

GAP

gap between where executive attention is directed and where actual organizational risk
. . L . . . NS n] T™M
resides is itself a form of misalignment. Closing these gaps is among the highest-leverage th Alignment Model
ions an executive team can take."

Sources: Gartner CEO & Senior Business Executive Survey 2025-2026 - McKinsey Global Survey on Al Adoption - Deloitte State of Al in the Enterprise - MIT Sloan Management Review Executive Research - NIST Al

Risk Management Fram:

vork Usage Reports - HBR Leadership Development Index - PSP Executive Advisory Analysis, 2025-2026. Figures represent directional composites across publicly available research and

advisory observations. All data used for illustrative purposes.
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Growth is not the challenge.

The organizations that lead their industries in the next decade will not have the best technology — they

will have the strongest alignment. That gap is where the advisory work happens.

Issue #2 - The Governance Gap PSP Executive Advisory

Why most organizations have adopted Al without the governance frameworks to Boutique Executive Growth Advisory

manage it— and what boards should be asking right now.
TOPICS COMING IN ISSUE #2 CONNECT WITH US

pspexecutiveadvisory.com

Al Governance: What Boards Need to Demand Now

advisory@pspexecutiveadvisory.com
The CEO's Technology Blind Spot LinkedIn: PSP Executive Advisory
Building Executive Accountability at Scale

SUBSCRIBE TO THE BRIEF

Issue #2 publishes September 2026.
Delivered quarterly to senior executives and board members.

THE QUESTION WORTH ASKING

Are you managing the complexity that growth created —

or is it managing you?
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