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Creating Organisational Clarity. Strengthening Governance. Improving Execution 

Five Questions Every Leadership Team Should Ask Before 
Scaling 
 
Over the past 25 years, I have worked with organisations ranging from global engineering businesses 
and central banks to insurers, financial services firms and investor-backed companies. 

While the sectors differ, the underlying challenge is often remarkably similar. 

As organisations grow, complexity increases faster than governance, accountability and ways of 
working evolve. 

This short paper highlights five questions I encourage leadership teams to ask before complexity begins 
to constrain performance. 
 

Creating clarity before complexity begins to constrain performance 
As organisations grow, new products, reporting lines, management layers and governance structures 
add complexity. Growth is rarely the problem; the challenge is that complexity often grows faster than 
the organisation’s ability to manage it. The organisations that scale most effectively create clarity before 
complexity constrains execution. Below are five questions every leadership team should ask before 
scaling. 

 

1. Are Accountabilities Clear? 

One of the simplest indicators of organisational health is whether critical accountabilities are 
understood. 

Can leadership teams clearly answer: 
• Who owns this outcome? 
• Who makes this decision? 
• Who is accountable if something goes wrong? 

When accountability becomes unclear, execution slows. Issues become everyone's problem and 
nobody's responsibility. 

The consequence is often: 
• Delayed decisions 
• Conflicting priorities 
• Increased operational risk 
• Frustration across teams 
 

Leadership Question 
If a critical issue emerged tomorrow, would everyone know exactly who is accountable for fixing it? 
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As businesses scale, reviewing accountability structures becomes increasingly important. 

 

2. Is Decision-Making Happening at the Right Level? 

Many organisations struggle because decisions are being made at the wrong level. 

Too many decisions escalated upward can create leadership bottlenecks. 

Too much delegation can create inconsistency and risk. 

The strongest organisations strike a balance between empowerment and control. 

Questions worth asking include: 
• Which decisions genuinely require executive involvement? 
• Which decisions could be delegated? 
• Where are decisions repeatedly getting stuck? 

 
Leadership Question 
Are decisions delayed because they are unclear, or because they are being made at the wrong level? 

Decision-making friction is often one of the earliest signs that organisational complexity is beginning to 
outgrow the operating model. 

 

3. Are Governance Structures Still Fit for Purpose? 

Governance established at £10m revenue often looks very different from that needed at £50m or 
£100m. 
Many organisations continue operating with governance structures designed for a much smaller 
business. 
Common warning signs include: 

• Excessive meetings with limited outcomes 
• Issues repeatedly revisited 
• Lack of visibility of key risks 
• Overlapping responsibilities 
• Slow escalation and resolution 

 
Leadership Question 
Is governance helping your leadership team make better decisions, or creating additional bureaucracy? 

Strong governance should enable better decisions rather than create bureaucracy. 

 

4. Where Is Value Leaking? 

Most organisations know where they spend money. 
Far fewer know where they lose value. 
Value leakage often appears through: 

• Rework 
• Delays 
• Duplicate effort 
• Poor handovers 
• Unclear ownership 
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• Workarounds and exceptions 
 
Leadership Question 
Where might value be leaking today without appearing on any management report? 

Individually these issues may appear relatively small. 

Collectively they can significantly affect margins, productivity and customer experience. 

The most successful improvement initiatives begin by identifying where value is quietly escaping the 
organisation. 

 

5. What Is Limiting Execution? 

Many strategic plans fail for operational reasons rather than strategic ones. 
Typical constraints include: 

• Unclear accountabilities 
• Governance gaps 
• Resource bottlenecks 
• Legacy ways of working 
• Poor cross-functional alignment 
• Organisational complexity 

 
Leadership Question 

What is most likely to prevent this strategy from being executed at pace? 

When strategy stalls, the root cause is often found in the operating model rather than the strategy itself. 

This is why execution deserves the same attention as planning. 

 

 
Final Thought 

Most organisations do not have a strategy problem. 
They have an execution problem. 
As businesses grow, complexity increases. Accountability becomes blurred, governance struggles to 
keep pace, and organisational friction begins to constrain performance. 

The organisations that scale most successfully create clarity before complexity begins to limit 
execution. 

The most effective organisations do not eliminate complexity, they create clarity around it. 

Complexity is not the problem. 
Unmanaged complexity is. 
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