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Assessing Execution Risk in Rapid Growtk

Client Case Study

GROUP HARMONICS
Real Clients - Real Engagements - Real Results

Client Situation

The client was a startup in high-tech equipment enjoying rapid growth driven by a technically sound and
valuable product and consumables line, which was generating interest and sales with customers
worldwide. In the process of transitioning from investor funding to profitability, the company was
supporting existing products, working on next-generation offerings, and contemplating an IPO. At this
stage, the company faced elevated risk. Clearly, “common wisdom” management practices, though
effective during early growth, had begun to introduce delay, inconsistency, and execution drag as
complexity and scale increased. Senior leadership recognized breakdowns in decision flow or
coordination at this stage would materially affect product timelines, customer commitments, and
readiness for public markets in unrecoverable ways. They approached Group Harmonics to help them
bias management toward predictable output while avoiding both disorganization and bureaucracy.

Our Background

Group Harmonics (GH) specializes in defining, articulating, and supporting within our clients the
development of management practices which reduce execution latency and coordination failure during
uncertainty, as proven by research and experience spanning seven decades and at least five academic
disciplines. We refer to these patterns collectively as Iterative Management®. They are consistently
observed within the leadership and management of organizations that reliably execute despite growth,
market, and regulatory pressure, with adopters outperforming competitors by a large margin because
they are clearer in output definition and commitment, better synchronized in implementation, and
more flexible, more collaborative, and significantly faster in decision making and resource allocation.

Iterative Management® supports cross-functional resource sharing, creates a flexible management
methodology in which output requirements never take a back seat to reporting relationships
(sometimes called matrix management), and enables the speed and agility required to produce superior
results when technology, market, regulatory, and/or customer demands are unclear, disparate, or
constantly changing. We deliver this information to clients in a variety of ways that enable real-time
practice in tandem with conceptual learning, including highly interactive presentations, group learning
sessions, experiential learning interventions, and direct facilitated working sessions with leadership
teams as they work real business issues. This serves to reduce risk and increase outputs simultaneously.

Our clients consistently report appreciation of this direct, practical, no fluff/no waste approach. Our
focus is helping management to do things that are more useful/less risky and stop doing things that are
less useful/more risky. We take pains to avoid getting lost in terminology or philosophical debates,
instead putting our energy behind helping leaders and managers to be as flexible and coordinated in an
organization of hundreds or thousands as they would be if they had just a dozen employees.
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Solution

We employ a multi-phase approach to this type of management improvement that can be generalized
as observation and discovery, followed by intervention and action, followed by support. In this case,
because the client wished to understand their particular risks to execution and coordination, and also to
learn more about what was possible in the space of high-performing management culture, a risk
assessment under the heading of observation and discovery was employed to identify systemic
execution risks embedded in current management practices such as goal focus and decision processes.
The objective was not to evaluate individuals, but to assess the extent to which the organization’s
management system would support or impede the upcoming inflection. We would then recommend
actions to maximize efficiency and effectiveness with minimal disruption to the ongoing work of the
organization — while at the same time allowing for a greater degree of structure and accountability.

Our principal spent approximately one day at the Client’s headquarters plus some virtual time gathering
information. The primary focus was (a) conducting audits of the client’s three primary management
meetings (CEO Staff Meeting, Market Strategy Meeting, Engineering Staff Meeting), and (b) holding a
series of 1-on-1 and small group informational interviews with key executives and managers. Using
information discovered in this manner, coupled with a review of the content and notes from exploratory
meetings already held, we were able to provide specific observations and recommendations for action
to help the leadership team move to a more flexible system of Iterative Management®.

A sample of such a report is included as an appendix to this document.

Findings

In this case, some of the most important risk findings and mitigation recommendations centered on the
extent to which the senior teams were making data-driven group decisions effectively and then
executing them quickly as environment and customer demands changed. Among our observations:

e Action translation and alignment risk: The senior team was meeting regularly, collaborating
effectively, and attempting to make forward-looking decisions. But information from lower in the
organization was flowing to the senior team slowly and sporadically with a backlog of issues lower in
the organization, all indicative of an accrued “debt” of risk in output delivery and alignment.

e Coordination and coverage risk: The executive team seemed to be mostly focused on headcount
and finance. The variety of other cross-functional issues were being handled in ad-hoc, inconsistent
ways, largely because no executive forum routinely addressed them. This lack of clear, advance
accountability increases the likelihood of missteps, coverage gaps, and costly coordination mistakes.

¢ Information integrity and decision quality risk: Leaders had begun developing more formalized
graphic displays for executive staff and their own teams. However, they had not agreed on the
content of those dashboards nor on any unifying principles behind them, and these graphics were
neither well suited to forward-looking decision making nor understood by other groups. Absent a
solution here, the dashboard initiative was likely to play out as a significant resource spend with
little benefit to information transfer and decision making at senior levels.

e Decision latency risk and execution risk: Senior teams did not follow clear or consistent processes
for making group decisions within the meetings — especially for those involving resource




reallocation. In fact, meetings consisted of mostly status updates with few decisions of any kind.
Many cross-functional tradeoffs were being made in informal ad-hoc conversations, which meant
meeting time was being used to explain and defend them after the fact rather than coordinate them
proactively. This created ongoing risks for both lost time and costly rework.

Recommendations

To remedy the findings, we made a set of “phase one” recommendations which the client could adopt
immediately to mitigate both latency and unpredictability risk by improve the systemic function of
leadership and management. Among them:

e We suggested that the team adopt a common framework for data display prior to finalizing
dashboards. (In Iterative Management®, managerial data displays are intentionally structured to
look forward, driving discussion of changes needed today to impact future results.)

e Because part of the confusion around making effective group decisions was a lack of clarity
regarding which executive team owned which decision, we made specific recommendations
abouwhat content to formally assign to which meetings, and how to handle escalations.

e Certain of the senior team meetings had grown extremely large, spending multiple hours on regular,
extremely granular reviews. We made structural recommendations to assist leadership in recasting
those meetings to be more effective and more adaptable, allowing for downward delegation
without loss of accountability.

e Being a relatively new company with employees from several sectors, the workforce lacked a
common language for collaboration, group decision making, cross-functional teamwork, and the
like. We recommended some common experiences to build skill and vocabulary in those areas.

e We further proposed an optional “phase two” of engagement, should the client desire additional
direct support to accelerate the implementation of the phase one recommendations — especially
shared languages and practices to systematize management meetings and cross-functional work.

The client immediately employed a few of the phase one recommendations to enhance their focus on
dashboard displays, build out clearer goals and metrics, and adjust their approach to executive
meetings. As those meetings became more data-based and more decision-centric, they perceived real
evidence of performance improvement that directly mitigated the risks mentioned above. They
determined that full, rapid implementation of the rest of the recommendations would improve the
overall outcomes of the organization, so they opted to continue with our support in phase two.

In phase two, the client adopted a consistent format for holding meetings and making decisions and

began relaying information upwards and downwards in the organization with more regularity and
accuracy. Executives and middle managers reported more direct goal orientation for themselves and
their subordinates; those with cross-functional issues were more easily able to raise and resolve them
without inventing custom, case-by-case processes. Ultimately, the president of the company credited
the Iterate® approach with directly supporting the organization’s ability to scale while staying nimble, a
result which indicated in results (not slides) how effectively the execution risk had been mitigated.




Appendix

Attached is a sample of the type of report Group Harmonics provides in similar engagements.

Glossary: Execution Risk Delineation

Iterative Management® practices directly mitigate most major risks to execution.

Action Translation Risk
The risk that the organization cannot reliably translate decisions
into timely, coordinated action that produces intended results.

Alignment Risk

The risk that teams pursue goals or priorities that are inconsistent
with each other or with enterprise objectives, resulting in wasted
effort and conflicting outcomes.

Capacity Allocation Risk

The risk that people, time, and resources are not assigned to the
highest-value work, leading to slower progress on critical
priorities.

Change Absorption Risk

The risk that the organization cannot effectively absorb new
priorities, initiatives, or changes without disrupting ongoing
execution.

Communication Distortion Risk

The risk that information becomes altered, delayed, or incomplete
as it moves through the organization, leading to poor decisions
and rework.

Coordination Risk
The risk that interdependent teams fail to synchronize effectively,
causing delays, duplication, or breakdowns in execution.

Coverage Risk

The risk that important business issues are not owned or
addressed by any forum or leader, allowing problems to persist or
escalate unnoticed.

Decision Ambiguity Risk
The risk that it is unclear who owns a decision or where it should
be made, resulting in delays, escalation, or avoidance.

Decision Latency Risk
The risk that decisions take too long to make relative to business
needs, slowing execution and reducing competitiveness.

Decision Quality Risk

The risk that decisions are made without sufficient data, input, or
structure, leading to suboptimal outcomes and downstream
correction costs.

Execution Drift Risk

The risk that agreed-upon plans lose clarity or consistency as they
are implemented, resulting in divergence from intended
outcomes.
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Escalation Failure Risk

The risk that issues are either not escalated when needed or
escalated too late, preventing timely resolution at the appropriate
level.

Information Integrity Risk

The risk that data used for decision-making is inconsistent,
outdated, incomplete, or misaligned, reducing confidence and
effectiveness.

Meeting Load Risk

The risk that excessive or poorly structured meetings consume
executive and team capacity without producing proportional
decisions or progress.

Operating Rhythm Risk

The risk that the cadence of meetings, planning, and review cycles
is misaligned with the pace of the business, leading to missed
opportunities or delayed responses.

Prioritization Risk

The risk that the organization lacks a clear and consistent method
for determining what matters most, resulting in scattered effort
and diluted impact.

Resource Reallocation Risk
The risk that the organization cannot quickly and effectively shift
resources in response to changing priorities or conditions.

Scalability Risk (Management System)

The risk that management practices that worked at smaller scale
become ineffective or inefficient as the organization grows in size
and complexity.

Structural Accountability Risk
The risk that responsibilities and ownership are not clearly
defined or enforced, leading to gaps, overlaps, or finger-pointing.

Throughput Constraint Risk

The risk that bottlenecks in decision-making, coordination, or
execution limit the organization’s ability to deliver results at the
required pace.

Transparency Risk
The risk that leaders lack clear visibility into progress, issues, or
performance, impairing their ability to intervene effectively.

Workflow Fragmentation Risk
The risk that work is managed inconsistently across teams or
functions, increasing friction, confusion, and inefficiency.

Iterate®, Iterative Management®, and the Iterate® graphic are registered trademarks of Group Harmonics.
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Executive Summary

Client ABC’s management practices were assessed via a one-day, on-site audit
and a small number of supporting phone discussions. The objective was to
determine (1) the extent to which execution risk is being mitigated through
operating the company consistently with research on best management
approaches for high-growth, high-complexity companies, and (2) what risks remain
to execution and what opportunities exist for mitigation/improvement.

Client ABC'’s senior management demonstrates lorem ipsum dolor sit amet, eu his
sumo minim omnium, eam alii forensibus ex. Ei erroribus rationibus intellegebat
nam, eam ex amet maluisset, his utroque philosophia ex. Et munere nonumy cum,
suscipit contentiones qui ad. Harum aperiri et mei.

Adipisci eleifend cotidieque vix te, vidit solum omnium nam ut. Zril adipisci at eos,
sea vide audiam incorrupte ei. Eu admodum albucius per. Oratio viderer sit at. Et
illum tincidunt usu, eu diam adhuc consetetur has. Mei aliquam phaedrum te.

Apeirian perfecto in eam, in tamquam offendit efficiantur mea. Est at quem viris
deleniti. Nam probo constituam no, eum ex tritani mediocritatem. At dicat vocent
ius. Vix ut dicat liber docendi, in consul menandri sea. Ne quot alienum atomorum
quo.

Vim brute intellegat consectetuer et. Offendit praesent vix at, ei mei purto epicurei.
Cum nominavi conceptam id, ad nemore possim vel. Ne erroribus repudiare qui.
Quod quidam fabellas eos eu. Justo gubergren concludaturque id vel, bonorum
utroque instructior quo ei, an possim nusquam facilisis duo. Eum sensibus
voluptatibus no.

Vim in possit propriae. Ea apeirian disputationi his, ius id ubique sensibus, mea no
propriae scribentur. Eum tale appareat mediocritatem ei. Ne tamquam ancillae per,
at sit etiam viderer. Inermis facilisis an eam. Fabulas detraxit democritum has ad,
cu exerci impetus disputationi eos.

We recommend a three-part lorem ipsum dolor sit amet, eu his sumo minim
omnium, eam alii forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex
amet maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei.

Summary recommendations are included here so that a reader of the
Executive Summary is clear on suggested next steps.
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Basis of Observation

On December 25, 2017, the author spent X full day(s) on site with Client ABC”s
management team, to observe and report on the current state of management
practice in the organization. On that day, the author attended the following
meetings:

* Lorem ipsum dolor sit amet, eu his sumo minim omnium,

» Eam alii forensibus ex. Ei erroribus rationibus intellegebat nam,

* Eam ex amet maluisset, his utroque philosophia ex. Et munere nonumy cum,
suscipit contentiones qui ad. Harum aperiri et mei.

The author also had one-on-one discussions with:

* Lorem ipsum dolor sit amet, eu his sumo minim omnium,

» Eam alii forensibus ex. Ei erroribus rationibus intellegebat nam,

* Eam ex amet maluisset, his utroque philosophia ex. Et munere nonumy cum,
* Lorem ipsum dolor sit amet, eu his sumo minim omnium,

» Eam alii forensibus ex. Ei erroribus rationibus intellegebat nam,

» Eam ex amet maluisset, his utroque philosophia ex. Et munere nonumy cum,

Prior to that day, Lorem ipsum dolor sit amet, eu his sumo minim omnium, Eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, Eam ex amet maluisset,
his utroque philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad.
Harum aperiri et mei.

The observations presented in this report are based upon all of these interactions.

Report Contents

This report summarizes observations relative to the Five Key Practices of lterative
Management, and their subcomponents, as they relate to execution risk during
organizational growth. It outlines the author’s interpretation of what was observed,
and makes recommendations to mitigate major risks.

This information is limited by what could reasonably be observed and/or reported
in the time allotted. The appearance or a report of a practice in one context does
not guarantee its appearance in other contexts, and absence of a practice in one
context doesn’t preclude it from happening somewhere else. This type of data is
best used to inform next steps in a broader strategy to develop awareness and
repeated (cultural) use of the behaviors and practices of Iterative management.

In the following pages, orange markings indicate observed presence or absence.
If a practice has no marking whatsoever, it is because insufficient information was
obtained to draw a conclusion as to whether it is present or absent.

Iterative Management® Overvi

OUTPUT & STATUS
BROADCASTING

FRONT LINE WORK PREVIEW
SELF-SUFFICIENCY MEETINGS
LINKED GROUP
TEAMS DECISION-MAKING

Output & Status Broadcasting
Verbalized Summary Output Plans and forward-looking data keep teams and individuals
focused and coordinated, by clarifying roles and establishing expectations.

Work PreView Meetings
Regularly held management meetings define and resolve resourcing issues. Work
PreView meetings prioritize needs and demand accountability from team members.

Group Decision-Making
Effective teams use the knowledge and opinions of all members to assist the
decider in making decisions. Group Decision-Making processes result in higher
quality actions, maintaining management credibility and organizational flexibility.

Linked Teams
Linked Teams are clear about their roles and how their work integrates with
the entire organization, supporting rapid sharing of information and quick,
decisive action in support of legitimate organizational priorities.

Front Line Self-Sufficiency
Each individual contributor is clear about expected performance results, and is able to
manage him/herself because appropriate feedback and resources are available.

Each practice is subdivided into observable, rehearsable, correctable behaviors.
These form the basis of the observations presented on the following pages.
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Conclusions

Assets

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

* Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

Neutral Notations

* Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei. Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet maluisset,
his utroque philosophia ex. Et munere nonumy cum, suscipit contentiones qui
ad. Harum aperiri et mei.

* Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.

Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

'4,%@

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.
Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

Development Areas

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.
Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

* Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.
Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.
Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.

* Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii forensibus ex.
Ei erroribus rationibus intellegebat nam, eam ex amet maluisset, his utroque
philosophia ex. Et munere nonumy cum, suscipit contentiones qui ad. Harum
aperiri et mei.
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Risks and Recommended Actions

1. To mitigate Risk X, take action Y in this particular way. Specifically:

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet
maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei.

* Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet
maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet
maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei.

2. To mitigate Risk X, take action Y in this particular way. Specifically:

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet
maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet
maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei.

» Lorem ipsum dolor sit amet, eu his sumo minim omnium, eam alii
forensibus ex. Ei erroribus rationibus intellegebat nam, eam ex amet
maluisset, his utroque philosophia ex. Et munere nonumy cum, suscipit
contentiones qui ad. Harum aperiri et mei

A typical report contains 4-10 recommended mitigation actions, including a
combination of things the client could do with no external support, and ways
in which Group Harmonics could accelerate the needed improvements.

A recommended timeline in graphic form is included, if applicable, on the
next page.

Priority and Possible Timeline

ecomn;ndation 1

Coaching

Rcommendation 2

Recommendation 3

Recommendation 4

i S—

Recommendation

P=Priority number / ()=item
number
A Accelerator
<= Meet
N Meetings or sessions
Accelerator
[ Live andfor virtual interactions

This graphic is intended to help visualize
potential timing and overlap/interaction
between items, in order to facilitate
discussion and planning. It should not
be interpreted as a schedule
commitment.

© 2017-2021 Group Harmonics Inc. — All Rights Reserved

Time (months)

This graphic varies by report but includes prioritization and possible
intersection points for potential accelerators including external support.
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specializes in substantially shifting
leadership and management culture in a timeframe of
weeks and months, not quarters and years. Over decades
of research and experience, from startups to the Fortune
500, we have perfected an analytical, evidence-based
methodology that simultaneously influences the
individuals, the culture, and the human system that is the
organization. Our optimized approach not only works
significantly faster, but also helps executive and leadership
teams make a more permanent change so thoroughly that
it propagates downward into how the organization runs.

Our work has been hailed for producing substantial results even in the most challenging circumstances,
and our CEO Ed Muzio has been called “one of the planet’s clearest thinkers on management practice" by
the editor of an international business magazine, thanks in large part to

Ed’s mantra is "higher output, lower stress, sustainable growth” — a promise central to our company’s
mission of creating culture changers — and Ed’s books have won Awards of Excellence in the performance
improvement field for applying research-based frameworks that create concrete results.

www.GroupHarmonics.com | info@groupharmonics.com | +1 512.436.0975
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