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Executive Guide: 7 Signals Your
Organization Design Is Holding Back

Strategy
A short practical guide to spot the most common organization design issues that slow strategy

execution.

This guide is based on the core logic of Creating Agile Organizations: start with strategy, design around
customer value, make ownership explicit, reduce accidental coupling, and optimize the whole. Use these
seven signals as a fast leadership check to see whether your current design is helping strategy move - or
quietly holding it back.

1. Strategy changes, but the organization design does not.

A new strategy often demands new value areas, decision rights, coordination patterns, and capability investments. If
the structure stays frozen while the strategy shifts, execution slows and people compensate through workarounds.

2. End-to-end ownership is unclear.

When customer outcomes cross multiple departments without one accountable owner, handoffs multiply, trade-offs are
delayed, and teams optimize their part instead of the whole.

3. The shadow organization is doing the real work.

If delivery depends on informal networks, heroic individuals, side meetings, and exception handling, the formal design
no longer matches how value actually flows.

4. Shared services are overloaded with work that belongs in the product or value area.

A support function should not become the bottleneck for customer-facing change. When reciprocal, day-to-day
coordination is constant, the work may be placed on the wrong side of the boundary.

5. Governance is heavy, but decisions are still slow.

More forums, approvals, and reporting layers often signal that the organization is compensating for poor design. Good
governance clarifies trade-offs; it does not replace accountability.

6. Capability gaps are visible, but no structural response follows.

Organizations often diagnose weak capabilities in data, platform, product, or operations but keep the same ownership
model, funding logic, and interfaces. Strategy cannot advance if critical capabilities remain structurally unsupported.

7. Local optimization is undermining system performance.

When each unit optimizes its own targets, budgets, or utilization, the organization may look efficient on paper while
customer value slows down. The test is simple: are you improving the whole, or only the parts?



A useful next step is to map where these signals show up in your own system: in structure, decision rights, shared services,
governance, metrics, and capability ownership.
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