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A practical executive test for determining whether apparent agreement has

changed decisions, resource commitments and leadership behavior.

Agreement in the room is only an input. Alignment exists when it changes decisions,

resources and behavior under pressure.

Leadership teams frequently describe themselves as aligned because nobody objects
to the strategy in the room. That is weak evidence. Strategic language permits different
leaders to endorse the same direction while protecting incompatible priorities,

resources and interests.

Alignment becomes real only when agreement survives consequence. It must change
what leaders decide, what they fund, what they stop and how they behave when

operational pressure makes the old model more convenient.

This Brief provides a practical test. It does not ask whether leaders support the
transformation. It asks whether their support has become an executable commitment

the organization can observe.

Test 1: Can every leader state the stakes?

Begin by asking each member of the leadership team what the transformation requires
from their area, and what will become more difficult, less valuable or no longer possible

if it succeeds.

Generic answers such as collaboration, agility or customer focus are insufficient. Real
alignment requires leaders to name consequences: authority that moves, budgets that
change, roles that disappear, information that becomes transparent, performance

measures that expose new comparisons and priorities that will no longer be protected.

If the stakes remain implicit, agreement is inexpensive. Leaders can support the

transformation in principle while preserving the conditions that prevent it in practice.
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Evidence that alignment is beginning to hold appears when leaders can describe both
the enterprise outcome and the specific contribution and consequence attached to

their own role.

Test 2: Do resources follow the stated priority?

The most reliable expression of leadership priority is resource allocation. Examine
whether budgets, capable people, management attention and decision capacity have
moved toward the transformation, or whether leaders have added transformation work

while protecting every existing commitment.

A strategy that receives verbal support but no meaningful reallocation is not aligned
with the operating reality of the organization. It is an aspiration competing against

funded priorities.

Ask three questions: What has received more? What has received less? What has
stopped? If the leadership team can answer only the first, it has probably added an

initiative rather than made a strategic choice.

Test 3: Are the difficult decisions repeatable?

One aligned decision does not yet demonstrate alignment. The question is whether
similar decisions are made consistently when the transformation office is absent and

when short-term pressure increases.

Look for recurring choices involving customer exceptions, technology standards, hiring,
investment, data ownership and local autonomy. Does the same strategic logic survive

across functions and over time, or is every decision renegotiated from the beginning?

Repeatability does not mean rigidity. Evidence may justify a different decision. But
leaders should be able to explain why the principle changed rather than allowing

inconsistent interests to hide behind local circumstances.

Test 4: Has disagreement become discussable?

Alignment is not the absence of disagreement. A team that agrees immediately may be

suppressing the information it most needs.

Test whether leaders can state competing interpretations and interests before a
decision is made. Can a leader explain why the proposed direction may fail without
being treated as resistant? Can operational evidence challenge executive confidence?
Can unresolved disagreement remain visible after the meeting, with a clear plan for

testing it?

The objective is not unanimity. It is coherent collective judgment: relevant differences
surfaced, examined against evidence and translated into a decision strong enough for

coherent action.
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Test 5: Does the commitment travel into the organization?

Leadership alignment has little value if it changes meaning as it moves through the
organization. Ask managers and teams what has been decided, what it requires from

them and which previous priority has been displaced.

If each function has translated the transformation into a different local story, the
leadership team may have aligned its language without aligning execution. The test is
not whether employees can repeat the narrative. It is whether decision rights, priorities
and expected behavior are sufficiently clear for people to act without waiting for

continuous clarification.

Test 6: What happens when a leader reverts?

The decisive evidence appears when established behavior returns. A leader protects an
old target, delays a shared decision, creates an exception or withdraws a resource

previously committed.

Does the team address the reversion and restore the commitment? Or does everyone
look away because confronting a colleague is more costly than allowing the

transformation to weaken?

Conviction is visible in correction. An aligned leadership team does not require
perfection, but it does require consequences when behavior repeatedly contradicts the

agreed mandate.

Apply the test to one live decision

Do not begin with another alignment workshop. Select one consequential decision the
transformation currently requires, one involving scarce resources, changed authority or

a meaningful trade-off, and apply all six tests to it.

Document what each leader believes is at stake. Compare the decision with actual
resource allocation. Examine whether the principle has held in similar cases. Surface
disagreement before seeking resolution. Follow the commitment into the operational

organization. Then observe what happens when pressure encourages reversion.

This produces better evidence than a survey of whether leaders feel aligned. It shows
whether alignment exists as organizational capacity rather than meeting-room

sentiment.

When the test fails

Failure does not automatically mean the transformation should stop. It means the

mandate is not yet executable in its current form.
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Leadership may need to clarify the consequence, renegotiate the distribution of value
and loss, change ownership, move resources, resolve an authority conflict or
acknowledge that a stated priority is not strong enough to displace existing

commitments.

The wrong response is to communicate the same message more forcefully while leaving

the contradiction intact.

Alignment holds when leaders repeatedly convert shared judgment into compatible
decisions and correct departures from the commitment. Until that is observable, the

organization has agreement, but not yet alignment.

Sources

This Brief codifies MANREAU'’s applied test for Leadership Conviction and negotiated

commitment.

About MANREAU

A transformation program is not yet a transformation.

Your strategy can be sound, delivery disciplined and change carefully planned. Yet your

transformation can still fail.

Managing the initiatives is one job. Managing the system that must transform the
business is another. Most organizations manage the first explicitly. The second goes

unmanaged. That system is the Transformation Operating System.

MANREAU works with leaders on their Strategic Mobilization to improve the conditions
for successful transformation by making the Transformation Operating System visible
and manageable. Strategic intent turns into coherent action, booked and sustained

value, and the capacity to transform again.
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Bring Us the Situation.
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