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The Eight Frictions That Quietly 
Limit Organizational Performance
Across software, healthcare, manufacturing, finance, non-profits, and government agencies, 

the same organizational patterns can quietly limit performance. The context changes, but the 

friction often looks familiar: decisions slow down, priorities multiply, bad news travels late, 

and effort becomes disconnected from meaningful outcomes.

This document focuses on operational, organizational, and resource challenges rather than 

industry-specific practices. Its purpose is to make persistent patterns visible, clarify the costs 

they create, and identify what stronger organizational conditions look like in practice.

The central question

Are the systems around people helping good work move, or quietly making progress 

harder than it needs to be?

1. Leadership: Adaptive, 
Transformative & Servant
Problem: Leadership whiplash



Organizations often swing between bold direction, rapid adaptation, and supportive service 

as if these were competing choices. The result is leadership that can feel inspiring in one 

moment, cautious in the next, and inconsistent when people most need clarity.

Why the pattern persists

Leaders tend to overuse the style that feels most natural or most rewarded. A strong vision 

can crowd out listening and support. Servant support can avoid the challenge required to 

change. Adaptability can become constant movement without a stable direction.

Organizational cost

Bold vision without servant support causes burnout and reduces willingness to take 
thoughtful risks.
Servant support without adaptive challenge protects comfort but allows stagnation.
Unbalanced leadership creates confusion about whether people should commit, 
experiment, or wait.

What better looks like

An integrated model combines inspiring long-term vision, psychological safety and 

support for risk-taking, and structural flexibility to pivot when assumptions meet reality.

2. Strategic Alignment: The “Too 
Many Priorities” Trap
Problem: Everything is critical

Organizations take on dozens of initiatives and label them all critical. Capacity then spreads 

across too many commitments, making it hard for any one initiative to get the focus, time, 

and coordination it needs to succeed.

Why the pattern persists

Adding priorities feels safer than choosing among them. Leaders may want to preserve 

options, respond to every request, or avoid the visible trade-offs that real focus requires. 

Over time, the portfolio becomes a list of intentions rather than a sequence of meaningful 

commitments.

Organizational cost



Teams switch context repeatedly instead of building momentum.
Completion is delayed as partially finished work competes for attention.
Accountability becomes diffuse because no initiative has enough concentrated capacity.

What better looks like

Fewer priorities are actively protected, sequenced, and resourced so the organization 

can finish meaningful work instead of displaying a crowded list of intentions.

3. Team Enablement: Decision-
Making Bottlenecks
Problem: Routine work waits for senior sign-off

Operational work stalls as teams wait days or weeks for approval on decisions they can make 

themselves. The delay is often invisible when it happens, but it accumulates across the flow 

of work.

Why the pattern persists

Decision rights remain concentrated because escalation feels safer than delegation. Leaders 

may fear inconsistency, teams may lack clear boundaries, and the organization may never 

explicitly define which decisions belong closest to the work.

Organizational cost

Teams lose momentum and become dependent on a small number of approvers.
Senior leaders spend time on routine decisions instead of higher-value questions.
People learn to wait rather than exercise judgment and build capability.

What better looks like

Decision authority is clear, close to the work, and bounded by transparent principles so 

teams can act quickly while leaders retain visibility where it matters.



4. Value Creation: Outputs That Do 
Not Produce Outcomes
Problem: Activity is mistaken for value

Organizations can complete planned projects, release offerings, and report finished 

deliverables without improving the meaningful metrics that matter. Completion proves that 

activity occurred; it does not prove that the activity created value.

Why the pattern persists

Outputs are easier to count, manage, and celebrate than outcomes. Plans often define what 

will be produced more clearly than the change the work is meant to create, so teams optimize 

for delivery even when the intended benefit remains uncertain.

Organizational cost

Resources continue flowing toward work that may not improve meaningful results.
Teams appear productive while the organization struggles to learn what works.
Completed work accumulates without a clear connection to purpose.

What better looks like

Success is defined and reviewed through value generated and outcomes improved, not 

simply through the volume of activity completed.

5. Trust & Transparency: Bad News 
Travelling Too Late
Problem: Manageable issues become public crises

Fear of blame causes people to hide missed milestones, budget overruns, and operational 

failures. By the time the information reaches the people who can help, the issue has often 

compounded into a larger and more visible crisis.

Why the pattern persists



People read the response to bad news as a signal about whether it is safe to be candid. If 

early disclosure produces punishment or embarrassment, silence becomes a rational short-

term protection, even when it increases long-term risk.

Organizational cost

Leaders receive incomplete information and make decisions on delayed signals.
Teams lose time managing surprises instead of correcting course early.
Trust declines because problems appear hidden rather than actively managed.

What better looks like

Bad news travels early because transparency is treated as a control mechanism and a 

shared responsibility, not as an invitation to assign blame.

6. Team Health & Growth: 
Unsustainable Pace Mistaken for 
Performance
Problem: Constant urgency becomes the operating model

Crunch and firefighting can create short-term output, making an unsustainable pace look like 

commitment or high performance. Visible work gets done while the less visible costs build 

underneath.

Why the pattern persists

Urgency is easy to notice and reward. Recovery, learning, and capability building are slower 

and less visible, so organizations can normalize overwork before recognizing that the system 

depends on it.

Organizational cost

Burnout reduces the capacity and judgment available for future work.
Turnover removes key talent and weakens continuity.
Institutional knowledge is lost when experienced people leave or disengage.



What better looks like

Performance includes a sustainable pace, deliberate recovery, and ongoing growth so 

the organization can preserve capability while delivering today.

7. Strategic Budgeting: Funding 
Silos Instead of End-to-End 
Outcomes
Problem: Departments compete while outcomes remain 
shared

Department-based capital and operating budgets can make teams compete for resources 

even when the desired outcome depends on several groups working together. Funding 

follows organizational boundaries rather than the full path from intention to result.

Why the pattern persists

Budgets are often designed around reporting structures, annual cycles, and local ownership. 

Those mechanisms make accountability easier to assign within departments, but they make 

shared goals harder to fund from beginning to end.

Organizational cost

Cross-functional work starts without the resources required to complete it.
Teams optimize local budgets instead of shared outcomes.
Important work slows as funding gaps appear between organizational boundaries.

What better looks like

Resources are aligned to shared, cross-functional outcomes and sustained across the 

full journey from commitment through delivery and learning.



8. Delivery & Flow: Excessive 
Handoffs and Execution Friction
Problem: Work loses momentum between groups

As work moves between groups, it can be delayed, stuck, or returned for rework. Each 

handoff introduces another opportunity for waiting, misunderstanding, incomplete 

information, and predictable performance failure.

Why the pattern persists

Organizations are commonly designed around specialized teams and functional boundaries. 

Those boundaries can clarify expertise, but without shared ownership and strong 

coordination, they turn work movement into a sequence of queues.

Organizational cost

Lead times grow as work waits between active periods of effort.
Rework consumes capacity that could have advanced new work.
Responsibility becomes harder to see as work crosses more boundaries.

What better looks like

Work flows through fewer unnecessary handoffs, with clear ownership, shared 

standards, and fast feedback before small gaps become expensive rework.

Synthesis: Fix the System, Not the 
Person
These eight frictions reinforce one another. Too many priorities increase handoffs and 

bottlenecks. Bottlenecks make teams appear slower, which can trigger more urgency and 

unsustainable pace. Unsustainable pace weakens trust, delays bad news, and makes outputs 

harder to connect to outcomes.

The pattern is systemic, not isolated. Leadership choices shape psychological safety and 

decision rights. Strategic alignment shapes capacity. Budgeting shapes collaboration. 

Delivery design shapes flow. Team health shapes whether the organization can learn and 

perform over time.



A more durable performance model

Choose and protect a small number of meaningful priorities.
Put decisions and feedback close to the work.
Measure outcomes and value generated, not activity alone.
Make transparency safer and sustainable performance expected.
Fund and design work around shared outcomes from end to end.

The closing idea

Durable performance comes from addressing the system that shapes behavior, not from 

blaming the individuals working inside it.


