A STRUCTURAL DIAGNOSTIC - THE FULL READ - SPECIMEN

How the center is built.

A worked example. Meridian is a fictional center; the pattern is drawn from real ones. - 12 leaders - 7 India / 5 global

- 800 people

A SPECIMEN, PREPARED AS AN ILLUSTRATION - NOT A CLIENT DOCUMENT

HOW TO READ THIS

This report reads one thing: whether the way the center was built still fits the center it has become. It
does not measure effort or grade people. Strain, where it appears, usually comes with growth; a center
that never grew would have little to report here. The center's leaders answer the same fifteen statements
alone, India-based and global, and the document reads their answers as one pattern. No answer in it is
attributable to any one of them. Three of the five themes show where strain appears, one shows where it
starts, and one shows why it stays hidden. Where the two groups describe different centers, the

difference is treated as a finding in its own right.

Meridian is invented. Its numbers, its notes, and its pattern are assembled from what real centers show,
so that the shape of a full read can be seen whole. A real read carries the center's own words in these

places.

THE CENTER'S ARC

Meridian has grown from 150 to 800 people over three years. Growth at that pace rarely announces its

strain. It accumulates quietly, and by the time it is felt the build can be a full size behind the center.

THE READING

Meridian delivers, and its leaders say so without hesitation. The strain sits underneath. Structure reads
as strained by consensus: managers carry too much, and growth has been absorbed by adding people
rather than by redesign. Authority holds in aggregate, yet the two groups describe it from different
centers, with global leaders reporting authority granted and India-based leaders reporting approvals
climbing. Ownership sits between the two readings, pieces delivered, wholes assembled elsewhere.
Standing reads lowest of the five and reads low for everyone: the center is counted as a cost while doing
the work of a capability, funded a year at a time, resting on sponsors. Continuity is mixed, and the notes

explain why the rest stays hidden. Delivery holds because a few people hold it.
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THE PROFILE

STRUCTURE ® O
AUTHORITY [ @)
OWNERSHIP [ (@)
STANDING ® O
CONTINUITY o
NOT TRUE TRUE

Filled marks are India-based leaders, open marks are global leaders. The band behind them is the range across all responses.

Of the five themes, 1 reads as holding, 2 as mixed, 2 as strained. The lowest surface is Standing.

Specimen read - Meridian is fictional - manishsinha.com



THE FIVE THEMES

WHERE THE STRAIN SHOWS

I . Structure

Every center begins with a shape that fits it. Shapes do not grow on their own: headcount doubles, scope widens, and the

original shape gets stretched rather than redrawn.

The one theme both groups describe the same way. Managers carry more reports than a manager can
carry, growth has been met by adding people rather than by changing how work is done, and the
support functions run a step behind what the center now is. The shape that carried Meridian from 150

to 800 people is the shape it still wears. Nobody defends it. Nobody has been asked to redraw it.

II - Authority

Work moves to a center faster than the authority to run it. Approval was how trust was built at the start, and trust earned is

supposed to become authority granted.

The widest gap in the read. Global leaders describe a center that makes the calls it is held responsible
for, and score this theme as holding. India-based leaders describe routine decisions that still travel for
signatures and titles that carry less than they name. The same center, described twice. Either authority
was granted and has not been felt, or it was named and never moved. The distance between those two

sentences is the finding.

III - Ownership

Work arrives at a young center in pieces, a process here, a function there. Years later the pieces have multiplied, and the

question is whether the wholes ever formed.

Between the two readings. The center delivers reliably, but outcomes with one clear owner are the
exception, teams run as adjacent groups under one roof, and new work is connected after it lands rather
than by design. Global leaders read more ownership than India-based leaders do, which usually means

the wholes exist on the chart and not yet in the room.
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WHERE IT STARTS

IV . Standing

A center is usually born as a cost decision, and the way it is funded, measured, and positioned is set in that moment. The

work changes with the years. The counting often stays where it began.

The lowest theme, and the one both groups agree on. Meridian's value shows up in other units'
numbers, its funding is renewed a year at a time, and its scope rests on a small number of sponsors
rather than on a firm agreement. This is where the pattern above begins. A cost line is handed pieces,
not wholes. It is given approvals, not authority. It is grown with headcount, not design. The first three

themes show where the strain appears. This is where it starts.

WHY IT STAYS HIDDEN
V . Continuity

Every young center is carried by a few remarkable people. What begins as strength quietly becomes exposure when too much

of what the center knows sits with too few of its people.

Mixed, and the reason everything above has stayed livable. Delivery holds, but the knowledge that
matters lives in named individuals, the culture is passed on by a thinning few as hiring accelerates, and
the bench below the top team is short. The center works because certain people absorb the strain, which

is exactly why the strain has not forced a decision. It works until two or three specific people leave.
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THE STATEMENTS

(A% \Y

Each square is one statement, themes I-V left to right. The darker the square, the truer the group read it of the center.

The statements the group placed lowest:

11 We're funded to build ahead of what's needed, not renewed one year at a time.
12 Our scope is secure. It rests on a firm agreement, not on a few sponsors who could leave.

01 We have adequate managers, and each one has a team they can actually handle.

WHERE THE TWO GROUPS DIVERGE

India-based leaders read authority and ownership well below their global colleagues, and the gap is
widest exactly where accountability should be plainest: whether routine decisions stand without
approval, whether budget and hiring authority is real, and whether important outcomes have one
owner. Global leaders describe a center that decides. India-based leaders describe a center that asks.
Both are answering honestly, which means the distance between them is not a scoring problem. It is the

finding.
WHERE THE ROOT MAY SIT

When Standing reads lowest while the visible strain sits in Structure and Ownership, the root is usually
the founding count. Meridian was set up as a cost decision, and the way it is funded, measured, and
positioned has not moved since, while the work has. A center counted as a cost is handed pieces rather
than wholes, given approvals rather than authority, and grown with headcount rather than design,
which is precisely the pattern the first three themes return. The strain did not start where it shows. It

started in how the center is counted, and everything else has been the counting working itself out.

What would change first if Meridian were counted as a capability for one full year?

IN THEIR WORDS

"every third decision travels for a signature"

"we run it, we do not own it"
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"two names hold this place together"

WHERE THE DEEP DIVE SHOULD BEGIN

The pattern above points to the questions the in-person work should open with.

01 Why do India-based and global leaders describe Meridian's authority so differently, and which

description does the last quarter's record support?
02 Which decisions made inside the center in the last quarter stood without a second signature?
03 What does the center own end to end, and would any two leaders name the same list?

04 If the two people everyone names left in the same month, what would still hold a quarter later?

WHERE THE WORK BEGINS

This document ends at the gaps. It names where the build no longer fits the center and stops there, since
the answers depend on choices only the center can make. The work that follows begins where these

pages stop.

Meridian is fictional. The read is what a real one looks like: the same fifteen statements before ten to
fifteen of a center's leaders, returned as one pattern, with the center's own words where Meridian's

stand here.

A SPECIMEN, PREPARED AS AN ILLUSTRATION - NOT A CLIENT DOCUMENT
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