
Leadership Alignment
Health Scan

Executive Diagnostic and Action Guide

Evaluate the strength of your leadership alignment 
and pinpoint areas of early fragmentation signals.  

Discover how to reinforce trust, clarity, and 
performance across your organization.
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wHY THIS MATTERS

Instructions

The shift from alignment to fragmentation is rarely sudden; it starts 
when sustained pressure causes subtle changes in leadership 
behavior. As stress mounts, leaders tend to become more reactive and 
less curious. They may become overly protective of their own 
departments, and less aligned around shared priorities. Those shifts 
shape how teams communicate, work together, and make decisions. 
Over time, these changes become embedded in the culture, and 
culture ultimately shapes performance.

Reflect on the past 60–90 days. For each statement, assign a score 
based on how frequently you have observed the behavior across your 
leadership team or organization.

0 = Rarely or Never
1 = Sometimes
2 = Often
3 = Consistently

The encouraging news is that fragmentation and alignment are 
progressive—not permanent states. Organizations can detect 
fragmentation early and interrupt its progression, and they can repair 
and restore alignment even after fragmentation has become 
established. The purpose of this scan is to help you understand where 
your organization stands today, so you can take the next right step.
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Section 1:
Leadership Behaviors

Traffic-Light Interpretation

Leadership Score: ______ / 21

Leadership behavior is the earliest indicator of organizational 
alignment. Before a culture starts to change or performance metrics 
decline, leadership patterns begin to shift.

Stable Alignment (13–21)

• Communication remains calm and thoughtful—even under pressure.

• Leaders listen deeply and ask questions, instead of dominating conversations.

• Challenging questions and feedback are welcomed without defensiveness.

• Meetings create space for curiosity and differing perspectives.

• Priorities remain clear to people, even when urgency rises.

• Leaders actively seek shared clarity rather than protecting territory.

• Organizational purpose takes priority over departmental goals.

Leadership behaviors consistently reinforce clarity, trust, and 
shared purpose. Continue reinforcing these practices.

Emerging Fragmentation (6–12)

Pressure is beginning to distort leadership behavior. This is the 
optimal point to intervene before these patterns spread into the 
wider organization.

Established Fragmentation (0–5)

Leadership fragmentation is likely affecting trust, decision-making, 
and execution. The good news is that these patterns can be 
repaired by intentionally restoring leadership alignment.
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Section 2:
Organizational Health

Traffic-Light Interpretation

Organizational Health Score: _____ / 36

As leadership behavior changes, the organization begins to respond. 
These indicators reveal whether trust, collaboration, engagement, 
and shared ownership remain healthy.

Stable Alignment (22–36)

• Employees openly raise concerns or risks.

• Difficult conversations happen early.

• Diverse perspectives are welcomed.

• People feel safe to be themselves.

• Cross-functional collaboration is effective.

• Decisions rarely require avoidable rework.

• Meetings increase clarity and alignment.

• Teams willingly share ownership across functions.

• People continue proposing new ideas.

• High-performing employees remain engaged.

• Participation in learning remains strong.

• Innovation and discretionary effort remain healthy.

Trust, collaboration, and engagement remain healthy. Maintain the 
leadership disciplines that created this environment.

Emerging Fragmentation (11–21)

The culture is beginning to absorb the effects of pressured 
leadership. This is the ideal time to restore alignment before 
operational performance is affected.

Established Fragmentation (0–10)

Fragmentation has likely become embedded in the organizational 
environment. Although the effects may already be visible, 
organizations can rebuild trust, reconnect teams, and restore 
healthy performance through aligned leadership.
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Section 3:
Business Performance

Organizational Health Score: _____ / 36

Operational performance is a lagging indicator. Rather than assigning 
a score, identify whether any of the following areas have deteriorated 
during the past six months.

• Productivity

• Revenue or margins

• Customer satisfaction

• Quality

• Delivery

• Safety

If these operational indicators are declining alongside lower 
alignment scores in Sections 1 and 2, fragmentation has likely been 
progressing for some time. Rather than focusing only on processes or 
structures, begin by strengthening leadership alignment—the real 
driver behind sustainable performance.
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Understanding
Your Results
Fragmentation is progressive, not binary. Organizations rarely move 
from healthy to unhealthy overnight. They progress through 
identifiable stages:

Stable Alignment > Emerging Fragmentation > Established Fragmentation
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The earlier leaders recognize the progression, the easier it is to interrupt. However, 
even organizations experiencing established fragmentation can recover. The same 
leadership behaviors that create healthy organizations can also repair fractured ones 
when applied consistently and intentionally.

What to Do Next

Stable Alignment (22–36)

Protect what is working. Reinforce healthy leadership habits, repeat this scan 
quarterly, and continue investing in leadership development.

Emerging Fragmentation (11–21)

Treat these results as an invitation to act early. Re-establish shared priorities, 
increase clarity, encourage candid dialogue, and strengthen alignment across 
the leadership team before pressure becomes culture.

Established Fragmentation (0–10)

Do not assume your organization is beyond repair. Most organizations seek 
support only after fragmentation has become visible. Recovery begins by 
restoring alignment within the leadership team. As leadership changes, culture 
follows. As culture strengthens, performance becomes sustainable again.



RAY SHIELD helps interrupt fragmentation 
before it becomes embedded.

The RAY SHIELD Difference
The purpose of the RAY SHIELD Alignment Operating System 
is to help organizations move toward stable alignment, 
regardless of where they begin.

Every organization can move toward greater alignment. The 
question is not whether fragmentation exists, it is how early 
you recognize it and how intentionally you respond.

If your organization is in the yellow zone:

RAY SHIELD provides a practical pathway 
to repair leadership alignment, rebuild 
organizational health, and restore 
sustainable performance.

If your organization is in the red zone: 
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