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Executive Summary  
Organisational silos are a predictable outcome of growth and functional specialisation, but they  
are also a major constraint on execution.

Work slows at functional boundaries, accountability blurs and senior leaders are drawn into 
constant cross functional firefighting.

Productivity appears high within teams but underperforms across the end-to-end system.

For CEOs, this translates into longer cycle times, a higher cost-to-serve, inconsistent customer 
outcomes and limited scalability. Silos are not just a cultural frustration, they are a structural drag  
on value creation.

Most attempts to fix the issue focus on structure, culture or technology in isolation. These rarely 
deliver sustained impact because the underlying operating model remains functionally optimised 
rather than enterprise aligned.

A more effective approach is people-centric and process-led. Leading organisations define and 
manage a small number of critical end-to-end value streams, clarify accountability across the full flow 
and align KPIs to overall outcomes rather than narrow functional targets. Roles, decision rights and 
leadership forums are designed to support cross functional performance, not just vertical excellence.

The result is a faster flow, clearer ownership, less rework and leadership teams able to focus more 
on growth and less on internal coordination.

At Stratex Plus, we help leadership teams realign strategy, structure, processes, metrics and 
behaviours around the value streams that matter most, creating integrated execution without 
sacrificing functional depth.
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Why silos persist and what  
high-performing organisations  
do differently
Almost every leadership team believes they have a 
collaboration problem somewhere in the business. 
Sales blames Operations. Operations blames 
Planning. Finance says nobody follows processes.  
IT says the business keeps changing its mind.

Underneath these tensions sits a familiar root cause 
– organisational silos.

Silos are not a sign of poor intent or weak leadership. 
They are a natural by-product of growth, specialisation 
and functional optimisation. As organisations scale, 
they divide work into departments to build expertise, 
control costs and drive accountability. Over time, 
however, those same structures begin to work against 
the enterprise as a whole.

The result is an organisation that looks efficient  
on paper but feels slow, frustrating and misaligned 
in practice.

For CEOs and Operating Partners focused on value 
creation, silos are more than a cultural irritation.  
They are a material drag on performance, speed 
and scalability.

Addressing them requires more than a 
reorganisation or team-building activities offsite.

It demands a deliberate shift to a people-centric, 
process-led operating model built around end-to-
end value delivery.

The hidden cost of silos
Silos rarely appear on a risk register, yet their impact 
shows up everywhere in the numbers and in the 
mood of the organisation.

1. Efficiency losses that never make the P&L

Work gets handed off between functions with 
incomplete information, different priorities and no 
shared definition of success.

Each team plays its part well, but the overall flow is 
slow and rework is common.

Typical symptoms include:

	 Multiple versions of the same data in 
different functions

	 Repeated clarifications, escalations and 
approvals

	 Work waiting in queues between teams

	 Local optimisation that creates 
downstream problems 

Individually, each delay seems small. Collectively, 
they create long cycle times, a higher cost-to-serve 
and reduced capacity to grow without adding 
headcount.

Breaking Organisational Silos 
without Breaking the BusinessEXECUTION EDGE

www.stratexplus.co.uk hello@stratexplus.co.uk

https://www.stratexplus.co.uk/
mailto:hellostratexplus.co.uk?subject=


2. Productivity that looks busy but delivers less

In siloed organisations, people work hard but not 
always on the right things at the right time. Functional 
priorities dominate over enterprise priorities.

Sales pushes for volume at any cost while 
Operations struggles with complexity.

Product launches introduce features that Customer 
Service cannot support. Finance drives cost cuts 
that undermine customer experience.

Everyone is productive inside their own silo. The 
business as a whole is less productive because 
effort is not aligned to the end-to-end value stream.

3. Frustration that erodes performance

Silos are one of the biggest drivers of day-to-day 
frustration for capable people.

High performers get blocked by processes they do 
not control. Teams feel blamed for outcomes they 
only partially influence. Leaders spend increasing 
time firefighting cross functional issues rather than 
driving strategy.

Over time this leads to:

	 Lower engagement among key talent

	 Increased escalation to senior leaders

	 Slower decision-making as issues bounce 
between functions

	 A culture of defensiveness and finger-
pointing rather than ownership 

This is not just a morale issue. Frustration reduces 
discretionary effort, increases attrition risk and distracts 
leadership bandwidth from higher value priorities.

Why silos are so hard to fix
Many organisations recognise the problem but 
struggle to solve it in a lasting way. There are three 
common traps:

Structural fixes without operating model change

Reorganisations are often used as the primary lever. 
Functions are merged, split or renamed in the hope 
that new reporting lines will drive collaboration.

While structure matters, silos are rarely just a 
structural issue. If underlying processes, decision 
rights, metrics and behaviours remain unchanged, 
old silos simply reappear inside the new structure.

Culture initiatives without operational clarity

At the other end of the spectrum, organisations 
launch cultural projects focused on collaboration, 
teamwork and shared values.

These are important, but asking people to collaborate 
without fixing the underlying process friction is 
frustrating. When goals, KPIs and accountabilities 
remain functionally defined, people are still rewarded 
for local performance over end-to-end outcomes.

Technology as a proxy for integration

New systems and integration programmes are often 
positioned as the solution to siloed working.

Technology can enable improved flow and visibility, 
but it cannot compensate for unclear ownership, 
poorly designed processes or misaligned incentives.

Silos are an operating model issue first. Technology 
should support a clearer, simpler way of working, 
not attempt to solve structural and behavioural 
problems on its own.
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A people-centric, process-led  
way forward
Breaking silos sustainably requires a shift in how  
the organisation defines work, accountability  
and performance.

The most effective transformations we see share 
a common foundation: start with the end-to-end 
processes that deliver value, then align people, 
structure and metrics around them.

1. Reframe the organisation around end-to-end value

Most organisations are designed vertically by 
function. Customers and outcomes, however, flow 
horizontally through the business.

An end-to-end process view asks a different question: 
What are the critical value streams that define  
how we win and deliver?

Examples might include Lead to Cash, Concept to 
Launch, Order to Delivery or Issue to Resolution,

Mapping these processes at a practical, operational 
level surfaces where handoffs break down, where 
accountability is unclear and where work gets stuck 
between teams.

This does two powerful things. It creates a shared, 
enterprise level view of how work really gets done. It 
also moves the conversation from who is at fault to 
how the system needs to improve.

2. Clarify accountability across the whole flow

In siloed organisations, accountability is usually 
clear within functions but blurred across them. 
When outcomes span multiple teams, no one feels 
fully responsible.

A process-led model introduces explicit end-to-
end accountability. This does not remove functional 
ownership, but it overlays it with clear responsibility 
for the performance of the whole value stream.

Key elements include:

	 Named process owners for critical  
end-to-end flows

	 Clear definition of decision rights at key  
handoff points

	 Agreed service expectations between 
functions

	 Escalation paths that focus on resolving 
systemic issues, not allocating blame

This shifts the organisation from a collection  
of functional silos to a network of accountable  
value streams.

3. Align KPIs and functional PIs to enterprise 
outcomes

Metrics are one of the strongest reinforcers of 
silos. When teams are measured only on functional 
efficiency, they will naturally optimise locally even if 
it damages overall performance.

A more balanced model links three levels of 
performance:

Enterprise KPIs that reflect overall outcomes such 
as revenue growth, margin, customer satisfaction 
and cash.

End-to-end process KPIs that measure flow across 
functions such as cycle time, first time right rates, on 
time delivery or resolution speed.

Functional performance indicators (PIs) that track 
the health and efficiency of individual teams, but 
explicitly in service of the end-to-end process.
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This hierarchy makes trade-offs visible. It 
encourages functional leaders to ask not only how 
their team is performing, but how their decisions 
affect the wider value stream.

4. Design roles around contribution to the whole

A people-centric approach recognises that silos are 
experienced by individuals trying to do good work in 
a complex system.

Role clarity is critical. People need  
to understand:

	 Where their work sits in the end-to-end 
process

	 Who their internal customers and  
suppliers are

	 What outcomes they are jointly 
accountable for

	 Where they have authority to make 
decisions versus when to escalate

When roles are designed with the full process in 
mind, collaboration becomes part of the job, not an 
optional extra.

5. Equip leaders to lead across boundaries

Silo breaking is as much a leadership challenge as 
an operational one. Functional leaders must be able 
to think and act beyond their vertical remit.

This requires:

	 Shared goals at leadership team level 
linked to cross functional outcomes

	 Forums that focus on end-to-end 
performance, not just functional reviews

	 Incentives that reward enterprise 
contribution as well as functional results

Leaders set the tone. If they model enterprise 
thinking and jointly own cross-functional issues,  
the rest of the organisation follows.

What this means for CEOs and  
PE-backers
For Portco CEOs and private equity sponsors, 
tackling silos is not a soft initiative. It is a core 
lever for unlocking capacity, improving customer 
outcomes and scaling performance without 
disproportionate cost.

Organisations that successfully shift to 
a more integrated, process-led model 
typically see:

	 Faster cycle times and improved 
responsiveness

	 Reduced rework and lower cost-to-serve

	 Clearer accountability for cross functional 
outcomes

	 Higher engagement among key talent

	 Leadership teams spending more time 
on strategy and growth, less on internal 
firefighting

Crucially, this is not about removing functional 
excellence. Deep expertise remains essential. The 
difference is that functions are explicitly aligned to 
the performance of the whole system.
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The Stratex Plus perspective
At Stratex Plus, we see siloed behaviour as a 
predictable outcome of operating models that have 
not kept pace with strategy, growth or complexity.

Our approach is grounded in a simple principle: 
execution improves when strategy, structure, processes, 
metrics and leadership behaviours are aligned 
around a small number of critical value streams.

In practice, this means working with 
leadership teams to:

	 Identify the few end-to-end processes  
that most directly drive value

	 Diagnose where flow breaks down and 
accountability is unclear

	 Redesign roles, governance and KPIs  
to support end-to-end performance

	 Equip leaders to manage the business 
horizontally as well as vertically

The goal is not a theoretical process architecture.  
It is a practical, usable operating model that makes 
it easier for good people to do the right work in  
the right way.

A practical starting point
For leadership teams beginning this journey, 
three early steps make a disproportionate 
difference:

1.	Pick one critical value stream that is visible, 
important and currently underperforming.  
Map it end to end with the people who run it.

2.	Name an accountable owner for the whole 
flow, even if formal authority remains 
distributed. Clarify decision rights and 
service expectations at key handoffs.

3.	Introduce a small set of shared KPIs that  
cut across functions and review them 
regularly at leadership level, alongside 
functional metrics.

These steps start to change conversations. 
They move the organisation from functional 
defence to shared problem solving.

Summary: from silos to  
scaled execution
Silos are not a sign that an organisation is 
broken. They are a sign that it has grown and 
specialised. The challenge for leadership 
is to evolve the operating model so that 
specialisation does not come at the expense  
of integration and collaboration.

By putting people at the centre, designing 
around end-to-end processes and aligning 
accountability and metrics to enterprise 
outcomes, organisations can retain functional 
depth while dramatically improving flow,  
speed and alignment.

The question for every CEO and investor is simple:

Where are silos quietly constraining 
performance in your organisation today? 

The leadership teams that move first to address 
them, systematically and end to end, are the 
ones that unlock the next wave of value creation.
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