Alignment Report
A transformational leadership technique that can be highly effective is the use of an Alignment Report shared with your leader on a weekly basis. This is NOT a status report and should not include updates on the most important activities. The primary purpose of an Alignment Report is to share your thinking on specific topics with your leader providing an opportunity to get feedback and ultimately, alignment on a direction. 

The way it works is you tell your leader that you plan to send an alignment report to them on a weekly basis. Choose a day when you can allocate 60-90 minutes to collect your thoughts and prepare an Alignment Report. Make it clear that you expect your leader to respond to the Alignment Report in one of three ways:
1. Suggest that you seek additional information that they are aware of before making the specific decision shared
2. Ask you to reconsider the decision/direction you suggested
3. No response, which indicates alignment with the direction/decision shared
You need to make it clear that any response to the email must come within 1 business day of receipt of the Alignment Report. No response (#3) indicates alignment with the decision and/or direction proposed. 

It is common to share a decision/direction that you are considering with your leader along with a rationale for the decision. When sharing a rationale, use this format:

Rationale: The primary purpose for sharing a rationale for a proposed decision is to help your leader understand your thought process and how you came to a conclusion for a specific decision. 

Transformational leadership requires leaders to make decisions on changes in direction to yield different results/outcomes. It is often challenging to get one-on-one time with your leader on a regular cadence due to travel schedules. Often individual meetings get bumped for special events or other priorities. The Alignment Report enables you to get feedback on key decisions regardless of whether you have a one-on-one meeting with your leader or not. Talk to your leader when you introduce the concept of an Alignment Report and ensure that they understand that you are expecting a response within 1 business day or you will assume their alignment or support for the decision. So if you send an Alignment Report on a Friday, you should expect a response from your leader by EOD Monday. If there is no response, you will assume that your leader is aligned with your stated decision. There will be cases where your leader is aligned with most of your decisions (outlined in your Alignment Report) but not all of them and your leader is responsible for letting you know when you need additional information before making the decision. 

On the next page (page 2), I’ve included a sample of an Alignment Reports for you to see and understand. I’ve created these two samples as an illustration of what an Alignment Report looks like. I use bullet points to make it faster to prepare (not prose) and ensure that it is concise. There is a second example on page 3 for you to review.

[image: A screenshot of a email

Description automatically generated][image: A screenshot of a email

Description automatically generated]

Both sample Alignment Reports reflect topics that I’ve used in the past and I always received positive feedback from my leader on the use of Alignment Reports. There is no need to take a lot of time to prepare them so if you set aside an hour a week, that should be ample time for you to focus on a few key decisions needed. 

The first category is key, “What I need your help with.” This gives you an opportunity to manage up and making your expectations clear on what you need from your leader. My recommendation is to limit the number of “asks” of your leader to 1-3 requests per week [less is more]. 

Selecting the next category/topic is up to you and it can and should change from week to week. Focus on where you plan to make decisions with the potential for big impact to the organization and enterprise. Provide a little bit of context and then share the decision/direction that you wish to share. Add a rationale for this decision if you think it is needed. Write concisely and get your message across with as few words as possible. I typically would select 2-3 categories/topics each week. You may want bunch smaller topics together under the “Other” category. 

I believe what you will find if you put the Alignment Report into practice is that your leader will have more insights into how you make decisions and what’s important to you beyond the business objectives for the year. As an example, your leader will better understand your thinking regarding leadership and talent development based on the people related decisions that you identify. 

When you gain alignment on the use of the Alignment Report and you go through the ground rules with your leader, make it clear that this is for your leader’s benefit and your benefit. These emails should not be shared with other leaders or employees without your permission. They should represent a private interaction with your leader and these emails should not be forwarded to others. 

This is a valuable technique for transformational leaders that is not cyber specific and can be used in any type of leadership change agenda. I encourage you to give it a try and solicit feedback from your leader on how effective it becomes. 
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Jim's Alignment Report June 15, 2024 = inbox x a

Jim Routh <routh3742@gmel com> Jun,2024, T30AM (1dayago)  ¥r @ @
tome +

Jim,
What I need your help with:

- please reinforce the need for the Corporate Secretary (Dave M.) to schedule a 90 minute call with Elizabeth Hartwright at least 1 week prior to the next board meeting
to review the cybersecurity topics

- Please mention the redesigned security awareness training module at your up coming Town Hall

1AM Transformation Business Case
- I've decided to use the approach we discussed for the IAM Transformation Program by increasing operational capacity by 25% and reducing operational cost by 25%
as part of the core business case

Rationale: Spending $10 milion on a 3-year program to upgrade technology infrastructure without significant improvements to IAM operational capacity leads to
other challenges. Therefore, we will change the way we work and minimize dependence on staff for the mejority of transactions by applying models for behavior
deviation

People:
- Last week | put Charles on a PIP, as we discussed, and his response was better than expected

- He told me that he will complete his professional development plan by identifying two key skills he wishes to invest his time in mastering

- He agreed to change his leadership practices in alignment with the team and he enrolled in the Providing Effective Feedback class that is currently being offered for
leaders

- 1am hopeful that he has tumed the comer and is on a path to success

- We now have 22 candidates in the general talent pipeline s a result of the emphasis on exploratory interviews and 6 of them are from other organizations within the
company

Cyber Incident Response:
- We completed the mandatory cyber incident response education program for IT, Communications, Legal (Privacy), and Cyber staff last week
- Itwas well received and | scheduled the ELT Table Top session using a Ransomware scenario for July 20th as we discussed previously

Other:

- read that book you shared with me on using story telling for presentations and I'm looking forward to applying what | leamed at the next ELT meeting

Best,

Jim

Board Member, Advisor, Investor, Faculty member & Mentor
2016753742




image2.png
Weekly Alignment Report- July 21,2024 = nbox x a

Jim Routh <routh3742@gmel com> Tue, Jun 1) T49AM (1dayage)  fr @ €
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Jim,
What I need your help with:

- Please ask Meg for feedback on the Table Top session as we discussed 5o we can add any lessons leamed to what we are applying going forward

- We expectto a positive budget variance of $1.4M due to the restructuring- Id like your help in getting ELT approval to use 50% of it applied to the IT Hygiene program
costs as an offset to cover the CMDB acquisition costs this year

Partner Info Sharing
-1 scheduled the cyber info sharing session with the Bard Cyber Team that was requested by Janet G. (One of our board members) and prepared the content which is
currently under review by the Communications Team. Il share a copy with you when it is completed

Core Revitalization Program Approach

- I'm considering pulling the plug on this program despite the positive top down support since we spoke about it

Rationale: The talent mix on the team is miss-aligned with the needs and this is particularly apparent with the program leader and the lead engineer
-1 welcome your input on this difficult trade-off decision

Other:

- 1took your advice and met with Professor Leahy before | spoke at the University recruiting event. She asked me to share her best wishes with you and she spoke
fondiy of your time in school with her. She is really impressive and clearly passionate about leadership development.

- The Sector Coordinating Council Meting in DC was a positive experience and the original agenda had been modified slightly to accommaodate your request
Best,

Jim

Board Member, Advisor, Investor, Faculty member & Mentor
2016753742




