Beyond Control: The Key Role of Corporate

Governance in Mid-Sized Company Growth

Operational Limits of Symbolic Governance

You might think that dressing up a midsize company with grand titles, committees, and
high-sounding positions would be enough to create the illusion of a modern,
professional organization. In reality, the truth is usually stark: people keep operating as
if those positions were mere decoration, while the structural problems remain
untouched. | recall a paradigmatic case: a family firm — led by an immigrant hungry for
greatness — that decided to consolidate by acquiring small companies, appointing
presidents, vice presidents, and directors, and multiplying lines on the org chart, as if it
were growing at unicorn speed. The curious part was that, despite the nominal
splendor, they still could not resolve basic decisions — perhaps because those holding
the titles lacked real authority, or did not know which decisions to make. What
emerged, with a certain sarcastic comedy, was corporate window-dressing so perfect it
looked like a title factory, but with no real capacity to govern. The point is not to
question the ambition to grow, but the dishonesty that occurs when that ambition is
disguised as professionalization, without doing the uncomfortable, rigorous work it

requires.

In that typical “cosmetic large company” case, governance was superficial: empty
formal committees, decisions that depended on the founder rather than the supposed
board, channels that were never used effectively. And the ambition for value and scale
ended up colliding with a structural problem: there were no real mechanisms to decide,
no systems to oversee, and no processes to balance interests. Governance became a
rhetorical backdrop, while management and operations were still resolved through
friends, family members, or whoever’s idea of the moment. That made it visible that
appointing high-sounding titles is not the same as having an organization capable of

making tough decisions, managing conflict, or generating trust internally and



externally. The anecdote, absurd in its execution, is entirely consistent with the
common experience of midsize family companies seeking growth without doing the

uncomfortable work of professionalizing from within.
Key Dimensions to Strengthen the Executive Function

Real governance, the kind that truly creates value and supports sustainable growth,
goes beyond issuing bylaws or setting up committees. It is about institutionalizing
decision-making through differentiated roles, clear rules, control systems, and
accountability. When governance works for real, the company gains credibility,
operating discipline, and the ability to face the unexpected. That is why
professionalizing decision-making is not posturing: it is the only way to ensure decisions
actually happen, conflicts find proper channels, and the business moves toward

maturity without depending on the founder figure or the narrative.

If you look at the root of the problem, you will see that many midsize companies have
grown to a certain point under informal logic: founders make the key decisions,
successors intervene ad hoc, and structure appears only when there is legal urgency or
a need for investment. This default governance may work in the early stages, but it
ends up producing three negative consequences: extreme dependence, opacity in
decision-making, and a lack of multiple perspectives. That combination inhibits
innovation, blocks conflict resolution, and erodes reputation. Professional governance,
by contrast, breaks that pattern by redefining who decides, why, how, and under what

rules.

To move toward that professionalization, there are interrelated key dimensions that

must be activated with rigor:

First, clarity of roles and responsibilities. Appointing a “chief operating officer” is not
enough if that role has no boundaries, resources, authority, or formal backing. The DMC
helps identify gaps in those relationships, measuring the fit between what the role
claims and what it can actually decide, and exposing the gray areas where

responsibilities dissolve.



Second, the oversight and control structure. An effective board or council needs
mechanisms to monitor operations: clear reports, indicator systems, internal and
external audit processes, and protocols to make conflicts of interest transparent. The
diagnostic maps those mechanisms, reviews whether they work, and proposes
improvements. Meetings alone are not enough; you need discipline, comparable data,

and consistent consequences.

Third, balanced separation of power. In family companies, the tension between legacy
and professionalization is felt in every decision. The challenge is to create a system of
checks and balances where family leadership contributes vision but does not control
everything; where executives contribute specialization but do not ignore culture; and
where the family participates without confusing roles. Functional governance bodies

avoid concentration of power and ensure diversity of perspectives.

Fourth, conflict management and cultural alignment. Creating bodies is not enough if
they cannot live with intelligent disagreement. Designing resolution protocols,
channeling dissent, and establishing systems to validate controversial decisions is
essential. The DMC detects whether a culture of openness or tacit censorship exists,
and whether there are reliable channels for vertical and horizontal dialogue. Only then

does a living, coherent, adaptive culture emerge.

Fifth, accountability. Informal organizations run on tacit agreements; formal ones run on
contracts, minutes, and reports that document what was decided and what was
achieved. That discipline produces almost automatic positive effects: it reduces
informality, improves predictability, and strengthens credibility with banks, suppliers,
and even future investors. Efficient governance stops being optional when the business

seeks to grow beyond its local radius or family circle.
Methodological Roadmap to Consolidate Effective Organizational Decisions

When these elements are activated in an articulated, disciplined way, a qualitative leap
occurs that goes beyond the numbers. The family company becomes more valuable

because it no longer depends on charismatic leadership to function. External partners



and allies gain confidence because they know they are not investing in an improvised
assembly, but in an organization capable of sustaining complex decisions. Internal
teams work with role clarity, and they know where they stand and where they are
headed. And that professionalization is not an extra cost, but a value-multiplying
investment, as the DMC demonstrates by showing, module by module, the dynamic

impact of each activated governance lever.

In that sense, serious governance is not a stylized option, but a necessary condition for
midsize companies to move from imitation to leadership. It is not about copying
formulas from large corporations or imposing bureaucracy, but about designing
structures suited to their scale, culture, and stage of development. The diagnostic
guides that design, revealing which intensities of structure are useful, which processes
need formality, and where the balance point lies between flexibility and control. There
is no single recipe, but there is a clear path: progressive activation, constant validation,

and permanent adjustment.

You travel that path in four convergent steps. First, you define the desired level of
formality based on ambition and culture; second, you design the minimum necessary
structure: board, selected committees, key roles, and delegation mechanisms; third,
you implement monitoring systems: strategic indicators, reports, minutes, controls;
fourth, you feed the system back: periodic review meetings, adjustments to structure
and roles, updates consistent with business evolution. The DMC serves as compass and
gauge at each step, ensuring every adjustment is evidence-based and translates into

concrete value improvements.

And all of this, of course, demands courage. Because professionalizing governance
means exposing power, revisiting family histories, bounding emotional decisions, and
disciplining the exercise of leadership. But the prize is worth it: greater ability to scale,
less risk of failure from arbitrary decisions, greater external appeal, and a culture that
outlives its founder. That is the governance that counts — not the kind dressed up with
empty titles and positions, but the kind built from the core through decisions,

structures, and systems that reflect its purpose and potential.



Professional Governance as the Foundation for Sustained Growth

Professionalizing governance in midsize family companies is not an accessory or a
formality: it is the foundation on which real growth stands. Appointing people to
positions without granting authority, without designing decision-making, without
disciplining processes, is corporate window-dressing — an illusion that ages poorly,
generates internal frustration, and limits vision. By contrast, adopting a rigorous
approach grounded in clear roles, control mechanisms, institutional deliberation, and
accountability opens the possibility that those decisions materialize, are supported, and
are evaluated. Imppulsor's Commercial Maturity Diagnostic is not a passive instrument
or a checklist. It is the backbone for designing that authentic, measurable, sustainable
governance. When activated with determination, the company is not only perceived as
professional — it is professional: in its capacity to decide, execute, and learn. And that

is the difference between looking big and actually being big.
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