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C A S E  S T U D Y  0 2  

Challenge Culture Transformation 

Governance Ritual Health Audit · Dissent Review Protocol 

 

 
G O V E R N A N C E  F O C U S  

Replacing silent consensus with productive organizational disagreement 

C O N T E X T  

A representative case based on recurring governance patterns observed across major 
infrastructure organizations. 

A major infrastructure organization appeared to run smoothly. Leadership meetings were 
efficient. Board materials were polished. Decisions moved quickly through governance forums. 

Post-project reviews told a different story. Concerns that surfaced late in projects had, in almost 
every case, been present much earlier — held privately by people who had not raised them. 

People were thinking critically. They simply were not speaking critically. 

 

T H E  G O V E R N A N C E  C H A L L E N G E  

– Challenge quality in executive meetings was low — questions were clarifying rather than 
probing 

– Escalation pathways existed but were rarely used — the cultural cost of raising concerns 
outweighed the perceived benefit 

– Psychological safety for dissent was uneven — some voices carried, others self-censored 

– Board questioning patterns mirrored management framing — independent challenge was 
rare 

 

N G O N G  G O V E R N A N C E  A P P R O A C H  

Ngong Governance applied the Governance Ritual Health Audit — an assessment of how 
challenge, dissent, and escalation actually function in leadership forums, not how they are 
designed to function. 

Four interventions were implemented to make productive disagreement a governance habit: 

– Rotating constructive challenger roles — a designated participant in each major 
governance meeting whose responsibility is to interrogate assumptions 
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– Pre-decision dissent reviews — a structured step before any consequential decision to 
surface unvoiced concerns 

– Escalation practice exercises — repeated low-stakes escalation scenarios to build comfort 
with speaking upward 

– Board challenge protocols — structured guidance for board members on when and how to 
probe executive assumptions 

 

O U T C O M E S  

Within nine months, the organization had moved from a culture of smooth agreement to a 
culture of productive tension: 

 

↑ 
Executive teams reported significantly greater challenge quality in 
governance forums 

 

↑ Strategic assumptions tested more rigorously before commitment decisions 

 

↑ 
Project risk identification improved — concerns surfaced earlier in the 
decision cycle 

 

↑ 
Board members reported greater confidence that dissenting views reached 
governance forums 

 
The result was not more conflict. It was better decisions. A culture of challenge replaced a 
culture of silent agreement — and leadership confidence in strategic execution increased as a 
result. 

 
 

 
Ngong Governance helps leaders see drift before it becomes failure. 
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