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Introduction:  

Why I Wrote This Book

Over the past three decades I have worked with 
management teams ranging from early startups to 
growing technology companies. During that time I 
repeatedly observed the same pattern.

Young companies often succeed because of talented 
individuals making fast decisions. As the company 
grows, that approach begins to fail. More 
departments are created. More managers are hired. 

Decisions affect more people. Communication 
becomes harder. Coordination becomes slower. 
What once worked naturally no longer scales.

I have helped management teams through this 
transition many times. Regardless of the industry, 
the size of the company, or the experience of the 
managers, the same challenges appear. 

Departments begin to optimize their own work 
instead of the business as a whole. Meetings become 
longer. Decisions become inconsistent. 
Responsibility becomes unclear. Management 
spends more time managing itself than managing 
the company.

What surprised me most was that very few managers 
had ever been taught how to manage as a team. They 
were experts in engineering, finance, sales, 
operations, or product development. They had 
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become managers because they were good at their 
profession, not because they had learned 
management as a professional discipline.

This book is the result of those experiences. It 
presents the principles, tools, and management 
system that I have found most effective in helping 
management teams make better decisions together 
and build stronger companies.
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Part I -  

Breaking the Lone Ranger Myth

Most of us grew up with the same idea of what a 
great manager looks like. The decisive CEO. The 
brilliant founder. The visionary leader. The executive 
who walks into a room, makes the difficult decision 
alone, and saves the company. 

Media thrives on the Manager of the year issues and 
the articles that creates person cults. Movies 
celebrate the strong leader character. Corporate 
stories repeat the same narrative.  The message that 
the media, and in some ways the companies push, is 
always the same. Great companies are built by 
exceptional individuals. It makes for great stories. It 
is also one of the biggest myths in modern 
management. 

No successful company has ever become successful 
because one person consistently makes the right 
decisions alone. The larger and more complex a 
business becomes, the less any single person can 
understand all of it. No one can see the whole picture 
alone. The purpose of management has never been 
to find the smartest person in the room. The purpose 
is to combine knowledge from across the business 
into better decisions than any individual could make 
alone.
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That is why Modern Lean Management is about 
efficiency by managing as a team. Because it is 
simply the most efficient way to reduce mistakes, 
uncover risks, and make better business decisions. It 
is Lean thinking applied to management. Lean 
Management is all about eliminating management 
waste. Just as Lean manufacturing improved 
production by improving the system, Modern Lean 
Management improves organizations by improving 
the management system.

The chapters in Part One will explain why the 
traditional image of management is both inaccurate 
and inefficient.  They will introduce management as 
a professional discipline built on shared 
responsibility, evidence based decisions, and 
continuous improvement. Everything that follows 
builds on that foundation.
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Chapter 1 -  

Management Is Not a Title

“Management is not a position. It is a professional  
discipline.”

For more than a century, management has often 
been built around a simple assumption: that one 
person at the top should make the important 
decisions while everyone else executes them. That 
assumption may have worked when businesses were 
smaller, markets changed slowly, and one person 
could realistically understand most of the company. 
Modern businesses are different.

Today’s companies operate across technology, 
finance, sales, operations, regulations, cybersecurity, 
supply chains, and global competition. No single 
manager can possess deep expertise in every area. 
Yet many organizations still rely on one individual to 
make decisions that determine the future of the 
company, its employees, its customers, and its 
shareholders. 

This is not a criticism of CEOs or managers. It is a 
recognition that the complexity of modern business 
has outgrown the myth of the all knowing leader. 
The purpose of management is not to find the 
smartest person in the room. The purpose of 
management is to build a system that consistently 
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produces the best possible decisions. Modern Lean 
Management is developed from that idea. 

Movies show the general winning the battle. 
Business magazines show the CEO building the 
company. History books focus on the individual. 
This creates the impression that important decisions 
are made by one exceptional person. But reality is 
different. 

A modern general commands through a staff. 
Intelligence officers, logistics, operations, 
communications, engineering, and planning officers 
continuously analyze information and challenge 
assumptions before decisions are made. The general 
does not create the plan alone. The plan is created by 
a system. 

Modern companies are no different. No single 
manager can master finance, technology, sales, 
operations, law, cybersecurity, human resources, 
manufacturing, and strategy at the same time. 

The purpose of a management team is to bring those 
different perspectives together to reach better 
decisions than any individual could make alone. If 
management is a system, then an obvious question 
follows. Who are the people responsible for making 
that system work? That question brings us to the first 
misconception in modern management. 
Management is not a title. It isn’t. It is all about 
steering a company to a successful future! 

Most people become managers because they have 
proven themselves in another profession. An 
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engineer becomes an Engineering Manager. A 
salesperson becomes a Sales Manager. An 
accountant becomes a Finance Manager. The 
promotion is usually well deserved. The problem is 
that excellence in a profession does not 
automatically prepare someone for management.

Most managers are never taught how management 
works as a discipline. Instead, they learn by 
observing previous managers, copying what they 
have seen, or relying on instinct and experience. 
Some practices work. Many do not. 

Over time, organizations accumulate habits instead 
of methods. That is why management often feels 
inconsistent from one company to another, or even 
from one department to the next. In this book we 
start from a different assumption. 

Management is not something you inherit with a 
title. Management is a professional discipline with 
principles, methods, and responsibilities of its own. 

Before we can learn how a modern management 
team works, we must first understand why 
management itself is different from every other 
profession in the company.

Why Companies Promote Specialists

Most organizations do not promote people because 
they are good managers. They promote people 
because they have demonstrated exceptional 
knowledge, skill, experience, and judgment within 
their profession. That makes perfect sense. 
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If you need someone to lead an engineering 
department, you naturally look for one of your best 
engineers. If you need someone to lead sales, you 
look for one of your best salespeople. The same is 
true for finance, operations, marketing, 
manufacturing, and every other business function. 

Companies reward professional excellence because 
they believe those individuals will also become 
successful managers. Sometimes they do. Often they 
struggle. The reason is not a lack of intelligence, 
commitment, or leadership. 

The challenge is that the skills required to become 
an outstanding professional are fundamentally 
different from the skills required to become an 
outstanding manager. A brilliant engineer 
understands engineering. A brilliant salesperson 
understands customers. A brilliant accountant 
understands finance. 

A manager must understand how all of those 
disciplines work together to create a successful 
company. That is a completely different 
responsibility. The promotion itself is not the 
mistake. 

The mistake is assuming that professional excellence 
automatically develops management excellence. 
That assumption has shaped organizations for 
decades, and it explains why so many new managers 
find themselves responsible for decisions they have 
never been taught how to make.
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The Trap of Managing Through Your Profession

When people become managers, they rarely stop 
thinking like the professionals they once were. That 
is completely natural. An engineer has spent years 
learning to solve engineering problems. A 
salesperson has spent years understanding 
customers and building relationships. An accountant 
has learned to reduce financial risk. An operations 
manager has learned to improve efficiency and 
stability.

Those skills do not disappear when someone 
becomes a manager. In fact, they remain valuable. 
The problem begins when that professional 
perspective becomes the primary lens through 
which every business decision is viewed. An 
engineer naturally believes that better technology 
will solve most problems. A salesperson naturally 
believes that stronger sales will solve most 
problems. Finance naturally focuses on controlling 
cost and reducing risk. Operations naturally focuses 
on efficiency, predictability, and stability.

None of these perspectives are wrong. In fact, each 
of them is essential to a successful business. The 
problem is that none of them, by themselves, 
represent the company. A company is not a sales 
department. It is not an engineering department. It 
is not a finance department. It is not an operations 
department. A company is all of these at the same 
time. 
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When managers continue to think primarily as 
specialists, management meetings become 
negotiations between departments rather than 
discussions about what is best for the business. Sales 
asks for more investment. Finance asks for lower 
costs. Engineering asks for more development time. 
Operations asks for stability. Each manager is acting 
professionally. Yet collectively, they may fail to 
manage the company. The role of a management 
team is not to defend departments.

It is to understand how every decision affects the 
entire business and to reach the best decision for the 
company’s future. That is the first step from being a 
professional to becoming a manager.

The Transition to Management

Becoming a manager is not simply accepting a new 
title or supervising more people. It is entering a new 
profession. New managers always want the company 
to succeed. 

The challenge is that they have never been taught 
what management expects from them. Do they only 
focus on their department? Do they participate in 
decisions outside their expertise? Do and Should 
they challenge other managers? Do they wait for the 
CEO to decide? Do they simply execute instructions? 

Without a common management method, every 
manager answers these questions differently. Some 
become passive and wait to be told what to do. Some 
continue acting only as specialists. Some try to solve 
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every problem themselves. Others avoid difficult 
decisions altogether. 

None of these approaches create an effective 
management team. The transition to management 
begins when you stop asking, “What is my job?” and 
start asking, “What really is management!” Only then 
can managers begin to work as a management 
system rather than as a collection of individuals.

You Never Stop Being a Specialist

Becoming a manager does not mean abandoning the 
profession that brought you there. Most managers 
continue to spend much of their working day as 
engineers, salespeople, accountants, developers, or 
operations specialists. 

That knowledge remains essential to the company. 
The challenge is knowing when you are acting as a 
professional and when you are acting as a manager. 
These are different modes of thinking, with different 
responsibilities and different objectives. Confusing 
them leads to poor decisions, departmental bias, and 
unnecessary conflict.

Throughout this book we will introduce practical 
tools to help you make that distinction. One of the 
most important is the use of responsibility and 
department mind maps. 

These tools help managers separate their 
professional responsibilities from their management 
responsibilities and understand how their decisions 
affect the wider business. You do not stop being a 
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specialist. You will learn when to think like one, and 
when to think like a manager.

The Cost of Getting It Wrong

When management is treated as a title rather than a 
profession, the consequences are rarely immediate. 
They develop gradually, often over years, until they 
become part of the company’s culture. 

Management meetings become repetitive because 
the same questions are discussed again and again. 
Departments begin to optimize for themselves 
instead of for the company. Evidence gives way to 
opinions. Politics replace constructive disagreement.

Resources are wasted pursuing initiatives that 
should never have been approved, while better 
opportunities are overlooked. Eventually, the 
organization loses confidence in its own 
management. 

The consequences extend beyond the company. The 
most capable professionals have choices. A talented 
CTO, Product Manager, Head of Sales, or CFO is not 
simply choosing a salary or a job title. They are 
deciding whether to invest years of their career in a 
management team they trust.

They ask questions such as: Does this management 
team make rational decisions?Are different 
perspectives genuinely considered? Can the team 
change direction when the evidence changes? Will 
my knowledge make a difference here?
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If the answer is no, they will often choose another 
company. The same is true for investors, partners, 
and customers. They may never attend a 
management meeting, but over time they experience 
the quality of the decisions it produces. 

Poor management therefore creates more than 
operational waste. It reduces the company’s ability 
to attract exceptional people, earn trust, adapt to 
change, and build a successful future. That is the 
true cost of getting management wrong.

Looking Ahead

We have seen why management cannot depend on 
titles, personalities, or individual brilliance. Modern 
companies need a management system that 
consistently produces better decisions. 

But before we can build that system, we must answer 
a fundamental question. What does management 
actually produce? The next chapter answers that 
question by exploring why management exists, 
where management begins, and why no department 
can manage the business alone.

mattiasbergstrom.com

https://mattiasbergstrom.com/


Chapter 2 -  

What Management Actually Does

“No manager can see the whole business. That is why  
management is a team activity.”

If you ask an engineer what they produce, the 
answer is usually straightforward. Engineers create 
products, systems, and technical solutions. Ask 
someone in sales and they create customers and 
revenue. Finance creates budgets, forecasts, and 
financial control. Operations creates reliable 
delivery. Marketing creates awareness and demand. 

Every profession inside a company exists to produce 
something of value.  Now consider management. 
What does a management team actually produce?

Most people have never been asked that question. 
They describe what managers do instead. Managers 
attend meetings. Managers approve budgets. 
Managers hire people. Managers solve problems. 
Managers report to the board. Managers coordinate 
departments. 

All of those activities are real, but none of them 
explain why management exists. If every meeting 
disappeared tomorrow, management would still 
have a job to do. If every report were automated, 
management would still have a job to do. If every 
approval became digital, management would still be 
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necessary. These activities are not the purpose of 
management. They are simply tools.

The real output of management is decisions. Every 
significant decision about the future of a company 
passes through management. Should we hire more 
people? Should we enter a new market? Should we 
raise prices? Should we discontinue a product? 
Should we invest in new technology? Should we 
acquire another company? 

Management does not build the product, sell it, or 
deliver it. Management decides what the company 
will do next. Those decisions determine where 
money is invested, what people work on, which 
opportunities are pursued, and which risks are 
accepted. 

They influence every department and every 
employee. The quality of a company’s future is 
therefore closely linked to the quality of its 
management decisions.

Once you see management this way, many common 
misunderstandings begin to disappear. Management 
is not another department, and it is not simply a 
higher level of authority. It is the function 
responsible for producing the decisions that guide 
the entire business.

Why Management Exists

If every department could make its own important 
decisions independently, there would be little need 
for management. Sales could decide what to sell. 
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Engineering could decide what to build. Finance 
could decide how to spend money. Operations could 
decide how work should be delivered. Each 
department would optimize its own area and the 
company would continue operating. But that is not 
how real businesses work.

The most important decisions rarely belong to a 
single department. They affect several parts of the 
company at the same time, often with competing 
priorities. 

Consider a few common examples. Should the 
company hire another salesperson? Sales may argue 
that additional revenue justifies the investment. 
Finance will examine whether the company can 
afford another salary. Operations must determine 
whether it can support more customers. Engineering 
may need to develop new features to support 
increased demand. 

No single department has enough information to 
make the decision alone. The same is true when 
considering a price increase. Sales worries about 
losing customers. Finance focuses on improving 
margins. Marketing considers how the market will 
react. Operations may see an opportunity to reduce 
pressure by serving fewer, more profitable 
customers. 

Or imagine investing in a new CRM system. Sales 
wants better customer management. Finance 
evaluates the return on investment. IT or 
Engineering must implement and maintain the 
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system. Operations must adapt existing processes. 
Again, no department owns the decision on its own.

The same pattern appears when entering a new 
market, launching a new product, opening a new 
office, or acquiring another business. These are not 
sales decisions. They are not finance decisions. They 
are not engineering decisions. 

They are management decisions. This is why 
management exists. Its purpose is not to supervise 
specialists. Its purpose is to make decisions that 
require the knowledge, experience, and perspectives 
of multiple professions. The larger and more 
complex the decision, the more important effective 
management becomes.

Management Is a Different Profession

Every profession exists because it performs a 
function that another profession cannot. Engineers 
develop technical solutions. Lawyers interpret and 
apply the law. Accountants measure the financial 
condition of the business. None of these professions 
exists to determine the future direction of the 
company. 

That is the purpose of management. Management is 
therefore fundamentally different from every other 
profession in an organization. Unlike engineering or 
accounting, management cannot determine whether 
a decision is correct at the moment it is made. 

Every management decision concerns the future, 
and the future is unknowable. Management 
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therefore cannot be the process of finding the 
correct answer. It is the process of reducing 
uncertainty.

Every proposal represents a hypothesis about the 
future. Management examines that hypothesis. It 
compares it with alternatives. It evaluates evidence. 
It estimates consequences. It reaches consensus. It 
commits to a course of action. The work does not end 
with the decision. The outcome must be observed. If 
reality differs from the assumptions on which the 
decision was based, the management team has 
learned something about the business.

The decision is then refined, corrected, or replaced. 
The objective of management is therefore not 
certainty. The objective is to improve the probability 
that the company reaches a better, more successful 
future.

The Company Is a System

A common mistake made by new managers is to 
think that a company is simply a collection of 
departments. Sales sells. Engineering builds. 
Operations delivers. Finance manages the money. 
HR hires people. Marketing creates demand. Viewed 
individually, each department appears to have its 
own purpose and responsibilities.

In reality, none of them can succeed on their own. 
Sales cannot sell products that Engineering has not 
built. Engineering cannot build products without 
funding from Finance. Operations cannot deliver 
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work that Sales has not won. HR cannot recruit 
people without understanding the needs of every 
department. Marketing cannot generate demand for 
products the company cannot deliver.

Every department depends on every other 
department. A company is therefore not a collection 
of independent functions. It is a system. Every 
important decision affects multiple parts of that 
system. 

Imagine that Sales exceeds its targets and doubles 
the number of new customers. At first, this sounds 
like a success for the Sales department. Soon, 
however, Operations struggles to deliver the 
additional work. 

Engineering receives more feature requests and bug 
reports. HR needs to recruit more employees. 
Finance must fund the increased headcount and 
manage cash flow while waiting for customer 
payments. 

A single success in one department has created work 
and risk for every other department. The opposite is 
also true. If Finance freezes hiring to reduce costs, 
HR stops recruiting. Engineering becomes 
understaffed. Product development slows. Sales has 
fewer new features to offer customers. Revenue 
growth declines. 

A decision made for one department can quickly 
affect the entire business. This is why managers 
cannot think only about their own area of 
responsibility. 
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Every proposal, every investment, and every 
strategic decision must be evaluated by asking a 
simple question: How will this affect the rest of the 
company? That question marks the transition from 
departmental thinking to management thinking. 
Managers are not responsible for making one 
department successful. They are responsible for 
helping the entire system succeed.

Where Management Begins

Every professional is trained to become better at 
their own discipline. An engineer learns to build 
reliable systems. A salesperson learns to win 
customers. A finance professional learns to manage 
costs and cash flow. An operations manager learns to 
improve delivery. There is nothing wrong with this. 
Companies depend on specialists becoming experts 
in their field.

The challenge begins when those specialists become 
managers. Most people continue asking the same 
questions they asked before their promotion. They 
simply ask them from a more senior position. 

An engineer asks: Can we build it? That is the right 
question for an engineer. A manager would ask: 
Should the company build it? That is a different 
question. It considers customer demand, cost, 
timing, available resources, strategic priorities, and 
the impact on every other department. 

The same transition happens in every profession. A 
salesperson asks: Can we sell it? A manager asks: 
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Should we sell it? Winning a customer is valuable, 
but not if the product cannot be delivered, the 
margins are too low, or the work prevents the 
company from pursuing better opportunities. 

A finance professional asks: Can we afford it? A 
manager asks: Should we invest in it? The answer 
may be yes even when budgets are tight, or no even 
when money is available. 

The difference is not knowledge. It is perspective. 
Professionals optimize within their own discipline. 
Managers optimize across disciplines. That is where 
management begins. 

The moment you stop asking, “What is best for my 
department?” and start asking, “What is best for the 
company?” you have taken the first real step from 
specialist to manager. Every chapter that follows 
builds on this transition.

Every Department Sees Only Part of Reality

Every department exists for a reason. Sales exists to 
grow the business. Engineering exists to build 
reliable products. Operations exists to deliver 
consistently. Finance exists to protect the company’s 
financial health. HR exists to attract, develop, and 
retain capable people. Marketing exists to create 
demand.

Each department has a legitimate purpose. As a 
result, every department also develops its own 
perspective. Sales naturally looks for opportunities 
to win more customers. Engineering focuses on 

mattiasbergstrom.com

https://mattiasbergstrom.com/


technical quality and long term maintainability. 
Finance pays attention to cost, cash flow, and 
profitability. Operations values predictable 
processes and reliable delivery. HR considers 
recruitment, capability, and organizational health. 
None of these perspectives are wrong. In fact, they 
are essential.

The problem is that each department sees only part 
of the picture. A Sales manager who focuses only on 
revenue may create more work than Operations can 
deliver. An Engineering manager who focuses only 
on technical excellence may delay products 
customers are waiting for. A Finance manager who 
focuses only on reducing costs may unintentionally 
limit future growth. 

Each department is making sensible decisions based 
on the information and responsibilities it has. The 
limitation is not competence. The limitation is 
perspective. No single department has a complete 
view of the business. 

That is why management exists. Management brings 
these different perspectives together before a 
decision is made. A good management team does not 
try to eliminate disagreement. 

It encourages every department to explain the 
opportunities, risks, and consequences from its 
point of view. Only after those perspectives have 
been shared can the company make a decision that 
serves the business as a whole. 
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The objective is not to find the best answer for Sales, 
Engineering, Finance, or Operations. The objective is 
to find the best answer for the company.

Management Produces Decisions

If you walk through a company, it is easy to see what 
each department produces. Engineering produces 
products. Sales produces customers and revenue. 
Operations produces reliable delivery. Finance 
produces financial control. HR produces the 
capability to grow. Marketing produces demand. 

Each department creates something tangible that 
contributes to the success of the business. 
Management is different. A management team does 
not write code. It does not negotiate every sale. It 
does not manufacture products. It does not process 
invoices. Instead, it produces decisions.

Every meeting, discussion, proposal, and debate 
exists for one purpose. To reach better decisions. 
Those decisions determine what the company will 
build, who it will hire, where it will invest, which 
markets it will enter, which customers it will pursue, 
and which opportunities it will reject. 

Once a decision is made, every department begins 
acting on it. Engineering changes priorities. Sales 
changes its focus. Finance allocates money. 
Operations adjusts its plans. HR starts recruiting.

A single management decision can change the 
direction of the entire company. That is why 
management is so important. The value of a 
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management team is not measured by how many 
meetings it holds or how many hours it works. It is 
measured by the quality of the decisions it 
produces. 

Good decisions create growth, profitability, 
innovation, and resilience. Poor decisions waste 
money, consume time, frustrate employees, and 
weaken the company. Everything that follows in this 
book is designed to improve one thing: The quality 
of management decisions. Because if management is 
the system that produces decisions, then improving 
that system improves the future of the entire 
company.

The Responsibility of Every Manager

Every manager has two responsibilities. The first is 
to be accountable for their own area of 
responsibility. Whether that area is Sales, 
Engineering, Finance, Operations, HR, or another 
function, every manager is expected to build a 
capable team, deliver results, and continually 
improve performance.

That responsibility is visible. It is what most people 
associate with being a manager. The second 
responsibility is less obvious, but equally important. 
Every manager is also responsible for helping the 
management team make better decisions for the 
company. 

This responsibility extends beyond departmental 
boundaries. A Sales manager is not only responsible 
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for sales. An Engineering manager is not only 
responsible for technology. A Finance manager is 
not only responsible for budgets.

When sitting with the management team, each 
manager represents both their professional 
expertise and the interests of the company as a 
whole. Their role is not to defend their department. 

Their role is to contribute knowledge, challenge 
assumptions, identify risks, and help the team reach 
the best possible decision.

Once a decision has been made, every manager 
commits to making it successful, regardless of which 
department originally proposed it. 

Many managers never make this transition. They 
continue acting primarily as heads of their own 
department. Management meetings become 
negotiations. Departments compete for resources.

Success is measured by local victories instead of 
company outcomes. That is where poor management 
begins. Strong management teams think differently. 

Each manager remains accountable for their own 
area while accepting an equal responsibility for the 
success of the entire company. That is the 
responsibility that separates a department manager 
from a true member of a management team.

Before You Can Make Better Decisions

If management exists to produce decisions, one 
question remains. How do you consistently make 
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good ones? Many management teams never answer 
that question. 

Instead, decisions are influenced by the strongest 
personality in the room, the most senior executive, 
the loudest voice, or the department with the 
greatest influence. 

Meetings become debates. Opinions replace 
evidence. Departments compete for resources. 
Politics replaces collaboration. 

Even when the people involved are highly capable, 
the quality of decisions becomes unpredictable 
because there is no common way of thinking. One 
management team may reach an excellent decision. 
The next week, faced with a similar problem, it 
reaches a poor one. 

The difference is not intelligence. It is the absence of 
a shared decision making process. Professional 
disciplines have methods. Engineers follow 
engineering principles. Accountants follow 
accounting standards. Lawyers follow legal 
frameworks. Medicine follows established clinical 
practice. 

Management deserves the same level of discipline. 
Good management should not depend on charisma, 
experience, or who happens to be in the room. It 
should be based on principles that every manager 
understands and applies consistently. 

When managers share those principles, discussions 
become more productive. Disagreement becomes 
useful. Evidence replaces assumptions. Departments 
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stop competing and start solving problems together. 
Good decisions become more repeatable. 

The next chapter introduces the five principles that 
form the foundation of effective management. They 
provide a common way of thinking that allows a 
management team to make better decisions, 
regardless of the industry, the company, or the 
people around the table.
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Chapter 3 - 

The Five Principles of Professional 

Management

“Consensus is not about everyone agreeing. It is about  
everyone committing.”

The previous chapter established a simple but 
important idea. Management exists to produce 
decisions. Every meeting, discussion, proposal, and 
debate has one purpose: to help the company make 
better decisions about its future.

If that is true, then another question naturally 
follows. How do good management teams 
consistently make good decisions? Many companies 
never answer that question. Instead, each discussion 
begins from the beginning. Managers rely on 
personal experience. Departments defend their own 
interests. The loudest voice gains influence. The 
most senior person often makes the final decision. 
Sometimes the outcome is excellent. Sometimes it is 
poor. 

The process changes from meeting to meeting 
because there is no shared foundation. Professional 
disciplines do not work this way. Professional 
disciplines do not guarantee perfect results, but they 
provide a common way of thinking that allows 
people to approach complex problems consistently. 
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Management deserves the same level of discipline. 
Good management should not depend on 
personalities, politics, or intuition alone. It should be 
based on shared principles that every member of the 
management team understands and applies.

These principles do not replace discussion or 
professional judgment. They make both more 
effective. When every manager approaches problems 
using the same principles, disagreements become 
more constructive, decisions become more 
consistent, and the management team begins to 
operate as a single system instead of a collection of 
departments. 

The five principles presented in this chapter form 
the foundation of the management method 
described throughout the rest of this book. 

Every meeting, proposal, decision, follow up, and 
management tool introduced later builds on these 
principles. Without them, management is largely a 
collection of opinions. With them, management is a 
professional discipline.

Principle 1:  Sales Is Everyone’s Responsibility

Every company exists for one reason. It creates value 
for customers and receives revenue in return. 
Without customers, there is no business. 

Without revenue, there are no salaries, no 
investments, no product development, no hiring, 
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and ultimately no company. Revenue makes every 
other activity possible.

For that reason, sales is not just the responsibility of 
the Sales department. It is the responsibility of every 
manager. This does not mean every manager should 
become a salesperson. Each manager remains 
responsible for their own profession.

However, every manager must also understand how 
their decisions affect the company’s ability to win, 
serve, and retain customers. An Engineering 
decision that delays a product release may affect 
future sales. 

A Finance decision that reduces investment may 
limit future growth. An Operations decision that 
improves delivery may increase customer 
satisfaction and retention. An HR decision that 
attracts stronger talent may improve every customer 
interaction.

The connection may be direct or indirect, but it 
always exists. Managers who lose sight of this 
relationship begin optimizing their own department 
while unintentionally damaging the business. 
Professional management requires a broader 
perspective. 

Every significant management decision should 
eventually answer the same question: Will this 
strengthen or weaken the company’s ability to create 
value for customers and generate sustainable 
revenue? If the answer is unclear, the decision 
deserves further discussion. 
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Every department exists because customers exist. 
Every manager contributes to the company’s ability 
to serve those customers. Some do it directly. Others 
do it indirectly. But every department ultimately 
serves the customer.

Principle 2:  Every Manager Is Accountable for 
Business Outcomes

Every manager is responsible for the performance of 
their own area. That responsibility never disappears. 
A Sales manager should improve sales. An 
Engineering manager should improve engineering. 
A Finance manager should improve financial 
performance. An Operations manager should 
improve delivery. 

Departments exist because they perform specialized 
work, and every manager should strive to make that 
work better. But professional management requires 
a broader perspective. A manager is not promoted 
simply to improve one department. 

A manager becomes part of the team responsible for 
improving the business. That distinction is 
important. Department goals matter. Company goals 
matter more. A manager who improves their own 
department while damaging the company has not 
succeeded. 

They have simply shifted the problem somewhere 
else. This is known as local optimization. It occurs 
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when one part of the business becomes more 
efficient at the expense of the whole system. 

Engineering may insist on another six months of 
development to create a better product while 
competitors reach the market first. 

Finance may reduce spending so aggressively that 
the company loses the ability to grow. Sales may win 
customers by offering discounts that reduce 
profitability. 

Operations may maximize efficiency by rejecting 
custom work that could open valuable new markets. 
Each decision improves one department. Each 
decision may weaken the company.

The responsibility of management is to recognize 
these trade-offs and balance them. A management 
team exists to optimize the business, not its 
individual departments. 

That requires every manager to look beyond their 
own function. When discussions begin, managers 
should bring the knowledge and experience of their 
profession. 

When decisions are made, they should think as 
owners of the business. That is the difference 
between managing a department and practicing 
professional management. The measure of success is 
not whether your department wins. It is whether the 
company becomes stronger.
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Principle 3:  Management Exists Where 
Responsibilities Intersect

Not every decision is a management decision. An 
Engineering manager should decide how to organize 
engineering work. A Sales manager should decide 
how to structure the sales process. An Operations 
manager should decide how to improve day to day 
delivery. 

These decisions belong within their respective 
departments because they primarily affect that 
department. Management becomes necessary when 
a decision extends beyond those boundaries. 

Hiring additional employees affects Finance, HR, 
Operations, and future revenue. Changing prices 
affects Sales, Marketing, Finance, customer demand, 
and profitability. Investing in new technology affects 
Engineering, Operations, Finance, and long term 
strategy. Expanding into a new market affects every 
part of the company. Acquiring another business 
changes the future of the entire organization.

These are not departmental decisions. They are 
management decisions. A useful way to think about 
this is: Management begins where departmental 
responsibility ends. 

The moment a decision requires the knowledge, 
resources, or commitment of multiple departments, 
it becomes the responsibility of the management 
team. This principle also explains why management 
meetings should exist. They are not a place where 
every operational issue is discussed. 
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They are a forum for decisions that no single 
manager can make alone. When management spends 
its time discussing issues that belong within one 
department, it becomes a bottleneck.

Managers lose ownership. Meetings become longer. 
Decisions become slower. The opposite is also true. 
When cross functional decisions are made by 
individual departments without involving the 
management team, the company begins to drift in 
different directions. 

Lean management keeps these boundaries clear. 
Department managers lead their own functions. The 
management team leads the business where those 
functions intersect. That is where the most 
important decisions are made.

Principle 4:  Decisions Require Collective 
Commitment

Good management is not about making everyone 
agree. It is about making sure every important 
perspective has been heard before a decision is 
made, and ensuring that every manager supports 
that decision afterwards. These are two different 
responsibilities. The first is to contribute. The second 
is to commit.

Every manager has a responsibility to bring the 
knowledge of their profession into the discussion. 
They should identify risks, challenge assumptions, 
present evidence, and explain the consequences that 
others may not see. 
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Disagreement is not a problem. In fact, it is one of 
the greatest strengths of a management team. 
Different perspectives are exactly why the team 
exists. Once every perspective has been heard, the 
management team reaches a decision.

That decision may not be every manager’s preferred 
outcome. It rarely is. Professional management does 
not require unanimous agreement. It requires 
collective commitment. Once the decision has been 
made, every manager accepts responsibility for 
making it successful, until it has been proven or 
disproven by data.

The discussion ends. The implementation begins. A 
useful rule is: Disagree in the meeting. Commit 
outside the meeting. 

Many management teams fail because they never 
make this transition. Managers continue arguing 
after decisions have been made. Departments quietly 
ignore decisions they disagreed with. 

Alternative plans are pursued without informing the 
rest of the team. Meetings become negotiations 
instead of decision making. Trust slowly disappears. 
Once trust is lost, politics begins to replace 
management.

Managers stop sharing concerns openly because 
they expect them to be used against them later. 
Disagreements move into private conversations. 
Coalitions form before meetings. Decisions become 
contests of influence rather than discussions about 
what is best for the company. 

mattiasbergstrom.com

https://mattiasbergstrom.com/


The Lone Ranger manager creates similar problems. 
Instead of involving the management team, one 
individual makes important decisions alone. The 
result may occasionally be correct, but the process 
has failed. 

The management team loses ownership. Knowledge 
from other disciplines is ignored. Trust weakens 
because managers no longer feel responsible for 
decisions they did not help make. Modern lean 
management follows a different path.

Everyone contributes. Concerns are discussed. 
Evidence is reviewed. A decision is made. Then 
everyone commits to making that decision succeed. 
Collective commitment does not slow management 
down. 

It creates stronger decisions, faster implementation, 
and a management team that trusts one another 
because everyone knows the same process will be 
followed every time.

Principle 5:  Decisions Must Be Evidence Based and 
Future Oriented

Every management discussion begins with opinions. 
That is both natural and necessary. Managers are 
expected to have ideas, challenge assumptions, and 
contribute their professional experience. Opinions 
start the conversation. They should never end it. 
Lean management requires something stronger.

It requires evidence. Before an important decision is 
made, the management team should ask: What do we 
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know? What are we assuming? What evidence 
supports this proposal? What evidence contradicts 
it? How do we measure it?

Evidence does not guarantee perfect decisions. 
Business always involves uncertainty. However, 
evidence reduces unnecessary risk and allows 
managers to debate facts instead of personalities. 
Evidence alone is not enough. 

Management exists to improve the future, not to 
defend the past. One of the most common mistakes 
in management is allowing previous decisions to 
control future ones. 

Projects continue because too much money has 
already been invested. Products remain in the 
portfolio because they have existed for years. 
Strategies survive because no one wants to admit 
they were wrong. 

Lean management rejects this way of thinking. 
Every decision should be evaluated based on its 
future value, not its past cost. A good management 
team is willing to change direction when new 
evidence appears. It is willing to stop projects that no 
longer create value.

It is willing to abandon ideas that once seemed 
promising but no longer serve the business. 
Changing course is not failure. Ignoring better 
evidence is.
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This requires humility. Every manager must be 
prepared to challenge their own assumptions and, 
when necessary, abandon their own proposals. The 
objective is never to prove that an individual 
manager was right. The objective is to help the 
company make the best possible decision.

Each of these principles is valuable on its own. 
Together, they form a complete management system. 
A professional management decision should answer 
five questions. 

Does it strengthen the company’s ability to create 
value for customers and generate revenue? Does it 
improve the business as a whole, not just one 
department? Have all the necessary disciplines 
contributed to the discussion? Has the management 
team reached collective commitment behind the 
decision? Is the decision supported by evidence and 
focused on creating a better future? 

When all five principles are applied, the quality of 
management decisions improves significantly. 

When one principle is ignored, the quality of the 
decision begins to decline. A decision that ignores 
sales may weaken the company’s future. A decision 
that favors one department over the business creates 
local optimization. A decision made without the 
right perspectives increases risk. A decision that 
lacks collective commitment creates resistance 
during implementation. A decision based on opinion 
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rather than evidence often becomes difficult to 
defend and even harder to correct. 

These principles are not independent. They 
reinforce one another. Together, they create a 
repeatable way of thinking that allows management 
teams to make better decisions, build greater trust, 
and lead the company as a unified system rather 
than as competing departments.

Closing Part I

We have in Part I challenged one of the most 
common assumptions about management. 
Management is not a title. It is not authority. It is not 
hierarchy. And it is certainly not one person making 
all the important decisions.

Professional management is a discipline. Its purpose 
is to help the company make better decisions about 
its future. We began by leaving behind the Lone 
Ranger model of management. We saw that modern 
businesses are too complex for any one person to 
understand completely. Every department sees only 
part of the business. Only the management team can 
bring those perspectives together to make decisions 
that strengthen the company as a whole.

We then asked a simple question. What does 
management actually produce? The answer was 
equally simple. Management produces decisions.

Every significant investment, hiring decision, 
strategic initiative, product direction, or 
organizational change begins with a management 
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decision. The quality of those decisions shapes the 
future of the company.

Finally, we established the five principles of 
professional management. These principles provide 
a common way of thinking. They help managers 
move beyond departmental priorities, evaluate 
proposals from multiple perspectives, challenge 
assumptions with evidence, and commit to decisions 
that serve the company rather than individual 
functions.

Understanding these ideas is the first step. Applying 
them consistently is what transforms management. 
That is the purpose of Modern Lean Management.

Looking Ahead

Understanding the principles is only the beginning. 
Every professional discipline combines principles 
with practical methods. 

The chapters that follow translate these five 
principles into everyday management. You will learn 
how to prepare proposals, structure management 
meetings, evaluate evidence, assign ownership, 
document decisions, follow up on results, and 
correct course when new information becomes 
available. 

The goal is not simply to understand lean 
management. The goal is to practice it consistently. 
Because management is not a collection of meetings 
or opinions. It is a disciplined process for making 
better decisions, together.
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 Part II - 

The Professional Management 

Process

Understanding why management exists is only the 
beginning. Knowing that important decisions belong 
to the management team does not automatically lead 
to better decisions. Lean management requires a 
professional process.

Lean transformed manufacturing by replacing 
individual habits with standardized ways of 
working. The same principle applies to management. 
Without a common process, meetings become 
conversations. Decisions become opinions. 
Responsibilities become unclear. 

Modern Lean Management replaces improvisation 
with discipline. Every management meeting has a 
purpose. Every proposal follows a common 
structure. Every significant decision has an owner. 
Every commitment is followed up. Every important 
decision is eventually reviewed so the management 
team can learn and improve. This process does not 
limit good managers. It allows good managers to 
work together effectively. The chapters in this part 
introduce the practical tools that turn a group of 
department heads into a professional management 
team.
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These tools are deliberately simple. Their purpose is 
not to create bureaucracy. Their purpose is to 
eliminate management waste, improve decisions, 
and create a management system that the entire 
company can trust.
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Chapter 4 - 

The Lean Management Meeting

“A management meeting is not where work is done. It  
is where the company’s future is decided.”

The first three chapters introduced a different way of 
thinking about management. Management is not a 
title. It is not another department. It is not the 
authority to make decisions alone. Management is a 
professional discipline whose purpose is to produce 
better decisions for the company.

The five principles introduced in Part I provide the 
foundation for that discipline. But principles alone 
are not enough. Every professional discipline 
combines principles with practical methods. 

Professional management is not different it requires 
a repeatable process that allows a management team 
to consistently make better decisions. 

That process begins in one place.  The management 
meeting. Unfortunately, many management 
meetings fail to achieve their purpose. They become 
reporting sessions. Departments provide status 
updates. Problems are discussed without reaching 
conclusions. The same issues appear week after 
week without ownership, follow up, or clear 
decisions. Time is spent. Little changes.
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A lean management meeting works differently. It is 
not a calendar event. It is not an opportunity for 
managers to talk about their departments. It is the 
company’s decision making engine. Every meeting 
exists for one purpose. To bring together the 
knowledge of the management team, evaluate 
evidence, make decisions, assign ownership, and 
move the business forward. When this process is 
followed consistently, meetings become shorter, 
decisions become clearer, accountability improves, 
and trust grows within the management team.

When the process is ignored, meetings become 
longer, responsibility becomes unclear, and 
important decisions are delayed or forgotten. This 
chapter introduces the structure of the Lean 
Management Meeting. It explains what belongs in 
the meeting, what does not, how discussions should 
be organized, and how every meeting should 
produce clear decisions that move the company 
forward.

The Purpose of a Management Meeting

Many management meetings have no clear purpose. 
Managers gather because the calendar says they 
should. Each department provides a status update. 
Problems are discussed. Ideas are exchanged. The 
meeting ends. A week later, the same topics are 
discussed again. Lean management takes a different 
approach. Every meeting should exist for one 
purpose: To make business decisions that affect 
multiple departments. Everything else is secondary. 
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This does not mean that information sharing, status 
updates, or departmental discussions are 
unimportant. They are important. They simply have 
a different place. Department managers should hold 
departmental meetings. Project teams should hold 
project meetings. Individuals should meet with their 
teams. Operational problems should be solved as 
close to the work as possible.

The management meeting exists for something 
different. It brings together the managers 
responsible for different parts of the business to 
make decisions that no single department should 
make alone. Should the company increase its prices? 
Should it hire more people? Should it invest in a new 
system? Should it expand into a new market? Should 
it change its priorities? These decisions affect the 
entire business. They require multiple perspectives. 
They belong in the management meeting.

This simple distinction changes how management 
meetings are conducted. Instead of asking, “What 
happened this week?” the management team begins 
asking, “What decisions does the company need to 
make?” That shift transforms the meeting from a 
reporting session into a decision making process. 
When every item on the agenda exists to support a 
business decision, meetings become shorter, more 
focused, and far more valuable. The purpose of a 
management meeting is not to report on or talk 
about the business. It is to take informed decisions 
on how the business should move forward.
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What Belongs in the Management Meeting

One of the most common reasons management 
meetings become ineffective is that they try to solve 
every problem in the company. Before long, the 
agenda is filled with operational details, 
departmental updates, and discussions that could 
have been resolved elsewhere. As a result, the 
management team spends less time making 
important business decisions and more time 
managing day to day operations.

Lean management uses a simple test. Before adding 
an item to the management meeting agenda, ask one 
question: Does this decision affect more than one 
department? If the answer is yes, it belongs in the 
management meeting. If the answer is no, it should 
normally be decided by the manager responsible for 
that area. This simple rule protects one of the 
company’s most valuable resources: the 
management team’s time. For example, decisions 
about pricing affect Sales, Finance, Marketing, 
Operations, and often Product. Hiring a new 
employee affects budgets, workload, recruitment, 
and future planning. Major investments influence 
finances, operations, and long term strategy. 
Entering a new market changes priorities across the 
entire business. Losing or winning a major customer 
may require changes in sales, delivery, staffing, and 
product development. Strategic priorities influence 
every department.

These are management decisions because they 
require multiple perspectives before a decision can 
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be made. Other decisions do not. How Engineering 
organizes its daily work. How Sales manages its 
pipeline. Whether an employee’s vacation request is 
approved. How Operations schedules next week’s 
work.

These are important decisions, but they belong to 
the managers responsible for those areas. If every 
operational decision is brought to the management 
team, two things happen. The management meeting 
becomes overloaded with details. Department 
managers gradually lose ownership of their own 
responsibilities. Neither outcome is healthy. 
Professional management trusts managers to 
manage their own departments. The management 
team exists for the decisions that no department 
should make alone. A useful rule is this: If one 
manager can make the decision without affecting the 
rest of the business, they probably should. If the 
decision requires the knowledge, commitment, or 
resources of multiple departments, it belongs in the 
management meeting. Protecting this boundary 
keeps meetings focused, preserves accountability, 
and ensures that the management team spends its 
time where it creates the greatest value.

3. The Fixed Agenda

One of the simplest ways to improve the quality of 
management meetings is to stop reinventing them. 
Many management teams begin each meeting with 
the same question: “What should we discuss today?” 
The result is predictable. The loudest issue receives 
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the most attention. Urgent problems replace 
important ones. Topics are discussed in a different 
order every week. Some decisions are forgotten. 
Others are delayed because there is no time left.

Lean management removes this uncertainty by 
using a fixed agenda. The purpose of a fixed agenda 
is not to make meetings rigid. It is to ensure that 
every meeting follows the same decision making 
process. When the structure never changes, 
managers know how to prepare, what information to 
bring, and when decisions will be made. The 
discussion becomes more disciplined because 
everyone is following the same process. A Lean 
Management Meeting should follow six simple steps.

1. Review previous decisions 

Begin by reviewing the decisions made at the last 
meeting. Were they completed? Did they achieve the 
expected outcome? Do any decisions need to be 
adjusted? Management improves by learning from 
previous decisions before making new ones.

2. Review new proposals

Introduce the proposals that require a management 
decision. Each proposal should already be prepared 
and distributed before the meeting. The 
management meeting is not where proposals are 
written. 

It is where they are evaluated.

3. Discuss the evidence
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Review the facts, assumptions, risks, alternatives, 
and expected outcomes.

Managers should challenge ideas, ask questions, and 
contribute the perspective of their own discipline. 
The objective is not agreement. 

The objective is understanding.

4. Make decisions

Once the discussion is complete, the management 
team reaches a decision. Avoid postponing decisions 
simply because more discussion feels comfortable. If 
more information is genuinely required, identify 
exactly what is missing. Otherwise, decide.

5. Assign ownership

Every approved decision must have a clearly 
identified owner. The owner is responsible for 
ensuring the decision is implemented and reporting 
progress at the next meeting. Without ownership, 
decisions quickly become intentions.

6. Confirm actions

Before closing the meeting, confirm every agreed 
action, responsible owner, and expected completion 
date. Everyone should leave the meeting with the 
same understanding of what has been decided and 
what happens next.

This structure becomes the standard agenda for 
every Lean Management Meeting.

The Management Meeting Agenda template included 
in the appendix follows this process and can be used 
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as the foundation for your own management 
meetings.

A fixed agenda does not limit good management. It 
removes unnecessary variation so the management 
team can focus its time and energy on making better 
decisions.

Follow Up Before New Business

Most management teams enjoy making decisions. 
Far fewer take the time to verify whether those 
decisions produced the expected results. As a result, 
mistakes are repeated, successful ideas are never 
fully understood, and unsuccessful decisions quietly 
remain in place. Lean management works 
differently. Every management meeting should 
begin by reviewing the decisions made at the 
previous meeting.

Before discussing new proposals, the management 
team should ask four simple questions. Was the 
decision completed? Did the agreed actions take 
place, or is work still outstanding? A decision that is 
never implemented creates no value. Did it work? 
Did the decision achieve the expected outcome? Was 
the original objective met? Did the company receive 
the expected benefit? What did we learn?

Every decision provides new information. Some 
assumptions are confirmed. Others prove to be 
wrong. Both outcomes improve future decision 
making. Learning is one of the most valuable 
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outputs of the management process. Does anything 
need to be corrected? 

Management decisions are not permanent. New 
evidence may require adjustments. Unexpected 
consequences may appear. The business 
environment may change.  Lean managers do not 
defend previous decisions simply because they have 
already been made. They improve them. This is one 
of the defining characteristics of lean management. 

A decision is not the end of the process. It is the 
beginning. The purpose of follow up is not to assign 
blame or identify who was wrong. Its purpose is to 
understand what happened and make the next 
decision better.

When every meeting begins by reviewing previous 
decisions, management becomes a continuous 
learning process rather than a series of isolated 
discussions. Over time, this creates one of the 
greatest competitive advantages a company can 
have. A management team that learns from its 
decisions will consistently outperform one that 
simply keeps making new ones.

Every Decision Needs an Owner

One of the most common reasons management 
decisions fail is surprisingly simple. Nobody knows 
who is responsible for making them happen. The 
management team agrees on a course of action. 
Everyone leaves the meeting believing someone else 
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will take the next step. A week later, nothing has 
changed.

Lean management avoids this problem by assigning 
an owner to every decision. No exceptions. 
Ownership does not mean doing all the work 
personally. It means taking responsibility for 
ensuring the decision is implemented. The owner 
coordinates the work, removes obstacles, reports 
progress, and returns to the management team if the 
decision requires further discussion. 

Every approved decision should answer four 
questions. Who owns the decision? One person must 
be clearly responsible for moving it forward. 
Ownership cannot belong to “the management team” 
or “everyone.” Shared ownership usually becomes no 
ownership. 

What is expected? The desired outcome should be 
clearly defined. A decision without a clear objective 
cannot be implemented consistently. When is it due? 
Every decision should have an expected completion 
date or review date. Without a timeframe, priorities 
quickly become unclear. 

How will success be measured? The management 
team should know how it will determine whether the 
decision achieved its intended result. This creates 
the foundation for meaningful follow up at the next 
meeting.

These four questions transform a decision from an 
idea into an action. Without them, implementation 
depends on memory, assumptions, and individual 
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initiative. Lean management depends on none of 
those things. It depends on clarity. A useful rule is 
simple: No owner. No decision. 

If the management team cannot identify who will 
take responsibility for implementing a decision, the 
decision is not ready to be approved. Assigning 
ownership is not about assigning blame. It is about 
ensuring that every decision has someone 
responsible for turning it into results.

In the next chapter we will explore how ownership 
creates accountability while at the sometime 
maintaining trust within the management team.

A Meeting Ends With Decisions

The purpose of a management meeting is not to have 
good discussions. It is to make good decisions. This 
distinction is important. Many management teams 
spend hours discussing important topics without 
reaching a conclusion.

The meeting ends with comments such as: “Let’s 
think about it.” “Let’s discuss it again next week.” 
“Let’s revisit this later.” Unless there is a clear reason 
for delaying the decision, these statements create 
management waste. The same issue returns to the 
next meeting. The same arguments are repeated. The 
same time is spent. Nothing moves forward, or a 
Lone Ranger starts implementing something. Lean 
management follows a different approach.

Every proposal discussed by the management team 
should end with one of three outcomes. 
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Approved - The management team has enough 
information to make the decision. An owner is 
assigned and implementation begins. 

Rejected - The proposal is not the right decision for 
the company. The discussion ends, allowing the 
management team to focus its time and energy 
elsewhere. Rejecting a proposal is not a failure. It is a 
decision. 

More evidence required -  Sometimes the 
management team genuinely lacks the information 
needed to make a responsible decision. When this 
happens, the meeting should identify exactly what 
evidence is missing, who will obtain it, and when the 
proposal will return for review. “More evidence 
required” is not permission to postpone the 
discussion indefinitely. It is a clearly defined action 
with a clear owner. Nothing else. 

A proposal should never leave the meeting in an 
undefined state. Every proposal should move the 
company forward, whether by being approved, 
rejected, or improved through additional evidence.

This discipline keeps the management process 
moving. It prevents repeated discussions, reduces 
uncertainty, and ensures that management time is 
spent making progress rather than revisiting the 
same unresolved issues.

A useful rule is simple: Every proposal leaves the 
meeting with a decision. That decision may be yes. It 
may be no. It may be “bring back better evidence.” 
But there is always a decision.
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Document the Decision

A decision that exists only in the memories of the 
people who attended the meeting is not part of the 
management system. It is simply a conversation. 
People remember different things. Details are 
forgotten. Responsibilities become unclear. Weeks 
later, managers disagree about what was actually 
decided.

Lean management removes this uncertainty by 
documenting every decision. The objective is not to 
create unnecessary administration. It is to create 
clarity. Every management decision should be 
recorded in a Decision Register. At a minimum, each 
entry should answer five questions. What was the 
decision? Record the decision clearly and concisely 
so that everyone understands what was agreed. Why 
was the decision made? 

Document the reasoning behind the decision, 
including the key evidence or considerations that 
influenced the outcome. Understanding why a 
decision was made is often as important as 
remembering what was decided. Who owns the 
decision? Identify the manager responsible for 
ensuring the decision is implemented. Ownership 
should never be ambiguous. When should it be 
completed? Record the expected completion date or 
the date when progress will be reviewed. This 
creates a clear expectation for follow up. When will 
the decision be reviewed? 

mattiasbergstrom.com

https://mattiasbergstrom.com/


Every important decision should have a review date. 
The purpose is not to question every decision, but to 
verify that it achieved the intended result and 
determine whether any adjustments are required. 
The Decision Register becomes the management 
team’s shared memory. It connects one meeting to 
the next.

Instead of relying on recollection, assumptions, or 
personal notes, every manager works from the same 
documented decisions. Over time, the register also 
becomes a valuable source of learning. 

It shows which decisions created value, which 
required correction, and how the management team 
has guided the company over time. Lean 
management does not rely on memory. It relies on 
documented decisions that can be reviewed, 
measured, and improved.

The Decision Register template included in the 
appendix provides a simple structure for recording 
every management decision in a consistent and 
repeatable way.

Looking Ahead

A well structured management meeting is essential. 
But structure alone does not produce good decisions. 
The quality of every decision depends on the quality 
of the information brought into the room. A proposal 
that is poorly prepared cannot be rescued by a good 
discussion.
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If the problem is unclear, the evidence is incomplete, 
the alternatives have not been considered, or the 
risks have not been evaluated, the management team 
is forced to spend valuable meeting time doing work 
that should have been completed beforehand. The 
purpose of the management meeting is not to 
develop proposals.

It is to evaluate them. That is why preparation is just 
as important as the meeting itself. Professional 
management expects proposals to arrive ready for 
discussion, supported by evidence and presented in 
a consistent format. This allows the management 
team to focus on what matters most: making better 
decisions. The next chapter introduces the proposal 
process. You will learn how to define a problem, 
evaluate alternatives, present evidence, assess risks, 
and prepare proposals that allow the management 
team to make informed, efficient, and well supported 
decisions.
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Chapter 5 - 

Making Better Decisions

“The quality of a management decision is limited by  
the quality of the proposal.”

The previous chapter explained how a professional 
management meeting is structured. A fixed agenda, 
clear ownership, documented decisions, and regular 
follow up provide the framework for effective 
decision making. But even the best meeting cannot 
compensate for poor preparation. A management 
team can only make good decisions if it has good 
proposals to evaluate.

Lean management does not ask managers to arrive 
with opinions. It asks them to arrive with prepared 
proposals. This is an important distinction. An 
opinion expresses what someone thinks. A proposal 
explains what problem needs to be solved, what 
evidence supports the need for change, what 
alternatives have been considered, what risks exist, 
and why one course of action is recommended over 
another.

A proposal is not paperwork. It is a way of organizing 
thinking before asking other managers to make a 
decision. That preparation benefits everyone. 
Managers spend less time explaining ideas. 
Questions become more focused. Evidence replaces 
assumptions. Alternatives are considered before 
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decisions are made. The management meeting 
becomes, as it should be, a place where proposals are 
evaluated, not created. This improves both the 
quality of the discussion and the quality of the final 
decision.

The purpose of this chapter is to show how 
professional managers prepare proposals that help 
the management team make informed, evidence 
based decisions. Because better proposals lead to 
better discussions. And better discussions lead to 
better decisions.

Every Decision Begins With the Proposal

Every important management decision begins with 
an idea. Someone believes there is a problem to 
solve, an opportunity to pursue, or a risk to address. 
Ideas are valuable. But ideas alone are not enough. 
Professional management does not make decisions 
based on ideas. It makes decisions based on 
proposals. The difference is important. An idea often 
begins with a statement such as: “I think we should 
hire another salesperson.” “I think we need a new 
CRM system.” “I think we should increase our 
prices.” These statements may be good starting 
points, but they are not ready for a management 
decision. A proposal takes the next step.

Instead of asking the management team to react to 
an opinion, it presents a structured case for 
discussion. It answers questions such as: What 
problem are we trying to solve? What evidence 
supports the need for change? What alternatives 
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have been considered? What risks should the 
management team understand? What course of 
action is being recommended? By answering these 
questions before the meeting, the proposal 
transforms an idea into a decision ready for 
evaluation. This benefits everyone involved. The 
proposal owner is forced to think more carefully.

The management team receives the information 
needed to evaluate the recommendation. The 
discussion becomes more focused because managers 
are debating a prepared proposal instead of trying to 
develop one during the meeting. Professional 
management does not expect managers to arrive 
with unfinished thoughts.

It expects them to arrive with proposals that are 
ready to be challenged, improved, and ultimately 
approved or rejected. A management meeting should 
not begin with, “I have an idea.” It should begin with, 
“Here is the problem, the evidence, the alternatives, 
the risks, and my recommendation.” That is the 
difference between an idea and a proposal. And it is 
the first step toward making consistently better 
management decisions.

Start With the Problem

One of the most common mistakes in management is 
to begin with a solution. “We need a new _____.” “We 
should hire another _____.” “We need to invest in 
_____.” These statements sound like proposals, but 
they are not. They are conclusions.
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The management team has not yet been told what 
problem these solutions are intended to solve. Lean 
management begins somewhere else. Before 
discussing solutions, it asks a simple question: What 
business problem are we trying to solve? And what 
returns is the solution predicted to give. 

This question changes the entire discussion. Instead 
of debating whether a particular solution is good or 
bad, the management team first agrees on the 
problem.

Only then does it begin evaluating possible 
solutions. This distinction is important because the 
same problem often has several possible solutions. 
For example, declining sales may not require 
another salesperson. The problem might be poor 
lead quality. It might be an uncompetitive price. It 
might be a product that no longer meets customer 
needs. It might be slow response times or ineffective 
marketing. Hiring another salesperson may help. Or 
it may simply make an existing problem more 
expensive.

The same is true for almost every management 
decision.

A company may not need a new CRM. It may need 
better sales processes. It may not need artificial 
intelligence. It may need better data. It may not need 
more employees. It may need clearer priorities. 

When managers begin with a solution, they often 
stop looking for better alternatives. When they begin 
with the problem, they keep every option open until 
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the evidence points to the best course of action. That 
is why every proposal should begin with a clear 
problem statement. Not, “What do I want the 
company to do?” 

But, “What business problem are we trying to solve?” 
A well defined problem is the foundation of every 
good management decision. If the problem is 
misunderstood, even an excellent solution is likely 
to fail.

Gather the Evidence

In Chapter 3, we introduced one of the five principles 
of professional management: Decisions must be 
evidence based and future oriented. A proposal is 
where that principle becomes practical. Before 
asking the management team to make a decision, the 
proposal owner should gather and organize the 
available evidence. The objective is not to eliminate 
uncertainty. That is impossible. The objective is to 
reduce unnecessary risk by making the best possible 
decision with the information available. The first 
step is to separate three very different things. 

Facts -  Facts are information that can be verified. 
Revenue has declined by 12 percent. Customer 
satisfaction has increased. The product launch was 
delayed by six weeks. Facts provide a common 
foundation for discussion. 

Assumptions -  Assumptions are things we believe to 
be true but have not yet verified. Customers may 
prefer a lower priced product. Hiring another 
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salesperson may increase revenue. The new market 
may grow faster than the current one. Assumptions 
are not a problem. Ignoring them is. Lean 
management identifies assumptions openly so they 
can be tested and challenged. 

Opinions -  Opinions are personal judgments based 
on experience, knowledge, or intuition. They are 
valuable because they often generate ideas and 
identify risks that data alone cannot reveal. 
However, opinions should begin the discussion, not 
end it. Whenever possible, they should be supported 
by evidence. 

As proposals are prepared, every manager should 
ask three simple questions. What do we know? 
Separate verified facts from interpretation. What are 
we assuming? Identify the beliefs that influence the 
recommendation but have not yet been confirmed. 
What information is missing?

Determine whether additional evidence is needed 
before the management team can make a 
responsible decision. These questions improve the 
quality of every proposal. They encourage managers 
to think critically, expose uncertainty, and 
distinguish between evidence and belief. Evidence 
does not guarantee the right decision. Business will 
always involve uncertainty. Markets change. 
Customers behave unpredictably. Competitors 
respond. Unexpected events occur. Lean 
management accepts that uncertainty can never be 
eliminated. Its objective is to reduce unnecessary 
risk by making decisions that are supported by the 
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best available evidence. The stronger the evidence, 
the stronger the proposal. And the stronger the 
proposal, the better the management team’s decision 
will be.

Consider Alternatives

A common mistake in management is to evaluate 
only one proposal. The management team discusses 
whether it should approve or reject it. That may 
seem reasonable, but it often leads to poor decisions 
because the proposal is never compared with other 
possible solutions.

Lean management approaches the problem 
differently. Once the business problem has been 
clearly defined and the evidence has been gathered, 
the next question is: What are the possible ways to 
solve this problem? A good proposal should present 
alternatives, not just a preferred solution. 

Consider a company that wants to increase sales. 
One proposal might recommend hiring another 
salesperson. That may be the right decision. But it 
should not be the only option considered. Other 
alternatives might include: Increasing the marketing 
budget. Raising prices. Improving customer 
retention. Launching a new product or service. 
Improving the sales process. Entering a new 
customer segment. 

Each alternative addresses the same business 
problem in a different way. Each has different costs, 
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risks, resource requirements, and expected 
outcomes.

By comparing alternatives, the management team is 
no longer deciding whether one proposal is good or 
bad. It is deciding which available option creates the 
greatest value for the company. This changes the 
discussion completely. 

Managers stop defending individual ideas. Instead, 
they compare possible solutions against one another. 
Some alternatives will be eliminated quickly. Others 
may be combined into a stronger proposal.

Sometimes the preferred solution changes 
completely once the alternatives have been 
evaluated. That is a sign that the process is working. 
The purpose of considering alternatives is not to 
make decision making slower. 

It is to prevent the management team from 
committing too early to the first reasonable idea. 
Professional management keeps multiple options 
open until the evidence supports one of them.

The strongest proposal is rarely the one with the 
most enthusiasm behind it. It is the one that has 
been tested against realistic alternatives and still 
proves to be the best choice. 

Good management does not ask, “Is this a good 
idea?” It asks, “Is this the best available solution to 
the problem we are trying to solve?”
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Evaluate Risks and Consequences

Every management decision creates consequences. 
Some are intended. Others are unexpected. 
Professional management does not ask only, “Will 
this decision solve the problem?” It also asks, “What 
else will this decision change?”

This is where systems thinking becomes practical. A 
company is not a collection of independent 
departments. It is a connected system. A decision 
made in one area almost always affects another. 

Hiring additional salespeople may increase revenue, 
but it may also require more customer support, 
more implementation capacity, larger marketing 
budgets, and additional cash flow. Reducing costs 
may improve short term profitability, but it may also 
reduce product quality, employee morale, or 
customer satisfaction.

Investing in new technology may improve efficiency 
in one department while increasing complexity or 
training requirements in another. Good proposals 
recognize these connections before the management 
meeting begins. Every proposal should evaluate the 
most important consequences of the recommended 
solution.

These typically include: 

- Financial impact:  What will the decision cost? 
What return is expected? What financial risks should 
the management team understand?
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- Operational impact: How will this affect the 
company’s ability to deliver products or services? 
Will existing processes need to change?

Customer impact: How will customers experience 
this decision? Will it improve customer value, 
satisfaction, or retention? Could it create new risks?

Resource impact:  What people, time, systems, or 
other resources are required? Does the company 
have the necessary capacity?

Long term impact: How will this decision affect the 
company’s future? Does it support the long term 
strategy, or does it create future limitations?

Not every consequence can be predicted. Business 
will always involve uncertainty. The objective is not 
to eliminate risk. It is to identify the most significant 
consequences before committing the company’s 
resources.

Lean management understands that every decision 
is part of a larger system. The strongest proposals do 
not look only at the immediate problem. They 
explain how the proposed solution is likely to affect 
the rest of the business. That allows the management 
team to make decisions with a clearer understanding 
of both the opportunities and the risks.

Make a Recommendation

A proposal should do more than present 
information. It should recommend a course of 
action. After defining the problem, gathering the 
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evidence, considering alternatives, and evaluating 
the risks, the proposal owner should reach a 
conclusion.

That conclusion should be stated clearly. “My 
recommendation is…” A recommendation 
demonstrates that the proposal owner has taken 
responsibility for analyzing the issue rather than 
simply transferring the work to the management 
team. 

It gives the discussion a clear starting point. The 
recommendation should explain why the proposed 
solution is preferred over the available alternatives. 
It should be supported by the evidence presented in 
the proposal. It should also acknowledge any 
important assumptions or risks that influenced the 
recommendation.

This does not mean the management team is 
expected to accept it. Professional management 
encourages challenge and discussion. Managers 
should question assumptions, examine the evidence, 
compare alternatives, and suggest improvements 
when appropriate. 

The management team may decide to approve the 
recommendation, modify it, reject it, or request 
additional evidence. That is exactly how the process 
should work. A recommendation is not the decision. 
It is the starting point for the decision. Without a 
recommendation, discussions often become 
unfocused because the management team is trying 
to determine both the possible solutions and the 
preferred one at the same time. 
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With a recommendation, the discussion becomes 
more productive. Managers can concentrate on 
evaluating whether the proposed course of action is 
the best choice for the company. 

Lean management does not expect proposal owners 
to be right every time. It expects them to arrive 
prepared, think critically, and recommend the 
direction they believe best serves the company 
based on the available evidence. That is the 
responsibility of every manager presenting a 
proposal.

The Proposal Template

A proposal should never depend on the experience 
or writing style of the person preparing it. 
Professional management improves consistency by 
using a standard proposal template. The purpose of 
the template is not to create more paperwork. It is to 
ensure that every important decision is presented 
using the same logical structure.

When every proposal follows the same format, 
managers know what information to expect, 
discussions become more focused, and important 
questions are less likely to be overlooked. The 
proposal template introduced in the appendix 
consists of seven sections. The Problem What 
business problem is the proposal intended to solve?

Every proposal begins with a clearly defined 
problem rather than a preferred solution.
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Background - Provide the information necessary for 
the management team to understand the context. 
This section should explain why the issue is 
important and why it requires a decision.

Evidence - Present the facts, assumptions, and 
supporting information that justify the proposal. 
Evidence should help the management team 
understand both the current situation and the 
reasons for change.

Alternatives - Describe the realistic alternatives that 
were considered. Explain why the recommended 
option is preferred over the other available choices.

Risks and Consequences - Identify the most 
important financial, operational, customer, 
resource, and long term impacts that the 
management team should consider before making a 
decision.

Recommendation -  State the recommended course 
of action clearly. Explain why it is considered the 
best available solution based on the evidence 
presented.

Decision Requested - Finish with a simple and 
specific request. What decision is the management 
team being asked to make?

A proposal should never leave managers guessing 
what approval is being requested. Using a common 
proposal template does not guarantee better 
decisions. It creates the conditions for better 
decisions. Every proposal is prepared in the same 
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way. Every manager evaluates proposals using the 
same structure.

Over time, this consistency improves the quality of 
discussions, reduces misunderstandings, and helps 
the management team make faster, better informed 
decisions. The Proposal Template included in the 
appendix can be adapted to organizations of any size, 
but its purpose always remains the same: To help 
managers think clearly before asking the 
management team to decide.

Looking Ahead

A well prepared proposal gives the management 
team the information it needs to make better 
decisions. It defines the problem, presents the 
evidence, evaluates the alternatives, considers the 
risks, and recommends a course of action. But even 
the best decision creates no value on its own. A 
decision only matters when it is implemented.

That is why professional management does not stop 
once a proposal has been approved. Someone must 
take ownership. Progress must be monitored. 
Results must be reviewed. And when circumstances 
change, decisions must be adjusted.

The next chapter explains how professional 
management creates accountability without creating 
blame. You will learn how clear ownership, 
structured follow up, and continuous improvement 
ensure that management decisions become business 
results rather than good intentions.
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Chapter 6 - 

Accountability Without Blame

“Accountability is about improving the company, not  
blaming individuals.”

The previous chapters explained how professional 
management meetings are conducted and how 
proposals are prepared. By this point, the 
management team has identified a problem, 
gathered evidence, evaluated alternatives, and made 
a decision.

Many organizations believe the work is now 
complete. It is not. A decision has no value until it is 
implemented. The quality of management is not 
measured by the number of meetings held or the 
number of decisions recorded. It is measured by the 
results those decisions produce. This is where 
accountability becomes essential.

Unfortunately, accountability is often 
misunderstood. In many organizations, it is 
associated with blame, criticism, or finding someone 
to hold responsible when things go wrong. 

Lean management takes a different approach. 
Accountability is not about assigning fault. It is 
about ensuring that decisions become actions, 
actions produce results, and results are reviewed so 
the company can continue to improve.
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Sometimes a decision succeeds. Sometimes it does 
not. Both outcomes are valuable if the management 
team learns from them. The objective is never to 
prove that someone was right. The objective is to 
help the company make better decisions over time. 

This chapter explains how professional management 
creates clear ownership, meaningful follow up, and 
continuous improvement without creating fear or 
blame. Because the purpose of accountability is not 
to judge people. It is to improve results.

Accountability Is About Results

The word accountability makes many managers 
uncomfortable. For some, it means criticism. For 
others, it means blame. In many organizations, 
accountability has become closely associated with 
finding someone to hold responsible when 
something goes wrong.

Lean management uses the word differently. 
Accountability is not about assigning fault. It is 
about achieving results. The difference is simple. 
When a problem occurs, blame asks, “Who caused 
the problem?” Accountability asks, “How do we 
achieve the result?” These questions lead to very 
different conversations. A culture of blame focuses 
on the past. People defend themselves. Mistakes are 
hidden. Departments protect their own interests. 
Learning stops because everyone is trying to avoid 
criticism. A culture of accountability focuses on the 
future.
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The management team works together to understand 
what happened, remove obstacles, improve 
execution, and achieve the intended outcome. The 
objective is not to prove who was right or wrong. The 
objective is to improve the business. This does not 
mean individuals avoid responsibility.

On the contrary. Professional management expects 
every manager to take ownership of the decisions 
they are responsible for. But ownership is measured 
by a willingness to solve problems, report progress 
honestly, and recommend improvements, not by an 
absence of mistakes.

Business is uncertain. Markets change. Assumptions 
prove to be wrong. No management team makes 
perfect decisions every time. The measure of a 
professional lean management team is not how 
rarely it makes mistakes. It is how quickly it learns 
from them and improves. That is the purpose of 
accountability. Not personal criticism. Results.

Ownership Creates Accountability

In Chapter 4, we introduced a simple rule: Every 
decision needs an owner. Assigning an owner 
creates clarity. But ownership means more than 
having a name written next to a decision. 
Professional management defines ownership by 
responsibility, not authority. The owner is 
responsible for ensuring that the decision moves 
forward. That does not mean completing every task 
personally. It means making sure the right work is 
completed by the right people at the right time.
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An owner has five primary responsibilities.

Coordinate implementation -  Ensure that everyone 
involved understands the decision and what is 
expected of them. Implementation often requires 
cooperation across multiple departments. The owner 
keeps that work moving.

Report progress -  Keep the management team 
informed. If implementation is progressing as 
planned, report that. If it is falling behind, report 
that as well. Accurate information is more valuable 
than optimistic information.

Identify obstacles -  Problems should not remain 
hidden until the deadline has passed. The owner is 
expected to identify obstacles early and explain how 
they affect the decision. Early visibility gives the 
management team the opportunity to help.

Request help when necessary - Professional 
managers do not wait for failure before asking for 
support. If additional resources, expertise, or 
management decisions are needed, the owner raises 
the issue before it becomes a larger problem. Asking 
for help is part of good ownership. It is not a sign of 
weakness.

Recommend corrections - Implementation often 
reveals information that was not available when the 
original decision was made. When that happens, the 
owner should recommend adjustments rather than 
continuing with a plan that is no longer appropriate.

Good management values better decisions over rigid 
consistency. Ownership is not responsibility for 
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perfection. No manager can control every event or 
predict every outcome. Ownership is responsibility 
for progress. 

The management team should always know who is 
leading the implementation, where the work stands, 
what obstacles exist, and whether the decision is still 
moving the company toward the intended result. 
That is how ownership creates accountability. Not by 
assigning blame. By creating clarity, 
communication, and continuous progress.

Follow Up Is Part of the Decision

Many managers believe a decision is complete once 
an owner has been assigned. Lean management 
disagrees. Assigning ownership is only the 
beginning. A management decision is not finished 
when implementation starts. It is finished when the 
management team has reviewed the outcome and 
determined whether the intended result was 
achieved.

Without follow up, management has no way of 
knowing whether a decision created value, solved 
the original problem, or introduced new ones. Every 
important decision should return to the 
management team for review. The objective is not to 
repeat the original discussion. It is to evaluate the 
outcome. A structured follow up begins with a few 
simple questions.

Was the decision completed? Was the agreed work 
carried out as planned?
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If not, what prevented it? Did it achieve the expected 
result? Did the decision solve the business problem it 
was intended to solve? Were the expected benefits 
achieved? What changed? What did implementation 
teach the management team? Did new information 
emerge? Have customer needs, market conditions, or 
business priorities changed since the decision was 
made? Does the decision need adjustment? Should 
the decision continue as planned? Should it be 
modified? Or should it be replaced with a better 
approach based on what has been learned?

These questions transform management from a 
series of isolated decisions into a continuous 
learning process. Every review provides new 
knowledge. 

Some decisions confirm that the original proposal 
was correct. Others reveal weaknesses in the 
assumptions, the evidence, or the implementation. 
Both outcomes improve future decisions. Lean 
management understands that business is constantly 
changing.

New competitors emerge. Customers change their 
behavior. Markets evolve. Information that was 
unavailable yesterday may become available 
tomorrow. For that reason, management is never a 
one time event. It is an iterative process of deciding, 
implementing, reviewing, learning, and improving.

A useful principle is this: A decision is not complete 
until it has been reviewed. That mindset ensures that 
management remains focused on results rather than 
simply completing activities. Over time, it creates a 
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management team that learns from every decision 
and becomes progressively better at making the next 
one.

Correct Decisions Before Blaming People

Not every management decision will produce the 
expected result. That is part of doing business. 
Markets change. Customers behave unexpectedly. 
Competitors react. Assumptions prove to be wrong. 
Lean management accepts that some decisions will 
fail. The important question is what happens next. 
Many organizations immediately ask, “Who failed?” 

Lean management asks a different question. “Why 
didn’t the decision produce the expected result?” 
That question changes the entire discussion. Instead 
of searching for someone to blame, the management 
team investigates the decision itself.

Was the problem correctly understood? Was the 
evidence sufficient? Were important alternatives 
overlooked? Did unexpected events change the 
situation? Was the implementation effective? 

These questions lead to learning instead of 
defensiveness. There are many reasons why a 
decision may not achieve the expected outcome. The 
original assumptions may have been wrong. 
Important evidence may have been missing. 
Unexpected events may have changed the situation. 

The implementation may have been incomplete. 
Market conditions may have changed after the 
decision was made. Understanding these causes 
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allows the management team to improve both future 
decisions and the management process itself.

This does not mean individual performance is 
ignored. Managers remain responsible for carrying 
out the decisions they own. If implementation was 
poor, that should be addressed. If commitments 
were not met, they should be discussed. 

But lean management does not begin by looking for 
someone to blame. It begins by understanding why 
the expected result was not achieved. The objective 
is continuous improvement. Every decision, whether 
successful or unsuccessful, provides information 
that helps the management team make better 
decisions in the future.

The strongest management teams are not those that 
never make mistakes. They are the teams that learn 
from them the fastest. That is why professional 
management focuses first on improving the decision 
making system. Because when the system improves, 
the quality of future decisions improves with it.

Kill Your Own Ideas

One of the most difficult skills for any manager is 
knowing when to stop defending a decision. Every 
manager becomes attached to their own ideas. Time 
is invested. Effort is invested. Personal credibility 
becomes connected to the proposal. As a result, 
many managers continue supporting decisions long 
after the evidence shows they are no longer the best 
choice.
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Lean management requires a different mindset. 
Managers must be willing to say,“This isn’t working 
anymore.” That is not failure. It is good management. 
The purpose of a management decision is never to 
prove that an individual manager was right. The 
purpose is to improve the future of the company.

When new evidence shows that a better course of 
action exists, the management team should be 
willing to change direction. Holding on to a poor 
decision because it was your idea creates waste. 
Holding on to a poor decision because the company 
has already invested time or money creates even 
more waste.

Lean managers do not defend past decisions. They 
improve future ones. Changing your mind because 
better evidence has become available is not a sign of 
weakness. It is a sign of professionalism and lean 
thinking.

It shows that the manager is committed to the 
success of the company rather than the success of 
their own ideas. This mindset also changes the 
culture of the management team. Managers become 
more willing to propose new ideas because they 
know they are not expected to be right every time.

Discussions become more open. Evidence becomes 
more important than status. Learning becomes more 
important than winning. That is how continuous 
improvement becomes part of the management 
process.
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The strongest management teams are not those that 
never change their minds. They are the teams that 
change their minds when the evidence tells them 
they should. That is one of the clearest signs of lean 
management.

Accountability Builds Trust

Many people believe accountability creates pressure 
and reduces trust. Lean management demonstrates 
the opposite. Poor accountability creates 
uncertainty. Professional accountability creates 
clarity. 

When expectations are unclear, managers make 
assumptions. Responsibilities overlap. Important 
work is forgotten. People become frustrated because 
they are unsure who is responsible for what.

As uncertainty grows, politics often follows. 
Managers begin protecting themselves instead of 
solving problems. Professional accountability 
removes that uncertainty. Every important decision 
has a clear owner. Everyone understands what is 
expected. Progress is reviewed in a predictable way. 
Problems are discussed openly instead of being 
hidden. Mistakes become opportunities to learn 
rather than reasons to assign blame.

This creates an environment where managers can 
trust both the process and one another. They know 
who owns each decision. They know when progress 
will be reviewed. They know that difficulties can be 
raised without immediately looking for someone to 
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blame. As a result, discussions become more honest. 
Managers ask for help earlier. Problems are 
identified before they become crises.

The management team spends less time protecting 
individual positions and more time improving 
business results. Trust is not created by avoiding 
accountability. Trust is created by making 
accountability fair, predictable, and focused on 
improvement. 

When expectations are clear, ownership is clear, 
follow up is consistent, and learning is valued, 
managers gain confidence in both the management 
process and the people they work with. Over time, 
trust grows. Politics declines.

The management team becomes stronger because 
every manager knows that accountability exists to 
help the company succeed, not to help individuals 
avoid criticism.

Continuous Improvement

Professional management is not built around 
individual meetings or individual decisions. It is 
built around continuous improvement. Every 
management meeting creates new decisions. 

Every proposal improves the quality of those 
decisions. Every decision creates new information. 
Every follow up provides new learning. That 
learning improves the next proposal. The next 
proposal improves the next discussion. The next 
discussion improves the next decision.
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This cycle never ends. Lean management is 
therefore not a collection of meetings. It is a learning 
system. Each time the management team completes 
the cycle, it gains a better understanding of the 
business. Assumptions become knowledge. 

Successful decisions become repeatable practices. 
Unsuccessful decisions become valuable lessons. 
Over time, the quality of decision making improves 
because the management team is continuously 
learning from its own experience.

This is one of the defining characteristics of Modern 
Lean Management. The objective is not to eliminate 
mistakes. The objective is to learn from them faster 
than the organization did yesterday. When 
management follows a consistent process, every 
decision strengthens the next one. The management 
team becomes more effective. The business becomes 
more resilient. 

And the company becomes better prepared for the 
future. Lean management is not measured by how 
many meetings are held or how many decisions are 
made. It is measured by how effectively the 
management team learns, improves, and creates 
better business outcomes over time. 

That is the purpose of the management process. Not 
simply to make decisions. But to make every future 
decision better than the last.
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Closing Part II 

Lean management is not built on individual 
techniques. It is built on a repeatable process. A 
structured management meeting provides the 
environment where decisions are made. Well 
prepared proposals ensure that decisions are based 
on evidence rather than opinion. Clear ownership 
and continuous follow up ensure that decisions 
become results and that every outcome improves the 
next decision.

None of these processes creates value on its own. 
Together, they form a complete management system. 
Each part supports the others. Better proposals lead 
to better discussions. Better discussions lead to 
better decisions. Better follow up leads to better 
proposals. The cycle repeats, allowing the 
management team to improve continuously over 
time. 

This is the foundation of professional management. 
Not individual talent. Not authority. Not intuition. A 
consistent process that enables a management team 
to make better decisions together.

Looking Ahead

The first part of this book explained why 
management exists and introduced the principles 
that distinguish professional management from 
traditional management. Part II transformed those 
principles into a practical management process. You 
have learned how professional lean management 
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meetings are conducted, how proposals are 
prepared, how decisions are documented, and how 
accountability turns decisions into measurable 
results.

A management process alone, however, is not 
enough. Managers also need to understand the 
business they are managing. The remaining chapters 
move beyond the management process itself and 
explore the knowledge that every professional 
manager should bring into the management room. 
They examine how different business disciplines 
contribute to company decisions, how departments 
depend on one another, and how managers can 
make decisions that strengthen the business as a 
whole. The journey begins with the most important 
principle in this book. Sales is everyone’s 
responsibility.
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Part III - 

Managing the Whole Business.

By now, you have learned that management is a 
professional discipline. You have seen why 
important decisions belong to the management team 
rather than individuals. You have learned how to 
structure meetings, evaluate proposals, assign 
responsibility, and improve decisions through 
evidence and follow up.

But good management requires one more step. 
Managers must stop thinking like department heads. 
A Sales Manager cannot only think about sales. An 
Engineering Manager cannot only think about 
technology. A Finance Manager cannot only think 
about costs. Every management decision affects the 
entire business. Reducing costs may reduce product 
quality. Adding new features may delay delivery. 
Increasing sales may overload operations. Every 
department is connected.

Modern Lean Management recognizes that a 
company is a single system, not a collection of 
independent functions. Professional managers 
therefore have a responsibility that extends beyond 
their own expertise. They must understand how the 
business creates value, how money flows through 
the organization, how products reach customers, 
and how decisions made today shape the company’s 
future.
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The chapters in this part develop that broader 
perspective. They explain why sales is everyone’s 
responsibility, why every manager must understand 
the financial consequences of their decisions, and 
why successful companies continuously balance 
customers, products, operations, and long term 
growth. Management is not about optimizing 
departments. It is about optimizing the whole 
business.
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Chapter 7 - 

Sales Is Everyone’s Responsibility

“Think sales!”

The first two parts of this book introduced the 
foundations of lean management. You have learned 
why management exists, the principles that guide 
professional management, and the processes that 
turn discussions into decisions and decisions into 
results. 

Those processes are essential. But a management 
process alone cannot produce good decisions. A 
management team can hold well structured 
meetings, review excellent proposals, and follow a 
disciplined decision making process. If the managers 
do not understand the business they are managing, 
they can still make poor decisions.

Professional lean management therefore requires 
two things. A good management process. And a good 
understanding of the business. The first 
responsibility of every management team is to 
ensure that the company continues to generate 
revenue. 

Without customers, there is no business to manage. 
There are no invoices to collect. There are no salaries 
to pay. There are no products to develop. There are 
no investments to make. Every other management 
discussion becomes temporary. For that reason, 
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sales is not simply another department within the 
company. It is the activity that makes every other 
department possible.

This does not mean every manager should become a 
salesperson. It means every manager should 
understand how the company creates customers, 
how it creates value for those customers, and how 
their own decisions affect the company’s ability to 
sell. 

That is why the first business discipline every 
professional manager must understand is sales. Not 
because sales is more important than every other 
function. But because without sales, every other 
function eventually disappears. That is why, in 
professional management, sales is everyone’s 
responsibility.

Revenue Pays for Everything

Every company depends on one simple fact. 
Someone must be willing to buy what it offers. 
Customers create revenue. Revenue makes 
everything else possible. It pays salaries. It funds 
product development. It pays for marketing. It 
supports customer service. It finances new 
equipment, new technology, and future investment. 
Every department depends on it.

This is easy to forget because most managers spend 
their working day inside their own function. Each 
department has its own responsibilities. But none of 
those responsibilities can exist without customers. 
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Without revenue, there are no budgets to manage. 
Every department ultimately depends on the 
company’s ability to create and retain customers. 
That is why professional management gives revenue 
such a central role. 

This does not mean that every decision should 
maximize short term sales. Many good management 
decisions require investments that reduce profit in 
the short term while strengthening the business over 
time. However, every management team should 
understand one fundamental principle: Revenue is 
what allows the company to make those investments 
in the first place. 

Without a healthy flow of customers and revenue, 
every other management discussion eventually 
becomes irrelevant. Professional managers therefore 
never lose sight of the question that supports every 
other objective: How does this decision help the 
company continue creating value for customers and 
generating the revenue needed to build its future?

Sales Is Not the Sales Department

One of the most common misconceptions in 
business is that sales is the responsibility of the Sales 
department. It is not. The Sales department owns the 
sales process. The management team owns the 
company’s ability to sell. 

Those are two different responsibilities. The Sales 
department finds prospects, builds relationships, 
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prepares proposals, negotiates agreements, and wins 
customers. That is its professional discipline.

The management team’s responsibility is broader. It 
makes the decisions that determine whether selling 
becomes easier or harder. Should the company 
invest in a better product? Should prices change? 
Should customer support be expanded? Should 
delivery times be improved? Should the company 
enter a new market? Should it invest in marketing? 
Should it hire more salespeople? None of these 
decisions belong to the Sales department alone.

They are management decisions because they shape 
the company’s ability to compete and create value 
for customers. A talented sales team can only 
succeed if the rest of the business supports them. A 
poor product is difficult to sell. Unreliable delivery 
damages customer confidence. Poor customer 
service reduces repeat business. Confusing pricing 
creates hesitation. Slow product development allows 
competitors to move ahead. These are not sales 
problems. They are management problems.

Every important management decision either 
strengthens or weakens the company’s ability to sell. 
That is why every manager, regardless of their 
professional background, has a responsibility to 
understand how their decisions affect revenue. The 
engineering manager may never meet a customer. 
The finance manager may never negotiate a contract. 
The operations manager may never attend a sales 
meeting.
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Yet each of them makes decisions that influence 
whether customers choose to buy from the company 
and continue buying in the future. Professional 
management understands this connection. Sales is a 
department. The ability to sell is a responsibility 
shared by the entire management team. That is why 
sales is everyone’s responsibility.

Every Department Affects Sales

In Chapter 2, we introduced an important idea: A 
company is a system. No department operates 
independently. Every decision creates consequences 
somewhere else in the business. Nowhere is this 
more visible than in the company’s ability to sell. 

Many managers assume that winning customers is 
the responsibility of the Sales department. In reality, 
every department influences whether customers 
choose to buy and whether they choose to stay. 

Engineering influences sales by building products 
that solve real customer problems and maintain the 
quality customers expect. Operations influences 
sales by delivering products and services reliably 
and on time. Finance influences sales through 
pricing, payment terms, investment decisions, and 
the company’s ability to support growth. Human 
Resources influences sales by helping the company 
recruit, develop, and retain the people needed to 
serve customers effectively. Marketing influences 
sales by creating awareness, generating demand, 
and communicating the company’s value to the 
market. Customer Support influences sales by 
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solving problems, building trust, and creating 
satisfied customers who continue buying and 
recommend the company to others.

Even departments that rarely interact directly with 
customers influence the customer experience. Every 
management decision affects the company’s ability 
to create value. When departments work together, 
customers experience a business that is reliable, 
responsive, and easy to do business with. When 
departments optimize only their own priorities, 
customers experience delays, inconsistent quality, 
poor communication, and broken promises. The 
customer rarely sees departments. The customer 
sees one company. 

That is why professional managers look beyond the 
boundaries of their own function. Every department 
contributes to whether customers buy. Every 
department contributes to whether customers stay. 
And every manager shares responsibility for helping 
the company succeed.

Management Must Understand the Business Model

Professional managers are expected to make 
decisions that improve the company. That is 
impossible if they do not understand how the 
company creates value. 

Every manager should understand the business 
model. Not in technical detail. But well enough to 
understand how the business attracts customers, 
generates revenue, earns profit, and grows over 
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time. A manager should be able to answer a few 
fundamental questions. How do customers find us?

Do customers come through referrals, marketing, 
sales, partners, public tenders, online searches, or 
existing relationships? Understanding where 
customers come from helps managers understand 
which activities support future growth. Why do 
customers buy from us? What problem are we 
solving? 

What makes customers choose us instead of a 
competitor? Price? Quality? Service? Innovation? 
Trust? 

Management decisions should strengthen these 
reasons, not weaken them.

Why do customers leave? Every lost customer is an 
opportunity to learn. Do customers leave because of 
price, product quality, poor service, slow delivery, 
stronger competitors, or changing needs? 
Understanding customer loss is just as important as 
understanding customer acquisition. 

Where does profit come from? Not every customer, 
product, or service contributes equally to the 
business. Managers should understand which 
activities create sustainable profitability and which 
consume resources without creating sufficient value.

What limits growth? Every business has constraints. 
It may lack sales capacity, production capacity, 
skilled employees, funding, technology, or market 
awareness. Professional management focuses on 
identifying and removing the constraints that limit 
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the company’s future. These questions are not the 
responsibility of one department. They belong to the 
entire management team.

Every significant management decision should be 
made with a clear understanding of how the 
business creates value and what prevents it from 
growing. Professional managers never assume they 
already know the answers. They continue asking 
questions, gathering evidence, and improving their 
understanding of the business. 

Because one principle remains true regardless of 
industry, company size, or market: You cannot 
improve a business you do not understand.

Sales Before Optimization

Professional managers are constantly looking for 
ways to improve the business. They improve 
processes. They introduce new systems. They 
automate work. They reduce costs. They increase 
efficiency. These are all worthwhile objectives. 

But they are not always the right priorities. One of 
the most common mistakes in management is to 
optimize the business before ensuring there is 
sufficient demand for what the business offers. A 
company with too few customers does not solve its 
problem by becoming more efficient.

It solves its problem by creating more customers. 
Efficiency cannot replace demand. A faster 
production line does not help if there are too few 
orders. A better reporting system does not create 
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new customers. A perfectly optimized process has 
little value if there is not enough business to keep it 
busy.

This does not mean efficiency is unimportant. As a 
company grows, efficiency becomes increasingly 
important because it allows the business to serve 
more customers, improve quality, reduce waste, and 
increase profitability. But growth and efficiency are 
not the same challenge. 

Professional management understands which 
problem it is trying to solve. Before investing 
significant time and resources in optimization, the 
management team should ask a simple question:

Do we have enough customers? If the answer is no, 
the company’s first priority should be strengthening 
its ability to attract, win, and retain customers. Only 
then does optimizing the internal operation produce 
its full value. 

Professional managers never confuse internal 
activity with business progress. The purpose of 
every improvement is to help the company create 
more value for more customers. If an improvement 
does not support that objective, it may be solving the 
wrong problem. That is why professional 
management always considers demand before 
optimization. Because a growing business can be 
optimized. A business without enough customers 
cannot.
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Every Management Decision Should Ask One 
Question

Throughout this chapter, we have seen that every 
department influences the company’s ability to 
attract, win, and retain customers. That 
understanding should influence every management 
decision. 

Before approving any significant proposal, the 
management team should ask one simple question: 
How does this affect our ability to sell? The answer 
will not always be immediate. Some decisions have a 
direct effect. Others have an indirect effect. 

Hiring additional customer support staff may not 
generate sales tomorrow, but it may improve 
customer satisfaction and increase retention. 
Investing in product quality may reduce short term 
profitability while strengthening the company’s 
reputation and making future sales easier.

Improving internal systems may allow the business 
to respond to customers more quickly and support 
future growth. Even decisions that appear unrelated 
to customers eventually influence the company’s 
ability to compete. 

This question also helps prevent departmental 
thinking. Instead of asking, “Is this good for my 
department?” Managers begin asking, “Is this good 
for the business?” That shift changes the quality of 
management discussions. Departments stop 
competing for resources based only on their own 
priorities.
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Instead, they evaluate how each proposal 
contributes to the company’s long term ability to 
create value for customers. This does not mean every 
proposal must increase sales immediately. Some 
decisions improve profitability. Others reduce risk. 
Others strengthen the company’s future capabilities. 
All of these can improve the company’s ability to sell 
over time.

The important point is that managers never lose 
sight of the customer. Every proposal should be 
evaluated not only for its internal benefits, but also 
for its effect on the company’s ability to create value, 
compete effectively, and earn the trust of the market. 

That is why one question deserves a permanent 
place in every management meeting: How does this 
affect our ability to sell? When that question 
becomes a habit, management discussions become 
more connected to the purpose of the business itself.

Sales Is Everyone’s Responsibility

By now, one conclusion should be clear. Sales is not 
only the responsibility of the Sales department. It is 
the responsibility of the entire management team. 
This does not mean every manager should become a 
salesperson. An engineering manager should focus 
on engineering. A finance manager should focus on 
finance. An operations manager should focus on 
operations. Every manager remains responsible for 
their own professional discipline.

mattiasbergstrom.com

https://mattiasbergstrom.com/


What changes is their perspective. When managers 
enter the management room, they are no longer 
representing only their department. They are a part 
of making decisions for the entire company. That 
means understanding how those decisions influence 
the company’s ability to attract customers, create 
value, generate revenue, and grow.

Every change proposal should therefore be 
considered from more than one perspective. Will it 
improve the product? Will it strengthen operations? 
Will it support the company’s long term financial 
health? And equally important, Will it help the 
company sell?

Lean managers understand that revenue is not 
created by the Sales department alone. It is created 
by a business that consistently delivers value to its 
customers. Every department contributes to that 
outcome. 

Every management decision strengthens it or 
weakens it. That is why sales is everyone’s 
responsibility. Not because every manager must sell. 
But because every manager must understand how 
their decisions influence the company’s ability to 
create customers, retain customers, and generate the 
revenue that makes every other objective possible. 

Looking Ahead

Revenue is essential. Without customers, no 
business can survive. But generating revenue is only 
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part of the challenge. A successful company must 
also understand how every department contributes 
to creating value for its customers. Sales, 
engineering, operations, finance, marketing, human 
resources, and customer support do not succeed 
independently. They succeed together.

Professional management recognizes that the 
strength of a company is determined not only by the 
performance of its individual departments, but by 
how effectively those departments work as one 
business. The next chapter explores how 
departments depend on one another, why local 
optimization often creates company wide problems, 
and how professional managers make decisions that 
strengthen the business as a whole rather than a 
single function. Because a company is not a 
collection of departments. It is one integrated 
business system.
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Chapter 8 - 

Finance for Non Financial Managers

“Every manager is responsible for the company’s  
money.”

In the previous chapter, we established that sales is 
everyone’s responsibility. Without customers, there 
is no revenue. Without revenue, there is no business. 
But generating revenue is only part of building a 
successful company.

 The money a business earns must also be managed 
wisely. Every day, managers make decisions with 
financial consequences. They decide whether to hire 
new employees. Whether to invest in new 
technology. Whether to launch projects. Whether to 
expand into new markets. Whether to spend 
company resources today in the hope of creating 
greater value tomorrow.

These are financial decisions, even when they are 
not made by the Finance department. Professional 
managers do not need to become accountants. They 
do not need to prepare financial statements or 
understand every accounting rule. 

They do need to understand how their decisions 
affect costs, cash flow, profitability, and the 
company’s ability to invest in its future. Good 
financial thinking is not about calculating every 
number with perfect precision. 
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It is about asking the right questions before 
committing company resources. Can we afford this? 
What value will it create? What are the alternatives? 
Is this the best use of our limited time, money, and 
people? Professional management understands that 
every decision has a cost. 

Choosing one opportunity often means giving up 
another. That is why financial thinking is not a 
specialist skill. It is a management skill. The purpose 
of this chapter is not to teach accounting. It is to help 
every manager make better financial decisions for 
the company.

Managers Spend Company Money

Many new managers believe financial responsibility 
belongs to the Finance department. It does not. 
Finance records, reports, and monitors the 
company’s finances. Managers decide how the 
company’s resources are used. 

Every management decision has a financial impact. 
Hiring a new employee commits the company to 
salaries, benefits, equipment, and training. 
Purchasing software creates ongoing subscription 
costs. Starting a project consumes time, money, and 
people. Expanding into a new market requires 
investment before revenue is generated. Increasing 
inventory ties up cash that could be used elsewhere. 
Buying new equipment commits the company to 
both the purchase and its ongoing maintenance.
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Even decisions that do not involve writing a cheque 
have a cost. Assigning people to one project means 
they are unavailable for another. Delaying a decision 
may postpone revenue or increase future costs. 
Choosing one opportunity often means giving up 
another. Company resources are always limited. 
Money. Time. People. Equipment. Management 
exists to decide how those resources should be used 
to create the greatest value for the business. 

That is why every manager has a financial 
responsibility. Not because every manager approves 
the company’s accounts. But because every manager 
influences how company resources are invested. 

Professional managers therefore think carefully 
before committing those resources. They ask 
whether the expected value justifies the cost. They 
compare alternatives. They consider the long term 
consequences as well as the immediate expense. 

Good financial management begins long before 
Finance records the transaction. It begins when a 
manager decides how the company’s resources 
should be used. That is one of the fundamental 
responsibilities of professional management.

Revenue Is Not Profit

One of the most common misunderstandings in 
business is that increasing sales automatically 
makes a company stronger. It does not. Revenue is 
the money a company receives from its customers. 
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Profit is what remains after the company has paid 
the costs of creating and delivering that value. 

The difference matters. A company can increase 
revenue while becoming less profitable. Winning 
new customers often requires additional spending. 
More sales may require more employees. More 
inventory. More equipment. More customer support. 
More office space. Greater production capacity. If 
these costs grow faster than revenue, the company 
becomes busier without becoming healthier.

Management must also consider margins. Selling a 
product for €100 is not the same as earning €100.

The cost of producing, delivering, supporting, and 
selling that product determines how much value the 
company actually creates. Rapid growth can also 
create operational problems. The company may 
struggle to deliver on time. Customer service may 
become overloaded. Quality may decline. Customers 
may stop returning. 

Cash flow can become another challenge. A growing 
company often spends money before it receives 
payment from its customers. More sales may 
therefore increase the need for cash rather than 
reduce it. 

Professional managers understand that revenue is 
only one measure of success. The objective is not 
simply to sell more. The objective is to build a 
business that creates sustainable value. That 
requires balancing revenue, costs, profitability, 
operational capacity, and cash flow.
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When evaluating a proposal, professional managers 
therefore ask more than one question. Not only, 
“Will this increase revenue?” But also, “Will this 
strengthen the business?” Those are not always the 
same thing. Understanding the difference is one of 
the foundations of good financial management.

Cost or Investment?

Managers approve spending every day. Some of that 
spending simply keeps the business operating (Cost 
of Doing Business). Some of it makes the business 
stronger. Professional managers understand the 
difference. A cost consumes resources to support the 
business today. An investment consumes resources 
to improve the business tomorrow. Training may 
increase the skills of the workforce. A new CRM 
system may help Sales serve more customers. 
Automation may reduce repetitive work and 
improve quality. Marketing may create future 
demand. Hiring may increase the company’s 
capacity to grow. 

New equipment may improve productivity or reduce 
operating costs. Each of these requires spending 
money today in the hope of creating greater value in 
the future. That does not automatically make them 
good investments. Every investment should answer a 
simple question. How will this make the company 
better?

The answer should be clear. Will it increase revenue? 
Reduce costs? Improve quality? Increase customer 
satisfaction? Reduce risk? Strengthen the company’s 
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competitive position? If the expected value cannot be 
explained, it may not be an investment at all. 

At the same time, managers should not reject 
spending simply because it has a cost. Some of the 
most valuable decisions a company makes require 
significant investment before any benefit is visible. 
Professional management therefore evaluates both 
the cost and the expected return.

Not every cost is bad. Not every investment is good. 
The responsibility of management is to understand 
the difference and make decisions that create more 
value than they consume. That is why every 
significant proposal should explain not only what it 
will cost, but also what value it is expected to create.

Cash Is Different From Profit

Many new managers assume that a profitable 
company always has money available. That is not 
necessarily true. Profit and cash are not the same 
thing. Profit measures whether the company earns 
more than it spends over time. Cash is the money 
available to pay today’s bills.  

A company may sell a product today but not receive 
payment for sixty or ninety days. During that time, 
salaries still need to be paid. Suppliers expect 
payment. Rent is due. Software subscriptions 
continue. Taxes must be paid. The company may 
appear profitable while having very little cash 
available.
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This is why cash flow is one of the most important 
concepts in business. Cash is constantly moving. 
Money comes in from customers. Money goes out to 
employees, suppliers, landlords, software providers, 
and many others. Management must understand 
both sides of that flow. Several common business 
decisions affect cash flow. Offering long payment 
terms may help win customers, but it delays when 
cash arrives. Hiring new employees increases 
payroll immediately, while the value they create may 
take months to appear. Buying additional inventory 
ties up cash before those products are sold. 

Large investments may improve the business in the 
long term while reducing available cash in the short 
term. None of these decisions are wrong. But they all 
affect the company’s ability to meet its financial 
obligations. Professional managers therefore think 
beyond profitability alone. They ask whether the 
company has enough cash to support its plans. Can 
we afford to hire now? Can we carry this inventory? 
Can we wait ninety days to be paid? Can we finance 
this investment without creating unnecessary risk? 
These are management questions, not just finance 
questions. A profitable company can still fail if it 
runs out of cash. Professional managers understand 
that protecting cash flow is essential to protecting 
the future of the business.

Return Before Spending

In Chapter 5, we introduced the proposal as the 
foundation of professional decision making. A 
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proposal does more than describe an idea. It 
explains why the company should invest its 
resources in that idea instead of something else. 
Every significant investment should therefore begin 
with a few simple questions. What problem are we 
trying to solve? A solution without a clearly defined 
problem is rarely a good investment. Every 
investment should improve the business in a 
meaningful way. Management should compare 
different approaches before deciding where to invest 
company resources.

Sometimes the best solution is simpler, faster, or less 
expensive than the original proposal. How will we 
know it was worthwhile? Every investment should 
have a clear objective. What result do we expect? 
How will success be measured? When should the 
management team review the outcome?

If these questions cannot be answered, the proposal 
is probably not ready for approval. Professional 
management does not spend money simply because 
something seems like a good idea. It invests 
company resources because there is evidence that 
the expected value justifies the cost. Every 
investment should therefore have a clear business 
reason. Not because the company can afford it. But 
because it helps the company become stronger. That 
is the difference between spending money and 
investing it wisely.
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Rough Budgeting Is Everyone’s Responsibility

Many managers avoid discussing costs because they 
believe budgeting belongs to the Finance 
department. Detailed budgets do. Rough budgets do 
not. Every manager should be able to make a 
reasonable estimate of the resources a proposal 
requires. A proposal does not need perfect numbers 
before it can be discussed. It needs enough 
information for the management team to understand 
the size of the decision. Every significant proposal 
should include a simple estimate. Approximately 
what will this cost? What people, equipment, or time 
will be required? Can the company afford it? What 
value do we expect in return? These estimates will 
rarely be exact. Nor do they need to be. At the 
proposal stage, the objective is not accounting 
accuracy.

It is to understand whether the investment is small 
or large, inexpensive or significant, low risk or high 
risk. As better information becomes available, the 
estimates can be refined. This is no different from 
the rest of the proposal process. Managers begin 
with evidence, assumptions, and reasonable 
estimates. The management team then improves the 
proposal together before making a final decision.

Professional managers therefore do not wait for 
perfect financial information before discussing an 
idea. They develop a rough budget, explain the 
assumptions behind it, and use it to compare 
alternatives. A proposal without any estimate of cost 
is incomplete. Not because every estimate must be 
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correct. But because management cannot make good 
decisions without understanding the approximate 
size of the commitment. Professional management is 
not about perfect budgets. It is about making 
informed decisions before committing company 
resources.

The Cost of Doing Nothing

When managers evaluate a proposal, they often 
compare the cost of taking action with the expected 
benefits. That comparison is important. But it is 
incomplete.

Professional management also considers the cost of 
doing nothing. Choosing not to act is still a decision. 
It simply preserves the current situation.

Sometimes that is the right choice. Sometimes it is 
the most expensive choice of all. Delaying the hiring 
of a salesperson may reduce costs today.

It may also delay future revenue. Keeping outdated 
systems avoids the cost of replacing them. It may 
also reduce productivity, increase errors, and 
frustrate employees.

Ignoring customer complaints avoids spending 
money on improvements. It may also lead to lost 
customers and a damaged reputation.

Postponing product improvements may reduce short 
term expenses. It may also allow competitors to 
move ahead.
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Waiting to enter a new market reduces immediate 
risk. It may also mean missing opportunities that 
never return.

Every decision has a cost. Sometimes that cost is 
visible. Sometimes it is hidden.

Professional managers need to evaluate both. Before 
rejecting or postponing a proposal, the management 
team should ask another question.

What will it cost us if we do nothing? The answer 
may include lost revenue. Reduced competitiveness. 
Lower customer satisfaction. Higher operating costs. 
Or missed opportunities for future growth.

This does not mean every proposal should be 
approved. It means every proposal should be 
evaluated against all realistic alternatives, including 
maintaining the current situation.

All professional managers should compare the cost 
of action with the cost of inaction. Only then can 
they judge which decision creates the greatest value 
for the company. Because doing nothing is never 
free. It is simply another investment choice with its 
own consequences.

Think Beyond Your Department

Throughout this chapter, we have explored one 
simple idea.

Financial decisions are not the responsibility of the 
Finance department alone. They are the 
responsibility of every manager. Every proposal. 
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Every project. Every investment. Every hiring 
decision. Every purchase. Every commitment of 
time, money, or people. Changes the future of the 
company.

That is why professional managers learn to think 
beyond their own department. An engineering 
manager should not ask only, “Is this good for 
Engineering?” A sales manager should not ask only, 
“Will this help Sales?” A finance manager should not 
ask only, “Does this reduce costs?”

Professional managers ask a different question. “Is 
this the best decision for the company?” Sometimes 
the answer requires investing more today to create 
greater value tomorrow.

Sometimes it requires rejecting an attractive idea 
because the company cannot yet afford it. 
Sometimes it means delaying one initiative so 
another can succeed. Good management is not about 
protecting departmental budgets.

It is about using the company’s limited resources 
where they create the greatest long term value. 
Every hour. Every employee. Every investment. 
Every decision. Should strengthen the future of the 
business.

That is why professional managers think beyond 
their department. They manage the company’s 
resources as carefully as they manage their own 
responsibilities.

That is one of the defining characteristics of 
professional management.

mattiasbergstrom.com

https://mattiasbergstrom.com/


Looking Ahead

Understanding finance helps managers decide what 
the company can afford to do. But money by itself 
creates no value.

Value is created when ideas become products, 
products are delivered successfully, and customers 
receive what they were promised. Professional 
managers therefore need to understand more than 
budgets and investments.

They need to understand how the business 
transforms resources into customer value. The next 
chapter explores how product development, 
operations, and delivery work together to create that 
value, and why every manager should understand 
the complete journey from an idea to a satisfied 
customer.
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Chapter 9 - 

Product, Operations and Delivery

“A company succeeds only when ideas become value  
for customers.”

In the previous chapter, we explored how 
professional managers make financial decisions. 
They learned that every investment should have a 
purpose, every proposal should include a rough 
budget, and every decision should create value for 
the business. But spending money does not create 
value on its own. People do. Products do. Processes 
do. Delivery does.

A company creates value by transforming ideas, 
time, knowledge, and resources into products and 
services that customers are willing to buy. That 
transformation does not happen inside a single 
department. It requires people from across the 
business working toward the same objective. 

A great idea has little value if it is never properly 
developed. A great product has little value if it 
cannot be delivered. Excellent operations have little 
value if they support the wrong product. Every step 
depends on the one before it.

Professional managers therefore need to understand 
more than their own function. They need to 
understand how value is created across the entire 
business. How does an idea become a product? How 
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does that product reach the customer? How does the 
company deliver on the promises made by Sales? 
How does customer feedback improve the next 
version? These are management questions because 
no single department can answer them alone.

The objective of this chapter is not to teach product 
development or operations. It is to help managers 
understand how successful companies consistently 
transform ideas into value that customers are willing 
to buy, use, and recommend. Because that is how 
businesses grow. Not by managing departments. But 
by creating value for customers.

Every Business Creates Value

Every successful business exists for one reason. It 
solves a problem for its customers. Customers do not 
buy products simply because they exist. They buy 
products and services because they expect them to 
make their lives or work better in some way. 

The product is only the vehicle. The value it creates 
is what the customer is really buying. A drill is not 
purchased because someone wants a drill. It is 
purchased because someone wants a hole. Business 
software is not purchased because it has many 
features. It is purchased because it saves time, 
reduces costs, improves quality, or helps people 
make better decisions.

Professional managers never lose sight of this 
distinction. Their responsibility is not simply to 
build products or deliver services. It is to ensure the 
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company continues creating value that customers 
are willing to pay for. 

That requires asking a few key questions. What value 
do our customers actually buy? What problem are we 
solving for them? Why do customers choose us 
instead of our competitors? The answers to these 
questions should guide every important 
management decision. 

When managers understand the value their 
company creates, they can make better decisions 
about where to invest time, people, and resources. 
When they lose sight of that value, departments 
often become busy improving things that customers 
neither notice nor appreciate. 

Professional management therefore begins with a 
simple principle. Every business exists to create 
value for its customers. Everything else exists to 
support that purpose.

From Idea to Customer

Creating value is not a single event. It is a continuous 
process. Every successful product or service begins 
with a customer need. Someone has a problem to 
solve. The company develops an idea to address that 
problem. The idea becomes a product or service. 
Operations turn that product into something that 
can be delivered consistently. The customer receives 
the result. The customer’s experience creates new 
insights that lead to further improvements. The 
process then begins again.
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Professional managers should understand this 
complete flow. Customer Need leads to Idea leads to 
Product leads to Operations leads to Delivery leads to 
Customer leads to Improvement.

No single department owns this process. Sales helps 
identify customer needs. Product Management 
shapes ideas into solutions. Engineering builds 
them. Operations prepares them for reliable 
delivery. Sales and Marketing bring them to 
customers. Customer Support helps customers 
succeed and gathers valuable feedback. Management 
connects the entire process.

If one part of the chain fails, the value delivered to 
the customer is reduced. A brilliant product that 
cannot be delivered consistently creates 
disappointed customers. Excellent operations cannot 
compensate for a product that solves the wrong 
problem. Outstanding sales cannot create long term 
success if customers are unhappy after the purchase. 
Every part of the value chain depends on the others.

Professional managers therefore avoid optimizing 
individual activities in isolation. They ask a different 
question. Where is value being created, delayed, or 
lost? The answer rarely belongs to one department. It 
belongs to the business. 

That is why managers must understand the complete 
journey from a customer’s need to a customer’s 
successful outcome. Only then can they improve the 
whole system instead of individual parts.
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Product Is More Than Engineering

Many people think products are created by 
Engineering. Engineering certainly plays a critical 
role. Without engineers, ideas rarely become reality. 
But building the product is only one part of creating 
the right product. Successful products are shaped by 
many perspectives. Customers explain the problems 
they need solved. Sales shares what customers ask 
for, what they value, and why they choose 
competitors. Product Management balances 
customer needs with business priorities. 
Engineering determines how solutions can be built 
effectively. Operations ensures the product can be 
delivered reliably and at scale. Customer Support 
identifies recurring problems, frustrations, and 
opportunities for improvement.

Each perspective contributes something important. 
If one is missing, the product becomes weaker. A 
product built without understanding customer 
needs may solve the wrong problem. A product 
designed without operational input may be difficult 
to deliver. A product developed without customer 
feedback may become increasingly disconnected 
from the market.

Professional management brings these perspectives 
together. Its responsibility is not to decide technical 
implementation. Its responsibility is to ensure the 
company builds the right product for the right 
customers at the right time. That requires balancing 
customer value, technical feasibility, operational 
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capability, financial considerations, and business 
priorities. 

No single department can do that alone. Building the 
right product is therefore a management 
responsibility. Not just an engineering 
responsibility. Because the success of a product 
depends on far more than the quality of its code. It 
depends on how well the entire business 
understands and serves its customers.

Operations Delivers the Promise

Winning a customer is only the beginning. The real 
test begins after the sale. Sales creates expectations. 
Operations fulfills them. If the company promises 
fast delivery, Operations must deliver quickly. If the 
company promises high quality, Operations must 
maintain that quality. If the company promises 
reliability, Operations must perform consistently. 
Every promise made to a customer eventually 
becomes an operational responsibility.

This is why operations is much more than 
production or logistics. Operations is the company’s 
ability to deliver what it has promised, every time. 

Professional managers should therefore understand 
a few fundamental questions.  Can we deliver 
consistently? Can we maintain quality as we grow? 
Can we handle increased demand? Can we operate 
efficiently without reducing customer value? 

These questions affect every business, regardless of 
industry. Whether the company manufactures 
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products, develops software, provides consulting, or 
delivers services, customers expect the same things. 
Quality. Reliability. Consistency. Efficiency. 
Scalability. These are not operational objectives 
alone. They are business objectives.

A great product loses much of its value if customers 
cannot receive it on time. An innovative service loses 
credibility if the quality varies from one customer to 
the next. A growing business can quickly damage its 
reputation if operations cannot keep pace with 
demand. 

Professional management therefore understands 
that creating value is only half the challenge. 
Delivering that value consistently is equally 
important. A successful company does not simply 
make promises. It builds the operational capability 
to keep them. That is how trust is earned. And trust 
is one of the most valuable assets a business can 
possess.

Delivery Is Part of the Product

Many companies invest enormous effort in building 
a great product. That effort is important. But from 
the customer’s perspective, the product is only part 
of the experience. 

Customers judge the complete journey. How easy 
was it to buy? How quickly was it delivered? How 
simple was it to get started? How helpful was the 
documentation? How responsive was customer 
support? How quickly were problems resolved? 
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Every interaction influences how customers 
perceive the value they receive. None of these may 
be the product itself. 

Yet each contributes to the customer’s overall 
experience. A technically excellent product can still 
disappoint customers if installation is difficult, 
support is slow, or documentation is confusing. 
Likewise, a good on-boarding experience and 
responsive support can significantly increase the 
value customers feel they receive.

As a professional manager you need to think  beyond 
the product itself. You need to manage the complete 
customer experience. 

Every department contributes to that experience. 
Sales sets the expectations. Engineering builds the 
product. Operations delivers it. Customer Support 
helps customers succeed. Together, they create the 
experience customers remember. This is why 
delivery should never be viewed as the final step in 
the process. It is a part of the product.

The customer does not separate the product from the 
experience of receiving, using, and being supported 
throughout its life-cycle. 

Professional management should not separate them 
either. Everything the customer experiences 
contributes to the value the company creates. And 
that value determines whether customers return, 
recommend the company, and continue doing 
business with it.
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Learn From the Customer

Delivery is not the end of the process. It is the 
beginning of the next one. Once a product or service 
reaches the customer, the company has an 
opportunity to learn. Every customer interaction 
provides evidence about how well the business is 
creating value.

 Customers tell the company what works. More 
importantly, they reveal what does not. Complaints 
highlight problems that need attention. Suggestions 
identify opportunities for improvement. Usage data 
shows how customers actually use a product, rather 
than how the company expected them to use it.

Support cases reveal recurring issues, confusing 
features, and unmet needs. Each of these provides 
valuable information. Professional managers do not 
see customer feedback as criticism. They see it as 
evidence. Evidence that helps the company make 
better decisions. This requires more than simply 
collecting information.

The management team must ask: What are 
customers telling us? What patterns are emerging? 
What assumptions have been proven wrong? What 
should we improve next? The answers should 
influence future proposals, investments, and 
priorities. A company that ignores customer 
feedback gradually loses touch with its market. A 
company that learns continuously becomes stronger 
with every customer interaction. That is why 
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professional management builds customer feedback 
into its decision making process.

The objective is not simply to satisfy today’s 
customers. It is to build a better business for 
tomorrow’s customers. Learning from the customer 
is therefore not the responsibility of Customer 
Support alone. It is the responsibility of the entire 
management team. Because every improvement 
begins with understanding the customer better than 
you did yesterday.

Improving the Whole Value Chain

Throughout this chapter, we have followed the 
journey from a customer’s need to a customer’s 
experience. Along the way, we have seen that value is 
not created by one department. It is created by the 
combined efforts of many people working toward 
the same objective. 

Products must solve the right problem. Operations 
must deliver consistently. Delivery must fulfill the 
promises made to customers. Customer feedback 
must guide future improvements. These are not 
separate activities. They are parts of one connected 
value chain.

Professional managers understand that improving 
one part of the chain is not enough if another part 
becomes weaker. A faster development process 
creates little value if delivery cannot keep pace. An 
efficient operation creates little value if the product 
solves the wrong problem. Excellent customer 
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support cannot compensate for poor quality. Every 
improvement should strengthen the complete 
system.

That is why professional managers ask different 
questions. Not, “How do we improve this 
department?” But, “Where is value being lost?” 
Where do customers wait? Where do errors occur? 
Where is work repeated unnecessarily? Where do 
promises break down? Where are resources 
consumed without creating value? 

The answers rarely point to a single department. 
They usually reveal opportunities to improve the 
flow of value across the entire business.

This is one of the central ideas of Modern Lean 
Management. Management is not responsible for 
optimizing individual functions. It is responsible for 
improving the complete value chain. 

When Product, Operations, Delivery, and Customer 
Experience improve together, customers receive 
more value. The company becomes stronger. And 
every management decision contributes to a 
business that continuously learns, improves, and 
delivers on its promises.

Looking Ahead

Products, processes, and technology enable a 
company to create value. People make it happen. 
Every product is designed, built, delivered, 
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improved, and supported by people working 
together. Professional management is therefore 
about more than managing products and processes. 
It is about helping people perform at their best. The 
next chapter explores how managers build effective 
teams, create trust, communicate clearly, and 
develop a culture where people can do their best 
work. Because in the end, every successful business 
is built by people working toward a shared purpose.
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Chapter 10 - 

People, Culture and Communication

“People build companies. Management creates the  
environment where they succeed.”

In the previous chapter, we explored how companies 
create value. Ideas become products. Products are 
delivered to customers. Customer feedback drives 
continuous improvement. 

But products, processes, and technology do not 
improve themselves. People improve them. But 
Professional management is not about controlling 
people. 

It is about creating an environment where people 
can succeed together. That environment does not 
appear by chance. It is created through clear 
expectations. Good communication. Mutual trust. 
Shared responsibility.

And a culture that supports learning and continuous 
improvement. When these elements are present, 
people perform at their best. When they are missing, 
even talented individuals struggle to succeed. 

Professional managers understand that their 
greatest contribution is rarely doing the work 
themselves. Their greatest contribution is enabling 
others to do their best work. The purpose of this 
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chapter is to explore how managers build teams, 
create trust, communicate effectively, and develop a 
culture where people, and therefore the business, 
can continue to improve. 

Because every successful company is ultimately 
built by people working together toward a shared 
purpose.

People Create the Business

Every successful company is built by people. 
Without people, a company owns little more than 
buildings, equipment, software, and intellectual 
property. These resources become valuable only 
when people use them to create value for customers. 
This is why people are a company’s greatest asset.

Not because that phrase sounds good. Because it is 
true. Every improvement in quality, productivity, 
innovation, or customer satisfaction begins with 
someone deciding to make something better. 
Professional managers understand this. They also 
understand an important limitation. Managers 
rarely create value directly.

Instead, they enable others to create it. They 
establish clear priorities. They remove obstacles. 
They allocate resources. They coordinate different 
disciplines. They make decisions that help people 
succeed. When people perform well, the business 
performs well. When people struggle, the business 
struggles.
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The role of professional management is therefore not 
to do everyone’s work. It is to create the conditions 
where people can do their best work. That is one of 
the most important transitions from being a 
specialist to becoming a manager. Your success is no 
longer measured primarily by what you accomplish 
yourself. It is measured by what your team and your 
company are able to accomplish together.

Hire for the Company, Not Just the Department

Few management decisions have a longer lasting 
impact than hiring. The people a company brings in 
today shape the business for years to come. Hiring is 
therefore not simply a departmental responsibility. 
It is a management responsibility. 

A new employee will work with more than one team. 
They will influence customers, colleagues, projects, 
and the company’s culture. Professional managers 
therefore look beyond technical skills alone. 
Technical competence matters. But it is only one 
part of a successful hire. 

Managers should also consider whether a candidate 
shares the company’s values. Can they collaborate 
effectively with others? Are they willing to learn and 
adapt? Can they communicate clearly?

Will they make the people around them more 
effective? Will they contribute to the company over 
the long term? These questions are just as important 
as technical ability. The best specialist is not always 
the best hire. 
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An outstanding specialist can create enormous 
value, even if they are challenging to manage. 
Professional managers do not reject strong 
personalities simply because they require more 
leadership. 

The important question is whether the individual is 
willing to work toward the company's objectives, 
collaborate when necessary, and contribute to the 
success of the organization as a whole. 

Talent that strengthens the business is an asset. 
Talent that consistently puts individual interests 
above the company eventually becomes a liability.

Technical ability is essential, but it is not the only 
factor. When candidates have comparable technical 
competence, professional managers also consider 
judgment, integrity, willingness to learn, reliability, 
and the ability to work constructively with others. 

The objective is not to hire the nicest person. It is to 
hire the person who will contribute the greatest long 
term value to the company.

Professional managers therefore hire for the 
company, not just for the vacancy. They ask not only, 
“Can this person do the job?” But also, “Will this 
person help the company succeed?” That is the 
difference between filling a position and 
strengthening a business. Every hiring decision 
should make the company stronger, not simply make 
one department larger.
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Expectations Create Performance

People perform best when they know what is 
expected of them. Unfortunately, many managers 
assume expectations are obvious. They are not. 
Confusion creates hesitation. Hesitation creates 
inconsistency. Inconsistency creates mistakes, 
frustration, and wasted effort. Professional 
managers therefore make expectations explicit. 
Every employee should understand their 
responsibilities. What are they expected to do? They 
should understand their goals. What outcomes are 
they working toward? They should understand their 
priorities. What matters most when everything 
cannot be done at once? They should understand 
their decision authority. What decisions can they 
make on their own? When should they involve 
others? Finally, they should understand how success 
will be measured. How will they know they are 
doing a good job? How will the manager know?

When these expectations are clear, people spend less 
time guessing and more time creating value. They 
make better decisions because they understand the 
boundaries within which they can act. They work 
more confidently because they know what success 
looks like.

Professional management is not about giving more 
instructions. It is about removing uncertainty. 
Clarity allows people to use their knowledge, 
judgment, and initiative effectively. That is one of the 
simplest ways a manager can improve performance. 
Confusion creates waste. Clarity creates 
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performance. And creating clarity is one of the most 
important responsibilities of professional 
management.

Communication Creates Alignment

Many organizational problems are described as 
people problems. In reality, they are often 
communication problems. Projects drift because 
priorities were unclear. Departments work against 
one another because context was not shared. 
Mistakes occur because assumptions were never 
discussed. Professional management recognizes that 
communication is not simply the exchange of 
information. Its purpose is to create alignment. 
People make better decisions when they understand 
not only what has been decided, but also why.

That is why managers should share context, not just 
instructions. A team that understands the purpose 
behind a decision can adapt when circumstances 
change. A team that follows instructions without 
understanding often becomes dependent on 
constant direction. 

Good communication also requires listening. 
Managers do not possess all the answers. The people 
closest to the work often see problems and 
opportunities long before management does. 
Listening allows that knowledge to become part of 
better decisions.

Professional managers also ask questions. Questions 
reveal assumptions. Clarify uncertainty. And 
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encourage different perspectives before decisions 
are made. Finally, managers confirm understanding. 
Sending a message does not guarantee it has been 
understood correctly.

Professional managers verify that everyone leaves 
with the same understanding of priorities, 
responsibilities, and decisions. Communication does 
not end when a decision is made. Important 
decisions must also be communicated clearly to 
everyone affected. People need to understand what 
has changed. What is expected of them. And how the 
decision supports the company’s objectives. 
Communication is therefore not an administrative 
task. It is one of the primary responsibilities of 
professional management. Because when people 
share the same understanding, they can work 
together toward the same objective. That is how 
communication creates alignment.

Trust Is Built Through Consistency

Trust is one of the most valuable assets a 
management team can build. Without it, every 
decision becomes slower. Every discussion becomes 
longer. 

Every proposal is questioned. People protect 
themselves instead of helping one another. Trust is 
not created by speeches. It is not created by mission 
statements. And it is not created by a manager 
asking people to trust them. Trust is created through 
consistent behavior over time.
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Managers build trust by keeping their commitments. 
When they promise to do something, they do it. They 
build trust by being transparent. People do not 
expect managers to have every answer. They do 
expect honesty about challenges, risks, and 
decisions.

Managers build trust by following through. 
Decisions are implemented. Problems are addressed. 
Commitments are not forgotten after the meeting 
ends. They build trust by making fair decisions. 
People may disagree with every decision. But they 
are far more likely to accept decisions they believe 
were made fairly, consistently, and for the benefit of 
the company.

Finally, managers build trust by admitting mistakes. 
Professional managers do not pretend to be right all 
the time. When new evidence shows a better path, 
they acknowledge it, correct the decision, and move 
forward. This strengthens trust rather than 
weakening it. 

Trust changes how an organization works. People 
share information more freely. Problems are raised 
earlier. Departments collaborate more willingly. 
Decisions are implemented with less resistance. 

The company spends less time on politics and more 
time creating value. Trust makes organizations 
faster. Not because people work harder. Because they 
spend less time protecting themselves and more 
time working together. That is why building trust is 
not a soft management skill. It is one of the 
foundations of professional management.
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Culture Is the Result of Management

Many companies invest significant time writing 
mission statements, values, and culture documents. 
These can be useful. But they do not create culture. 
Culture is created by the behavior that management 
repeatedly accepts, rewards, and demonstrates. 
People quickly learn what truly matters in an 
organization. Not by reading the company 
handbook. But by watching how decisions are made. 

If collaboration is encouraged but individual 
competition is rewarded, people will compete. If 
quality is described as a priority but deadlines 
always take precedence, quality will decline. If 
managers ask for openness but punish people for 
raising problems, people will stop speaking up. 
Culture always follows behavior.

Professional managers therefore understand that 
every decision teaches something. Together, these 
decisions shape the culture of the company. This is 
why culture cannot be delegated to Human 
Resources. It is created by management. Every day. 
Through every decision.

Professional managers therefore ask themselves an 
important question. “What behavior does this 
decision encourage?” Because today’s decisions 
become tomorrow’s habits. And tomorrow’s habits 
become the company’s culture. 

Culture is not a slogan. It is the behavior 
management repeatedly accepts, rewards, and 
demonstrates. That is why every management 
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decision shapes not only the future of the business, 
but also the kind of company it becomes.

Develop People, Not Just Performance

Professional management is not measured only by 
today’s results. It is also measured by the capability 
the organization builds for tomorrow. Strong 
companies become stronger because their people 
continue to grow.

Professional managers understand this. Their 
responsibility is not simply to achieve performance 
targets. It is to help people develop the knowledge, 
confidence, and judgment needed to create even 
better results in the future. 

That development takes many forms. Coaching helps 
people solve problems instead of waiting for 
answers. Constructive feedback helps people 
understand what is working and what can be 
improved. 

Delegation gives people opportunities to accept 
greater responsibility and develop new skills. 
Learning ensures that the organization continues to 
adapt as technology, markets, and customer 
expectations change. 

Growth prepares people for larger responsibilities 
and future leadership.

Professional managers therefore ask more than, “Did 
the work get done?” They also ask, ”What did we 
learn?” “Who is ready for greater responsibility?” 
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“How can we help people become even more 
effective?” 

Developing people is not separate from improving 
business performance. It is one of the most effective 
ways to improve it. 

As people become more capable, they make better 
decisions. They solve problems more independently. 
They collaborate more effectively.  The organization 
becomes stronger as a result. 

Professional managers do not create teams that 
depend on them for every decision. They develop 
people who can think, contribute, and lead. 

Strong managers create stronger managers. And that 
is one of the greatest contributions a professional 
manager can make to the long term success of the 
business. 

People are at the center of every successful business. 
They create products. Serve customers. Improve 
processes. Solve problems. And turn management 
decisions into business results. Professional 
managers understand that people perform best 
when they know why their work matters and what is 
expected of them.

And they understand how their own work 
contributes to the success of the company. When 
these things are clear, people can make better 
decisions, take greater responsibility, and work more 
effectively with others. When they are unclear, 
confusion replaces initiative, communication breaks 
down, and performance suffers.
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Managing people is therefore not about controlling 
them. It is about creating the conditions where they 
can succeed. 

Professional managers build those conditions 
through clear expectations, effective 
communication, consistent behavior, mutual trust, 
and continuous development. When people grow, 
the business grows. 

When people work together toward a shared 
purpose, management becomes far more than a 
collection of individual managers. It becomes a team 
capable of achieving far more than any individual 
department could accomplish alone. That is the 
foundation of professional management.

Looking Ahead

Managing people is an essential responsibility. But 
professional management requires one final 
transition. A manager who thinks only about their 
own department is still managing as a specialist. 

Professional managers think beyond their own 
function. They think as members of one 
management team.

Every major decision should consider sales, finance, 
products, operations, people, and the long term 
success of the business. That requires managers to 
move beyond departmental priorities and make 
decisions together for the benefit of the whole 
company. 

mattiasbergstrom.com

https://mattiasbergstrom.com/


The next and final chapter of Part III brings together 
everything you have learned so far. It shows how 
professional managers think, discuss, and make 
decisions as one management team. Because the 
strongest companies are not built by strong 
departments. They are built by strong management 
teams.
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Chapter 11 - 

Thinking Like a Management Team

“A profitable company is built by a management  
team making better decisions together.”

Throughout this book, we have explored what 
professional management is and how it works. We 
have seen that management is more than a title. It is 
a discipline. 

We have learned how professional managers make 
decisions. How they evaluate proposals. How they 
create accountability. How they think about sales, 
finance, value creation, and people. 

Each of these topics is important. But none of them 
exists in isolation.

Professional management is not a collection of 
successful department managers working 
independently. It is a group of managers who make 
better decisions together than they could 
individually. 

This is the final transition. Managers must stop 
thinking primarily as leaders of Sales, Finance, 
Engineering, Operations, or Human Resources.

They must begin thinking as members of one 
management team with one shared responsibility. 
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The success of the company. That does not mean 
leaving professional knowledge behind. It means 
using that knowledge to improve the quality of the 
management team’s decisions. 

Every manager brings a different perspective. Every 
manager contributes different experience. Together, 
those perspectives produce decisions that are 
stronger than any single manager could make alone.

That is why professional management is a team 
discipline. The purpose of this chapter is to explore 
how managers move beyond departmental thinking, 
develop shared priorities, and build the consensus 
needed to make better decisions for the company as 
a whole. Because professional management is not 
about creating successful departments. It is about 
creating a successful business.

Leave Your Department at the Door

Every manager brings valuable knowledge to the 
management team. That expertise is essential. It is 
one of the reasons each manager has a place at the 
management table. But expertise is not the same as 
representation.

Professional managers do not attend management 
meetings to defend their departments. They attend 
to help the company make better decisions. This 
requires an important mental shift. Instead of 
asking, “What is best for my department?” 
Professional managers ask, “What is best for the 
company?” 
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That does not mean ignoring departmental 
concerns. It means presenting them as one 
perspective among many. Every manager 
contributes knowledge. Every manager challenges 
assumptions. Every manager helps identify 
opportunities and risks. 

The objective is not for one department to win the 
discussion. The objective is for the company to make 
the best possible decision. This is why professional 
managers leave their departmental agendas at the 
door. They bring their expertise. Not their politics. 
Not their budgets. Not their departmental interests. 

They represent the company. Their responsibility is 
to improve the quality of the management team’s 
decisions, even when those decisions are not the 
best outcome for their own department. That is one 
of the defining characteristics of professional 
management. I represent the company, not my 
department.

Shared Priorities Before Local Priorities

Every department has its own objectives. Sales wants 
more customers. Engineering wants better products. 
Operations wants greater efficiency. Finance wants 
financial stability. Human Resources wants to attract 
and retain talented people. These objectives are all 
important. But they are not equally important in 
every situation.

Professional managers understand that 
departmental priorities must always support the 
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priorities of the company. When they conflict, the 
management team needs a common way of deciding 
what comes first. A useful starting point is to ask 
four questions. Does this help ensure the company’s 
survival? 

Without a healthy business, every departmental 
objective eventually becomes irrelevant. Does this 
create greater value for our customers? Customers 
generate the revenue that allows the company to 
exist and grow. Does this strengthen the company 
over the long term? Some decisions improve short 
term results while weakening the future.

Professional managers consider both. How does this 
affect our departments? Departmental objectives still 
matter. But they are evaluated in the context of what 
is best for the business as a whole. This order of 
priorities changes the way management teams think. 

Instead of competing for resources, departments 
begin working together to achieve shared objectives. 
Instead of asking, “How can my department 
succeed?” Professional managers ask, “How can my 
department help the company succeed?” That is the 
difference between managing a function and 
managing a business. Shared priorities create shared 
decisions. And shared decisions create stronger 
management teams.

Every Decision Has Multiple Perspectives

No important business decision belongs to a single 
department. Every major decision affects multiple 
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parts of the business. Hiring a new salesperson 
affects revenue, costs, on-boarding, management 
capacity, and future growth. 

Investing in new equipment affects finances, 
operations, productivity, and customer experience. 
Entering a new market affects sales, product 
development, operations, customer support, and 
long term strategy.

This is why professional management brings 
different perspectives together before making a 
decision. The Sales Manager asks, “How will this 
affect our ability to win customers?” The Finance 
Manager asks, “Can we afford it, and what return 
should we expect?” The Product or Engineering 
Manager asks, “Can we build and support it 
successfully?” The Operations Manager asks, “Can 
we deliver it consistently?” The HR manager ask, “Do 
we have the capability and capacity to succeed?” 

Finally, every manager should ask, “How will this 
affect the customer’s experience?” None of these 
questions is more important than the others. Each 
reveals risks, opportunities, and consequences that 
another manager may not see.

Professional management therefore does not search 
for the fastest answer. It searches for the most 
complete understanding. Only after the different 
perspectives have been heard, challenged, and 
supported by evidence should the management team 
reach a conclusion. 
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That is why management is a team discipline. One 
perspective produces a departmental decision. 
Multiple perspectives produce a business decision. 
The strongest decisions are rarely those made by the 
smartest individual. They are the ones built from the 
combined knowledge of the entire management 
team.

Consensus Builds Better Decisions

Throughout this book, we have returned to one 
principle again and again. Professional management 
is a team discipline. That is why the objective of a 
management meeting is not simply to make 
decisions. It is to reach the best possible decision 
together. 

This is consensus. Consensus is often 
misunderstood. It is not compromise. It is not 
negotiation. It is not voting. And it is not allowing 
every department to get part of what it wants. 
Consensus is disciplined decision making. Every 
manager contributes their expertise. Evidence is 
reviewed. Questions are asked. Assumptions are 
challenged. Concerns are discussed openly. 
Alternative approaches are considered. The objective 
is not to defend opinions. It is to improve the quality 
of the decision.

 Once the management team believes it has reached 
the best decision based on the available evidence, 
the discussion ends. One decision is made.
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From that moment forward, the management team 
speaks with one voice. Managers may have disagreed 
during the discussion. They should not disagree 
during implementation. 

Professional managers support the decision because 
it has become the decision of the management team, 
not of an individual manager. This creates clarity 
throughout the organization. Employees do not 
receive conflicting messages from different 
departments. 

They see one management team working toward one 
objective. Consensus therefore improves more than 
the quality of decisions. It improves trust. 
Alignment. Commitment. And execution.

That is why consensus is one of the foundations of 
Modern Lean Management. Not because everyone 
always agrees. But because every important decision 
is strengthened by shared expertise, disciplined 
discussion, and collective commitment.

Healthy Disagreement Improves Management

Professional management does not expect managers 
to agree on every issue. In fact, disagreement is often 
a sign that the management team is doing its job. 

Different managers bring different knowledge, 
experience, and perspectives. If everyone 
immediately reaches the same conclusion, 
important questions may never be asked. 
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Healthy disagreement improves decisions because it 
tests assumptions, uncovers risks, and reveals 
alternatives that might otherwise be overlooked. 

Professional managers therefore challenge ideas. Not 
people. The objective is never to prove someone 
wrong.  It is to help the management team make a 
better decision. This requires trust. 

Managers must feel comfortable questioning 
proposals without questioning the competence or 
intentions of their colleagues. Ideas should be 
challenged with evidence. Assumptions should be 
examined. Alternatives should be explored. The 
discussion should remain focused on the decision, 
not on the individual presenting it. Politics has no 
place in professional management.

Managers do not defend proposals because they are 
theirs. They do not oppose ideas because they came 
from another department. The only question that 
matters is, “What is the best decision for the 
company?” Once the discussion has ended and the 
management team has reached consensus, the 
disagreement ends as well. 

Conflict belongs inside the management meeting. 
Commitment belongs outside it. From that point 
forward, every manager supports the decision and 
helps ensure its successful implementation. 

Professional management encourages honest 
disagreement before a decision. It expects complete 
commitment after one. That is how management 
teams improve decisions without creating division.
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The Company Comes First

Every chapter in this book has pointed toward one 
fundamental principle. Professional managers do 
not make decisions for their departments. They 
make decisions for the company. 

Departments are important. They provide expertise. 
They execute work. They develop specialist 
knowledge. But departments exist to help the 
business succeed. The business does not exist to 
serve its departments. This distinction changes the 
way managers think. 

Before becoming managers, many professionals 
naturally focus on improving their own area of 
responsibility. A Sales Manager wants better sales 
results. An Engineering Manager wants a stronger 
product. An Operations Manager wants greater 
efficiency. A Finance Manager wants tighter financial 
control. These objectives are valuable. But they are 
not the final objective. 

Professional management asks a different question. 
“What is best for the company?” Sometimes that 
means investing more in one department than 
another. Sometimes it means delaying a project that 
would benefit one team because another initiative 
creates greater value for the business. Sometimes it 
means accepting short term difficulties to achieve 
long term success.

The management team exists to make these 
decisions together. Not to protect departmental 
interests. But to balance competing priorities in a 
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way that strengthens the company as a whole. This is 
where everything learned throughout the book 
comes together. 

The management process. Evidence based proposals. 
Each exists to help managers answer one question. 
“What is best for the company?”

When every manager begins with that question, 
departments stop competing against one another. 
They begin working together toward the same 
objective. That is the defining characteristic of a 
professional management team. The company 
comes first.

Management Is a Team Sport

Professional management is not an individual 
discipline. It is a team discipline. A management 
team is not simply a group of managers sitting 
around the same table. It is a group of people who 
share responsibility for the future of one business. 

Every manager brings different knowledge. Different 
experience. Different perspectives. Together, they 
understand the business better than any individual 
manager can. That is why management teams exist.

Professional management succeeds when knowledge 
is shared instead of protected. When decisions are 
based on evidence instead of opinions. When 
accountability is clear instead of assumed. 

When trust allows people to challenge ideas without 
creating conflict. And when every manager places 
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the interests of the company above the interests of 
their own department. None of these principles 
works in isolation. Shared knowledge leads to better 
proposals. Evidence leads to better decisions. Clear 
accountability leads to better execution. Trust allows 
healthy disagreement. 

Thinking beyond the department keeps the 
management team focused on the company rather 
than individual functions. 

Together, they create a management system that 
continuously improves the business. This is the 
transition from managing a department to managing 
a company. 

It is the transition from individual responsibility to 
shared responsibility. From functional expertise to 
professional management. That is what makes a 
management team. And that makes management to 
a team sport.

Closing Part III 

Part III has explored what professional managers 
must understand about the businesses they lead. We 
began with the most fundamental reality. Revenue 
keeps the business alive. Without customers, every 
other management discussion becomes temporary. 
From there, we examined how managers make 
financial decisions. Not as accountants. But as 
responsible stewards of the company’s resources.

We then followed the journey from customer need to 
customer value. Learning how products, operations, 
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delivery, and customer experience work together to 
create successful businesses. Next, we explored the 
role of people. Because products, processes, and 
technology only create value when people work 
together effectively. Finally, we completed the 
transition from managing departments to thinking 
as one management team.

Professional managers understand where revenue 
comes from. They understand how financial 
decisions affect the business. They understand how 
value is created and delivered. They understand how 
people and culture influence performance. And they 
understand that the best decisions are made 
together, not in isolation. 

Management is no longer viewed as a collection of 
departments with competing objectives. It is 
understood as one integrated business system where 
every decision influences every other part of the 
organization. That is the mindset of professional 
management. And it is the foundation on which 
Modern Lean Management is built.

Looking Ahead

Part III explored what professional managers must 
understand about the businesses they lead. It 
showed how revenue, finance, value creation, 
people, and teamwork are connected within one 
integrated business system. Understanding these 
principles is essential. But understanding alone does 
not improve a company.
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Professional management requires consistent 
execution. The next part of the book moves from 
understanding to implementation. It introduces the 
practical tools, templates, and management 
practices that help management teams apply these 
principles in their daily work.

These tools make meetings more effective. Improve 
the quality of proposals. Support better decisions. 
Strengthen accountability. And create a management 
system that continuously learns and improves. 
Because professional management is not defined by 
what managers know. It is defined by what 
management teams do, consistently, together.
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Part IV - 

Building a Better Management 

System

A single good decision is valuable. A management 
system that consistently produces good decisions is 
transformational. That is the difference between 
traditional management and Modern Lean 
Management. Traditional management often 
measures individuals. Who made the mistake? Who 
deserves the credit? Who is the strongest leader?

Modern Lean Management asks a different question. 
How can we improve the system so that the next 
decision is even better? Lean thinking transformed 
manufacturing by treating every process as 
something that could be measured, improved, and 
refined. Management deserves the same discipline. 
Every meeting can become more effective. Every 
proposal can become clearer. Every decision can 
become better informed. Every review can reveal 
lessons that improve the next decision.

Professional management is never finished. As 
companies grow, markets change, technologies 
evolve, and customer expectations shift, the 
management system must evolve with them. This is 
why continuous improvement is not the final step of 
Modern Lean Management. It is the discipline that 
sustains everything else.
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The chapters in this final part show how to identify 
management waste, measure the management 
process, learn from decisions, and continuously 
improve the way the management team works. The 
objective is not perfect managers. The objective is a 
management system that becomes stronger with 
every decision.
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Chapter 12 - 

Department Mind Maps

”You cannot manage what you do not understand.”

Throughout this book, we have explored what 
professional management is, how it works, and how 
managers should think about the businesses they 
lead. 

We have seen that professional management is a 
discipline built on evidence, shared responsibility, 
accountability, and continuous improvement. 
Understanding these principles is essential. But 
understanding alone is not enough.

Professional managers also need practical tools that 
help them organize information, manage 
complexity, and make better decisions consistently. 
The first of these tools is the Department Mind Map. 

A Department Mind Map is not an organizational 
chart. It is not a project plan. And it is not a list of 
tasks. It is a practical way for managers to organize 
everything they are responsible for. It provides a 
clear overview of responsibilities, relationships, 
priorities, and the important areas that require 
ongoing attention.

This helps managers move beyond reacting to 
today’s problems. Instead, they gain a structured 
view of their department and its role within the 

mattiasbergstrom.com

https://mattiasbergstrom.com/


business. The objective is not to create 
documentation. It is to create clarity.

A manager who understands their responsibilities 
can prepare better proposals, make better decisions, 
delegate more effectively, and contribute more 
successfully to the management team. 

The Department Mind Map becomes the manager’s 
working model of their area of responsibility. It is a 
practical tool that supports professional 
management every day, long before anyone enters 
the management room.

Why Every Manager Needs a Department Mind Map

Every manager has two responsibilities. The first is 
their professional role. This is the area where they 
have specialist knowledge and experience.

The second is their management role. This is where 
they make decisions, coordinate work, contribute to 
the management team, and help guide the future of 
the business. 

Many managers move constantly between these two 
roles. One moment they are solving technical 
problems. The next they are discussing budgets, 
hiring, customers, or company strategy. Without a 
clear way of organizing these responsibilities, it 
becomes easy to lose perspective. Important 
relationships are forgotten. Responsibilities become 
unclear. Managers spend their time reacting instead 
of managing.
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 A Department Mind Map provides a simple solution. 
It gives managers a complete overview of their area 
of responsibility. Not as a list of daily tasks. But as a 
map of everything they are responsible for 
managing. 

It makes professional responsibilities visible. It 
makes management responsibilities visible. And it 
helps managers understand how those 
responsibilities connect to the rest of the business.

This becomes particularly valuable for managers 
who wear several hats. A manager may also be 
responsible for Product, Security, Compliance, or 
another specialist function. 

Each role carries different responsibilities. Each 
requires a different perspective. By organizing these 
responsibilities visually, managers can move 
between roles more deliberately and avoid mixing 
responsibilities that belong in different contexts. 

The objective is not to create another document. The 
objective is to create a clear mental model of the 
department. Once that model exists, managers 
spend less time trying to remember what they are 
responsible for and more time improving it. 

The Department Mind Map becomes the manager’s 
operational overview. It is the foundation on which 
the rest of the management system is built.
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Mapping Your Department

A Department Mind Map begins with taking it a 
paper and answering a single question. “What am I 
responsible for?” Write the name of your 
department, or your management role, in the center 
of the paper. This becomes the starting point for 
everything else. 

From there, identify the major areas of 
responsibility. These are the broad categories that 
define your role. Do not worry about creating the 
perfect structure. The purpose of the map is not to 
document every detail. It is to create a clear 
overview of the department. 

Each major responsibility becomes a branch of the 
map. As you continue, add the most important 
responsibilities beneath each branch. Keep 
expanding until the map reflects the areas you 
actively manage. 

Avoid turning the map into a task list. Tasks change 
every day. Responsibilities remain relatively stable. 
The map should therefore answer questions such as: 
What areas am I responsible for? What must I 
regularly monitor? What requires management 
decisions? What could create problems if I ignore it? 

If an item represents an ongoing responsibility, it 
belongs on the map. If it is simply something to do 
today, it belongs in your task management system 
instead.

There is no single correct Department Mind Map. A 
Sales Manager, Finance Manager, Operations 
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Manager, and Product Manager will all create 
different maps. What matters is not the exact 
structure. What matters is that the manager develops 
a complete mental model of their department. The 
objective is not detail. It is clarity.

A good Department Mind Map allows a manager to 
understand the whole department at a glance, 
identify gaps in responsibility, and prepare for better 
discussions and better decisions.

Responsibilities Before Tasks

One of the most common mistakes new managers 
make is confusing responsibilities with tasks. Tasks 
are temporary. 

Responsibilities are ongoing. A task might be to 
approve an invoice, interview a candidate, or 
prepare next week’s presentation. Once completed, 
the task disappears. A responsibility remains. You 
are responsible for the department’s budget. For 
customer relationships. For product quality. For 
system availability. For supplier performance. For 
compliance. For your team. For the successful 
delivery of projects. These responsibilities exist 
whether or not a specific task is waiting to be 
completed.

A Department Mind Map should therefore capture 
responsibilities, not today’s workload. It should 
answer questions such as: What am I accountable 
for? What areas require my attention over time? 
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What parts of the department must continue to 
function successfully? 

The map should not become another task list. Tasks 
belong in a calendar, a project plan, or a task 
management system. The Department Mind Map 
exists for a different purpose. It helps managers 
maintain a complete overview of everything they are 
responsible for managing. 

This distinction is important because tasks change 
every day. Responsibilities change much more 
slowly. A manager may complete dozens of tasks in a 
week. But their responsibility for customers, staff, 
budgets, systems, suppliers, compliance, products, 
and projects remains.

Professional managers organize their thinking 
around responsibilities. Tasks become the daily work 
required to fulfill those responsibilities. That is why 
a Department Mind Map focuses on what must be 
managed, not simply on what must be done today.

Relationships Beyond Your Department

No department operates in isolation. Every 
department depends on other parts of the business, 
and every department supports others in return. 

A Department Mind Map should therefore include 
more than responsibilities. It should also show the 
department’s most important relationships. This is 
where many management problems become visible. 
Managers often discover that delays, 
misunderstandings, or conflicting priorities are not 
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caused by poor performance within their own 
department. 

They are caused by weak connections between 
departments. Begin by identifying your internal 
relationships. 

Which departments depend on your work? These are 
your internal customers. Which departments 
provide information, products, or services that your 
department depends on? These are your internal 
suppliers. 

Next, identify the department’s external 
relationships. These may include customers, 
vendors, partners, regulators, investors, the board of 
directors, or other organizations that influence the 
department’s success.

Finally, remember one relationship that every 
manager shares. The management team. No 
manager works independently of it. 

Every department contributes knowledge to the 
management process, and every department 
depends on the decisions the management team 
makes. The purpose of this part of the map is not to 
document reporting lines. An organizational chart 
already does that.

Instead, it shows how information, decisions, 
services, and value flow between your department 
and the people who depend on it. When these 
relationships are clearly understood, managers 
communicate more effectively, identify 
dependencies earlier, and make better decisions. 

mattiasbergstrom.com

https://mattiasbergstrom.com/


A Department Mind Map should therefore answer 
two questions. “What am I responsible for?” And just 
as importantly, “Who do I depend on, and who 
depends on me?” Those relationships are often 
where the greatest opportunities for improvement 
are found.

Switching Management Hats

Many managers do not have a single role. Especially 
in growing companies, one person may be 
responsible for several different areas at the same 
time. A Chief Technology Officer may also act as 
Product Manager. A Product Manager may also 
oversee Security. An Operations Manager may also 
be responsible for Compliance. 

Each role carries different responsibilities. Different 
priorities. Different relationships. And often, 
different ways of thinking. One of the easiest ways to 
create confusion is to treat all of these 
responsibilities as if they belong to the same role. 
They do not.

Professional managers therefore create a separate 
Department Mind Map for each significant role they 
perform. Each map becomes the operational 
overview for that specific responsibility. When 
working as Product Manager, focus on the Product 
Management map. When reviewing security risks, 
switch to the Security map.

When preparing for a management meeting, move to 
your Management perspective and use the relevant 
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maps to understand how each area contributes to the 
discussion. This deliberate change of perspective is 
called switching management hats. 

It is a simple habit with significant benefits. It will 
reduce your role confusion. It prevents one 
responsibility from dominating another. It helps 
managers recognize when they are making a 
technical decision, a product decision, a compliance 
decision, or a management decision. Most 
importantly, it allows managers to give each 
responsibility the attention it deserves without 
mixing priorities.

Professional managers do not try to keep every 
responsibility in their heads at once. They organize 
their thinking and consciously switch between roles 
as the situation requires. A separate mind map for 
each management hat makes that transition clear, 
structured, and repeatable.

Keeping the Map Alive

A Department Mind Map is never finished. 
Professional managers therefore treat their 
Department Mind Map as a flexible tool. It should be 
reviewed yearly and of course updated whenever 
significant changes occur. Add new responsibilities 
as they become part of the department. Remove 
responsibilities that no longer exist.

Update important relationships with other 
departments, customers, suppliers, partners, or 
regulators. Refine the structure whenever a clearer 
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way of organizing the department becomes 
apparent.

These updates rarely take long. A few minutes after a 
major project, an organizational change, or a 
management meeting is often enough to keep the 
map current. The value of the map is not in how 
detailed it is. Its value lies in how accurately it 
reflects the department today.

Professional managers understand that good 
decisions depend on an accurate understanding of 
reality. The Department Mind Map helps maintain 
that understanding. As the department changes, the 
map changes with it. 

Keeping the map alive also keeps the manager’s 
mental model current. That makes it easier to 
recognize new opportunities, identify emerging 
risks, and adapt to changing priorities before they 
become problems. A living department creates a 
living map. And a living map helps managers lead 
with clarity instead of relying on memory.

The Department Mind Map in Practice

A Department Mind Map is not something you 
create, file away, and forget. Its value comes from 
using it regularly. Professional managers return to 
their map whenever they need to understand their 
department, prepare for a discussion, or make an 
important decision. 

Before a management meeting, the map provides a 
quick overview of the department. It helps identify 
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issues that should be raised, relationships that may 
be affected by proposed decisions, and 
responsibilities that require attention. Before a one 
to one meeting, it reminds the manager of the areas 
they are responsible for discussing. The 
conversation becomes broader than today’s tasks 
and focuses on the long term health of the 
department. During planning, the map helps ensure 
that every major responsibility is considered.

Managers can quickly see where new initiatives 
belong, which responsibilities may be affected, and 
where additional resources might be needed. During 
hiring, the map provides a clear picture of what the 
new employee will support. Instead of hiring to 
reduce today’s workload, managers hire to 
strengthen specific responsibilities within the 
department. 

When onboarding a new manager, the Department 
Mind Map becomes an excellent introduction to the 
role. It provides a structured overview of the 
department’s responsibilities, key relationships, and 
areas requiring ongoing management.

It helps the new manager understand the 
department much more quickly than a collection of 
documents or procedures. The map is equally 
valuable when delegating work. 

Managers can identify which responsibilities should 
remain under their direct leadership and which can 
be delegated to others. Delegation becomes 
intentional rather than reactive. 
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Over time, the Department Mind Map becomes more 
than a diagram. It becomes the manager’s navigation 
tool. Instead of relying on memory or reacting to 
whatever seems most urgent, professional managers 
use the map to maintain perspective, organize their 
thinking, and lead their departments with greater 
clarity and consistency. That is the true value of the 
Department Mind Map.

It helps managers see the whole department before 
focusing on any individual part. A Department Mind 
Map gives managers something that many never 
develop. A complete overview of their area of 
responsibility. Instead of relying on memory, 
scattered notes, or reacting to whatever appears 
most urgent, managers gain a structured view of 
everything they are responsible for leading. 

This clarity changes the way they work. 
Responsibilities become visible. Relationships 
become easier to understand. Important 
commitments are less likely to be forgotten. 
Delegation becomes more deliberate. Planning 
becomes more comprehensive. And discussions 
become more focused because managers can quickly 
see how decisions affect different parts of their 
department.

For managers who wear multiple hats, separate 
mind maps also make it easier to switch between 
professional expertise and management thinking 
without confusing responsibilities or priorities. The 
Department Mind Map is therefore much more than 
a planning exercise. It becomes the manager’s 
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operational overview. A current representation of 
the department. A tool for thinking before deciding. 
A tool for understanding before acting. And a tool for 
leading with greater clarity and confidence. 

Professional management begins with 
understanding. The Department Mind Map is the 
first practical tool that helps managers build that 
understanding every day. It is one of the foundations 
upon which the Lean Management System is built.

Looking Ahead

A Department Mind Map helps managers understand 
their own area of responsibility. But no department 
succeeds on its own. Every responsibility depends 
on someone else, supports someone else, or 
contributes to a larger business process.

Professional management therefore requires more 
than understanding individual departments. It 
requires understanding how responsibilities connect 
across the entire company. 

The next chapter introduces Responsibility Maps. 
While a Department Mind Map answers the 
question, “What am I responsible for?” A 
Responsibility Map answers a different question, 
“How do all of our responsibilities fit together?” It 
shows how ownership, collaboration, and 
accountability flow between departments to create 
one integrated management system. 

Because professional management is not about 
optimizing individual departments. It is about 
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ensuring the whole business works together 
effectively.
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Chapter 13 - 

Responsibility Maps

“Responsibilities define the business. Titles only  
describe the people.”

In the previous chapter, we introduced the 
Department Mind Map. It helps managers 
understand their own area of responsibility by 
organizing the people, processes, relationships, and 
responsibilities within their department. That is an 
important first step. But no department operates 
independently. Every department depends on other 
departments. Every responsibility influences 
someone else. And every management decision 
creates consequences beyond the department in 
which it was made.

Professional management therefore requires one 
more step. Managers must understand how 
responsibilities connect across the entire business. 
This is the purpose of the Responsibility Map. 

A Responsibility Map is not an organizational chart. 
It does not describe reporting lines or job titles. 
Instead, it shows how ownership, collaboration, and 
accountability are distributed throughout the 
company.

It helps managers understand who is responsible for 
what, where responsibilities overlap, where they are 
missing, and how departments work together to 
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achieve common objectives. This creates something 
every management team needs. A shared 
understanding of how the business operates.

Instead of viewing departments as separate 
functions, managers begin to see one integrated 
management system built on connected 
responsibilities. That understanding improves 
communication. Reduces confusion. Clarifies 
accountability. And helps management teams make 
better decisions together. Because professional 
management is not about optimizing individual 
departments. It is about ensuring the entire business 
works as one system.

Responsibilities Before Titles

Organizations constantly change. People are hired. 
People leave. Managers are promoted. Departments 
are reorganized. Job titles evolve. Responsibilities, 
however, remain. The company will always need 
someone responsible for customers. For finances. 
For products. For operations. For compliance. For 
people. These responsibilities exist regardless of who 
performs them.

This is why a Responsibility Map begins with 
responsibilities rather than titles. Instead of asking, 
“Who is our Operations Manager?” Professional 
managers ask, “Who is responsible for operations?” 
That distinction may appear small. In practice, it 
changes the way management thinks. 
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Titles describe people. Responsibilities describe the 
work that must be done. If a manager leaves the 
company, the title may disappear or be renamed. 
The responsibility does not.

Someone else must assume ownership. A 
Responsibility Map therefore describes what must be 
managed before identifying who currently manages 
it. This makes the organization more resilient. 

Management can identify critical responsibilities 
that lack ownership. New managers can understand 
their role more quickly. Organizational changes 
become easier because responsibilities remain 
visible even when people change. 

Professional management focuses on continuity. 
People contribute to the management system. 
Responsibilities define it. A company depends on 
responsibilities being fulfilled, regardless of who 
performs them.

That is why Responsibility Maps organize the 
business around ownership, not job titles.

Mapping Company Responsibilities

A Responsibility Map begins with a simple question. 
“What responsibilities must this company fulfill to 
succeed?” Do not begin with names. Do not begin 
with departments. Begin with the business itself. 
Start by identifying the company’s major business 
functions. For most organizations these include 
areas such as Sales, Finance, Product, Engineering, 
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Operations, Marketing, Human Resources, Customer 
Support, and Compliance.

These functions form the highest level of the map. 
Next, identify the key responsibilities within each 
function. For example, Sales may include lead 
generation, customer acquisition, account 
management, and forecasting.

Finance may include budgeting, financial reporting, 
cash flow management, and supplier payments. 
Engineering may include product development, 
system reliability, security, and technical 
maintenance. Continue until the map reflects the 
responsibilities that keep the business operating. 
Only then should ownership be identified. Each 
responsibility should have one clearly identified 
owner.

That owner is accountable for ensuring the 
responsibility is fulfilled, even when the work itself 
is shared with others. The objective is not to 
document every activity performed by the company.

It is to provide management with a clear overview of 
who is accountable for every important 
responsibility. As the map develops, patterns begin 
to emerge. Some responsibilities naturally support 
others. Some depend on work completed elsewhere 
in the organization. Some reveal unnecessary 
complexity or unclear ownership.

These insights are often more valuable than the map 
itself. A good Responsibility Map allows the 
management team to understand the business at a 
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glance. It answers three simple questions. What 
responsibilities exist? Who owns each responsibility? 
How do those responsibilities connect to create one 
successful business? The objective is not 
organizational detail. It is management clarity.

Primary and Shared Ownership

Very few responsibilities are carried out by one 
person alone. Most important business activities 
require several departments to work together. 
Launching a new product may involve Product, 
Engineering, Marketing, Sales, Operations, Finance, 
and Customer Support. Hiring a new employee may 
involve Human Resources, the hiring manager, 
Finance, and the management team. Improving 
customer satisfaction may require changes across 
multiple departments. This does not mean everyone 
shares the same responsibility.

Professional management distinguishes between 
ownership and contribution. Every responsibility 
should have one Primary Owner. 

The Primary Owner is accountable for ensuring the 
responsibility is fulfilled. This does not mean they 
perform all the work themselves. It means they 
ensure the work is coordinated, completed, and 
continuously improved. At the same time, many 
other managers may contribute. 

These are the Supporting Managers. They provide 
expertise, resources, decisions, or execution that 
help achieve the desired outcome. Their 
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contribution is essential. But the overall 
accountability remains with the Primary Owner. 
This distinction creates clarity. Managers know who 
leads the work. Supporting managers know how 
they contribute.

The management team knows who to approach 
when decisions are needed or progress must be 
reviewed. Without a clear Primary Owner, 
responsibilities can easily be overlooked because 
everyone assumes someone else is taking care of 
them. Without Supporting Managers, responsibilities 
become isolated within one department and 
opportunities for collaboration are lost.

Professional management therefore combines both 
principles. One owner. Many contributors. Clear 
accountability. Shared success. That is how 
Responsibility Maps turn collaboration into an 
organized management system rather than a 
collection of good intentions.

Finding Gaps and Overlaps

One of the greatest benefits of a Responsibility Map 
is that it exposes problems that are often invisible 
during daily work. As companies grow, 
responsibilities are added gradually. New projects 
begin. Departments expand. People take on 
additional work. Temporary solutions become 
permanent. 

Over time, few organizations stop to ask whether 
their responsibilities are still organized effectively. A 
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Responsibility Map makes this possible. Once the 
company’s responsibilities have been mapped, the 
management team should review them together.

Start by asking a few simple questions. Is every 
important responsibility owned? If no one owns a 
responsibility, it will eventually be neglected 
because everyone assumes someone else is taking 
care of it. Are two departments doing the same 
work? Overlapping responsibilities often lead to 
duplicated effort, conflicting decisions, and 
unnecessary costs. Does anything fall between 
departments? Some responsibilities are ignored 
because each department believes they belong 
somewhere else. These gaps often become visible 
only after customers experience problems. Are 
responsibilities clearly understood?

If managers cannot easily explain who owns a 
responsibility, accountability is already unclear. 
These questions often reveal opportunities for 
improvement that would otherwise remain hidden. 
Responsibilities can be reassigned. Overlap can be 
removed. Missing ownership can be established. 
Communication becomes simpler because everyone 
understands who is responsible for what. 

Many organizations believe they have efficiency 
problems. In reality, they have responsibility 
problems. The Responsibility Map helps distinguish 
between the two. This is where much of 
management waste is discovered. Not because 
people are unwilling to contribute. But because the 
management system has never clearly defined who 
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owns what, where collaboration is required, and 
where responsibilities have been forgotten or 
unnecessarily duplicated. 

Finding these gaps and overlaps is one of the fastest 
ways to improve how a management team operates. 
Because before a system can be improved, it must 
first be understood.

Following Responsibility Across the Business

A Responsibility Map does more than show who 
owns individual responsibilities. It shows how 
responsibilities connect across the business. 

Very few business outcomes are created by a single 
department. Most are the result of several 
departments working together. Consider a customer 
complaint. The complaint may first be received by 
Customer Support. The underlying cause may have 
originated elsewhere. Sales may have promised a 
feature that does not exist. Product may not have 
understood the customer’s requirements. 
Engineering may need to correct a defect. 
Operations may need to improve delivery. Customer 
Support may need to improve communication with 
the customer. 

Each department contributes to resolving the issue. 
Each has its own responsibilities. But the customer 
experiences only one company. 

The Responsibility Map allows managers to follow 
the responsibility from the first customer interaction 
to the final resolution. Instead of asking, “Which 
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department caused the problem?” Professional 
managers ask, “Which responsibilities are involved, 
and how do they connect?” This changes the 
discussion. 

Departments stop defending themselves. Managers 
begin improving the complete business process.

The same thinking applies throughout the 
organization. Winning a customer. Launching a 
product. Hiring an employee. Managing suppliers. 
Improving quality. Every important business 
outcome crosses departmental boundaries. 

The Responsibility Map makes these connections 
visible. It helps the management team understand 
where collaboration is required, where information 
must flow, and where decisions in one part of the 
business affect another. 

This reinforces one of the central principles of 
Modern Lean Management. The business should be 
managed as one integrated system. Responsibilities 
flow across departments. Management must follow 
those responsibilities wherever they lead.

Using Responsibility Maps in Management

A Responsibility Map is not created for its own sake. 
Its value comes from being used. Professional 
management teams return to the Responsibility Map 
whenever they make changes that affect the 
business. Before a management meeting, the map 
helps managers understand which responsibilities 
may be affected by the decisions on the agenda. It 
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provides context before discussion begins and helps 
ensure the right managers are involved in the 
conversation. 

During reorganizations, the map becomes 
particularly valuable. Responsibilities often remain 
the same even when departments, reporting lines, or 
job titles change.

The Responsibility Map helps ensure that no 
important responsibility is forgotten, duplicated, or 
left without an owner. During hiring, the map helps 
answer an important question. “Which 
responsibility are we strengthening?” 

This shifts the discussion away from replacing 
people or reducing workload and toward improving 
the company’s ability to fulfill its responsibilities. 
When on-boarding new managers, the map provides 
a clear picture of the business. 

Instead of learning only about their own 
department, new managers quickly understand how 
their responsibilities connect with the rest of the 
organization. During delegation, the map helps 
managers transfer responsibility deliberately.

It makes clear which responsibilities remain with 
the manager, which can be delegated, and where 
supporting managers are needed. During 
acquisitions, mergers, or major organizational 
changes, the Responsibility Map becomes an 
essential planning tool. Management can compare 
the responsibilities of both organizations, identify 
overlaps, remove duplication, and ensure that every 
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critical responsibility has clear ownership in the 
new organization. The same applies during periods 
of rapid growth.

As companies expand, responsibilities often grow 
faster than organizational structures. Without a clear 
understanding of ownership, confusion increases 
and management waste follows. 

The Responsibility Map provides a stable reference 
as the company evolves. Over time, it becomes one 
of the management team’s shared working tools. 

It creates a common understanding of how the 
business is organized, where accountability belongs, 
and how managers depend on one another. Instead 
of relying on assumptions, the management team 
shares a single view of the company’s 
responsibilities. That shared understanding leads to 
better communication, better coordination, and 
better decisions.

One Company, Shared Responsibility

A Responsibility Map changes the way managers 
think about the business. Instead of seeing separate 
departments with separate objectives, they begin to 
see one organization built on connected 
responsibilities. 

Each department owns its responsibilities. Sales is 
responsible for acquiring and developing customers. 
Finance is responsible for managing the company’s 
financial resources. Product is responsible for 
defining what should be built. Engineering is 
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responsible for delivering reliable solutions. 
Operations is responsible for delivering them 
consistently. Each department has its own area of 
ownership.

But no department owns the business. That 
responsibility belongs to the management team. The 
role of management is not simply to ensure that each 
department performs well in isolation. It is to ensure 
that all responsibilities work together to achieve the 
company’s objectives. 

The Responsibility Map helps create this perspective. 
Managers stop asking, “Whose job is this?” Instead, 
they ask, “How do we ensure this responsibility is 
fulfilled?” That question changes the conversation. 
The objective is no longer to assign blame or defend 
departmental boundaries. 

The objective is to make sure the business succeeds. 
Sometimes that means one department takes the 
lead. Sometimes it means several departments work 
together. Sometimes it means responsibilities must 
be reassigned as the company grows. 

The Responsibility Map provides the shared 
understanding needed to make those decisions with 
clarity. This is the difference between managing 
departments and managing a business. Professional 
management recognizes that departments own 
responsibilities.

The management team owns the system. When 
every manager understands that distinction, the 
company stops operating as a collection of 
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departments. It begins operating as one integrated 
management system working toward a common 
purpose.

A Responsibility Map transforms the way managers 
understand their business. Instead of viewing the 
company as a collection of independent 
departments, they begin to see one connected 
management system built on clearly defined 
responsibilities. 

This clarity improves the entire organization. 
Ownership becomes visible. Collaboration becomes 
intentional. Overlapping responsibilities become 
easier to identify and remove. 

Responsibility gaps can be discovered before they 
become business problems. Managers also gain a 
better understanding of how work flows across the 
company. They can see where responsibilities begin, 
where they depend on other departments, and 
where successful outcomes require collaboration 
rather than individual effort.

This creates a stronger management team. Instead of 
protecting departmental boundaries, managers work 
together to ensure every important responsibility is 
fulfilled. The conversation shifts from individual 
departments to the health of the entire business. 
That is the purpose of a Responsibility Map. Not 
simply to document ownership.

But to help management teams understand how the 
business functions as one integrated system. 

mattiasbergstrom.com

https://mattiasbergstrom.com/


Professional managers no longer see isolated 
departments. They see one connected organization 
built on shared responsibilities, clear accountability, 
and a common purpose. That understanding is one 
of the foundations of Modern Lean Management.

Looking Ahead

Understanding who is responsible is only one part of 
professional management. Management teams must 
also understand how decisions are made. Some 
decisions are simple and can be made quickly. 
Others are complex, involve multiple alternatives, 
require significant investment, or create long term 
consequences for the business. Treating every 
decision the same often leads to unnecessary 
discussions, overlooked risks, or poor outcomes.

Professional managers therefore need a structured 
way of thinking about decisions before they commit 
the company’s resources. The next chapter 
introduces Decision Maps. Decision Maps help 
management teams structure their thinking, identify 
alternatives, evaluate evidence, understand 
dependencies, assess risk, and see how one decision 
influences another. They transform decision making 
from a discussion into a disciplined management 
process. Because better businesses are built on 
better decisions. And better decisions begin with a 
better way of thinking.
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Chapter 14 - 

Decision Maps

“The quality of a decision depends on the quality of  
the thinking behind it.”

Throughout this book, we have explored what 
professional management is, how management 
teams work, how responsibilities are organized, and 
how managers contribute to the success of the 
business. All of these ideas lead to one purpose.

Management exists to make decisions. Some 
decisions are straightforward. They involve little 
risk, few resources, and can easily be changed if they 
prove to be wrong. Others shape the future of the 
business. They require significant investment, affect 
multiple departments, introduce new risks, and may 
influence the company for years.

Professional managers must recognize the 
difference. Not every decision deserves the same 
amount of analysis. But every significant decision 
deserves a structured way of thinking. Without 
structure, decisions are often driven by opinions, 
assumptions, or the loudest voice in the room. 
Important alternatives may never be considered. 
Risks may remain hidden. Dependencies may be 
overlooked. And implementation becomes unclear. 
Decision Maps provide a practical solution.
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They give management teams a consistent 
framework for understanding problems, evaluating 
alternatives, considering evidence, identifying risks, 
and agreeing on the best course of action before 
committing company resources. The objective is not 
to make decision making slower. It is to make 
decision making better.

When every significant proposal follows the same 
structured process, discussions become clearer, 
consensus becomes easier to achieve, and the 
quality of management decisions improves. A 
Decision Map is therefore much more than a 
template. It is a practical thinking tool that helps 
management teams make better decisions, together.

Not All Decisions Are Equal

One of the most common mistakes managers make is 
treating every decision as if it deserves the same 
amount of discussion, analysis, and documentation. 
It does not. Some decisions are simple. They involve 
little cost. They carry limited risk. They can be 
reversed quickly if they prove to be wrong. Examples 
include purchasing office equipment, adjusting a 
routine process, or approving a small expense.

These decisions should be made efficiently. The cost 
of excessive analysis can be greater than the cost of 
making the wrong decision. Other decisions are very 
different. They require significant investment. They 
affect multiple departments. They influence 
customers, employees, or partners. They may shape 
the direction of the business for years. And once 
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implemented, they are often difficult or expensive to 
reverse.

Examples include branding changes, corporate 
messaging, entering a new market, building a new 
product, acquiring another company, or making 
major hiring decisions. These decisions deserve far 
more structure. They require evidence. Alternative 
solutions. Financial analysis. Risk assessment. 
Discussion across the management team. And a clear 
understanding of how the decision will affect the 
rest of the business.

Professional managers therefore adjust their 
decision process to match the importance of the 
decision. Simple decisions should remain simple. 
Complex decisions should receive the time and 
structure they deserve. The objective is not to make 
every decision slower. It is to invest management 
effort where it creates the greatest value. Decision 
Maps provide that structure.

They help management teams apply the right level of 
analysis to the right decisions, improving both the 
quality and the speed of decision making. 
Professional management is not about treating every 
decision equally. It is about giving every decision the 
level of attention it deserves.

Simple Decisions

Not every management decision requires extensive 
analysis, lengthy discussions, or formal business 
cases. Many decisions are routine. They involve 
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limited cost, limited risk, and can be corrected if 
experience shows a better approach.

Professional managers should make these decisions 
efficiently. The objective is to keep the management 
process lean while still making informed decisions. 
Even simple decisions deserve a minimum level of 
structure. 

Before approving a proposal, managers should 
answer four basic questions. Why are we making this 
decision? A decision should always solve a problem 
or create value. If there is no clear purpose, the 
decision probably does not need to be made. What 
will it cost? The estimate does not need to be precise. 
A rough understanding of the financial impact is 
usually enough. 

What benefit do we expect? Every decision should 
improve the business in some way. Whether the 
benefit is increased revenue, reduced costs, 
improved quality, lower risk, or greater efficiency, it 
should be clearly understood before the decision is 
made. Who owns the decision? Someone must be 
responsible for implementing the decision, 
following its progress, and reporting the outcome. 
Without ownership, even simple decisions can be 
forgotten. 

Consider a proposal to hire an additional 
salesperson. The management team does not need 
months of analysis. But it should still understand 
why another salesperson is needed, the approximate 
cost, the expected increase in sales, and who is 
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responsible for the recruitment and on-boarding 
process. 

The same principle applies to replacing office 
equipment, adjusting prices, or approving a modest 
investment. Keep the process simple. Keep the 
thinking disciplined. Professional managers do not 
make small decisions complicated. They make sure 
every decision receives the amount of structure it 
deserves.

Complex Decisions

Some management decisions are too important to 
rely on experience, intuition, or a short discussion 
around the meeting table. They affect multiple parts 
of the business. They require significant resources. 
They introduce uncertainty. And they often shape 
the company’s future for years to come.

Examples include branding changes, company 
messaging, expanding into a new market, building a 
new product, acquiring another company, or 
opening a new office. 

Unlike simple decisions, these proposals cannot be 
evaluated from a single perspective. They require the 
management team to examine the decision from 
many different angles before reaching a conclusion. 

Alternative solutions should be considered. The first 
idea is rarely the only option. Different approaches 
may achieve the same objective with different costs, 
risks, or expected outcomes. The proposal should 
also be evaluated across departments. Sales, 
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Finance, Product, Operations, Human Resources, 
and other relevant managers may each identify 
opportunities or risks that others cannot see. A 
financial assessment is equally important.

Management should understand the expected 
investment, the ongoing costs, the potential return, 
and the company’s ability to fund the proposal. Risk 
should be considered explicitly. What could prevent 
success? What assumptions must prove to be 
correct? What happens if the expected outcome is 
not achieved? 

Complex decisions also create dependencies. 
Expanding into a new market may require additional 
hiring, new systems, changes to operations, 
increased customer support, revised marketing, and 
additional working capital. One decision often 
creates many others. Finally, every significant 
proposal should be evaluated from a long term 
perspective.

Management is not deciding only whether 
something can be done. It is deciding whether it 
should be done and whether it strengthens the 
future of the business. 

This is where Decision Maps become essential. They 
provide a structured way to organize information, 
evaluate alternatives, identify dependencies, assess 
risk, and build consensus before committing the 
company’s people, time, and resources. 

Professional managers do not make complex 
decisions more complicated. They make them more 
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structured. That structure leads to clearer 
discussions, better decisions, and fewer surprises 
during implementation.

Structuring Decisions

Professional management does not rely on every 
manager thinking differently. It relies on every 
significant proposal being evaluated in a consistent 
way. This is the purpose of the Decision Map. A 
Decision Map provides a structured framework for 
presenting, discussing, and evaluating important 
decisions before company resources are committed. 
It does not tell the management team what to decide. 
It helps the team think more clearly before reaching 
a decision. Every significant proposal should follow 
the same structure. It begins by defining the 
problem. What issue are we trying to solve? Why 
does it matter? A well defined problem is often the 
first step toward a good decision. Next, define the 
objective. What outcome are we trying to achieve? 
The objective should focus on the desired business 
result rather than a predetermined solution. Once 
the objective is clear, identify the alternative 
solutions. Rarely is there only one way to achieve an 
objective.

Professional managers compare alternatives before 
choosing a preferred approach. Each alternative 
should be supported by evidence whenever possible. 
Evidence may come from external research, 
business analysis, customer feedback, financial 
analysis, operational data, previous experience, 
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market research, or pilot projects. Opinions begin 
the discussion. Evidence supports the decision. 
Every proposal should also include a rough budget. 
The estimate does not need to be exact. 

Its purpose is to help the management team 
understand the approximate financial commitment 
and whether the company can reasonably afford it. 
The proposal should then identify the most 
important risks. Every significant decision contains 
uncertainty.

Making risks visible allows the management team to 
discuss them before they become problems. 

Dependencies should also be identified. A proposal 
may require additional hiring, changes to systems, 
new suppliers, regulatory approval, or support from 
other departments. 

Understanding these dependencies helps 
management assess whether the proposal is 
realistic. Only after this analysis should the proposal 
present a recommendation. The recommendation 
should be the logical conclusion of the information 
already presented.

It should not simply reflect the author’s preference. 
Finally, every proposal should identify a decision 
owner and define clear success criteria. The owner is 
responsible for implementing the decision once it 
has been approved. The success criteria allow the 
management team to determine later whether the 
decision achieved its intended outcome.
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The objective of the Decision Map is not to create 
paperwork. It is to ensure that every important 
decision is examined from multiple perspectives 
before the management team commits the 
company’s people, time, and resources. A consistent 
structure leads to better discussions. Better 
discussions lead to better decisions. And better 
decisions build better businesses.

Seeing Dependencies

No significant management decision exists in 
isolation. Every important decision creates new 
responsibilities, new activities, and often, new 
decisions. 

Management therefore needs to look beyond the 
proposal itself and understand everything that will 
follow if it is approved. Consider the decision to hire 
an additional employee. 

The decision is not simply about recruitment. It also 
creates the need for on-boarding, training, 
equipment, workspace, management time, and 
future salary commitments. A decision to expand 
into a new market creates an even larger chain of 
dependencies. 

Additional sales resources may be required. 
Marketing activities must be expanded. Operations 
may need greater capacity. Customer Support may 
need new knowledge. Finance may need additional 
working capital. Legal or regulatory requirements 
may change. 
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Each of these becomes part of the original decision. 
The same principle applies throughout the business. 
Launching a new product creates manufacturing or 
development work, documentation, pricing 
decisions, customer support, marketing campaigns, 
and ongoing maintenance. Improving one system 
may require changes to several others. Every major 
decision influences other parts of the organization.

Professional managers therefore ask an additional 
question before making any significant decision. 
“What other decisions or responsibilities will this 
create?” Answering this question helps the 
management team identify hidden work, estimate 
the true cost of the proposal, and prepare the 
organization for successful implementation. 

A Decision Map makes these dependencies visible. 
Instead of evaluating one decision in isolation, the 
management team can see the complete chain of 
consequences that follows from it. 

This reinforces one of the central ideas of Modern 
Lean Management. A business is an integrated 
system. Every significant decision affects that 
system. The better management understands those 
connections before making a decision, the fewer 
surprises it will encounter afterwards.

From Decision to Action

Making a decision is only the beginning. A decision 
creates value only when it is successfully 
implemented and produces the intended business 
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outcome. Many management teams spend 
considerable time discussing proposals but very 
little time ensuring that approved decisions are 
carried out. 

This creates one of the most common forms of 
management waste. Good decisions that never 
become reality. 

Every approved decision should therefore include a 
clear implementation plan. First, identify the owner. 
One person should be responsible for coordinating 
the implementation, monitoring progress, and 
reporting results to the management team. 

While many people may contribute, ownership 
should always be clear. Next, define the actions that 
must be completed. Breaking the decision into 
specific activities makes implementation easier to 
organize and follow. 

A realistic timeline should also be established. 
Important milestones help the management team 
understand whether implementation is progressing 
as expected and allow problems to be identified 
early. 

If the decision requires financial resources, the 
approved budget should be confirmed. This ensures 
that implementation remains aligned with the 
proposal that was approved. Every significant 
decision should also include a review date.

Management should return to the decision after 
implementation and ask whether the expected 

mattiasbergstrom.com

https://mattiasbergstrom.com/


results have been achieved. This is where learning 
takes place. Finally, define the success measures. 

How will the management team know whether the 
decision was successful? The answer may include 
increased revenue, lower costs, improved customer 
satisfaction, shorter delivery times, reduced risk, or 
any other measurable business outcome. Without 
clear success criteria, decisions become difficult to 
evaluate objectively.

Professional management therefore treats 
implementation as part of the decision itself. 
Management does not end when a proposal is 
approved. It ends when the intended outcome has 
been achieved, evaluated, and the lessons have been 
incorporated into future decisions. 

A Decision Map therefore continues beyond the 
management meeting. It guides the decision from 
approval to execution, from execution to review, and 
from review to continuous improvement. That is 
how good decisions become real business results.

Better Decisions Through Better Structure

Many people believe that structure slows 
organizations down. In reality, poor structure 
creates delays. When important questions are 
overlooked, assumptions remain unchallenged, or 
responsibilities are unclear, management spends far 
more time correcting mistakes than making 
progress. A Decision Map introduces structure 
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before the decision is made. It slows down thinking. 
Not execution.

The management team takes the time to define the 
problem, evaluate alternatives, review evidence, 
consider risks, understand dependencies, and agree 
on the desired outcome before committing the 
company’s resources. 

As a result, implementation usually becomes faster. 
Managers have a shared understanding of why the 
decision was made. Ownership is clear. Expectations 
are aligned. Fewer surprises appear during 
execution because many of the important questions 
have already been answered. 

Decision Maps also improve the quality of 
management discussions. Instead of debating 
opinions, managers examine evidence. Instead of 
defending departments, they evaluate what is best 
for the business. Instead of reacting to problems, 
they anticipate them. This creates better 
conversations and, ultimately, better decisions.

Professional managers do not rely on experience 
alone. Experience is valuable, but it is not enough. 
Even experienced managers overlook assumptions, 
underestimate risks, and miss important 
perspectives. A structured decision making process 
helps every management team think more clearly 
and make better judgments. 

That is why Decision Maps are not about creating 
documentation. They are about creating better 
thinking. And better thinking leads to better 
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decisions. Those decisions strengthen the business, 
reduce management waste, and help the 
management team lead with greater confidence and 
consistency. That is the purpose of Modern Lean 
Management.

Decision Maps transform decision making from 
informal discussion into a professional management 
process. Instead of relying on assumptions, opinions, 
or incomplete information, every significant 
proposal follows the same structured approach. The 
problem is clearly defined. The objective is 
understood. Alternative solutions are considered. 
Evidence is reviewed. Risks and dependencies are 
identified. Resources are evaluated. Ownership is 
assigned. Success is defined before implementation 
begins. This consistency improves the quality of 
management discussions.

Managers spend less time debating opinions and 
more time evaluating facts. They understand the 
consequences of their decisions before committing 
the company’s people, time, and resources. Decision 
Maps also create accountability. Every decision has 
an owner. Every implementation has a plan. Every 
important decision is reviewed to determine 
whether it achieved the intended outcome. This 
transforms decision making into a continuous 
learning process rather than a series of isolated 
events. Professional management is not measured by 
the number of decisions it makes. It is measured by 
the quality of those decisions and the results they 
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produce. Decision Maps help management teams 
improve both. They reduce uncertainty. Improve 
collaboration. Strengthen consensus. And create a 
disciplined, repeatable process for making better 
decisions together. That is what transforms 
management from a collection of meetings into a 
professional management system.

Looking Ahead

Better decisions improve a business. Professional 
management goes one step further. It continuously 
improves the way those decisions are made. The 
management system itself should never be 
considered complete. Like every other part of the 
business, it can be measured, evaluated, refined, and 
improved over time. The final chapter introduces 
continuous improvement for management itself. It 
explores how management teams can identify 
management waste, measure the effectiveness of 
their meetings and decisions, learn from both 
successes and mistakes, and continuously improve 
the way they lead the business. Because Modern 
Lean Management is not simply about making better 
decisions. It is about building a management system 
that becomes better every time it is used.
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Chapter 15 - 

Continuous Improvement in 

Management

“The strongest systems are never finished. They are  
continuously improved.”

Throughout this book, we have explored what 
professional management is, how management 
teams work, how responsibilities are organized, and 
how better decisions are made. 

These ideas create a management system. But no 
management system should ever be considered 
complete. Businesses change. Customers change. 
Markets change. Technology changes. Management 
must change with them. 

Professional managers therefore do more than 
improve products, services, and operations. They 
also improve the way they manage. Meetings can 
become more effective. Decisions can become more 
consistent. Communication can become clearer. 
Responsibilities can become better defined.

The management process itself can always be 
refined. This is one of the central ideas of Lean 
Management. Continuous improvement is not 
limited to production, customer service, or 
operational processes. Management is also a 
business process. Like every other process, it can be 
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measured, evaluated, simplified, and improved. This 
is not a one time project.

Nor is it something that happens only when 
problems become obvious. Continuous 
improvement is a permanent management 
discipline. Every meeting is an opportunity to 
improve the next meeting. Every decision is an 
opportunity to improve the next decision. Every 
mistake is an opportunity to improve the 
management system itself. 

Professional management therefore asks a simple 
question after every significant activity. “How can we 
manage this better next time?” That question keeps 
the management system alive. It encourages 
learning instead of blame. Improvement instead of 
routine. 

And progress instead of complacency. The strongest 
management teams are not the ones that never make 
mistakes. They are the ones that continuously 
improve the way they work together.

Management Can Be Improved

Most organizations invest considerable effort in 
improving their products, services, operations, and 
customer experience. They refine manufacturing 
processes. Improve sales performance. Optimize 
delivery. Reduce costs. Increase quality. Continuous 
improvement is widely accepted throughout the 
business. Yet one important process is often 
overlooked. Management itself. 
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Many organizations treat management as something 
that simply happens. Managers meet. They discuss. 
They make decisions. Then they repeat the same 
process the following week. Rarely do they stop and 
ask whether the management process itself could be 
improved.

Professional management takes a different 
approach. It recognizes that management is also a 
business process. Like every other business process, 
it can be observed, measured, evaluated, simplified, 
and improved. Management meetings can become 
more effective. 

Decision making can become more consistent. 
Communication can become clearer. 
Responsibilities can become better defined. Follow 
up can become more reliable. None of these 
improvements happen by accident. They happen 
because the management team deliberately 
improves the way it works together. 

This shift in perspective is important. The objective 
is not to improve individual managers. It is to 
improve the management system that supports 
them. When the system improves, every manager 
benefits. 

Discussions become more productive. Decisions 
become more consistent. Implementation becomes 
more reliable. And the organization becomes easier 
to lead. That is one of the central principles of 
Modern Lean Management.
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Management should never be treated as a fixed 
routine. It should be viewed as a business process 
that is continuously measured, evaluated, and 
refined. Because better management systems 
produce better management decisions. And better 
management decisions build better businesses.

Finding Management Waste

Lean management begins by identifying waste. Most 
organizations immediately think about wasted 
materials, unnecessary movement, excess inventory, 
or inefficient production processes. Professional 
management should ask a different question. “Where 
are we wasting management effort?”

Management waste is any activity that consumes 
time, attention, or resources without improving the 
quality of decisions or the performance of the 
business. Unlike operational waste, management 
waste is often difficult to see. It is hidden in 
meetings, discussions, unclear responsibilities, and 
ineffective ways of working. Once managers begin 
looking for it, however, it becomes surprisingly easy 
to recognize. Repeated discussions are a common 
example. The same topic returns to the management 
meeting because no clear decision was made, 
ownership was never assigned, or implementation 
was never completed. Unclear ownership creates 
another form of waste. When responsibilities are not 
clearly defined, managers spend time deciding who 
should act instead of solving the problem itself. 
Meetings without decisions consume valuable time 
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while producing little value. The discussion ends, 
but nothing changes. Equally damaging are 
decisions without follow up.

The management team agrees on a direction, but no 
one checks whether the intended outcome was 
achieved. Duplicate work creates waste when 
different departments unknowingly perform the 
same activities or solve the same problem 
independently. Departmental conflicts often arise 
because managers optimize their own area instead of 
the business as a whole. 

Poor communication creates misunderstandings, 
repeated explanations, unnecessary meetings, and 
avoidable mistakes. Decisions made without 
sufficient evidence increase uncertainty and 
frequently lead to rework when assumptions prove 
to be incorrect. Each of these examples consumes 
management capacity without creating 
corresponding business value.

Professional management treats these activities as 
waste. Not because managers are working too hard. 
But because the management system is allowing 
unnecessary effort to replace effective decision 
making. The purpose of continuous improvement is 
therefore not simply to work faster. It is to remove 
management waste so that more time and energy 
can be invested in creating value for the business. 
That is a main goal of Modern Lean Management.
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Measuring the Management Process

Continuous improvement depends on one essential 
principle. What is never measured is rarely 
improved. Many organizations measure sales, 
production, quality, customer satisfaction, and 
financial performance. Far fewer measure the 
effectiveness of their management process.

Professional management recognizes that 
management itself is a business process. Like every 
other process, it can be measured to identify 
opportunities for improvement. The purpose of 
these measurements is not to evaluate individual 
managers. It is to evaluate how well the management 
system is working. For example, management teams 
can measure how many approved decisions were 
successfully implemented. 

A low implementation rate may indicate unclear 
ownership, unrealistic planning, or poor follow up. 
They can measure how many decisions were 
completed on time. Frequent delays may reveal 
overloaded managers, missing dependencies, or 
unrealistic schedules. Another useful measure is 
how often decisions require significant correction 
after implementation.

Some corrections are expected. Repeated corrections 
may indicate weak analysis, insufficient evidence, or 
inadequate discussion before decisions were 
approved. Management teams can also evaluate the 
effectiveness of their meetings. Did the meeting 
produce clear decisions? Were the right people 
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involved? Were previous decisions reviewed? Did the 
discussion create value? Follow up completion is 
another valuable measure. A decision without follow 
up is incomplete. Monitoring whether agreed actions 
are actually completed helps ensure that decisions 
become results.

Cross departmental collaboration can also be 
observed. Do managers work together effectively? 
Are responsibilities shared appropriately? Or do 
departmental boundaries continue to slow decision 
making? Finally, management can measure decision 
cycle time. How long does it take for an important 
proposal to move from identification to 
implementation?

Unnecessary delays often reveal opportunities to 
simplify the management process. None of these 
measurements are intended to judge individual 
managers. They are designed to improve the 
management system itself. Professional 
management measures the process. Not the people. 
When the process improves, the entire management 
team becomes more effective. That is how Modern 
Lean Management continuously strengthens the way 
an organization is led.

Learning From Decisions

Every significant management decision should 
eventually be reviewed. Not to determine who was 
right or wrong. But to determine what the 
management team can learn. Every decision is based 
on assumptions. Some assumptions prove to be 

mattiasbergstrom.com

https://mattiasbergstrom.com/


correct. Others do not. The only way to improve 
future decisions is to understand the difference. 
After implementation, the management team should 
return to the Decision Map and review the outcome. 
Begin by asking a simple question. 

Did we achieve the intended outcome? If the answer 
is yes, the discussion should continue. Why was the 
decision successful? Which assumptions proved to 
be correct? Which parts of the implementation 
worked particularly well? If the answer is no, the 
objective is not to assign blame. The objective is to 
understand what happened. What assumptions 
turned out to be incorrect? What unexpected events 
influenced the outcome? What risks were 
underestimated? What information was missing 
when the decision was made? Finally, ask one of the 
most valuable questions in professional 
management. What should we do differently next 
time? This question transforms experience into 
learning.

It allows the management team to improve its 
decision making process instead of simply moving 
on to the next issue. Sometimes the conclusion will 
be that the original decision was correct but poorly 
implemented. Sometimes the implementation was 
successful, but the original assumptions were 
flawed. Sometimes the management team will 
discover that the environment changed in ways that 
could not reasonably have been predicted. Each of 
these outcomes provides valuable knowledge.
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Professional managers understand that every 
important decision is an opportunity to improve. 
Success confirms good practices. Failure reveals 
opportunities to strengthen the management 
system. Both are valuable. Management therefore 
improves by learning. Not occasionally. But after 
every significant decision. That continuous learning 
is one of the foundations of Modern Lean 
Management.

Improving the Management System

Every management system can be improved. No 
meeting agenda is perfect. No decision process is 
complete. No management team has found the best 
way of working forever. Professional management 
therefore encourages continuous experimentation. 
The objective is not to change for the sake of change.

It is to make the management system simpler, 
clearer, and more effective over time. Sometimes 
improvement begins with the meeting agenda. 
Perhaps discussions should follow a different order. 
Perhaps more time should be allocated to strategic 
decisions and less to operational updates. Sometimes 
proposals can be improved. Better evidence. Clearer 
objectives. More realistic budgets. 

Better defined success measures. Sometimes the 
meeting structure itself needs adjustment. The right 
people may not be participating. Too many decisions 
may be discussed in one meeting. Or important 
follow up may be receiving too little attention. The 
information available to management can also 
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improve. Better reporting. Clearer financial 
information. More reliable customer feedback. More 
accurate operational data. Better information leads 
to better decisions. Communication should also be 
reviewed regularly. 

Managers should ask whether expectations are clear, 
responsibilities are understood, and decisions are 
communicated consistently throughout the 
organization. The management tools introduced 
throughout this book should evolve as well. 
Department Mind Maps should reflect changing 
responsibilities. Responsibility Maps should adapt as 
the organization grows. Decision Maps should 
become clearer as the management team gains 
experience. The goal is continuous refinement. 

Most importantly, professional management 
improves the system instead of blaming individuals. 
When the same problem occurs repeatedly, the first 
question should not be, “Who made the mistake?” It 
should be, “What in our management system 
allowed this to happen?” 

Improving the system prevents the problem from 
returning. Blaming individuals rarely does. That is 
one of the defining principles of Modern Lean 
Management. Strong management teams do not 
depend on perfect people. They build management 
systems that help ordinary people make consistently 
better decisions together.
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Lean Management Never Stops

One of the defining characteristics of professional 
management is the recognition that improvement 
never ends. There is no perfect management system. 
There is no final meeting agenda. There is no 
decision process that will remain effective forever. 
Businesses are constantly changing. Customers 
develop new expectations. Competitors introduce 
new ideas. Markets evolve. Technology advances. 
Regulations change. As the business changes, the 
management system must evolve with it.

Professional management is therefore iterative. 
Management teams observe. Then they improve. 
And they repeat the cycle. Each cycle strengthens 
the management system. Some improvements are 
small. A clearer agenda. A simpler proposal 
template. Better meeting preparation. More effective 
follow up.

Others fundamentally change how the management 
team works together. The size of the improvement is 
not what matters. The commitment to continuous 
improvement is. 

This is the essence of Modern Lean Management. 
Lean is not a project with an end date. It is not a 
certification. It is not a collection of tools. It is a 
disciplined way of reducing management waste, 
improving decisions, and continuously 
strengthening the management system.

Professional managers never assume they have 
found the best way of working. Instead, they keep 
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asking: “How can we make this better?” That single 
question keeps the management system relevant as 
the business evolves. 

Continuous improvement therefore becomes more 
than an activity. It becomes a permanent 
management discipline. The strongest management 
teams are not those that believe they have all the 
answers. They are the ones that continuously 
improve the questions they ask, the decisions they 
make, and the system they use to make them. That is 
what makes management truly lean.

Building a Professional Management Team

Throughout this chapter, we have challenged the 
traditional view of management. Management is not 
about hierarchy. It is not about authority. It is not 
about protecting departments or defending personal 
opinions. Professional management is a system. Its 
purpose is to help the company make better 
decisions.

A professional management team therefore works 
differently. It shares responsibility for the success of 
the entire business. It thinks beyond departmental 
boundaries. It replaces opinions with evidence. It 
makes decisions through a structured process. It 
reviews the results of those decisions. It learns from 
mistakes. And it continuously improves the 
management system itself. None of these disciplines 
are difficult on their own. The challenge is applying 
them consistently.
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That consistency is what transforms a group of 
managers into a professional management team. 
This is Modern Lean Management. A management 
system built on shared responsibility, structured 
decision making, evidence, continuous learning, and 
continuous improvement. When management 
improves, the business improves. Better decisions 
create better execution. Better execution creates 
better results. And better results create a stronger 
company. That is the purpose of management. That 
is the purpose of Modern Lean Management.

Management is not a title. It is not authority. It is not 
meetings. It is not hierarchy. It is a professional 
discipline built on shared responsibility, evidence 
based decisions, continuous learning, and 
continuous improvement. 

Like every other business process, the management 
system should be continuously improved. 
Professional management is never finished. It simply 
becomes better.
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Appendix A - 

Department Mind Map

Professional managers often wear more than one 
hat. A CTO is still an engineer. A Sales Manager may 
still have customers. A Founder may also be 
responsible for finance, hiring, and product 
development. Without a clear structure, managers 
constantly switch between responsibilities. 
Important tasks are forgotten, priorities become 
unclear, and management discussions become 
reactive instead of deliberate. 

The Department Mind Map is a simple tool for 
organizing everything that belongs to one 
management responsibility. Create one map for 
every department or responsibility you manage. Do 
not combine departments into a single map. When 
you are working on Sales, think only about Sales. 
When you are working on Finance, think only about 
Finance. 

When you enter a management meeting, you 
consciously switch between these perspectives. This 
creates mental clarity and reduces management 
waste.

How to Build a Department Mind Map

Write the department name in the center. Around it, 
create branches for the areas you are responsible for. 
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Examples include: Stakeholders, Who depends on 
this department?, Customers, Employees, Other 
departments, Suppliers, Partners, Authorities,

Responsibilities: What is this department 
accountable for?

Current Projects: Major initiatives currently 
underway.

Recurring Activities: Daily, weekly, monthly and 
quarterly work.

Risks: What could prevent success?

Opportunities: Where can this department improve?

Decisions Needed: Questions that should be brought 
to the management team.

Metrics: How do you know the department is 
succeeding?

Resources: People, systems, budgets and external 
support.

Example:  Sales, Stakeholders, Customers, 
Marketing, Finance, Customer Success, 
Responsibilities, Revenue, Forecasting, Pipeline, 
Customer relationships, Current Projects, CRM 
implementation, Enterprise sales strategy, Risks, 
Weak pipeline, Long sales cycles, Customer 
concentration, Decisions Needed, Hire another 
salesperson?, Increase prices?, Enter a new market?

Management Tip:  Do not try to remember 
everything. Build your mind maps. Review them 
regularly. Update them when responsibilities 
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change. Professional managers organize their 
thinking before they organize other people.
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Appendix B - 

Responsibility Map

One of the most common sources of management 
waste is unclear responsibility. People assume 
someone else is responsible. Multiple people work 
on the same problem. Important tasks are forgotten 
because everyone believed someone else owned 
them. 

Professional management removes this ambiguity. A 
Responsibility Map makes ownership visible across 
the entire management team. It is not an 
organization chart. It is a management tool.

How to Use the Responsibility Map:  List every 
significant business responsibility.

For each responsibility identify: The Primary Owner. 
Supporting Managers or Departments. How often the 
responsibility should be reviewed.

Every responsibility should have one Primary 
Owner. Many people may contribute. Only one 
person is accountable for ensuring the work is 
completed. If ownership is unclear, the management 
team must decide.

As you build the map, ask: Is every important 
responsibility assigned? Does every responsibility 
have a clear owner? Are responsibilities duplicated? 
Are there responsibilities that belong to another 
department? Has the business changed since this 
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map was last reviewed? If the answer to any of these 
questions is yes, update the map.

Management Tip: Responsibilities change. People 
change. Companies grow. Review the Responsibility 
Map regularly. A management team should never 
rely on assumptions about who owns an important 
business responsibility. Ownership should always be 
visible.
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Appendix C - 

Standard Management Meeting 

Agenda

The purpose of a management meeting is not to 
share information. It is not to provide status updates. 
It is not to discuss everything. The purpose of a 
management meeting is to make the best possible 
business decisions for the company. This agenda 
provides a repeatable process that helps 
management teams eliminate waste, improve 
decision quality, and maintain accountability. Use 
the same agenda for every meeting.

Standard Agenda

1. Opening

- Confirm attendees.

- Review the meeting agenda.

- Approve the previous meeting minutes.

Objective: Ensure everyone starts with the same 
understanding.

2. Review Previous Actions

- For each open action:

- Has it been completed?

- If not, why?
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- Is additional support required?

- Should the deadline change?

-  Do not reopen completed decisions unless new 
evidence exists.

Objective: Maintain accountability.

3. Business Overview

Each manager highlights only significant 
developments.

Examples:

- Sales

- Product

- Engineering

- Operations

- Finance

- Customer Success

- HR

- Keep updates brief.

- Only raise topics requiring management attention.

Objective: Build a shared understanding of the 
business.

4. Decision Proposals

Each proposal follows the standard Decision 
Proposal Template.

For every proposal discuss:
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- The business problem.

- Supporting evidence.

- Alternatives considered.

- Risks.

- Expected business impact.

- The management team challenges assumptions 
before reaching a decision.

Objective: Make evidence based decisions.

5. Decisions

For every approved decision record:

- Decision.

- Owner.

- Deadline.

- Success criteria.

- Review date.

- If consensus cannot be reached, postpone the 
decision until sufficient evidence is available unless 
immediate action is required.

Objective: Turn discussion into commitment.

6. New Actions

Assign every agreed action.

Each action must have:

- One owner.

- One deadline.
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- A clear expected outcome.

- Avoid assigning actions to groups.

- Ownership belongs to one person.

Objective: Ensure every commitment becomes work.

7. Meeting Review

Before ending, ask:

- Did we make the important decisions?

- Did we spend time on the right topics?

- What should we improve before the next meeting?

- Improve the meeting process continuously.

Objective: Improve the management system.

Ground Rules: Company before department. 
Evidence before opinion. Challenge ideas, never 
people. Once a decision is made, everyone commits. 
Record every significant decision. Follow up every 
commitment. Continuously improve the process.

Meeting Checklist

☐ Previous actions reviewed

☐ Business overview completed

☐ Decision proposals evaluated

☐ Decisions recorded

☐ Owners assigned

☐ Deadlines agreed

☐ Review dates scheduled
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☐ Meeting improvement identified
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Appendix D - 

Decision Proposal Template

Every significant management decision should be 
supported by a written proposal. The purpose is not 
to create bureaucracy. The purpose is to improve the 
quality of decisions. Writing a proposal forces the 
author to clarify the problem, evaluate alternatives, 
identify risks, and present evidence before asking 
the management team to commit company 
resources. 

Not every decision requires a proposal. Routine 
operational decisions can usually be handled within 
the responsible department. Use this template 
whenever a decision has a significant impact on the 
business, requires management approval, or affects 
multiple departments.

Decision Proposal -  Proposal Title - A short, 
descriptive title.

Example:

- Increase Product Pricing by 5%

- Hire an Additional Sales Representative

- Launch Product in Germany

Prepared By -  Manager responsible for the proposal.

Date - Current date 

Decision Requested
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- State clearly what the management team is being 
asked to approve.

- One sentence should be enough.

Business Problem - Describe the problem or 
opportunity.

Answer questions such as:

- What is happening?

- Why does it matter?

- What happens if we do nothing?

Supporting Evidence - Present objective information.

Examples include:

- Financial data

- Customer feedback

- Sales trends

- Market research

- Operational metrics

- Technical analysis

- Legal or regulatory requirements

Separate facts from assumptions.

Alternatives Considered - Describe the realistic 
alternatives.

For each alternative explain:

- Benefits

- Drawbacks
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- Estimated cost

- Expected outcome

Always include the option of taking no action.

Risks - Identify the major risks.

Consider:

- Financial

- Operational

- Technical

- Customer impact

- Legal or compliance

- Reputation

- Resource availability

Where possible, explain how risks can be reduced.

Recommendation - Explain why this is the preferred 
option.

Focus on business outcomes rather than personal 
opinions.

Business Impact

Describe the expected effect on:

- Revenue

- Costs

- Customers

- Employees
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- Operations

- Product or service quality

- Strategic objectives

Resources Required - List the expected investment.

Examples:

- Budget

- People

- Systems

- Equipment

- External suppliers

- Time

Implementation Plan - Outline the major 
implementation steps.

Include expected milestones where appropriate.

Success Criteria - How will the management team 
know the decision was successful? Use measurable 
outcomes whenever possible.

Review Date - Specify when the decision should be 
reviewed.

Many decisions should be reviewed after 30, 90, or 
180 days, depending on their nature.

Management Checklist

Before presenting a proposal, ask yourself:
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☐ Is the problem clearly defined?

☐ Is the evidence objective?

☐ Have realistic alternatives been considered?

☐ Have the major risks been identified?

☐ Is the recommendation supported by evidence?

☐ Is the expected business impact understood?

☐ Have success criteria been defined?

☐ Has a review date been scheduled?

If you cannot answer “Yes” to every question, 
improve the proposal before asking the management 
team to make a decision.
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Appendix E - 

Decision Register

Management teams make hundreds of decisions 
every year.

Many of them are forgotten. The same questions 
return to future meetings.
People remember decisions differently. New 
managers have no record of why important choices 
were made. The Decision Register creates a 
permanent record of significant management 
decisions.

It is not a meeting minute. It is the management 
team’s memory. Use it to record every important 
decision, who owns it, when it should be completed, 
and when it should be reviewed.

Field Descriptions

Decision ID - Assign a unique identifier to every 
decision. Example: - D-2026-014 This makes it easy to 
reference previous decisions in future meetings.

Decision - Describe the approved decision in one 
sentence.

Example:

• - Increase prices by 5% beginning October 1.
• - Recruit a Senior Backend Engineer.
• - Approve the CRM implementation project.
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Owner - The person responsible for implementing 
the decision. There is always one owner.

Due Date - The expected completion date.

Status - Examples include:

• - Planned
• - In Progress
• - Completed
• - Delayed
• - Canceled

Review Date - The date the management team will 
evaluate the results.

• - Not every review waits until completion.
• - Long projects should have scheduled 

progress reviews.

Outcome - Complete this field during the review.

Examples:

• - Achieved expected results.
• - Partially successful.
• - Objectives not achieved.
• - Further action required.

Ask:
• - Which decisions have been completed?
• - Which are overdue?
• - Which require management support?
• - Which are ready for review?
• - Never remove completed decisions.
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They become part of the company’s management 
history and provide valuable lessons for future 
decisions. A management team that cannot 
remember its decisions cannot continuously 
improve.
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Appendix F - 

Decision Review Template

A decision is not complete when it has been 
implemented. It is complete when the management 
team has learned from the result. Some decisions 
achieve exactly what was expected. Others produce 
unexpected outcomes. Both provide valuable 
learning. The purpose of the Decision Review is not 
to assign blame. It is to improve future decisions. 
Review every significant decision after 
implementation using this template.

Decision Review

- Decision ID - Reference the Decision Register.

- Example: D-2026-014

- Decision - Briefly describe the decision.

- Review Date - 

- Review Participants - List the managers involved in 
the review.

- Expected Outcome - What did we expect when the 
decision was made?

Actual Outcome

What actually happened? - Use evidence whenever 
possible.

Examples include:
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- Revenue

- Costs

- Delivery time

- Customer satisfaction

- Product quality

- Employee feedback

- Operational performance

What Worked Well? - Identify the assumptions that 
proved correct.

What should the management team repeat in future 
decisions?

What Did Not Go as Planned? - Identify unexpected 
problems.

- Avoid assigning blame.

- Focus on understanding why the outcome differed 
from expectations.

What Did We Learn? - Summarize the key lessons.

Consider:

- Was the evidence sufficient?

- Did we underestimate risks?

- Did implementation create unexpected challenges?

- Were responsibilities clear?

- Did we review the right information?

What Should We Do Next?

mattiasbergstrom.com

https://mattiasbergstrom.com/


Choose one of the following:

- Continue as planned.

- Make adjustments.

- Reverse the decision.

- Escalate for further management review.

- Record any new actions in the Decision Register.

Process Improvement

Ask the management team:

- How could we have made a better decision?

- What information was missing?

- Should we improve our proposal template?

- Should we improve our meeting process?

- Should we improve our follow up?

- Every review should improve the management 
system.

Review Checklist

☐ Expected and actual outcomes compared

☐ Results supported by evidence

☐ Successes identified

☐ Problems understood

☐ Lessons documented

☐ Follow up actions agreed

☐ Improvements made to the management process
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Management Principle

A poor decision that is honestly reviewed becomes 
experience.

A successful decision that is never reviewed 
becomes luck.

Professional management improves by learning 
from every important decision.
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Appendix G - 

Your First Management Meeting

Congratulations! You have reached the end of 
Modern Lean Management. The principles in this book 
only become valuable when they are applied. Do not 
wait until everything is perfect. Start with your next 
management meeting. You do not need new 
software. You do not need consultants. You only need 
a management team willing to work together as 
professionals. Use this checklist to begin building 
your management system.

Before the Meeting

☐ Make sure the whole management team reads this 
book.

☐ Agree to improve the business, not individual 
departments.

☐ Schedule a dedicated management meeting.

☐ Share the standard agenda in advance.

☐ Ask each manager to prepare any decision 
proposals before the meeting.

During the Meeting

Step 1. Review Responsibilities

- Confirm who is responsible for each major business 
responsibility.
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-Update the Responsibility Map.

Step 2. Create Department Mind Maps

Each manager should have created Department 
Mind Map.

Identify:

- Responsibilities

- Stakeholders

- Current projects

- Risks

- Opportunities

- Decisions requiring management attention

Step 3. Review Current Business Priorities

Discuss the business as a whole.

Avoid departmental optimization.

Focus on the company’s most important challenges 
and opportunities.

Step 4. Evaluate Decision Proposals

Review proposals using the Decision Proposal 
Template.

Challenge assumptions.

Ask for evidence.

Consider alternatives.

Decide what is best for the company.
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Step 5. Record Decisions

Record every significant decision in the Decision 
Register.

Assign:

- One owner

- A target completion date

- A review date

Step 6. Agree on Actions

Every action should have:

- One owner

- One deadline

- At least one expected outcome

- Do not leave actions unassigned.

Step 7. Improve the Management Process

Before ending the meeting, ask:

- What worked well?

- What wasted time?

- How can our next meeting be better?

- Agree on one improvement before the next 
meeting.

After the Meeting

☐ Distribute the decisions.
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☐ Follow up on actions.

☐ Update the Decision Register.

☐ Prepare reviews for completed decisions.

☐ Continue improving the management process.
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Remember This

Modern Lean Management is not a project. It is not a 
new meeting format. It is not another management 
theory. It is a professional discipline. Every meeting 
is an opportunity to make better decisions. Every 
decision is an opportunity to learn. Every 
improvement strengthens the management system. 
The objective is not perfect managers. The objective 
is a management team that continuously improves 
the way it manages the business.

Continue the Work

Management is one of the few professions that most 
people enter without ever being taught how to 
practice it. That can change. The principles in this 
book are intended to help management teams make 
better decisions, reduce waste, and build stronger 
companies. Every organization is different. Applying 
these ideas requires understanding your business, 
your people, and your challenges.

If you would like to discuss how these principles can 
be applied within your organization, or explore 
workshops, advisory work, or management 
consulting, you are welcome to get in touch.
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