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«Most of what we call
management is about
making it difficult for 
people to do their job»

Peter Drucker



“Most corporate planning is like a ritual rain dance. It has 

no effect on the weather, but those who engage in it think 

it does. Much of the advice and instruction is directed at 

improving the dancing, not the weather” - Russel L. 

Ackoff











Processes
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Environment

People

Stable Volatile

X Type Y Type

Fixed AdaptiveFlexibility

Centralised DistributedSelf-regulation



The Viable 
Map

Management Model
Set of positions on the map

budgeting

BEYOND budgeting 
(any coherent combination 
to the right of budgeting)

COHERENCE = VIABILITY
Degree of vertical alignment



1. The problems with traditional management

2. The Beyond Budgeting model

Cases: Handelsbanken, Miles, Reitangruppen

3. The Borealis case

4. The Statoil case

5. Beyond Budgeting and Agile

6. Implementation advice

Wiley (US). Translated to German, Chinese, Japanese 

and Russian
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Budget

OK

Not 

OK

OK?

OK?

OK?

OK?

OK?

Is this really  

necessary?

Do I have a   

budget for this?

What is good enough? 

How much value is this 

creating?

Is this within my execution 

framework?

– cost conscious from the first cent



Traditional 

cost budget

Burn rate 

guiding

Relative 

constraints

Unit cost 

input/output

Unit cost vs 

peers

EBIT 

RoACE 

(abs/rel)

Control charts 

Moving averages

Absolute 

constraints

Monitoring

only

Xx

Xx

Xx

Xx

Xx

Xx

Xx

Xx

1003,4 ~1000

EUR/unit

EUR/customer

EUR/employee

1. quartile

Better than 

average

Increasing 

autonomy 

and flexibility

Bottom line 

focus only

No constraints, just 

monitoring of actual cost 

development. Intervene 

if needed only

Increasing 

need for 

strong values 

and clear 

direction

Detailed and 

annual


