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A  N O T E  B E F O R E  Y O U  R E A D

This work is offered for education and leadership development. It is not legal, financial, accounting, investment, medic‐
al or psychological advice; take the advice of a qualified professional who knows your circumstances. Companies and
events are described from the public record as the author understands it; characterisations are the author’s analysis. Ex‐
amples are illustrative, and no particular outcome is promised to any reader.

A B S T R A C T

Fifteen working pages, the diary, the counts, the note upward, the returned decision and the agree‐
ment, ready to carry into a week. The chapters of this book describe five practices as people doing
them. This chapter holds the working pages: the diary, the counts, the question card, the one-page note,
the lists and the agreements that the earlier chapters point to and do not print. Each page is meant to
be photocopied, filled in by hand and kept in a folder that the convenor of Chapter 6 looks after. Noth‐
ing here needs software.  The pages  follow the order of  the first  ninety days,  not  the order of  the
chapters. Each opens with a line saying where it comes from and when it is used. Where a page gives a
script, the words are a starting point; say them in your own voice. Where it gives a time, the time is a
planning guide from practice, not a finding.
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C H A P T E R  S E V E N

The Field Manual
Fifteen working pages, the diary, the counts, the note upward, the returned decision and the agreement,
ready to carry into a week.
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How to use these pages

The chapters of this book describe five practices as people doing them.36 This chapter holds the working
pages: the diary, the counts, the question card, the one-page note, the lists and the agreements that the
earlier chapters point to and do not print. Each page is meant to be photocopied, filled in by hand and
kept in a folder that the convenor of Chapter 6 looks after. Nothing here needs software.

The pages follow the order of the first ninety days, not the order of the chapters. Each opens with a line
saying where it comes from and when it is used. Where a page gives a script, the words are a starting point;
say them in your own voice. Where it gives a time, the time is a planning guide from practice, not a find‐
ing.

Two rules govern the whole manual. Write down what happened, not what you wish had happened. A di‐
ary kept to look good, a span counted from the chart and a log tidied before it is read all teach the opposite
of what the practice is for. And answer everything you collect: a note upward with no reply, a returned de‐
cision reversed, a log read and not discussed, each tells people their knowledge stops where it was written
down.

What  these  pages  do  not  contain  is  the  design  of  any  arrangement  for  sharing  a  gain:  proportions,
thresholds, timing or terms. Those belong to each organisation and the people it covers, and they are de‐
cided separately. The canon's book on management is plain about what pages like these cannot do on their
own: "The tools without the inner work are shells." Use them as a way of seeing, not as a substitute for it.

1 · The week diary

From Chapter 1. Kept for one ordinary week in days one to ten, and again for one week at the end of each month.

Write each entry at the end of the block it describes, not at the end of the day. A block is a quarter of an
hour, or one meeting, or one unplanned conversation. Record the conversations nobody booked as well as
the ones in the calendar.

Week of:

My two or three written priorities this quarter:
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D AY A N D
T I M E

W H AT  T H E  B L O C K
A C T U A L LY H E L D

W H O  A S K E D  F O R  I T  ( M E  ·  T E A M  ·  M Y
M A N A G E R  ·  P E E R  ·  O U T S I D E )

W H O  E L S E  C O U L D
H AV E  D O N E  I T

M O V E D  A  P R I O R I T Y ?
( Y E S  /  N O)

Reading it. Do not read it until Friday. A diary read on Tuesday changes Wednesday, and then the week is
no longer ordinary.

2 · Reading the week back

From Chapter 1. Used on the Friday of each diary week, about an hour, with the convenor if you wish.

Count the blocks in each group and write the totals.

Q U E S T I O N C O U N T  O F  B L O C K S W H AT  I T  S U G G E S T S

Asked for by me

Asked for by my team

Asked for by my own manager

Asked for by peers

Asked for by people outside

Could have been done by someone else

…and that person would have learned from it

Moved one of my written priorities

Longest unbroken block spent on a priority (minutes)

Then answer four questions underneath.

Which hours were the job, and should stay exactly where they are?

Which recurring piece of work could go to a named person, with authority to decide?

Which hours did my own manager write, and would he choose them if he saw this page?
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Where, next week, are two or three longer blocks for the work only my position can do?

Reading it. Expect most hours to have been asked for by other people. That is ordinary. The question is
whether the hours that only your position can fill are among them. Show this page to your own manager,
with his hours marked plainly and without complaint.

3 · The standing meetings

From Chapter 1. Used once in days eleven to thirty.

M E E T I N G H O W  O F T E N ,
H O W  L O N G

W H O
AT T E N D S

L A S T  D E C I S I O N  I T
C H A N G E D,  A N D  W H E N

W H AT  W O U L D  B E  L O S T  AT  H A L F  T H E
F R E Q U E N C Y,  W I T H  A  N O T E  B E T W E E N

K E E P  ·  H A LV E  ·
C H A N G E  ·  E N D

Watch for. A meeting that changes no decisions but holds two teams together. It is doing work; change its
form, not its existence. Ask the people who attend before you end anything.

4 · The span count

From Chapter 2. Used in days one to ten for your own position, and in days twenty-one to fifty with each manager
who reports to you.

Position:

Week of:

S PA N H O W  I T  I S  C O U N T E D N U M B E R

Formal span Names on the chart who report to this position

Daily span Of those, how many are at work while you are, on an ordinary day
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S PA N H O W  I T  I S  C O U N T E D N U M B E R

Working span Different people who brought you something needing a decision or a conversation this
week

Unheld span People you are responsible for with no working contact in the last month

Off-chart
relationships

Contractors, people on dotted lines, informal leads, peers whose work is the other half of
yours

Gulick's three questions. Answer each in a sentence.

How different are the kinds of work the people in this span do?

How much of the week is actually available for them, once everything else is met?

How far apart are they, in place and in hours?

Reading it. If the unheld span is above a handful, write the names, and beside each one the name of the per‐
son who in practice holds them now, if anyone does. Those names are usually the informal leaders. If the
working span is much larger than the formal span, people are reaching past someone to get to you, and the
next question is why.
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5 · The arithmetic, for one conversation
H A U T E  L U M I È R E  ·  T H E  M A N A G E R ' S  W E E K  ·  C H A P T E R  S E V E N

5 · The arithmetic, for one conversation

From Chapter 2, after Graicunas (1933). Used only to show a director why load grows faster than headcount.

For a manager with n direct reports, Graicunas counted the possible relationships as:

n × (2 to the power n, halved, + n − 1)

D I R E C T  R E P O R T S R E L AT I O N S H I P S  (G R A I C U N A S)

2 6

3 18

4 44

5 100
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D I R E C T  R E P O R T S R E L AT I O N S H I P S  (G R A I C U N A S)

6 222

What it does not tell you. The right span for any position. Most possible groups never form, and nobody
holds these numbers consciously. Its use is to make one point: a team that works closely together asks more
of its manager than its headcount suggests.

6 · Reshaping a span

From Chapter 2. Used in days twenty-one to fifty, once the counts are done.

Tick the pattern the count shows, then write the proposal in three sentences.

PAT T E R N A N S W E R W H O S E  D E C I S I O N

The span is too wide for the work Another manager, or a split Your own manager

Relationships are held by the
wrong person

Move them Often yours

Informal leaders are already
doing the work

Name the groups they hold; give protected time and the
decisions they already take

Yours, with your manager's
agreement

For each new group.

G R O U P
L E A D

P E O P L E  I N  T H E
G R O U P

P R O T E C T E D  T I M E  P E R
W E E K

D E C I S I O N S  T H E  L E A D  N O W
T A K E S

W H O  H O L D S  T H E  N E W E S T
P E R S O N

Before you propose it. Ask each person who will lead a group, privately, what they will stop doing to make
the time. Ask the people inside the old structure who works well with whom. Do not split a pair who have
held a shift together for years without asking them first.

7 · The question card and the sorting

From Chapter 3. Used every time a significant decision is carried down, from day thirty-one.

Carry it down first, in person. Say four things in your own words: what was decided; why; what you think
of it; what you do not yet know.

Then ask the card. Write it once and ask it the same way each time:

What do you know about this that the people who decided it might not?
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Sort what you hear. Put each answer in one column while you listen or straight afterwards.

F O R E C A S T  ( W H AT  W I L L
H A P P E N )

P R E F E R E N C E  ( W H AT  I  W O U L D  H AV E  D O N E
I N S T E A D)

G R I E VA N C E  ( W H AT  T H I S  H A S  C O S T  U S
B E F O R E )

Forecasts go up as evidence. Preferences are noted and honoured in the room. Grievances are separated
into their forecast, which goes up, and their history, which is a conversation for another day.

8 · The note upward

From Chapter 3. Sent within a week of carrying a decision down.

To:

Decision:

Carried to the team on:

1 · What the team understood and accepts.
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2 · What it will cost them, said plainly.

3 · What they know that the decision may not have accounted for. Give enough detail that someone design‐
ing the change could act on it, and name the people who saw it, with their permission.

I am asking for one thing: a reply.

Mistakes to watch for. Sending it by email without the conversation first. Carrying the grief up instead of
the forecasts. Asking for a reversal. Writing it in the language of the slides. Stopping after one unanswered
note: send it for three weeks, then take the unanswered notes to your own manager as the subject of a con‐
versation.

9 · The escalation list

From Chapter 4. Kept for one ordinary week in days one to ten, on the same page as the diary if you wish, and again
for a week at the end of days forty-one to seventy.

D AY A N D  T I M E W H AT  WA S  B R O U G H T  T O  M E W H O  B R O U G H T  I T H O W  I T  A R R I V E D  ( I N  P E R S O N  ·  M E S S A G E  ·  M E E T I N G ) T  O R  A

T means technical: the knowledge exists, and the decision is genuinely mine, by role or because only I hold
the knowledge. A means the team has the knowledge and lacks the authority, the limit or the confidence.

Reading it. Group the As into kinds. Most lists fall into three or four. The kinds are what you return. Then
look for the As you have been keeping because you enjoy answering them; there are usually one or two. For
the Ts that recur, write the answers on a shared page with the date and give it to the team to correct.
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10 · Returning a class of decision
H A U T E  L U M I È R E  ·  T H E  M A N A G E R ' S  W E E K  ·  C H A P T E R  S E V E N

10 · Returning a class of decision

From Chapter 4. Used once for each kind of decision returned, from day forty-one, at a meeting with the people who
will hold it.

The class of decision:

Say four things, in this order, every time.

This decision is now yours.
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The limit is …, and outside it is … (a number or a rule, set close to what you would have approved
anyway).

When a case is unclear, ask … (usually not you).

A reasonable decision made inside the limit will be backed by me, including when it turns out to be wrong.

For the newest people. Write a narrower limit, or the smaller form of the decision: being asked what they
would do before being told.

The weekly review (twenty to thirty minutes).

H A R D
C A S E

D E C I S I O N
M A D E

W O U L D  I  H AV E  D E C I D E D
D I F F E R E N T LY ?

W H AT  I T  T E L L S  U S  A B O U T  T H E
L I M I T

C H A N G E  T O  T H E  L I M I T,  I F
A N Y

Rules. Never reverse a returned decision that can stand. Ask what a case teaches about the limit, never who
got it wrong. Widen the limit at each review while it holds. Tell your own manager which classes you have
returned, so that he does not undo the design from above.

11 · The development ledger

From Chapter 5. Kept from day forty-one and read every quarter.

P E R S O N J O I N E D
T H E  T E A M

S T R E T C H  P I E C E S  O F
W O R K  G I V E N  T H I S
Q U A R T E R

D E C I S I O N S  T H E Y
N O W  H O L D

C O N V E R S AT I O N  A B O U T  W H AT
T H E Y WA N T  N E X T  ( D AT E )

M O V E D  T O  A  L A R G E R
R O L E  ( D AT E ,  W H E R E )

Reading it. Look at the third column across the whole team. If the stretch pieces have gone to the same few
people, write down why, honestly. Treat a move to a larger role elsewhere in the organisation as a credit,
not a loss.

12 · The fortnight away

From Chapter 5. Prepared three weeks before a period of leave, and read on return.

Three weeks before. Write the handover in draft and show it to the team, blank lines and all.

P I E C E  O F
W O R K

W H O  H O L D S  I T  W H I L E  I
A M  AWAY

W H AT  T H E Y M AY D E C I D E
A L O N E

W H AT  N E E D S  S O M E O N E  E L S E ,
A N D  W H O

H O U R S  T O G E T H E R
B E F O R E  I  G O
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The one reason to ring me:

The log, kept by the team while I am away. One line for every decision that would normally have come to
me.

D AT E D E C I S I O N W H O  M A D E  I T W H Y

On return. Read the log in full. Take the decisions you would have made differently to the next review. Re‐
verse nothing that can stand. File the log beside the history in the measurement folder, and keep it again
each time you are away.

Mistakes to watch for. Reading email. Choosing the holder of the hardest piece of work by who is already
strongest. Reversing the first decision in the log.

13 · The measurement agreement

From Chapter 5. The history it reads is copied and dated before day eleven; the conversation is held in days sixty-one
to ninety.

Who is  in  the  room. The person  who  holds  the  records  (finance  or  human resources).  The manager.
Someone who speaks for the people whose work is measured. The person who will do the calculation and,
if that person reports to one of the others, someone who will check it.

The questions, in order.

What, in plain words, is changing in how this team is managed?

If it works, what would change in records the organisation already keeps?

What do those records show over the fixed history of one to two years? What does an ordinary period
look like?

What second measure travels with each, and would move if the first improved for the wrong reason?

What could move the numbers for reasons nobody here controls, and how will each be allowed for?

Who calculates, and who checks?

How, and how often, is the result shown to the team, in the same form the organisation sees it?
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The pairs.

M E A S U R E R E C O R D  I T  C O M E S  F R O M T R AV E L S  W I T H R E C O R D  I T  C O M E S
F R O M

Regretted departures Payroll and exit records Quality of the team's work

Internal moves and promotions out
of the team

Personnel system How the people promoted did in
their new roles

Time for a new joiner to lead work
unsupervised

Dates of first
unsupervised work

Errors in the first year

Decisions made below the manager The decision log (page 12) Decisions later reversed, and their
cost

The one-page agreement. Fill it in together and sign it before anything changes, or, if it has begun, from
today.

What is changing

Measures and their records

Second measures and their records

History used, and the ordinary range it shows

Things nobody controls, and how each is allowed for

Who calculates; who checks

How and how often the result is shown, and to whom

What happens if a record or system changes

Date agreed

Signed

Reading the figures. Plot each against the ordinary range of the history. Treat a point as news only when it
falls outside the range or when several in a row move the same way. One quiet quarter is not yet a gain.

14 · The ninety days on one page

From Chapter 6.

D AY S P R A C T I C E W H O T I M E  I T  T A K E S W H AT  I T  P R O D U C E S E A R LY S I G N  I T  I S
G O I N G  W R O N G

1–10 Read: the diary, the escalation list,
the span count, the decisions that

A first-guess page on
where capacity goes
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D AY S P R A C T I C E W H O T I M E  I T  T A K E S W H AT  I T  P R O D U C E S E A R LY S I G N  I T  I S
G O I N G  W R O N G

waited; fix a dated copy of the
history (pages 1, 4, 9)

Manager;
convenor;
records partner

About an
hour a day for
a week

People asking what
the new initiative
is called

11–
30

Change the week: tell the team,
protect blocks, hand one piece of
work on, review standing
meetings; show the reading to your
own manager (pages 2, 3)

Manager Two hours to
read; one
meeting

Longer blocks used
for the work only the
position can do

Protected blocks
filled again within
a fortnight

21–
50

Reshape the span, your own and
each manager's (pages 4 to 6)

Manager; each
manager below

An hour per
count

A structure that
matches the week; a
named holder for
each newest person

People saying yes
to leading a group
too quickly

31–
60

Carry knowledge up (pages 7, 8) Manager; each
manager below

An hour per
decision

Notes upward,
replies, a design that
changed

Notes unanswered

41–
70

Return the work (pages 9, 10) Manager; each
manager below

One meeting
per class; a
weekly review

Classes of decision
held by the team

The As in a
returned class do
not fall

61–
90

Measure and test (pages 11 to 13) Records partner
leads; manager;
team; calculator

Two meetings
of 90 minutes;
a week away

A signed agreement;
a decision log

Someone in the
room goes quiet;
email read during
leave

15 · The day-ninety review and the first Monday

From Chapter 6. A meeting of the manager and the convenor, about two hours.

Bring the first-guess page, both diary weeks, the span counts, the notes upward and their replies, the escal‐
ation lists, the development ledger, the log of the week away and the signed agreement. Ask, in order:

Where was the first guess right, and where was it wrong?

How much of the week now goes on the work only the position can do?

Which spans changed, and who now holds the newest people?

Which decisions from above changed because a note carried something up in time?

Which classes of decision now sit with the team, and how did the first ones hold?

What did the team do during the week away?

Which of the managers below have begun to change their own weeks, and which have not?

business.hautelumiere.life/library/the-managers-week · business.hautelumiere.life

1. 

2. 

3. 

4. 

5. 

6. 

7. 

T H E  F I E L D  M A N U A L

16

https://business.hautelumiere.life/library/the-managers-week
https://business.hautelumiere.life/


Which practice is not yet real, and what would make it real?

What not to conclude. That capacity has changed (ninety days show whether practices are kept). That one
quiet quarter of departures is a gain. That a smooth week away proves anything on its own.

For anyone who wants to begin with less, on the first Monday.

Keep a diary of today, with one mark beside each entry: who asked for it.

Write down every question brought to you today, and mark whether the person could have answered it
if they had known they were allowed to.

Find one block of two hours next week for the work only your position can do, write one word in it,
and tell the people who would otherwise fill it when you will be reachable instead.

The weeks your managers keep

A manager's week is mostly written by other people. Read back, it shows where an organisation's capacity
goes, and how much of it could be given back.

Luminous Prosperity Inc. takes this work into organisations as a gainshare. The flow is opened from the in‐
side, with the people who already hold what the firm knows. The gain is counted from records the firm
already keeps, against a measure both sides sign before anyone knows the answer, and the house is paid as a
share of what is found: between thirty and ten per cent of it.

The field manual carries one manager through one week. Reading the weeks of a whole layer of managers,
and counting what returning the work is worth, is done in the building. That begins with a conversation.
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