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Templates and tools
in facilitating

Management Teams
in the management process



Goal-based Leadership - © Krister Forsberg  - Version 1.4

This method for the management process is based on many lessons learned
from facilitating Management Teams. It was developed to meet five specific
criteria:

1. Generic – applicable to all organisations in terms of size, type, level and
management system
2. Selective – identifying the vital few pieces of information in order to exclude
what is less important
3. Stakeholder focused – the process must be centred on how key
stakeholders evaluate the organisation!s performance and capability, and on
collaboration with those stakeholders
4. Fast – applicable on all levels/units in parallel to save lead-time. All steps
interrelate seamlessly for the desired outcome
5. Complete – provide support throughout the process from initial analysis to
follow up on strategy implementation including progress reviews of actions and
goals achieved
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Supply chain
analysis

Stakeholder
analysis

Identify
success 
factors

Identify
goals

Identify 
actions

Create
action plans

Carry out
actions

Measure
and report

Management
review

The management process
- the 9 step method

Set 
direction

Set
goals

Lead and
manage
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Goal Owner
The head of the unit
Make the decisions

Goal Driver
Allocate resources, and
follow up progress and performance

Members
The Management Team

Relation Manager
Dialog with the key
stakeholders

Facilitator
Facilitating the Management Team
Building consensus

Data

Measurement data Owner
Compiling data and
preparing reports

Roles in the management process
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Roles in the workshop

The workshop process

Facilitator (manage the process)
- The method, tools and techniques
- The rules and norms set
- The climate
- The consensus building

Participants (content owners)
- The purpose of the meeting
- The task
- The decisions
- The agenda items



Goal-based Leadership - © Krister Forsberg  - Version 1.4

Analysis of supply chain and business environment
- The Supply-chain map

The own
  organization

Society

   Customer    End-userSupplier  Sub-supplier

Standardization
bodies

Financial
marketOwner Labor

market

Competitors

Leading
organizations

   Partners 

<Trend> <Event> ”Post-it”

example

example

What Trends and Events do we in our Management Team have to act on?
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Delivery analysis
 - Delivery map

Input

The own
  organization

Output

What, From, To, Purpose

W: ……
T: ……
P: ……………………………

W: ……
F: ……
P: ……………………………

W: ……
F: ……
P: ……………………………

W: ……
T: ……
P: ……………………………

W: ……
F: ……
P: ……………………………

W: ……
T: ……
P: ……………………………

<opportunity> ”Post-it”<problem>

example

What is supplied and what is the purpose?

What deliveries cause us problems?
What deliveries have potential opportunities?
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Stakeholder analysis
- Map of key stakeholders

Supplier
- <Characteristic> 
- 

Supplier
-

Supplier
-

Sponsor
-  
-  

Customer
-
-

Customer
-
-

The own
organization

Customer
- <Characteristic>
-

Relation Manager=
Head of the unitRelation Manager

Relation Manager

Relation Manager

Relation Manager

Relation Manager

Relation Manager

Partner
-
-

Relation Manager

Who is managing  
stakeholder relationships?

How (what measurable characteristics) do our key stakeholders  
evaluate our performance?
How do we evaluate our key stakeholders performance ?
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Your products, processes and resources
are characterized by characteristics

The stakeholders evaluate your business on its performance and 
the ability to perform, i.e. your capability.

We use characteristics to

- identify and define goals
- measure performance and capability 
- understand, evaluate, predict and improve results
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Identify success factors
- Strategy map

Cause

Effect

Sponsor
• <Characteristic>
• ...

Interested
party a
•
<Characteristic>
• ...

<Characteristic 1>

<Characterestic 3>

<Characterestic 4>

<Characteristic 2>
<Sucess factor 2>

<Success factor 1>

<Success factor 4>

<selected success factor> <require improved performance>

<Success factor 3>

Interested
party b
•<Characterestic
>
• ...

How our Stakeholders
are evaluated:How our Stakeholders

evaluate the performance
of our business/organization:

>Mission<

What performance requirements do we need to improve?
What makes us successful in our mission?
(a focus areas to drive change successfully)
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<performance
><performance><capability><actions>

improves leads to higher contributes to 
our Stakeholder’s

Cause EffectHow Why

How do we fulfil the
requirements/expectations of our
stakeholders?

Why do we carry out these actions?
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Identify measurable characteristics of
selected success factors

<success factor>

<characteristic 2>

<characteristic 1> <characteristic 3>

What characteristics characterize success?
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Two types of goals

The purpose of Capability Goals are:
- to improve the own ability to perform
- to monitor we are on track with changes and
  improvement activities

The purpose of Performance Goals are:
- to demonstrate performance short and long term
- to communicate we are performing in accordance to
""the key Stakeholders expectations and
requirements
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Cause
Sponsor
• <characteristic>
• ...

Stakeholder a
• <characteristic>
• ...

<Goal candidate 1>

<Goal candidate 3>

<Goal candidate 4>

<Goal candidate 2>

Stakeholder b
• < characteristic>
• ...

Identify goals
- Goal map

< require improved performance ><selected goal>

Effect
How our Stakeholders
are evaluated:

How our Stakeholders
evaluate the performance

of our business/organization:

<Gaol candidate b><Goal candidate a>

<Goal candidate c> <Goal cadidate d>

(Capability goals)

What capabilities do we need to improve, to achieve desired performance?
What goals do we need to keep track on in our management reviews?
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Describe your strategy - Write a story

Out of the common understanding
of the analysis 

and 
identified success factors

What are we going to accomplish and 
why are these goals important? 
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Goal definition

  
  
 

Goal definition 

    

 
 

 
 
 
 
 
 
 
 
 
 

Measure             Base line             Goal level

<purpose><characteristic>at<object>to/on<level>

Goal algorithm: 
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Summary of goals

Name of the organisation/unit:
Goal owner:

Capability Goals

< Goal C1 >

< Goal C2 >

Performance Goals

< Goal P1 >

< Goal P2 >
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Summary of Goal Reports
<Month> < Year>

Name of the organisation/unit:
Goal owner:

Cabability Goals              Estimate

< Goal C1 >

< Goal C2 >

Performance Goals            Estimate

< Goal P1 >

< Goal P2 >
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Accordance 
to plan

Warning

Goal will not 
be achieved 

Management review
Assessment of goal achievement
- Performance level
-  Progress of actions
-  Potential of remaining actions



Goal-based Leadership - © Krister Forsberg  - Version 1.4

<Goal Slogan>                                                              <Name of the unit>

<Month> < Year>                Goal Driver:

Actions 
What When         Progress

Accordance to plan

Goal
Goal statement including goal
level

Make a trend graph and set out measures on the y-axis
Indicate goal level.
Indicate estimated trend, if possible.

Analysis

(Previous)

Does trend and performance level
show the goal will be achieved?

Are the actions carried out in
accordance to the plan
and are they effective?
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Following templates are used when identifying actions
and creating action plans. 
(This is carried out outside the management team)
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RCA
- Cause - effect diagram

  Gap of set goal level and 
  current performance/
  capability level

category
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Helper and hinder analysis

Hinders -Helpers +
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Priority matrix

Priority

LowFeasibility

HighReduction
gap

HighEffect

What

Action 6Action 5Action 4Action 3Action 2Action 1
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Action Plan

Progress*ResponsibleDue dateActionResult
achieved

Outcome

* 1) Planned 2) Resources allocated, 3) Progress accordance to plan, 4) Result achieved

Goal:
Measure/Indicator:

Goal driver:
Allocated resources:


