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When Micromanagement Is the Right
Management

Oversight is a dial, not a character flaw: proportionate decision
governance and dynamic trust

Micromanagement is the only management behaviour that is universally
condemned without anyone asking when it might be appropriate. This paper
argues that oversight should be a dial that moves in both directions, openly;
that the failure is rarely the tightening and almost always the ratchet; and that
Red Bear: Enterprise Decision Intelligence gives the leader turning the dial an
instrument precise enough to express what they already think, and a record
that shows their reasoning afterwards.

Empower. Trust. Verify.
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Summary

The condemnation is not baseless. Close supervision applied to a capable person, for no stated reason
and with no end in sight, is demoralising, expensive and a reliable way to lose good managers. But the word
has expanded to cover something quite different: the temporary, proportionate tightening of oversight when
circumstances warrant it. Collapsing those two into one term has made the second almost impossible to do
openly.

So leaders do it covertly. They ask for an extra sign-off "just for now". They request copies of decisions they
used to let pass. They start attending a meeting they had left alone. None of it is written down, none has an
end date, and everyone involved understands it as a verdict on somebody. That is the worst of both worlds:
the cost of tighter oversight, without the legitimacy a stated reason would confer.

There are circumstances in which more oversight is simply correct: a new joiner learning the role, a major
incident, financial distress, a regulatory examination, a post-acquisition integration, an unfamiliar market. In
each, the appropriate latitude differs from the steady state, and pretending otherwise is not enlightened
leadership; it is the avoidance of an uncomfortable conversation. The failure mode is not the tightening. It is
the ratchet: oversight that goes up after every event and never comes back down, because nobody owns
the loosening and nobody is rewarded for it.

The paper also states the strongest argument against its own position. Bernstein's field research found that
observing workers more closely can reduce performance, because people conceal the improvisations that
make the work function. Any organisation tightening oversight should understand that it may be buying less
insight, not more.

The position this paper takes is about who turns the dial. It is a manager or a director: an experienced adult
who knows their team, their market and the circumstances, and is paid for exactly this judgement. The
product's job is not to decide how much latitude anyone should have. It is to give that person an instrument
precise enough to express what they already think, and a record that makes their reasoning visible
afterwards. Dynamic trust treats latitude as a function of five variables, the person, the decision, the risk, the
context and the time, rather than a standing judgement about an individual. Three rules make a tightening
legitimate: it carries a stated reason, it carries a review date, and it attaches to the circumstance rather than
to the person. Red Bear: Enterprise Decision Intelligence (formerly GuardrAll) implements all three, with
adjustments recommended from evidence and made by leaders, never by the system.

WHO SHOULD READ THIS WHAT YOU WILL BE ABLE TO DO

e Chief executives and chief operating AFTERWARDS

officers e Separate micromanagement from

L . . roportionate oversight in one sentence
e Chief risk and chief people officers prop g

. . . . ¢ Name the nine circumstances in which
¢ Business unit leaders entering an incident,

L . . latitude should narrow, and note that seven
an examination or an integration

are about the situation
e Boards that want to know how the

organisation tightened, and whether it
loosened again

¢ Explain the ratchet, and the one change
that prevents it
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* Apply the three rules, and the test, before
tightening anything

1 What it is

"Micromanager" is among the most damaging labels available in corporate life. It is applied to behaviour
ranging from genuinely corrosive supervision to a director asking a reasonable question about an unfamiliar
risk. Because the label does not distinguish between them, leaders avoid the whole category, and oversight
becomes a thing done quietly. Each covert act is small, none is explained, and the person on the receiving
end notices all of them and draws the obvious conclusion: something is wrong with me, and nobody will say
what.

Two different things wear one word. Micromanagement, properly understood, is supervision applied without
reference to circumstance, for no stated reason, with no end point; usually a statement about the manager's
anxiety rather than the subordinate's competence. Proportionate oversight is a deliberate, explained, time-
limited adjustment to how much latitude someone exercises, made because something about the
circumstance has changed. It is a different act with a different cause, and it deserves a different word. The
question this paper is really asking is not "is micromanagement acceptable?”, to which the answer is no. It is:
when circumstances genuinely warrant closer oversight, how does a leader apply it without it being heard as
a judgement on someone's character?

Dynamic trust. The conventional model treats trust as a property of a person: someone is trusted, or is not.
That model cannot express any of the circumstances below, because in every one of them the same person
warrants different latitude than they did last month. Latitude is a function of five variables, only one of which
is the individual: the person, their experience in this role and their record of judgement in it; the decision, its
type, its value, whether it can be undone; the risk, what is exposed if it goes wrong; the context, what is
happening around it; and time, how long the circumstance lasts, and when it will be reviewed. Treating
latitude as the output of five variables does two things at once. It makes precision possible: an organisation
can narrow a single decision type for a single person for a stated period, rather than reaching for the blunt
instrument of general supervision. And it removes the insult, because four of the five variables have nothing
to do with the individual.

The Red Bear framework gives the five variables their instruments. The Trust Dial on the decider, 0 to 10 in
five bands, each a review rate, carries the person variable; it moves one point at a time, by a person, with a
reason. The guardrails on the decision type, nine fixed kinds, carry the decision and risk variables, and a
guardrail can be narrowed for a type without touching anyone's dial. An exception to a guardrail carries a
sunset date, without which it is refused, which is the time variable. Context is the leader's reading of the
situation, which is why the leader holds the dial (Oliver, Empower, Trust, Verify, Book 1, chapters 5 and 8).

Key points

* Micromanagement and proportionate oversight are different acts wearing one word
e Latitude is a function of five variables; four of them are not about the person

¢ The dial belongs to the person's own leader, and to nobody else
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2 Why it matters

Nine circumstances in which reducing latitude is not a failure of trust but an accurate reading of the situation.
Most organisations will recognise several currently being handled by silence.

Circumstance Why latitude should narrow, and for how long
A new joiner, Competence in a role is not transferable from the last one; judgement depends on knowing
however senior this organisation's customers, systems and unwritten constraints. Narrower for a defined initial

period, then reviewed, not extended by default because nobody got round to it

A formal Where capability is under review, unchanged discretion is unfair to the individual and to

performance everyone affected by the decisions. Narrower for the duration, reverting on conclusion either

process way

A conduct Where conduct is in question, continued authority is indefensible if the matter is later upheld.

investigation Near-zero latitude for the duration, with the reason recorded and the reversion automatic

A major operational During an incident the normal division of authority is often wrong: decisions need to be made

incident faster, by fewer people, with tighter coordination. Tightened for the incident, released at stand-
down

Financial distress When cash is the binding constraint, commitments that were routine become consequential.
Spend authority narrows across the organisation for the period, and this is normal rather than
punitive

A regulatory During supervisory scrutiny an organisation must be able to demonstrate control. Temporarily

examination tighter authority is evidence of seriousness, provided it is recorded and provided it lifts

Post-acquisition Acquired teams operate under policies written for a different business, with different risk

integration appetites and unwritten norms. Tighter until the two policy sets are reconciled, not until

somebody feels comfortable

A new market, Experienced people lack the pattern recognition that made them reliable elsewhere. Narrower
product or until the organisation has enough decisions in the new context to know what good looks like
jurisdiction

A capability gap in Someone excellent at most of their role may be consistently poor at one class of decision.
one decision type Narrowing that one type while leaving the rest intact is precise, fair and almost impossible

without a per-type record

Note what these have in common. AlImost none is a statement about the person. Seven of the nine are
properties of the situation. Two relate to the individual, and both are formal processes with their own
governance. That is the fact the language of micromanagement obscures.

The ratchet. If tightening is often correct, why does oversight have such a poor reputation? Because of what
happens afterwards. Picture two organisations facing the same three events: an incident, a regulatory
examination, an integration. Both respond reasonably each time. One tightens at each event and never
returns; by the third event it is operating at a level of control nobody would have chosen deliberately. The
other tightens for each circumstance and reverts when it ends. They differ only in whether anybody owned
the loosening. Three forces make the ratchet the default, all rational at the individual level. Asymmetric
consequences: nobody is criticised for a control that turned out to be unnecessary, and plenty are criticised
for removing one shortly before something went wrong. No owner: tightening has an obvious author, the

Red Bear Artificial Intelligence - Abu Dhabi, UAE - Commercial in confidence EDI-WP-09 - Page 4 of 13



ARTIFICIAL INTELLIGENCE

EDI-WP-09 - WHEN MICROMANAGEMENT IS THE RIGHT MANAGEMENT

ABU DHABI - UNITED ARAB EMIRATES White paper - Red Bear: Enterprise Decision Intelligence - v2.0 DRAFT

person responding to the event; loosening has none. No memory: eighteen months later nobody can say
why the control exists, and because it looks deliberate, it is assumed to be.

Why the time variable is the one usually missing. Most governance frameworks contain the first four
variables in some form. AlImost none contains the fifth. Delegation matrices state who may decide what, at
what value, at what risk, and are silent on until when. That omission is precisely what produces the ratchet. A
control without an expiry does not need anyone to decide to keep it; it persists by default. A control with an
expiry requires a deliberate act to extend, which means somebody must look at it again and justify it. Adding
a date to a restriction changes who bears the burden of proof, and that single change does more to prevent
accumulated bureaucracy than any periodic review exercise.

3 The challenges

Challenge

Why it is hard What goes wrong without a method

Tightening openly

Being precise

Making it temporary

Attaching it to the
circumstance

The transparency
paradox

Trusting the leader
means accepting
variance

A leader who cannot make the move openly
has two options: do nothing and hope, or do it
covertly

General supervision is the only instrument
most organisations have; one type for one
person for one quarter is not expressible

An expiry forces a second conversation,
which organisations resist

The middle ground, a personal restriction
dressed up as a general policy change, fools
nobody

Observation can drive the truth underground
rather than reveal it

Different leaders will set the dial differently for
comparable people; some of that is
judgement, some temperament

An unexplained extra approval step is an
accusation without a charge, and will be
answered as one

The response to a specific gap insults the
person and addresses nothing

A restriction with no end date is a
demotion, and is experienced as one

It destroys the credibility of every genuine
circumstance-based adjustment that
follows

People present what is expected rather
than what is happening

An organisation that finds this intolerable
centralises the setting, and has a scoring
system rather than an instrument

The honest counter-argument. Bernstein's field research at a large mobile-phone factory, using embedded

participant-observers and a field experiment, found what he termed a transparency paradox: maintaining

observability of workers can reduce their performance, because people conceal their actual practices from

managers rather than defend them. Creating zones of privacy improved line performance sustainably and

significantly. The mechanism matters more than the finding. Workers had developed better ways of doing the

work and hid them when managers were present, because explaining a deviation is costly. Observation did
not reveal the truth of the operation. It drove the truth underground (Bernstein, The Transparency Paradox,
Administrative Science Quarterly, 2012). Three differences narrow the paradox's range without making it
disappear. Decisions, not activity: Bernstein's subjects were observed doing their work; what is recorded
here is a decision the organisation has a legitimate interest in regardless of who made it, and nobody

conceals a purchase order because it is recorded. Bounded, and known to be bounded: a tightening with a

stated reason and a visible end date is a different psychological proposition from continuous observation of
indefinite duration. Visible to the observed: where the individual can see their own record, the relationship is

Red Bear Artificial Intelligence - Abu Dhabi, UAE - Commercial in confidence EDI-WP-09 - Page 5 of 13



ARTIFICIAL INTELLIGENCE EDI-WP-09 - WHEN MICROMANAGEMENT IS THE RIGHT MANAGEMENT

ABU DHABI - UNITED ARAB EMIRATES White paper - Red Bear: Enterprise Decision Intelligence - v2.0 DRAFT

closer to feedback than to inspection. An organisation that ignores all three should expect precisely the result
Bernstein documented.

4 How Red Bear: Enterprise Decision Intelligence helps

Three disciplines that make judgement legible. If the leader is trusted to turn the dial, why does this
paper have rules? These three are not constraints on a leader's judgement about what to do. A director may
tighten whatever they think warrants tightening. What the three govern is whether that judgement is legible:
to the person affected, to the leader's successor, and to the leader themselves in six months when the
circumstance has passed and the restriction is still running. They are what protects the leader. An
experienced manager who tightens something for good reasons and cannot later show what they were is
exposed, not trusted.

One: it carries a stated reason. Recorded, and told to the person. Not submitted for approval; recorded.
"We are tightening spend authority across the division while we are in examination” is a fact about the world.
Stating the reason also disciplines the leader: a tightening that cannot be articulated in a sentence is usually
anxiety rather than judgement, and writing it down is the cheapest available test. Two: it carries a review
date. Every reduction has an end, set when the reduction is made. The date does not have to be long. It has
to exist. This is the discipline that prevents the ratchet. Three: it attaches to the circumstance, not the
person. Where the cause is situational, the adjustment applies to everyone in that situation and is described
that way; a whole team tightened for a stated period during an examination is a control. Where the cause
genuinely is the individual, say so directly and through the proper process.

Every capability below is an instrument for the person turning the dial. None decides how much latitude
anyone should have, and none requires a leader to seek the system's permission to exercise the judgement
they are employed to exercise.

Rule or variable What Enterprise Decision Intelligence does Requirements
The dial is a dial One Trust Dial per decider, 0 to 10 in five bands, each a review rate; FR-DEL-02, RBP FR-
a move is one point at a time, by a person, with a reason, after the PR-04

projection has been displayed; the product may propose a move and
may not make it

Precision: the Guardrails per decision type in nine fixed kinds; a narrowing of one FR-DEL-19, FR-DEL-
decision and risk type takes effect on the author's own action, leaving the rest of a 06

variables person's range untouched

Time: the A circumstantial tightening is written as a guardrail exception with a FR-DEL-15, FR-DEL-
circumstance-based sunset date, which the product refuses without one; an expired 19

tightening exception stops applying without anyone acting; a widening back

beyond the original requires a second person

Rule one: recorded Every dial move and every policy version carries who made it, when FR-DEL-14, FR-
reason and and why; the evaluation records the version in force; audit replay REC-09
attribution shows what authority applied at each hour

Rule three: the joiner A team tier seeds the starting dial of anyone who joins; it never holds FR-DEL-08
by standing rule a dial, never moves an existing member's, and states how many
future joiners a change will affect
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Rule or variable

Calibrating the
response

Nobody discovers a
restriction by hitting
a gate

Assisting the
judgement without
displacing it

The capability gap of
one type

Decisions, not
activity

What it does not do

What Enterprise Decision Intelligence does

The scenario sandbox replays a named period under the proposed
setting and reports how many past decisions a tightening would
have caught, and what it would have delayed,; it applies nothing

Each person reads their own history and the reason for any change;
a lesson about their own decisions is offered as a private coaching
conversation, by invitation, with nothing attributable kept

The earned trust ledger surfaces a pattern across two hundred
decisions the leader could not see unaided, with the record attached,
and has no path to apply it; declining a recommendation is ordinary
and requires no justification to the system

Outcomes, override telemetry and the quality quadrant by decision
type, so a specific gap is visible as a pattern in one type and not as a
verdict on the person

The product records decisions and the authority under which they
were taken: no hours, keystrokes, location, messages or attendance;
message content is never stored

EDI-WP-09 - WHEN MICROMANAGEMENT IS THE RIGHT MANAGEMENT
White paper - Red Bear: Enterprise Decision Intelligence - v2.0 DRAFT

Requirements

FR-DEL-16

FR-PLT-08, RBP FR-
DC-01, RBP FR-DC-
04

FR-DEL-03

FR-OUT-01, FR-DEL-

18, FR-OUT-08

RBP FR-PA-02, FR-
REC-04

The product does not change a dial on its own, does not assess individuals, and does not report on activity.

It does not escalate, repeat or keep score of ignored recommendations. An organisation wanting to watch its
people will need a different product, and should be told so.

5 How it is used

Step

1 Name the
circumstance

2 Write the reason in
one sentence

3 Choose the

instrument

4 Calibrate

5 Tell the people

6 Let it expire

7 Show the record

Who What happens

Director Which of the nine, or another; whether it is about the situation or the
individual

Director If it cannot be articulated in a sentence, it is anxiety, not judgement

Director, Policy

Situational: a guardrail exception on the affected types for everyone in the

Maker situation, with a sunset date. Individual: a one-point dial move with a
reason, or a narrowing of one type, discussed directly

Director The sandbox shows what the tightening would have caught and delayed
over the last period, before it commits

Director The reason and the end date, in a briefing for a situational change; directly
for an individual one; the individual view shows the same

Product An expired exception stops applying; a dial narrowed with a reason is put
back in front of the leader with the ledger's evidence

Director, Audit replay shows what authority applied at each point, why, and when it

examiner, lifted

successor

Red Bear Artificial Intelligence - Abu Dhabi, UAE - Commercial in confidence
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Four illustrations, none a customer engagement. A distribution network suffers a systems failure affecting
order fulfilment. The COO narrows the financial-limit guardrail on customer commitments across operations
as an exception with a sunset at stand-down, and widens the incident lead's range by a second person's
activation. Both changes carry the incident reference, and the post-incident review can see exactly what
authority applied at each hour. An experienced commercial director joins from a competitor. She is excellent,
and she does not yet know which customers are in dispute or which terms legal will not accept. Her dial is
seeded by the team tier into the Supervised band, by the same rule that applied to everyone who joined
before her; it is described in her induction rather than delivered as a surprise, and her director moves it up a
point at eight weeks on the evidence of the decisions she has already made. A business unit enters a
supervisory examination; guardrails across the unit are narrowed for the examination period with the reason
recorded and the sunset set at the outset, and when the examiner asks how the organisation responded, the
answer is a record rather than an assertion. A regional manager is strong across his role but his pricing
exceptions have consistently underperformed; the pattern is specific to that one type. His director narrows
the pricing-exception guardrail for him for one quarter, with coaching attached and the reason discussed
directly; everything else in his range is untouched. Under a conventional model the available response would
have been general supervision, which would have insulted him and addressed nothing.

The reframing to take to a leadership team: the question is not "do we trust her?" It is "given this decision,
this risk, this context, and for how long, what latitude is right?" The first invites a verdict on a colleague. The
second invites an assessment of a situation. Both may produce the same restriction; only one is survivable
for the relationship.

6 The user experience

ARTIFICIAL INTELLIGENCE r 6 4 Prototype v3.0 - synthetic data for fictional organisation

‘As"_" Hussata m_‘““"“'? Decision Approver - Bilal Hussa v

sion Approver - halds DA, DM - Head of Pric
D - DELEGATION AND AGENTS - CONTROL PLANE

The dial belongs to the decider

dial per de

and cannot be
P-28. Nadia Karimi v

TRUSTDIAL - person  Nadia Karimi | - Supervised | r

o : . ; . ) ) o : ,

6-Supervised 7 - Delegated (widening) widen by one (recommends 7) no path to apply 3events

the live routing function re-run over 98 of this deckder’s decisions at both settings (same function s live routing; FR-DEL-02 A

Before - dial 6 - Supervise After . dial

Of 98 decisions like these, 23 would still need a person at 7 ), against 98 at
Reason (not optional)
choose... v
‘Commit 6 - 7 as my decision Discard
Control plane
Dial history ever seed, move, reset Earned trust ledger F-DeL03

When Event From - to By  Second person Reason Projection shown nmendatio widen by one

S-20 Control plane: S-20 Control plane. The dial per decider and the guardrails per decision type as two separate
objects; a one-point move with its reason; exceptions with their sunset dates; a widening waiting for a second person.
Prototype render on synthetic data for fictional entities.
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Prototype v3.0 - synthetic data for fictional organisation
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Pricing exception v
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oo uda Al Ameri(Rctional - pojey Maker - Huda Al Ameri v

as live routing: the difference in level mix, decision

Nothing proposes a change and applies it. Tre e
propase, the sandbax shows the effe

Applied

P36 2025
09-20 10:00

false

P-42 - 2026-
01-20 10:00

talse

P-36-2026-  false

07-02 10:00

S-22 Scenario sandbox: S-22 Scenario sandbox. A proposed tightening replayed over a named historic period through

the live routing function: how many decisions it would have caught, what it would have delayed, and the change in the

level mix, applied to nothing. Prototype render on synthetic data for fictional entities.

7 Where the data comes from, and how it is checked

Inputs to proportionate oversight

Input Source

The circumstance
and the reason

Written by the leader on the move
or the exception

The end date The sunset on a guardrail

exception

The person's record  Decisions, outcomes, overrides
and breaches per type, through

the earned trust ledger

Who may move
what

The effect before it
commits

Decisions under the
tightened setting

Outcomes by type

Decision rights from HR and the
directory

The scenario sandbox over a
representative sample of the type's
history

Every capture route
Connected systems against the

decision identifier; the owner's
review

Red Bear Artificial Intelligence - Abu Dhabi, UAE - Commercial in confidence

Check

Non-blank; attributed; dated (FR-DEL-02, FR-DEL-14)

Refused without one; stops applying on expiry (FR-DEL-
15)

A recommendation with evidence; no path to apply; no
calibration figure below twenty to thirty decisions (FR-
DEL-03, FR-REC-12)

Only the person's own leader moves the dial; a widening
needs a second person; the acting user from the verified
token (FR-DEL-01, FR-DEL-19, FR-PLT-02)

Through the same routing function as live routing;
applies nothing (FR-DEL-16)

The review obligation derived from the band at the time

and visible on the record (FR-DEL-05)

An outcome the product guessed is not evidence (FR-
OUT-01)
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How it is checked

+ Connectors are read-only and consented. Authority data is read from HR and the directory under least
privilege; the product records decisions, not activity (RBP FR-CN-01, RBP FR-PA-02).

¢ A person moves the dial. The product proposes with its evidence and never applies; a move is one
point, with a reason, dated and attributed (RBP FR-PR-04).

« Tightening is frictionless, loosening is not. A narrowing is live on the author's action; a widening is
activated by a second person, so the record shows both who tightened and who loosened (FR-DEL-19).

« The record replays as it stood. Policy and dial history are retained with the same rigour as the
decision, so an examiner sees what applied at each point (FR-REC-09).

+ Each person sees their own record. Reporting-line visibility; coaching by invitation; nothing attributable
kept from it (FR-PLT-08, RBP FR-DC-01, RBP FR-DC-04).

¢ Patterns, never individuals. Dial distribution and override telemetry are reported by region and decision
type, never by name (FR-OUT-08, FR-DEL-18).
8 Benefits realised

Every measure is calculated from the organisation's own register against a baseline established before
anything was switched on (FR-PLT-05).

Benefit How it shows up Measured by

The ratchet is Every tightening carries an end Share of restrictions carrying a review date or sunset:

prevented the number to put in front of a board

Restrictions actually lift  Exceptions expire; dials move Share of restrictions that reverted on their date; a
back up high share carrying dates and a low share reverting

means the dates are decorative

Bureaucracy stops Rising duration is the early signal Average duration of a tightening, over time
accumulating

The dial is an Latitude moves in both directions Distribution of dial settings and its movement, both

instrument ways

Responses are The cost of a restriction is known Decision volume and cycle time during a tightening,

calibrated so the next response is calibrated rather than
guessed

Tightening is credible, A leader who knows a restriction Widenings per class per year against tightenings

so loosening is safe will lift is more willing to widen in

the first place

9 Risks managed

Control in Red Bear: Enterprise Decision Intelligence

This paper misread as a  Without a stated reason, a review date and attachment to circumstance, what remains is a
licence licence; the product refuses an exception without a sunset and a dial move without a
reason (FR-DEL-15, FR-DEL-02)
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Control in Red Bear

The transparency
paradox

Employment and
works-council

implications

Variance between
leaders

Over-use of precision

A trust score applied by
software

A personal restriction
dressed as policy

nterprise Decision Intelligence

Decisions recorded, not activity; every tightening bounded and known to be bounded; the
individual sees their own record (RBP FR-PA-02, FR-DEL-15, FR-PLT-08)

Per-person latitude, recorded and adjustable, sits close to performance data; the automatic
expiry and the individual view are the two features that make that review go well

Made visible through distribution reporting by region and type and addressed as leadership
development, which is what it is (FR-OUT-08)

A person whose latitude changes every month has no stable sense of their authority; the
dial moves one point at a time and every move is on the record, so frequency is visible (FR-
DEL-02)

The ledger recommends and has no path to apply; a system that computed the answer
would be consistent and confidently wrong, because the evidence is silent on almost
everything that explains a run of poor outcomes (FR-DEL-03)

Situational changes are guardrail exceptions on the type for everyone in the situation;
individual changes are dial moves with a reason told to the person; the record shows which
was used (FR-DEL-19, FR-DEL-02)

The test: could you explain this restriction to the person it affects, in one sentence, including when it ends? If
yes, it is proportionate oversight. If you would rather they did not notice, it is something else, and they have

already noticed.

Red Bear Artificial Intelligence - Abu Dhabi, UAE - Commercial in confidence

EDI-WP-09 - Page 11 of 13

EDI-WP-09 - WHEN MICROMANAGEMENT IS THE RIGHT MANAGEMENT
White paper - Red Bear: Enterprise Decision Intelligence - v2.0 DRAFT



ARTIFICIAL INTELLIGENCE EDI-WP-09 - WHEN MICROMANAGEMENT IS THE RIGHT MANAGEMENT

ABU DHABI - UNITED ARAB EMIRATES White paper - Red Bear: Enterprise Decision Intelligence - v2.0 DRAFT

Sources

Every claim attributed to a source names it in the text as author, work, section; the full references are below.
Statements without a citation are Red Bear's own position, developed for Red Bear: Enterprise Decision
Intelligence. Quotations are limited to fifteen words.

Cited as Source Authority

Bernstein E. S. Bernstein, The Transparency Paradox: A Role for Privacy in Organizational Academic
Learning and Operational Control, Administrative Science Quarterly 57(2), 181-216 reference
(2012): observability can reduce performance; the concealment mechanism

De Smet, Jost A. De Smet, G. Jost and L. Weiss, Three keys to faster, better decisions, McKinsey  Practitioner

and Weiss Quarterly (May 2019): clarity about the boundaries of delegation research
De Smet, A. De Smet, G. Lackey and L. Weiss, For smarter decisions, empower your Practitioner
Lackey and employees, McKinsey (September 2020): too few decisions explicitly delegated research
Weiss

Blenko, M. Blenko, M. Mankins and P. Rogers, Decide & Deliver, Harvard Business Review  Practitioner
Mankins and Press (2010): decision rights and accountability research
Rogers

Book 1 D. Oliver, Empower, Trust, Verify, Book 1 (2026), chapters 5 and 8: the Trust Dial; Red Bear

guardrails and exceptions

Red Bear EDI-FSD-01 v3.0 draft; Red Bear Platform Functional Specification RBP-FSD-01 Red Bear
Glossary
Term Meaning in this paper
Micromanagement Supervision applied without reference to circumstance, for no stated reason, with no end
point

Proportionate A deliberate, explained, time-limited adjustment to someone's latitude, made because the
oversight circumstance changed

Dynamic trust Latitude as a function of the person, the decision, the risk, the context and the time, rather

than a fixed property of the individual

The ratchet Oversight that increases after each event and never returns, so controls accumulate
Transparency Bernstein's finding that observing people more closely can reduce performance, because
paradox they conceal how the work is really done

Trust Dial One per decider, 0 to 10 in five bands, each a review rate; moved one point at a time by a

person with a reason

Guardrail exception A time-limited departure from a guardrail on a decision type, refused without a sunset date,
which stops applying on expiry

Team tier A default starting setting per team that seeds a joiner's dial and never holds or moves one
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Term Meaning in this paper

Scenario sandbox Replaying a historic period under a proposed setting through the live routing function,
applying nothing

Individual view Each person's own decisions, current range and the reason for any change, visible to them

The series

This paper is one of ten. Each stands alone and each follows the same nine sections, so a reader who
knows one knows where to look in the next.

Paper Title Theme

EDI-WP-01  Cartesian Decision Making Learning what happened next

EDI-WP-02  The Cost of Organisational Indecision The decision that never gets made

EDI-WP-03  Trust and Verify Visibility, not control

EDI-WP-04  Delegation Without Losing Governance The boundary and the room

EDI-WP-05 Building a Decision-Making Culture Judge the decision, not the result

EDI-WP-06 Decision Impact Analysis What a decision dataset can and cannot tell you
EDI-WP-07  The Decision-Aware Enterprise Decisions in flight

EDI-WP-08 Decision Making Anywhere The channel is part of the governance

EDI-WP-09  When Micromanagement Is the Right Management Oversight is a dial (this paper)

EDI-WP-21  The Customer Journey Connect, Observe, Govern, Learn, Compound
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