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1. Fragmented decision traffic consumes
the CEO's scarcest management capacity

The CEO's capacity is one of the company's scarcest management resources. Capacity cannot be mea-

sured by open hours in a calendar alone. The company must also understand which issues consume ex-

ecutive attention, what evidence supports each decision, and whether decisions become operating re-

sults. As a company grows, dependencies among functions, projects, customers, and external stake-

holders multiply. The number of issues a CEO can resolve personally does not grow at the same rate.

Without a deliberate management system, the gap appears as a crowded calendar, decisions that repeat-

edly reopen, unfulfilled commitments, delayed strategic initiatives, and conflicting versions of reality pre-

sented to the board.

CEO Office & Strategic Execution addresses this gap by establishing a common decision and execution discipline. The program

defines qualification criteria for the CEO agenda, decision-preparation standards, decision rights, escalation thresholds, commit-

ment control, and the acceptance system for the strategic portfolio. Information that previously depended on the CEO's memory

or personal follow-up moves into a shared record with explicit ownership. The core product is a management system that traces

an issue from its source through the decision and the verified result.

BEIREK begins with an evidence-based review of existing management behavior. Calendars, decision examples, open commit-

ments, strategic project records, executive meetings, and board actions are examined. The findings define the target operating

state, role boundaries, and the first implementation portfolio. BEIREK designs the system and manages its initial operating cycles.

The CEO, executive team, and the client's internal CEO Office owners retain decision authority and accountability for business

outcomes.

A baseline is needed to evaluate whether the office is improving the system. The review samples the age of open decisions, the

quality of decision files, overdue material commitments, reopened issues, resource visibility across strategic initiatives, and the

closure quality of board actions. It identifies which behavior produces which consequence and where management burden can

be removed at the source. If the evidence is weak, the limitation is recorded without creating false precision.
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1. Fragmented decision traffic consumes
the CEO's scarcest management capacity
CONT INUED  ·  02

Progress is not reported through the number of templates produced. Selected decision flows are ob-

served from agenda entry through outcome verification. The program tests whether authority has be-

come clearer and whether internal owners can operate the cycle without continuing BEIREK dependence.

Market outcomes, company performance, and board decisions are not guaranteed by BEIREK.

Acceptance is based on whether the management system operates under the approved rules and

whether its limitations remain visible.

The service is not used to rename existing functions. Strategy, finance, the project management office (PMO), legal, human re-

sources, and the board secretariat retain their expertise and authority. The CEO Office connects material information from these

functions to CEO decisions and strategic execution. If an existing team already performs a required activity reliably, a new role is

not added; the interface and record standard are strengthened. This prevents a parallel hierarchy and unnecessary coordination

cost.
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2. The program creates value when CEO-level decisions
are separated from functional management issues

The need for the program rarely begins with one crisis. As a company passes

a certain level of complexity, a founder-CEO's personal memory and direct in-

tervention can shift from being a source of speed to a bottleneck in decision

traffic. A new investment, acquisition, international expansion, critical transfor-

mation, or change in board structure can also require issues previously man-

aged in isolation to be handled through a common decision architecture. The

triggering event is not recorded as a symptom alone. It is classified by cash

impact, strategic consequence, reputation, reversibility, and timing.

Common starting conditions include:

The initial review does not automatically

absorb every symptom into the CEO
Office. Weak project planning may belong
to the PMO, day-to-day performance is-

sues to the COO or responsible function,
and an enterprise-wide health review to
Enterprise Diagnostic. The CEO Office be-
comes involved when an issue requires a

CEO decision, cross-functional resolution,
a change in strategic priority, or board in-
teraction. Without this boundary, the office
becomes an extra tracking layer above the

organization and weakens line-manage-
ment ownership.

The CEO's calendar no longer reflects
strategic priorities and is repeatedly
fragmented by urgent operating

matters.

Executives present the same issue

using different data, assumptions, or
definitions of success.

Meetings produce decisions, but no

owner, due date, resource, or
acceptance evidence enters the
company record.

Decisions that are reasonable within
individual functions create enterprise-
level conflicts or competing resource

demands.

The number of strategic initiatives
exceeds available capital, leadership

capacity, or the organization's ability to
absorb change.

Board decisions do not consistently

become management commitments,
and management commitments do not
consistently become execution

records.

Important promises to customers,
investors, public authorities, or

partners remain outside institutional
follow-up.
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2. The program creates value when CEO-level decisions
are separated from functional management issues
CONT INUED  ·  02

Fit depends on sponsor ownership and a shared-record discipline

The service is suitable for fast-growing founder-led companies, family businesses transitioning to professional management,

portfolio companies implementing a post-investment value plan, mid-sized and large enterprises carrying many strategic initia-

tives, and organizations redesigning the board-management interface. Size alone is not the qualifying condition. The CEO must

be willing to examine working practices through evidence, the executive team must accept a shared record, and material deci-

sion rights must be capable of being documented.

Four prerequisites are confirmed at the outset. First, the CEO sponsors the program and supports the transition of selected is-

sues from personal methods into the institutional system. Second, executives allocate time to prepare decision files and make

their commitments visible. Third, the client provides appropriate access to the strategic portfolio, financial view, risks, and board

actions. Fourth, the proposed authority structure is approved in a form consistent with the company's legal and governance

framework.

Assignments limited to calendar administration, personal assistance, correspondence, or meeting logistics do not fit the program.

A request for a parallel management team that absorbs every unresolved matter is also unsuitable. The CEO Office does not run

functions, exercise board authority, or make decisions for the CEO. The system cannot work where the client routinely defers de-

cisions, refuses to keep records, or asks only for additional reports without assigning execution ownership.

Suitability is documented rather than treated as a sales assumption. The initial assessment records the sponsor, scope, data ac-

cess, internal owners, professional boundaries, and the first use cases. A weak prerequisite becomes a defined preparation task

or an explicit risk to be resolved before the affected operating cycle begins.

05
BEIREK  LLC  ·  THE  PROJECT  MANAGEMENT  COMPANY 05



PRIVATE  &  CONFIDENTIAL
CEO  OFFICE  &  STRATEGIC  EXECUTION

JULY  2026

PROGRAM  FRAMEWORK

3. The target CEO Office connects the agenda
to decisions and decisions to verified outcomes

The CEO Office is a decision and execution system that determines which

work belongs at which management level. In the target state, the CEO focuses

on matters that can materially alter company direction, capital allocation, criti-

cal people decisions, irreversible commitments, and important external rela-

tionships. Operating decisions remain with line executives. When an approved

threshold is crossed, the issue moves upward with evidence, options, and a

reasoned recommendation.

The system connects four elements. Agenda architecture qualifies CEO-level

issues. Decision architecture frames the problem and compares credible op-

tions. Execution architecture converts a decision into an accountable owner,

milestones, resources, and acceptance evidence. Institutional memory pre-

serves the assumptions, decisions, changes, and results so that another au-

thorized person can reconstruct them. If one connection is missing, the office

tends to become either a reporting team or a project-tracking layer without

authority.

In the target state, the CEO, executive team, and board use the same material

reality at different levels of detail. The CEO receives a decision core; the exec-

utive team sees dependencies and commitments; the work owner has the op-

erating detail. Simplification does not conceal uncertainty. Evidence confi-

dence, open assumptions, and areas requiring specialist advice remain visible.

Speed comes from defining the evidence needed for a decision, not from pre-

senting incomplete information as certainty.

Organization and capability
model

The size of the CEO Office is not set me-
chanically by the number of issues reach-
ing the CEO. Scope, current management
capacity, strategic portfolio intensity,

board structure, and information-system
maturity are assessed together. In some
companies, one experienced internal own-

er supported by functional analysts may
be sufficient. More complex organizations
may need distinct responsibilities for deci-
sion preparation, portfolio control, and the

board interface. In every case, the office
must avoid line authority and keep infor-
mation connected to its source.

Role design emphasizes management
judgment, analytical thinking, clear writ-
ing, confidentiality, facilitation, and follow-

through. Project tracking or presentation
skills alone are insufficient. An office team
member must simplify specialist advice

without changing its meaning and expose
the decision embedded in executive dis-
agreement without turning that disagree-
ment into a personal conflict. Access is

limited to what the role requires, with addi-
tional controls for sensitive information.
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3. The target CEO Office connects the agenda
to decisions and decisions to verified outcomes
CONT INUED  ·  02

BEIREK prepares target role descriptions, capacity requirements, and the transition plan. The client

makes appointments and employment decisions, consulting human resources and legal specialists where

needed. Even if BEIREK provides temporary implementation support, an internal owner for each perma-

nent process is named from the beginning. Acceptance is not an organization chart. It is the absence of

ownership gaps in real decision flows and evidence that the office does not obscure the authority of oth-

er executives.

07
BEIREK  LLC  ·  THE  PROJECT  MANAGEMENT  COMPANY 07



PRIVATE  &  CONFIDENTIAL
CEO  OFFICE  &  STRATEGIC  EXECUTION

JULY  2026

PROGRAM  FRAMEWORK

4. CEO attention is allocated by enterprise
effect and the need for executive judgment

The CEO calendar is the practical allocation record for the company's scarcest

management attention. When an issue described as strategically important

cannot secure executive attention, stated priorities and actual management

behavior have diverged. Repeated use of CEO time for routine matters points

to a defect in authority, trust, data, or accountability. The program examines

this gap through calendar evidence, agenda records, decision samples, and

structured executive interviews.

The attention portfolio does not divide hours into arbitrary categories. Each is-

sue is assessed for strategic effect, irreversibility, delay cost, the need for di-

rect CEO judgment, and whether it can be delegated to another management

level. The outcome identifies matters to protect, redesign, delegate, or stop. A

controlled attention reserve is maintained for unexpected events. Filling every

available hour in advance is not treated as evidence of productive leadership.

An agenda-entry record identifies the issue owner, decision requested, latest

decision date, economic or institutional effect, available evidence, options,

and specialist inputs still required. Information items that do not need a deci-

sion move through a separate channel. If an issue reopens, the previous deci-

sion, the changed assumption, and the reason for reconsideration are shown

together. The CEO Office qualifies the agenda through this record, while au-

thority to admit an issue follows the approved decision-rights model.

Operating the attention
portfolio

Attention analysis is not a one-time calen-
dar clean-up. The practical allocation
among strategy, capital, critical people,
customers, and external stakeholders is

reviewed periodically. Temporary crisis
periods are marked separately so that un-
usual intensity does not distort permanent

role design. Conversely, an issue that oc-
cupies the calendar for months has not
proved its strategic importance merely
through repetition. The decisions,

progress, and option value produced by
that time are examined.

Delegation requires more than transferring
a meeting invitation. The new decision
owner must have authority, information,
and an agreed outcome. Conditions for

the CEO to re-enter are defined. When
work is stopped, outstanding expectations
and commitments are closed so that hid-

den follow-up does not persist. Protected
attention areas cannot be filled casually
with routine requests; the CEO and inter-
nal office owner apply the admission rule.
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4. CEO attention is allocated by enterprise
effect and the need for executive judgment
CONT INUED  ·  02

At the end of each review period, the attention portfolio is compared with strategic initiatives and risk ex-

posure. The company asks whether its highest capital and reputation risks receive adequate manage-

ment attention and whether low-impact recurring work has accumulated again. The result is not used as

a personal score for the CEO. It is management evidence that can reveal a design, authority, or data

bottleneck.
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5. Decision rights and decision memos route each
issue to the right authority and evidence level

Decision quality depends more on framing than on document length.

Management teams often explain the history of an issue in detail while leaving

unclear which choice the CEO must make, by when, and with which conse-

quences. The program establishes a common decision-memo standard for

material issues. The memo contains the decision statement, context, verified

facts, open assumptions, credible options, economic and operating effects,

risks, specialist views, a recommendation, and the execution commitment.

Different decisions require different levels of preparation. Reversible, limited-

impact decisions may use a short record. Decisions with significant capital,

reputation, legal, people, or strategic consequences require deeper review.

Evidence confidence is considered alongside urgency. If waiting for complete

information creates greater harm, management may decide under an explicit

temporary assumption and a defined review date. The assumption owner,

confirmation date, and correction path if the assumption fails are recorded be-

fore the decision closes.

BEIREK facilitates the preparation of initial decision files, exposes conflicting

data, and makes comparisons among options consistent. It does not produce

the technical, legal, financial, or tax opinions of regulated or specialist advis-

ers. Instead, the memo shows how each opinion affects the decision and

where unresolved differences remain. Acceptance is not completion of a tem-

plate. The CEO or authorized forum must be able to understand and make the

requested decision without another general information round, and the imple-

mentation owner must see the scope and expected result without ambiguity.

Decision debt and escalation
are managed through explicit
thresholds

Decision rights do not emerge automati-

cally from titles on an organization chart.
An executive may control a budget while
the decision affects brand, customer

obligations, technology, or risk owned by
other leaders. The program separates the
roles that propose, advise, decide, exe-
cute, and accept each material decision

type. CEO-reserved matters, collective ex-
ecutive decisions, functional authorities,
and emergency powers are made explicit.

Delegation does not remove visibility. The
result thresholds that return an issue to
the CEO agenda are defined in advance.
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5. Decision rights and decision memos route each
issue to the right authority and evidence level
CONT INUED  ·  02

Escalation is not a channel for reporting a problem without ownership. Crossing a threshold triggers the

work owner to prepare the current state, root cause, options, effects, and recommended decision.

Thresholds may be based on financial amount, customer loss, safety, regulation, reputation, strategic de-

pendency, schedule variance, or irreversibility. Early warning must be safe, but unsupported issues with

no proposed response cannot become the standard management behavior.

Decision debt consists of decisions that remain open beyond their useful date or repeatedly reopen without a changed premise.

Each open item is classified by age, delay cost, dependency, and irreversibility. The CEO Office does more than count the debt. It

identifies why the decision cannot close. The cause may be missing data, conflicting authority, absent sponsorship, an avoided

consequence, or dependence on external advice. Remediation follows the actual cause. Closure requires a written outcome,

owner, effective date, and explicit condition for reconsideration.
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6. The commitment register and management
cadence trace decisions through outcome evidence

Every significant promise made by the CEO or executive team creates a re-

source, timing, and reputation obligation for the company. The promise may

arise in a customer discussion, board meeting, investor conversation, or inter-

nal management forum. When it does not enter a shared record, teams can in-

terpret the same promise differently and discover the resource requirement

too late. The program establishes a controlled register containing the recipi-

ent, business outcome, owner, due date, dependencies, confidentiality level,

and closure evidence.

The commitment register links material promises to the relevant strategic ini-

tiative, board decision, customer obligation, or risk. If timing or scope

changes, the record shows who approved the change, why it was required,

and how the affected stakeholder was informed. Where legal, communica-

tions, or finance review is needed, that dependency remains visible. The CEO

Office does not replace the specialist opinion; it identifies commitments that

should remain pending until the opinion is complete.

Closure does not occur when the owner reports completion. The agreed ac-

ceptance evidence is reviewed, relevant stakeholder confirmation is obtained,

and the difference between the intended and actual outcome is recorded.

Partial delivery, deferred scope, or a temporary solution remains visible. At the

same time, not every commitment is reported to the CEO. Only items crossing

the approved threshold, becoming overdue, creating cross-functional depen-

dency, or exposing reputation enter the CEO view. Accountability can there-

fore improve without expanding executive follow-up.

Management cadence
matches each decision to the
right forum and time horizon

Management cadence defines the infor-

mation entering each forum, the decisions
that forum can make, the commitments it
produces, and the system receiving the

output. A weekly execution forum handles
near-term exceptions and dependencies.
A monthly executive review examines per-
formance drivers and resource decisions.

A periodic strategy forum reconsiders as-
sumptions and portfolio choices. The
board handles its reserved oversight and

decision matters. This division prevents
the same issue from appearing in every
forum at the same level of detail.
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6. The commitment register and management
cadence trace decisions through outcome evidence
CONT INUED  ·  02

The program reviews current meetings by purpose, participants, decision

rights, inputs, and output records. Meetings that do not produce a decision or

duplicate another forum are combined, redesigned, or removed. The executive

meeting receives more than a historical performance report. Out-of-range

drivers, causes, options, and decision requests are prepared in advance. The

agenda follows decision priority rather than presentation order. Each meeting

closes with decisions, commitments, and unresolved assumptions in the

shared record.

The CEO Office does not operate forums in place of the executive team. Each

executive remains responsible for data accuracy, recommendation quality, and

the result of accepted commitments. During implementation, BEIREK designs

the cadence, facilitates initial cycles, and observes decision quality and record

discipline. Acceptance is based on whether material decisions close in the

correct forum, commitments do not age without intervention, and issues do

not reopen without changed evidence—not simply whether meetings occurred

on time.

Management behavior and
adoption

A new cadence does not take hold

through meeting invitations and published
templates. Executives must record matters
previously handled verbally, prepare deci-

sion requests before the forum, and
present options with the issue. This can
initially feel like additional work. The pro-
gram shows which recurring meeting, am-

biguity, or duplicated analysis each record
eliminates and simplifies fields that do not
contribute to an actual decision.

The CEO's behavior is central to adoption.
Resolving an unprepared issue in detail
during the meeting weakens the standard.

Asking for a clear decision request, re-
turning unsupported material to its owner,
and requiring the final decision to enter

the record builds confidence in the sys-
tem. The executive team must also see
that early bad news and honestly stated
uncertainty are not punished.

BEIREK keeps observation notes during
early cycles and distinguishes personal

error from a design flaw, an authority gap,
or sponsor behavior. Remediation follows
that diagnosis. Adoption is not measured
by attendance or the number of completed

fields. It is assessed through decision
quality, aging of open items, earlier visibil-
ity of exceptions, and the executive team's

ability to produce cross-functional out-
comes without unnecessary CEO
intervention.
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7. The strategic portfolio manages capital,
executive attention, and risk in one decision view

Companies often launch more initiatives than their strategy can support. Each

initiative may appear reasonable in its own business case while competing for

the same leadership capacity, capital, technology team, customer access, or

organizational ability to absorb change. The CEO Office makes initiatives visi-

ble through a common charter and comparison standard. Each charter identi-

fies the strategic objective, expected operating outcome, core assumption,

accountable executive, resource requirement, dependencies, decision gates,

and stop criteria.

Portfolio decisions extend beyond ranking projects. Management considers

starting, accelerating, redesigning, pausing, or stopping each initiative. Capital

and people are allocated according to economic relevance, evidence maturity,

reversibility, and the options an initiative opens or closes for other work. An

initiative without committed resources cannot remain active in the approved

portfolio. Senior sponsorship alone cannot compensate for a weak premise or

an undefined acceptance test.

BEIREK establishes the portfolio view and decision gates and helps compare

business cases from finance, operations, technology, and commercial teams

on consistent grounds. It does not provide an independent opinion on invest-

ment return or company value. It tests the initiative owner's claims against

sources, measurement rules, and risk while decision authority remains with

client management. The portfolio is accepted when every active initiative has

committed resources, a named owner, a near-term decision gate, and current

verified evidence—not when a colored status report has been produced.

Portfolio review and resource
reallocation

Periodic portfolio review goes beyond per-
centage-complete reporting. Management
considers whether the premise remains
valid, the interim evidence produced, cap-

ital and leadership attention consumed,
remaining option value, and effects on
other initiatives. An initiative that was ap-

propriate at launch may need redesign af-
ter customer behavior, cost, technology,
or regulatory conditions change. Sunk ex-
penditure alone cannot justify continuing

the work.

Resource reallocation involves more than

budget transfers. Critical specialists, ex-
ecutive time, data capacity, change load,
and external stakeholder access are also
portfolio resources. A decision to acceler-

ate one initiative must show which other
work will slow. If an initiative is paused,
the company records how assets, con-

tracts, and commitments will be protected.
If it is stopped, usable outputs and learn-
ing are transferred to named owners.
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7. The strategic portfolio manages capital,
executive attention, and risk in one decision view
CONT INUED  ·  02

The review must not become a defense meeting. Initiative owners need room

to present adverse evidence early, and sponsors must not preserve a weak

premise solely to protect reputation. BEIREK manages the comparison stan-

dard and decision record. The client remains accountable for the economic

and organizational consequences of strategic priority and resource decisions.

Dependencies, exceptions,
and risks are connected to
portfolio decisions

Strategic execution delays often arise

from unmanaged cross-functional depen-
dencies rather than the performance of
one work owner. A technology team's data
preparation may affect a sales decision; a

legal opinion may control contract closure;
a financing timetable may control equip-
ment orders; and a critical hire may affect

the product roadmap. Each function can
show its own work as on track while the
shared outcome slips. The program man-
ages critical dependencies as distinct

records, identifying the providing party,
receiving party, required evidence, need
date, and fallback if delivery fails.

An exception is not every variance from a
target or baseline. It occurs when an ap-
proved tolerance is crossed and the vari-

ance requires a decision. Tolerances may
differ across schedule, cost, scope, quali-
ty, customer, reputation, regulation, and

people risk. The work owner does more
than mark an item red. The record in-
cludes effect, cause, temporary control,
options, and the decision requested. The

CEO Office ensures that the record is
complete and reaches the proper forum; it
does not absorb responsibility for resolv-

ing the underlying issue.

This view does not replace enterprise risk
management. The CEO Office connects

only those risks affecting the CEO agenda,
strategic portfolio, or executive commit-
ments. If a risk occurs, management can

see the initiatives, decisions, and external
promises affected. Risk appetite and toler-
ance are set by the board or authorized
governing body. BEIREK designs the clas-

sification, record, and escalation mecha-
nism. It does not provide regulatory com-
pliance, internal-audit, or independent-as-

surance opinions.
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8. The board, executive team, and CEO use
one decision reality at different levels of detail

Information flow between the board and management cannot be managed

through board-pack preparation alone. The board needs information aligned

with its oversight and decision responsibilities. That view differs from the

CEO's day-to-day execution detail but must use the same source data and de-

cision record. The program connects the board calendar to strategic and fi-

nancial events, plans reserved matters in advance, and reduces last-minute

information collection. The board package shows material variances, changed

assumptions, requested decisions, and the status of earlier board actions, not

only historical results.

The execution chain remains incomplete when a board decision stays in the

minutes. Each decision or direction becomes an accountable management

outcome with an owner, due date, resources, and acceptance evidence. Legal

minutes and the management action register remain separate. The authority of

the company secretary, board secretariat, or legal counsel is not transferred to

the CEO Office. The office makes sure the approved decision enters the man-

agement system accurately and that closure status appears in the next appro-

priate board view.

BEIREK facilitates content consistency, connects functional inputs to a coher-

ent decision narrative, and helps make the decision request explicit. It does

not act as board counsel, legal adviser, or company secretary. Acceptance is

not limited to distributing the package on time. A board member must be able

to understand material changes, management's recommendation, and the de-

cision required. The executive team must be able to trace how the board deci-

sion became its own commitments.

Board-pack and disclosure
control

Each board-pack page is assigned a pur-
pose: information, oversight, discussion,
or decision. For a decision item, manage-
ment's recommendation, alternatives,

principal effects, and specialist opinions
are separated. Financial, commercial, and
operating sections use the same period,

currency, and definitions. A forecast or
strategic assumption that changed after
the prior package is not silently replaced;
the reason and decisions affected are dis-

closed. Sensitive appendices are dis-
tributed only to authorized recipients.
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8. The board, executive team, and CEO use
one decision reality at different levels of detail
CONT INUED  ·  02

Preparation works backward from the meeting date. Source-data close, exec-

utive review, CEO approval, any required legal or audit input, and distribution

are separate milestones. Last-minute formatting cannot substitute for material

consistency review. Board questions and requests for additional evidence are

recorded for the next preparation cycle so that the same disclosure gap is not

recreated.

The CEO Office cannot use a coherent narrative to soften an adverse finding

or narrow the board's oversight. Management judgment and independent spe-

cialist findings remain clearly differentiated. BEIREK may manage package ar-

chitecture and the execution chain. Legal validity, notification duties, and

record-retention requirements remain with authorized specialists.

Executive alignment is built
through decision rights and
reciprocal commitments

Executive alignment does not require uni-

versal agreement. A healthy system allows
leaders to debate different expert views
and interests openly, then leave the deci-
sion with a common understanding of the

outcome and their responsibilities.
Ambiguity is most visible in cross-func-
tional outcomes. Sales may own revenue,

but delivery capacity, price discipline, col-
lections, and product decisions depend on
other executives. The program makes
shared outcomes and reciprocal obliga-

tions explicit through role contracts.

A role contract is not a repetition of a job

description. It records outcomes within the
executive's control, shared results to
which the executive contributes, decision
rights, information the role must provide,

inputs required from peers, and conditions
for escalation. Temporary settlements
achieved through the CEO's direct inter-

vention do not count as permanent solu-
tions if role ambiguity remains. The pro-
gram identifies whether the conflict arises
from data, targets, resources, or authority

and repairs the relevant management
mechanism.

BEIREK facilitates interviews and working
sessions, exposes conflicting accountabil-
ities, and connects the approved role
model to the decision and commitment

system. It does not make appointment,
compensation, employment, performance-
evaluation, or board-reserved people de-

cisions. Acceptance is not a signed matrix
alone. Selected cross-functional decisions
must close under the new authority struc-
ture without additional CEO intervention.
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8. The board, executive team, and CEO use
one decision reality at different levels of detail
CONT INUED  ·  03

The key performance indicator (KPI) driver
chain links performance variance to the
required decision

The KPIs in the CEO view combine a limited number of out-

come measures with leading drivers and decision thresholds.

Revenue, margin, and cash are important, but they often ar-

rive too late to explain what management must do next. Sales

conversion, realized price, delivery time, quality loss, critical

hiring, or receivable aging may explain the causes. Every KPI

has a definition, formula, source, owner, reporting frequency,

and decision threshold.

The dashboard is a decision instrument rather than a visual

reporting product. An out-of-range metric opens a prede-

fined management question, analysis requirement, and fo-

rum. The same metric cannot appear under different defini-

tions or targets in finance, sales, and board reports. When

data confidence is low, the measure shows the coverage gap,

temporary calculation, or validation need rather than present-

ing a precise result. The program does not assume a new

ERP or business-intelligence implementation. It seeks con-

trolled use of existing sources sufficient for the decision.

BEIREK designs the KPI driver chain, data ownership, and de-

cision connection. It does not audit financial results, test sys-

tem security, or provide legal assurance over source data.

Acceptance occurs when management can explain a material

variance through its sources, the accountable executive can

propose a corrective decision, and the later effect of that de-

cision can be traced to the outcome measure.

Measurement changes and decision
traceability

When a metric definition or source changes, the company as-

sesses comparability with prior periods. The difference be-

tween old and new calculations, effective date, and approv-

ing role are recorded. Management must be able to distin-

guish an operating improvement from a formula change. A

temporary calculation does not silently become a permanent

KPI; its completion plan and limitation for decisions remain

visible.
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8. The board, executive team, and CEO use
one decision reality at different levels of detail
CONT INUED  ·  04

When a KPI threshold opens a decision, the decision record links back to the

measure. The post-execution movement is observed, but the result is not au-

tomatically attributed to one initiative where market, price, capacity, or cus-

tomer conditions also changed. The acceptance record retains the observed

movement, known external effects, and management's conclusion. This disci-

pline turns the dashboard from a historical reporting surface into a manage-

ment-learning instrument.

Crises and high-risk
programs use a temporary,
authorized decision cycle

Normal management cadence may be in-

sufficient during a crisis, but concentrat-
ing every decision with the CEO creates a
larger information and execution bottle-
neck. The program defines a separate,

predesigned management mode for crises
and high-risk initiatives. Incident com-
mand, CEO-reserved decisions, communi-

cation authority, specialist inputs, evi-
dence records, accelerated spending lim-
its, and criteria for returning to normal
management are established. The model

preserves the authority of legal, safety,
cybersecurity, finance, people, and tech-
nical specialists according to the event.

The crisis record separates the event log,
verified facts, open assumptions, deci-
sions, communications, and commitments.

Urgency does not justify hiding uncertain-
ty. Sources and confidence are shown,
along with the decisions that must be re-

considered if an assumption proves false.
Statements to critical stakeholders are
made only by authorized persons after re-
quired specialist review. The CEO Office

manages the information flow and deci-
sion cadence; it does not own the techni-
cal response.

Crisis mode does not become permanent.
The program defines when the intensive
cycle will end, which open risks will trans-

fer to normal governance, and what after-
action review is required. BEIREK supports
the operating cycle and record discipline.

It is not an emergency-response body, law
firm, or technical safety authority.
Acceptance requires more than ending the
event. The decision chain must be repro-

ducible, open commitments must transfer
to named owners, and root-cause actions
must enter the normal portfolio.
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one decision reality at different levels of detail
CONT INUED  ·  05

The external stakeholder agenda uses
approved information and traceable
commitments

The CEO's relationships with investors, customers, banks,

public authorities, partners, and employees are part of com-

pany strategy. If these interactions are managed only as

communications activity, commitments, disclosed assump-

tions, and resulting expectations may never enter the institu-

tional system. The program plans the external stakeholder

agenda through purpose, relationship owner, expected deci-

sion, required evidence, disclosure boundary, and follow-up

commitment. Not every interaction needs the CEO; the value

of direct CEO involvement and the relationship risk are as-

sessed together.

Meeting preparation does not consist of reusing a generic

corporate presentation. The stakeholder's decision context,

prior commitments, open issues, potential misunderstanding,

and approved messages are considered. Trade secrets, per-

sonal data, inside information, regulatory disclosures, and

contractual restrictions are defined by the appropriate spe-

cialists. The CEO Office records the approved information

version and commitments arising from the interaction. It does

not provide legal compliance or public-disclosure advice.

Information control is designed to prevent contradictory fore-

casts, capacity plans, investment dates, or risk statements

from reaching different stakeholders. It is not intended to

slow communication. BEIREK manages the engagement plan,

briefing note, and follow-up chain. Acceptance depends on

whether each material interaction has a stated purpose, ap-

proved information version, recorded commitments, and re-

sulting decision needs—not on the number of meetings

completed.

Confidentiality, access, and record integrity

The CEO Office may handle sensitive compensation, perfor-

mance, investment, transaction, board, and crisis information.

Access is not treated as unlimited. For each record, the com-

pany defines the information owner, authorized users, distrib-

ution boundary, retention period, and secure archive or dis-

posal rule. The general strategic portfolio and restricted peo-

ple or transaction files do not share one open distribution

area. Attendance at a meeting does not automatically grant

access to all supporting evidence.
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one decision reality at different levels of detail
CONT INUED  ·  06

Sources used in decision memos are linked to a version and date. If the source later changes, the basis

for the earlier decision does not disappear. Material information received orally or through a message is

not recorded as verified fact until its owner confirms it. Follow-up conducted through personal devices,

uncontrolled message groups, or local copies moves to channels consistent with client information-secu-

rity rules.

BEIREK helps design the access matrix and record behavior. It does not act as the client's information-security officer, data con-

troller, or legal adviser. Technical permissions and regulatory compliance are approved by the client and its authorized special-

ists. Acceptance requires that only the proper roles can access sensitive decision evidence, the distributed version can be identi-

fied, and the decision can later be reconstructed from controlled sources.
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9. The first 90 days progress from diagnosis
to live use and internal ownership

The initial 90 days are used to observe real management traffic and establish

a working core rather than announce a final organization chart prematurely.

The first period reviews the CEO calendar, agenda records, material decision

samples, open commitments, management forums, board actions, and strate-

gic initiatives. Structured discussions with critical executives identify which

matters accumulate unnecessarily with the CEO, which decisions occur with-

out visibility, and where commitments disappear.

The second period designs the target state and minimum viable CEO Office.

Initial versions of agenda-entry criteria, decision memos, decision rights, the

commitment register, strategic portfolio, management cadence, and board ac-

tion chain are prepared. Instead of transforming the whole company at once,

the program selects a small number of material, observable decision flows.

The design is tested on live issues; unnecessary fields are removed, and miss-

ing authority or data connections are repaired.

The third period operates the system in a regular cycle. Internal owners pre-

pare meetings, update records, and conduct post-decision follow-up while

BEIREK observes quality, facilitates exceptions, and prepares handover. At pe-

riod end, the baseline is compared with decision-preparation time, open-deci-

sion age, overdue commitments, reopened decisions, and portfolio visibility. A

90-day period is not a fixed outcome promise. Client access, decision fre-

quency, and the board calendar affect implementation speed, and changes are

approved through the decision record.

Implementation
dependencies and decision
gates

Implementation uses three decision gates.

The first approves current-state findings,
scope boundaries, and priority decision
flows. The second confirms that the initial

tools, decision rights, and management
cadence are ready for live use. The third
verifies that internal owners operate the
system and that open risks have trans-

ferred. A gate does not pass merely be-
cause a date has arrived; named evidence
and an authorized decision are required.

Data access, executive availability, the
board calendar, role boundaries with an
existing PMO or strategy function, and

technology permissions are principal de-
pendencies. If access to sensitive board
materials is unavailable, the interface is

designed with limited evidence and the
limitation remains explicit. If KPI definitions
have not been reconciled, automation
does not proceed; the minimum definitions

needed for decisions are approved first. If
appointment of the internal owner is de-
layed, the handover plan is formally

revised.
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to live use and internal ownership
CONT INUED  ·  02

Each gate can result in proceed, conditional proceed, redesign, or stop. Conditional proceed does not

push open work into an undefined future. Every condition has an owner, due date, and identified effect

on system use. BEIREK prepares the gate file and identifies missing evidence. The client's authorized

sponsor or governance body makes the final decision.
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10. Explicit roles, used deliverables, and an
entry gate make the program executable

BEIREK diagnoses the current management system, designs the target archi-

tecture, establishes decision and commitment tools, facilitates initial manage-

ment cycles, monitors quality, and transfers the system to client owners. The

CEO sponsors the program, makes CEO-reserved decisions, approves role

boundaries, and supports the expected behavior change across the executive

team. Executives provide accurate data, timely recommendations, and execu-

tion commitments. The internal CEO Office owner operates the daily system.

Legal, tax, audit, communications, and technical specialists remain account-

able for opinions in their regulated or specialist domains.

Principal deliverables include the management diagnostic, target CEO Office

model, agenda and attention portfolio, decision-rights matrix, decision-memo

standard, commitment register, management cadence, strategic initiative port-

folio, board action chain, KPI driver register, risk and exception connection,

90-day implementation plan, and handover file. Every deliverable has a de-

fined use, producer, reviewer, approver, version, and acceptance evidence.

Distribution alone does not establish acceptance; use in a selected real man-

agement cycle is tested.

Success is assessed at three levels. Infrastructure measures the complete-

ness of roles, definitions, and records. Behavior measures decision-file quali-

ty, commitment currency, and correct routing. Outcomes examine the age of

open decisions, reopened decisions, overdue critical commitments, and re-

source alignment in the strategic portfolio. Targets are set from the client

baseline. No unsupported percentage improvement is promised.

The service does not make decisions for the CEO, run daily functions, provide

independent audit, legal or tax opinions, serve as board secretariat, provide

investment intermediation, or conduct cyber-incident response. BEIREK does

not assume responsibility for performance outcomes outside its approved

scope. Its responsibility is limited by the information provided, access autho-

rized, and the client's timely decisions. A matter requiring specialist advice

cannot be treated as closed before the relevant opinion is complete.

Program governance and
change control

The engagement itself operates under ex-
plicit governance. The CEO or authorized
sponsor decides scope, priority, and re-
source matters. The client program owner

provides daily access and coordination.
The BEIREK program lead manages the
work plan, quality gates, dependencies,

and deliverable versions. Functional own-
ers remain accountable for their data, spe-
cialist inputs, and operating results. The
weekly program view emphasizes upcom-

ing decisions, blockers, and client contri-
butions rather than a long task list.
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CONT INUED  ·  02

A scope change is not made by adding a new issue to the list. The request is

assessed for purpose, expected output, affected deliverables, timing, client

resources, professional boundary, and impact on existing priorities. The spon-

sor may stop an existing work item, commission the new item separately, or

reprioritize the approved scope. The decision and effective date enter the

change record. The CEO Office program therefore does not reproduce the de-

cision debt and resource conflict it is intended to address.

Deliverable reviews are not left as open-ended comment collection. Reviewer

roles, material-comment dates, the authority to resolve conflicting comments,

and acceptance evidence are set in advance. BEIREK does not publish unveri-

fied client information as fact; it marks the point as an assumption or pending

input. At close, open decisions, limitations, future owners, and any support re-

quirement are consolidated in a single handover record.

The CEO agenda entry gate
validates scope through live
decision traffic

The first working step is a CEO agenda

and decision-flow entry gate. The client
provides the recent CEO calendar, select-
ed decision examples, open material com-
mitments, the active strategic initiative list,

management forums, and accessible
board actions. The CEO and designated
executives join focused working sessions

to identify where decisions stall and which
matters genuinely require CEO-level
judgment.

BEIREK uses these inputs to prepare an
initial decision-traffic map, a prioritized is-
sue list, out-of-scope areas, data limita-

tions, and candidate decision flows for the
first 90-day pilot. This output is not the fi-
nal CEO Office design. It is a decision file
showing where the program can create

value and which dependencies must be
resolved first.

At the entry gate, the sponsor decides
whether to proceed, proceed with condi-
tions, redesign the scope, or not launch
the program. A proceed decision confirms

the sponsor, internal program owner, data
access, priority decision flows, and initial
acceptance evidence. Detailed design

therefore begins from the client's ob-
served management needs rather than
from a presumed organization model.

25
BEIREK  LLC  ·  THE  PROJECT  MANAGEMENT  COMPANY 25



CEO  OFF ICE  &  STRATEG IC  EXECUT ION

Technical Appendix

BEIREK  LLC  ·  THE  PROJECT  MANAGEMENT  COMPANY 26



PRIVATE  &  CONFIDENTIAL
CEO  OFFICE  &  STRATEGIC  EXECUTION

JULY  2026

TECHN ICAL  MODULE

A1. Decision-memo standard

Decision memos scale with the effect of the issue rather than forcing every matter into one template. A

short memo may be sufficient for a reversible and limited-impact choice. A matter with significant capital,

reputation, people, legal, or strategic consequences requires additional evidence and specialist input. In

every version, the decision statement appears at the beginning. The reader does not have to infer at the

end what approval is being requested.

Field Minimum content Control test

Decision request Explicit choice required from the authorized
person and due date

Understandable in one sentence

Context Why the decision is required now and relevant
prior decisions

If reopened, changed premise is shown

Evidence Verified facts, source, and currency Data and opinion are separated

Assumptions Unverified premises used for the decision Owner and confirmation date exist

Options Credible alternatives and the consequence of no
action

No artificial option is included

Effects Financial, operating, people, customer, and risk
consequences

Same period and scope are used

Recommendation Work owner's reasoned preference Conflicts and specialist differences are disclosed

Execution Owner, resources, milestones, and acceptance
evidence

Post-decision accountability is clear

Quality is tested through decision readiness rather than field completion. The authorized person must understand the issue, op-

tions, and consequences without another general presentation round. The execution owner must not be able to interpret the

scope differently. Once decided, the memo is locked. New information does not silently overwrite the earlier version; it creates a

new version with the reason for reconsideration.
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A2. Decision-rights matrix

The decision-rights matrix identifies material decision types and the relationships among roles. Each row

names the proposer, required advisers, final decision owner, executor, and outcome acceptor. More than

one final decision owner is not assigned. Where a collective decision is required, the authorized forum is

named. Emergency authority is limited by duration, amount, or effect and includes a retrospective confir-

mation process.

Decision type Proposer Advisers Decision owner Executor Acceptor
Escalation
threshold

Launch a strategic
initiative

Business sponsor Finance,
operations, risk

Approved
management forum

Initiative owner Program sponsor Resource or
premise boundary
is crossed

Material capital
allocation

Relevant executive CFO and required
specialists

Body identified in
authority schedule

Budget owner Finance and
sponsor

Amount, return, or
risk threshold is
crossed

Critical customer
commitment

Commercial
executive

Operations, legal,
finance

Authorized
commercial role

Account owner Commitment owner Capacity, margin,
or reputation risk
arises

Senior
appointment

Relevant executive Human resources
and budget owner

CEO or authorized
board body

Human resources Appointment owner Role,
compensation, or
control boundary is
crossed

Crisis
communication

Incident owner Legal and
communications
specialists

Crisis authority Authorized
spokesperson

Incident command Regulatory or
reputation effect
arises

The matrix does not change authority created by corporate documents, board resolutions, signature rules, or law. If there is a

conflict, specialist advice is obtained, and the operating matrix is corrected. Acceptance tests whether selected decisions close

without unnecessary CEO intervention while required visibility remains intact.
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A3. Commitment and exception register

A commitment and an exception can be linked in the same control system, but they have different mean-

ings. A commitment is accountability for a defined result under stated conditions. An exception is a vari-

ance beyond an approved target, tolerance, or baseline that requires a decision. Both have an owner and

closure evidence. An exception also carries its effect, temporary control, and decision request.

Record field Commitment Exception

Source Decision, board direction, or stakeholder promise KPI, project, risk, or control threshold

Business outcome Defined result to be produced Target affected by the variance

Owner Person accountable for the result Person accountable for correction and
recommendation

Date Delivery or review date Latest decision date

Dependency Required data, team, budget, or specialist Condition required to close the variance

Evidence Acceptance document or verified result Impact analysis, decision, and corrected result

Status Open, at risk, complete, canceled Monitoring, decision required, correcting, closed

Records are aged weekly. Not every overdue item reaches the CEO; only items above an agreed effect threshold or blocking mul-

tiple outcomes enter the executive view. A canceled commitment is not deleted. The authority, rationale, and stakeholder notif-

ication remain in the record. This tool cannot replace regulated contract administration or formal legal notice systems.
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A4. Management-cadence calendar

Cadence design begins with the decision horizon, not meeting duration. Weekly cycles close execution

exceptions, monthly cycles address economic and operating drivers, periodic cycles revisit strategic as-

sumptions, and board cycles handle reserved oversight and decisions. Each forum receives controlled in-

puts from an earlier cycle and passes decisions and commitments to the next.

Forum Primary purpose Input Decision output Record owner

Weekly execution Close critical dependencies
and exceptions

Current commitments,
exceptions, and near-term
milestones

Correction, support, or
escalation

CEO Office operating owner

Monthly executive Decide performance and
resource matters

KPI drivers, financial view,
portfolio status

Resource, priority, and
policy decision

Relevant decision secretariat

Periodic strategy Reconsider assumptions and
options

Market, customer, capacity,
capital, and risk evidence

Continue, stop, or redirect Strategy or CEO Office
owner

Board Conduct oversight and
reserved decisions

Approved board package
and prior actions

Formal decision and
direction

Authorized board secretariat

Agendas, participants, and material deadlines are defined in advance. Information with no decision request can move through a

suitable distribution channel. If an urgent matter cannot wait for the normal forum, the company identifies the temporary authority

and when the decision will enter the permanent record. The calendar protects time for external stakeholders and executive think-

ing rather than consuming all available attention.
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A5. Board action register

The board action register does not copy the official minutes. It translates the formal decision into the out-

come, owner, due date, dependency, and acceptance evidence needed for management execution. The

legal wording remains under the authority of the board secretariat. The CEO Office record references that

source, and the official record prevails if there is any inconsistency.

Field Description

Decision reference Official meeting and decision identifier

Management outcome Defined result to be produced in execution

Accountable executive Person accountable for the outcome

Milestones Interim evidence before the next relevant board meeting

Dependencies Financing, specialist opinion, permit, or other decision

Risk and disclosure Changes requiring renewed board attention

Acceptance evidence Document or verification showing completion

Closure Authorized approval and date

The register is reviewed before the board cycle. Open actions are not reported only as “in progress.” The board view shows evi-

dence completed, the next milestone, any variance, and the decision required. If a board direction changes materially over time,

legal counsel and the board secretariat determine whether renewed authority or a formal decision is needed.
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A6. CEO Office scorecard and handover test

The scorecard emphasizes the reliability of the management system over the volume of activity per-

formed by the CEO Office. Measures are selected from the client baseline and have controlled defini-

tions. Possible areas include decision-file completeness, open-decision age, reopened decisions, over-

due material commitments, unsupported exceptions, portfolio resource alignment, board-action closure,

and the internal team's ability to operate cycles independently. Targets are agreed only against a reliable

baseline.

Dimension Measurement question Evidence Management use

Agenda quality Do CEO-level issues meet entry
criteria?

Agenda and decision records Return unsuitable issues to the
proper level

Decision quality Are the request, options, effects, and
recommendation complete?

Approved decision memos Correct preparation standards

Decision speed Do material decisions close within
accepted time?

Decision-debt register Remove data or authority
bottlenecks

Execution confidence Do critical commitments advance
with current evidence?

Commitment and exception register Provide support or escalate

Portfolio discipline Do active initiatives meet resource
and evidence gates?

Portfolio charters Fund, pause, or stop

Handover capability Can the internal team operate
without BEIREK?

Two observed consecutive cycles Transfer or provide targeted
strengthening

Handover is not complete when files are sent to the client. Internal owners must qualify agenda items, quality-check decision

files, update commitments and exceptions, operate the correct forum, and preserve closure evidence. Authority or data gaps re-

maining at the end transfer as explicit risks. Ongoing dependence on BEIREK is not preserved as a default operating model. If

further management support is separately agreed, its scope and accountabilities are defined independently.

32
BEIREK  LLC  ·  THE  PROJECT  MANAGEMENT  COMPANY 32



PROGRAM  CONCLUS ION

CONCLUS ION

CEO Office & Strategic
Execution
CEO Office & Strategic Execution institutionalizes the company's decision and execution

capacity. When agenda, attention, decision rights, commitments, the strategic portfolio,

and the board interface operate through a common record and acceptance logic, the CEO's

personal follow-up burden can decline while management visibility improves. Success is

assessed by whether the right issue is handled at the right level, with sufficient evidence

and explicit accountability. BEIREK designs the system, operates its initial cycles, and

transfers it to internal owners. Client management retains responsibility for decisions and

business outcomes.
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