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This book provides general educational information about business operations, delegation, internal controls, contracts, software permissions, and artificial intelligence. It does not provide legal, tax, accounting, employment, cybersecurity, safety, medical, financial, or regulatory advice. Authority to sign, spend, hire, disclose, publish, change records, or act for another person or organization depends on the governing documents, contracts, laws, professional duties, bank arrangements, insurance terms, and local facts that apply.

Do not use this book to bypass a required approval, hide a conflict, split a transaction to avoid a limit, share credentials, invent an approval, or give a person or software access beyond the work they are authorized to perform.

Large language models can produce incorrect or invented answers. A model can compare documents, find missing fields, prepare a draft, and suggest a route. It cannot create authority. Keep source records separate from model output. Limit access. Require human review before a consequential action. Preserve correction, export, fallback, and stop controls.

No business result is promised. The reader must supply the real operation, lawful access, governing requirements, competent local judgment, current prices and limits, and people who can grant authority.
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Source Notes

Introduction: Approval Is an Operating Rule

A business can document every task and still make every consequential action wait for one person.

The service worker knows how to issue a refund but does not know how much can be refunded without asking. The sales worker can prepare a quote but cannot tell whether a discount, a new payment term, or a promise of custom work changes the approval route. The office manager receives a renewal notice but does not know whether clicking ACCEPT would spend money, extend a contract, or only acknowledge receipt. The person who runs payroll can prepare a file but may not have authority to release it. A marketing worker can draft a statement but does not know who may publish it after a complaint, outage, or legal threat.

The usual repair is to add the owner to every decision. This removes ambiguity by creating delay.

The opposite repair is to tell people to "use their judgment." This removes delay by hiding the boundary.

A useful authority system states the action, the evidence, the limit, the conditions, the person or position allowed to decide, the person allowed to perform the action, the backup, the exception route, and the record that proves what happened.

The central object in this book is an approval matrix. The name can be misleading. A good matrix does not require approval for everything. It identifies several different routes:

	An authorized person may act without further approval.

	A person may act within a stated limit and send notice afterward.

	A person may recommend while another person decides.

	Two different people must participate.

	A specialist must confirm one narrow condition.

	The action must escalate.

	The action must not proceed.


"No further approval required" is one of the most important results the matrix can contain.

Formal organizations often call this a delegation of authority, schedule of authority, signing matrix, financial authority table, or decision-rights framework. Software systems express related rules as roles, permissions, approval routes, limits, and conditions. This book uses ordinary words wherever possible. It keeps the useful distinctions.

What the book covers

This book shows how to:

	Find the approvals that currently return to the owner.

	Identify the exact actions that need authority.

	Separate permission to decide from permission to access, prepare, sign, pay, publish, or change a record.

	Locate the document or person from which authority comes.

	Build amount limits without treating money as the only consequence.

	Require evidence that makes a decision reviewable.

	Define backups, response times, escalation, expiration, and refusal.

	Prevent self-approval, transaction splitting, stale delegations, and shared credentials.

	Test the rules against actual cases before changing access.

	Align written authority with bank, accounting, contract, publishing, and software controls.

	Use AI for comparison and drafting without letting a model create or exercise authority.

	Turn a recurring authority problem into a small paid service or repairable product.


What the book does not cover

This is not a general workflow-mapping book. It does not reconstruct every task in an operation.

It is not a general exception-handling book. It uses exceptions only to test the authority boundary.

It is not a bookkeeping system, contract law manual, cybersecurity standard, employment guide, safety system, or compliance program.

It does not tell a reader which dollar limits, signatures, records, or roles the reader's business must use. A copied threshold can create false confidence. The reader must establish local requirements.

It does not promise that a business can run without the owner. Some decisions remain with an owner, board, licensed professional, trustee, officer, or other named authority. The goal is to keep those reserved decisions visible while releasing the ordinary decisions that do not need to return.

Evidence labels

Documented practice means that a named public policy, standard, audit, manual, or technical source describes the practice.

Publisher claim means that a publisher or author states what a book promises. It does not verify the result.

Practitioner report means that a person in a





The finished result


	A catalog of restricted actions.

	A source record showing where each authority comes from.

	One complete matrix row for every included action.

	A short evidence requirement for every decision.

	A primary authority and backup.

	A route for missing evidence, conflict, absence, and exceptions.

	A decision and action record.

	A list of systems and accounts that must enforce the rule.

	A scenario test set.

	A review date and change owner.

	A manual fallback and immediate stop control for automated actions.
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