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INSTRUCTIONS FOR USE

WHY YOU SHOULD READ THIS BOOK

This book has been written for anyone who has to deal with people on a daily basis. Whether you are a teacher, a professor, a pilot or a top manager, you will be confronted by the same questions time and again: How do I make the right decision? How can I motivate myself or my team? How can I change things? How can I work more efficiently? And on a more personal level: What do my friends reveal about me? Do I live in the here and now? What do I want?

WHAT YOU WILL FIND IN THIS BOOK

The fifty best decision-making models – well-known and not so well-known – that will help you tackle these questions are described in words and diagrams. Don’t expect straight answers; be prepared to be tested. Expect food for thought. You will acquire the kind of knowledge with which you can impress friends and colleagues: What is a black swan? What is a long tail? What is the Pareto principle? Why do we always forget everything? How should I behave in conflict situations?

HOW TO USE THIS BOOK

This is a workbook. You can copy out the models, fill them in, cross them out, and develop and improve them. Whether you need to prepare for a presentation or carry out an annual performance review, whether a difficult decision lies ahead of you or a prolonged dispute is now behind you, whether you want to reassess your business idea or get to know yourself better – this book will guide you.

WHAT IS A DECISION-MAKING MODEL?

The models in this book fulfil the following criteria:

• They simplify: they do not embrace every aspect of reality, but only include those aspects that seem relevant.

• They are pragmatic: they focus on what is useful.

• They sum up: they are executive summaries of complex interrelations.

• They are visual: through images and diagrams, they convey concepts that are difficult to explain in words.

• They organise: they provide structure and create a filing system.

• They are methods: they do not provide answers, they ask questions; answers emerge once you have used the models, i.e. filled them out and worked with them.

In the appendix you will find the sources of the models, as well as references to books and websites. Models for which no source is given there have been developed by the authors.

WHY DO WE NEED DECISION-MAKING MODELS?

When we encounter chaos, we seek ways to structure it, to see through it, or at least to gain an overview of it. Models help us to reduce the complexity of a situation by enabling us to suppress most of it and concentrate on what is important. Critics like to point out that models do not reflect reality. That is true, but it is wrong to claim that they compel us to think in a prescribed way. Models do not define what or how we should think; they are the result of an active thought process.

You can read this book in the American or the European way. Americans tend towards a trial-and-error approach: they do something, fail, learn from this, acquire theories and try again. If this approach suits you, start at the beginning with ‘How to improve yourself’. Europeans tend to begin by acquiring theories, then doing something. If they then fail, they analyse, improve and repeat the attempt. If this approach is more your style, begin with ‘How to understand yourself better’ (p.45).

Each model is only as good as the person who uses it.


HOW TO IMPROVE YOURSELF

 

THE EISENHOWER MATRIX

HOW TO WORK MORE EFFICIENTLY

The US President Dwight D. Eisenhower supposedly once said: ‘The most urgent decisions are rarely the most important ones’. Eisenhower was considered a master of time management, i.e. he had the ability to do everything as and when it needed to be done. With the Eisenhower method, you will learn to distinguish between what is important and what is urgent.

Whatever the job that lands on your desk, begin by breaking it down according to the Eisenhower method (see model), and then decide how to proceed. We often focus too strongly on the ‘urgent and important’ field, on the things that have to be dealt with immediately. Ask yourself: When will I deal with the things that are important, but not urgent? When will I take the time to deal with important tasks before they become urgent? This is the field for strategic, long-term decisions.

Another method of organising your time better is attributed to the multimillionaire Warren Buffett. Make a list of everything you want to get done today. Begin with the task at the top of the list, and continue only when you have completed it. When a task has been completed, cross it off the list.

Better late than never. But never late is better.

[image: image]

Fill in the tasks you currently have to deal with.

THE SWOT ANALYSIS

HOW TO FIND THE RIGHT SOLUTION

With SWOT analysis, you evaluate the Strengths, Weaknesses, Opportunities and Threats identified in a project. The technique is based on a Stanford University study from the 1960s which analysed data from Fortune 500 companies. The study found a 35 per cent discrepancy between the companies’ objectives and what was actually implemented. The problem was not that the employees were incompetent but that the objectives were too ambiguous. Many employees didn’t even know why they were doing what they were doing. SWOT was developed from the results of the study to help those involved in a project to gain a clearer understanding of it.

It is worth taking the time to think about each step of the SWOT analysis rather than just hastily fill it out. How can we emphasise our strengths and compensate for (or cover up) our weaknesses? How can we maximise opportunities? How can we protect ourselves against threats?

What is interesting about SWOT analysis is its versatility: it can be applied to business and personal decisions with equal success.

The things we fear most in organisations – fluctuations, disturbances, imbalances – are the primary sources of creativity. Margaret J. Wheatley
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Think back to a big project in your life and about how you would have filled in  SWOT diagram at the time. Compare that with how you would fill it in today.

THE BCG BOX

HOW TO EVALUATE COSTS AND BENEFITS

In the 1970s, the Boston Consulting Group developed a method for assessing the value of the investments in a company’s portfolio. The four-field matrix distinguishes between four different types of investment:

• Cash cows have a high market share but a low growth rate. This means they don’t cost much but promise high returns. Consultants’ verdict: milk them.

• Stars have a high market share and a high growth rate. But growth devours money. The hope is that the stars will turn into cash cows. Consultants’ verdict: invest.

• Question marks, or ‘problem children’, have high growth potential but a low share of the market. With a lot of (financial) support and cajolement, they can be turned into stars. Consultants’ verdict: a tough decision.

• Dogs are business units with a low share in a saturated market. Dogs should be held on to only if they have a value other than a financial one (e.g. a vanity project or favour for a friend). Consultants’ verdict: liquidate.

The most dangerous words in investing are ‘this time it’s different’. Sir John Templeton
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Arrange your financial products, investments or projects in the matrix. The axes indicate growth potential and market share.

THE PROJECT PORTFOLIO MATRIX

HOW TO MAINTAIN AN OVERVIEW

Are you juggling several projects simultaneously? Then you are a ‘slasher’ (/). The term was coined by the New York author Marci Alboher and describes a growing number of people who cannot give a single answer to the question ‘And what do you do for a living?’

Suppose you are a teacher/musician/web designer. The variety may be appealing, but how can you balance all these projects? And how do you ensure a regular income?

To get an overview, you can classify your current projects, both work-related and private, with the help of the project portfolio matrix according to cost and time (see model). Think of costs not only in terms of money but also in terms of resources such as friends involved, energy and psychological stress.

Cost and time are just two examples. You can use whatever parameters are relevant to your situation: for example, the x-axis could be ‘How much my project is helping me achieve my overriding objective’, and the y-axis ‘How much I am learning from this project’. Now position your projects in the matrix in relation to the two axes ‘objectives achieved’ and ‘amount learned’.

HOW TO INTERPRET THE RESULTS

• Reject projects if there is nothing you can learn from them and if they do not correspond to your overriding vision.

• Projects that you can learn from but do not correspond to your vision are interesting but will not help you achieve your objective. Try to change the project so that it serves your vision.

• If a project corresponds to your vision, but you are learning nothing new, look for somebody else to do it for you.

• If you are learning something and achieving your vision, you have hit the jackpot!

The greatest danger for most of us is not that our aim is too high and we miss it, but that it is too low and we reach it. Michelangelo
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Arrange your current projects in the matrix: are you on budget and on time?

THE JOHN WHITMORE MODEL

AM I PURSUING THE RIGHT GOAL?

If you set yourself goals, you should distinguish between final goals and performance goals. A final goal might be ‘I want to run a marathon’; a performance goal helps you achieve this aim, for example ‘I will go jogging for thirty minutes every morning’.

Write down your goal on paper and check, step by step, whether it correlates with the fourteen requirements in the model.

A few things to note: if a goal is unattainable, there is no hope, and if it is not challenging it will not motivate you. If the fourteen steps are too complicated for you, keep in mind the following ground rule when establishing your goal:

KISS – Keep It Simple, Stupid!

Everything should be made as simple as possible. But no simpler. Albert Einstein

→ See also: Flow model (p.46)

[image: image]

Once you have established a goal, check whether it correlates with these fourteen requirements.

THE RUBBER BAND MODEL

HOW TO DEAL WITH A DILEMMA

Is this a situation you are familiar with? A friend, colleague or client needs to make a decision that could irrevocably alter their future: for example to change career, move to another city or take early retirement. The arguments for and against are evenly balanced. How can you help them out of their dilemma?

Copy out the rubber band model, and ask the person to ask themselves: What is holding me? What is pulling me?

At first glance the method seems to be a simple variation of the conventional question ‘What are the pros and cons?’ The difference is that ‘What is holding me?’ and ‘What is pulling me?’ are positive questions and reflect a situation with two attractive alternatives.

A peacefulness follows any decision, even the wrong one. Rita Mae Brown

→ See also: SWOT analysis (p.12)
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If you have to decide between two good options, ask yourself what is holding you, and what is pulling you.

THE FEEDBACK MODEL

DEALING WITH OTHER PEOPLE’S COMPLIMENTS AND CRITICISMS

Feedback is one of the most difficult and sensitive processes in groups. It is easy to hurt people with criticism, but false compliments are also unhelpful. Compliments often make us too complacent, while criticism damages our self-esteem and can lead us to make unwise choices.

The one-dimensional question ‘What did you find good, what did you find bad?’ is therefore not necessarily helpful. In terms of what can be learned from feedback, it is better to ask yourself ‘What can I do with this criticism?’ In other words, see what can stay as it is, and what needs to change (but may have been good up till now).

It is not only about establishing what has not succeeded, it is also about deciding whether and how to react. The model will help you to categorise the feedback you receive in order to clearly establish a plan of action.

It is also important to ask yourself honestly: ‘Which success or failure was in fact due to luck?’ Were you the winner of a match because the ball found its way into the net purely by chance? Do you really deserve this compliment?

Pay attention to your thoughts, because they become words.

Pay attention to your words, because they become actions.

Pay attention to your actions, because they become habits.

Pay attention to your habits, because they become your character. Pay attention to your character, because it is your fate.

From the Talmud
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Arrange the feedback you have received in the matrix. What advice do you want to follow?
Which criticisms prompt you to take action? Which suggestions can you ignore?

THE FAMILY TREE MODEL

THE CONTACTS YOU SHOULD MAINTAIN

This model is based on the premise that humans are fundamentally social, interactive beings. Brand loyalty can be understood as a person’s attachment to a brand or product, and that person’s desire to tell others about it. Conventional models for determining brand loyalty often serve as a justification of (often imprudent) expenditure or of decisions that have already been made rather than as an objective evaluation of strategies.

A simpler and more constructive starting point for determining brand loyalty is to find out what your customers think about your product. Instead of a complex questionnaire, in this model the customer is asked a single question: ‘Who recommended this product to you, and who would you recommend it to?’ Three groups of respondents can be defined based on the answers: promoters, passive satisfied customers and critics. The ratio of promoters to critics is the barometer of success.

Draw a client or portfolio structure in the shape of a family tree. Now you will see how or through whom a client became a client.

HELP WITH INTERPRETATION

The more family trees you have to draw, the more diverse your customer structure or portfolio. Boughs with more branches require more maintenance. They represent a risk of over-concentration and can easily break.

You don’t have customers? Then think about how your circle of friends and acquaintances is structured. Through whom did you meet most of your friends? Are you still friends with this person?

→ See also: Network target model (p.80)
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Draw the family tree of your friends and acquaintances: through whom do you know your friends? Or draw the tree of your clients: through whom have you reached most of your customers?

THE MORPHOLOGICAL BOX AND SCAMPER

WHY YOU HAVE TO BE STRUCTURED TO BE CREATIVE

Innovation can mean doing something completely new, but it can also mean making a new combination of things that already exist. But how is this achieved?

The concept of morphology stems from the study of biological structures and configurations. In the 1930s, the Swiss physicist Fritz Zwicky at the Institute of Technology in California developed a problem-solving method using what he called morphological boxes, in which a new entity is developed by combining the attributes of a variety of existing entities. This method, which was initially applied by Zwicky to jet engine technology, also began to be used in marketing strategies and the development of new ideas.

HOW IT WORKS

For the development of a new car, for example, all the relevant parameters (e.g. vehicle type, target group) are noted, and as many attributes as possible are ascribed to each parameter. This requires expertise as well as imagination, as the aim is to create something new out of something that already exists. The result in this case is a two-dimensional table (although a morphological box can have up to four dimensions).

The next stage requires brainstorming: the car has to be an SUV, say, but it also needs to be energy-efficient and inexpensive to manufacture. Which attributes match these requirements? Connect your chosen attributes with a line. This new configuration of attributes can form the basis for an evaluation of your desired car. Besides the morphological boxes, the SCAMPER checklist developed by Bob Eberle will also help you to reconfigure an existing idea or product. The following seven key questions are drawn from a questionnaire developed by Alex Osborn, founder of the advertising agency BBDO:

• Substitute? Substitute people, components, materials.

• Combine? Combine with other functions or things.

• Adapt? Adapt functions or visual appearance.

• Modify? Modify the size, shape, texture or acoustics.

• Put to other use? Other, new, combined uses.

• Eliminate? Reduce, simplify, eliminate anything superfluous.

• Reverse? Use conversely, invert, reverse.

The task is not so much to see what no one has yet seen, but to think what nobody yet has thought about that which everybody sees. Arthur Schopenhauer

→ See also: Thinking outside the box (p.92)
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THE ESQUIRE GIFT MODEL

HOW MUCH TO SPEND ON GIFTS

Gift-giving is something of a minefield. A cheap or impersonal gift can make the recipient feel undervalued, and create an awkward situation for both giver and receiver. This little model from Esquire magazine has two axes:

• How long have you known the person to whom you are giving the gift?

• How much money should you spend on the gift?

TWO RULES OF THUMB

Being generous beats being miserly (don’t be misled by the sentence ‘That really wasn’t necessary’).

Buy something that you would be pleased to receive as a gift yourself.

I have the simplest tastes. I am always satisfied with the best.

Oscar Wilde
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The model shows which people you should give gifts to, when, and to what value. What is the most valuable gift you have ever given – and received?

THE CONSEQUENCES MODEL

WHY IT IS IMPORTANT TO MAKE DECISIONS PROMPTLY

We are often forced to make decisions based on limited or ambiguous information. At the beginning of a project, for example, when the finer details have yet to be clarified, we need to be bold in our decision-making – particularly because these early decisions have the most far-reaching consequences. Towards the end of a project we know more and have fewer doubts, but by then there is no longer anything fundamental to decide.

The most important question, then, is how we can bridge the chasm between doubt and decision.

Beware! We often defer decisions because we have doubts. But not making a decision is a decision in itself. If you delay a resolution it is often an unconscious decision, one that you do not communicate. This leads to uncertainty in a team. So if you want to make a decision later, be sure to communicate this clearly.

With this model, the Danish organisation theorists Kristian Kreiner and Søren Christensen encourage us to be courageous, and make decisions based on minimal information.

I’d rather regret the things I have done than the things that I haven’t. Lucille Ball

→ See also: Eisenhower matrix (p.10)

[image: image]

The model shows how the extent of the consequences of your decisions relates to the extent of your knowledge.

THE CONFLICT RESOLUTION MODEL

HOW TO RESOLVE A CONFLICT ELEGANTLY

Psychologists agree that conflicts have to be dealt with in order to prevent deadlock and recrimination and restore stability and communication. The question is, how? In principle there are six different ways of dealing with a conflict situation: escape, fight, give up, evade responsibility, compromise or reach a consensus.

1. Escape. Escaping is the same as avoiding. The conflict is not dealt with, and the situation remains the same. It can be assumed that neither side will gain anything. This is a lose–lose situation.

2. Fight. Those who deal with a conflict aggressively have only one aim: to win. But winning alone is not enough, as somebody also has to lose. This approach is about conquering the opponent, and asserting one’s own position in the face of resistance from others. The result is a win–lose situation.

3. Give up. Those who give up their own position in a conflict solve it by retreating, i.e. they lose. The result is a lose–win situation.

4. Evade responsibility. Those who feel overwhelmed by a conflict often delegate the decision – and thus also the confrontation – to another authority, usually a higher one. This authority solves the conflict for them, but not necessarily wisely, and not necessarily in the delegator’s interest. There is a risk that the parties on both sides of the conflict will lose (lose–lose situation).

5. Compromise. Depending on how it is perceived, a compromise is a solution acceptable to both parties. It is often felt that although the solution isn’t ideal, it is reasonable in the circumstances (win–lose/win–lose).

6. Reach a consensus. A consensus is based on a new solution that has been developed by both parties. In contrast to a compromise, it is a win–win situation for both parties, because nobody has to back down. Instead, both parties develop a ‘third way’ together.

Our failures are due not to the defeats we suffer but to the conflicts we don’t participate in.

Graffiti on a youth centre in Bern, Switzerland
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This model shows the six typical reactions to a conflict. What conflict type are you? What type is your adversary?

THE CROSSROADS MODEL

SO WHAT NEXT?

We all have times in our lives when we find ourselves at a crossroads, and ask ourselves: where now? The crossroads model is inspired by The Personal Compass, developed by San Francisco consulting agency The Grove, and helps you to find your direction in life. Fill in the model on the basis of the following questions:

WHERE HAVE YOU COME FROM?

How have you become who you are? What have been the main decisions, events and obstacles in your life, and who were your main influences? Think about your education, your home, where you grew up. And make a note of keywords that strike you as important.

WHAT IS REALLY IMPORTANT TO YOU?

Write down the first three things that come into your head. You don’t have to go into detail or be specific. What are your values? What do you believe in? Which principles are important to you? When everything fails, what remains?

WHICH PEOPLE ARE IMPORTANT TO YOU?

Here you should think of people whose opinions you value, and who influence your decisions, as well as those who are affected by your decisions. Think also about the people you like and those you fear.

WHAT IS HINDERING YOU?

What aspects of your life prevent you from thinking about the really important things? Which deadlines do you have in your head, and what is hindering you? What do you have to do, and when?

WHAT ARE YOU AFRAID OF?

List the things, circumstances or people that cause you worry and rob you of your strength.

Look at your notes. What’s missing? What issues have arisen? Do the keywords you’ve written down tell the story of how you became who you are today? If necessary, jot down more keywords and questions. Now look at the roads that lie ahead of you. We have given six examples. Imagine each one:

1. The road that beckons – what have you always wanted to try?

2. The road that I imagine in my wildest dreams, regardless of whether it is achievable or not – what do you dream of?

3. The road that seems most sensible to me, the one that people whose opinion I value would suggest to me.

4. The road not travelled – one you have never considered before.

5. The road I have already been down.

6. The road back, to a place you once felt safe.

You decide.

When was the last time you did something for the first time?

[image: image]

Answer the questions by yourself or together with a good friend. Then imagine the road that you could take. 




End of sample
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