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Abstract

We all make bad decisionsd and frequently repeat them.
A bad decision is any decision that moves us or our
organizations further away from the goals we want to
achieve. Some bad decisions are unavoidable, but many
are avoidable.

This paper identifies five common mistakes that can result
in avoidable decision errors and delays and introduces a
new method i the Change Matrix Cloud Process (CMCP)
i which consists of a simple five-step process, each
designed to reduce or even prevent one of these five
common decision mistakes.

The CMCP was developed over a decade from insights
gained during extensive field testing to test its
effectiveness and efficiency over a wide range of
applications that included individuals dealing with difficult
personal problems and decisions and management teams
dealing with difficult organizational problems and
decisions.

In both these applications, the CMCP has proven to be
fast and reliable method to expose, challenge and
overcoming the often hidden but harmful assumptions that
can cause us to make and repeat avoidable decision
errors and delays.
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The Change Matrix Cloud Process

A Wicked Problem: We all make and repeat bad decisions

Jason, a project manager, is in a panic. The project is going to be late and over-budget—again!
The managing director is fuming. The client is threatening to walk. Jason jumps into action,
sending a flurry of emails, marshaling a full-team meeting to brainstorm for solutions and devise
a plan to salvage the project and get it back on track.

Will they succeed? Will they learn from this experience?
If history is any indication, probably not.

Our project manager is facing a wicked problem: a type of problem within our organizations, our
society, or our lives, which despite our best efforts, we’ve been unable to solve or prevent from
recurring. Wicked problems plague us all. In our organizations, we wish we could end silo-
thinking, local optimization, finger-pointing, fire-fighting, multitasking. In society, we wish we
could end discrimination, poverty, wastage of scarce resources, and high offender recidivism. In
our personal lives, we wish we could make healthier food choices, exercise more, have the
discipline to save more money for rainy days, not overreact, and pick more appropriate
relationship or business partners.

But we don’t.

It’s not because we are ignorant about these problems or ignorant about possible or even proven
solutions. Rather, it is a fault in our decision-making process. It is common to blame ignorance as
the main cause for bad decisions. “We or they didn’t know any better.” But that’s an assumption

that needs to be challenged.

Wicked problems can be caused by

ignorance (we didn’t know) but mostly 1. Ignorance —we didn’t know
persist because of inertia (we knew but 2. Inertia —we knew, but did not act
did not act) or ineptitude (we acted but 3. Ineptitude — we acted, but compromised

compromised). Most of the time, the
people doing things they should not do,
or the people that did not do what they should have done, had knowledge about the problem
and/or access to viable solutions. They just made a bad decision. They either failed to act (inertia)
or decided to compromise and not apply the knowledge correctly (ineptitude).

Figure 1: THREE CAUSES OF AVOIDABLE MISTAKES

So why do we tend to blame ignorance? Policy makers, managers, and even parents think that
solving ignorance is simpler. The solution is simply educating the decision makers. Solving inertia
and ineptitude is much harder. It requires that we take the time and do the hard work to actually
understand why good people often resist doing things they probably know would be good for
them or their organizations or why they sometimes do things they probably know they shouldn’t
because it would waste scarce resources or even harm them or their organizations.

Page 5 of 39



The Change Matrix Cloud Process

Behind all of our “bad” decisions, we will not only find cognitive biases, but also “bad”
assumptions—assumptions that harm rather than help us. Unless identified, recognized, and
challenged, these assumptions will cause good people to continue to make and repeat the same
avoidable decision mistakes.

Are we facing groblem-solvingcrisist or adecisiormaking crisis?

Philosophers and social scientist have known for a long time that as knowledge expands and
access to this knowledge grows exponentially, more and more, it will be poor decision making,
rather than poor problem solving or lack of knowledge, that will become the main cause of
individuals, organizations, and even countries not reaching their goals.

In fact, since Benjamin Franklin first introduced his pro/con method in a letter to a friend in 1772,
there have been major advances in our understanding of why we all sometimes make avoidable
and consequential decision mistakes and what can be done to reduce these mistakes. Notable
advances and new insights into the underlying causes of decision errors include those from Nobel
Prize winners Dr. Herbert Simon (Bounded Rationality) and Dr. Daniel Kahneman (Prospect
Theory) and more recently, Dr. William Miller (Motivational Interviewing), Dr. Barry Johnson
(Polarity Management), Dr. Robert Kegan and Dr. Lisa Lahey (Immunity to Change), and Prof.
Nassim Taleb (Antifragile).!

Unfortunately, most of these insights have not yet been translated into practical decision support
methods that can be used by anyone to analyze and improve their decisions. And the ones that
have, continue to suffer from either low adoption rates and/or poor application success rates
because they are simply too complex and/or time-consuming for most people. No wonder that,
for most of us, the pro/con list and “ask an expert” methods are still the two most common
approaches used today when we think a decision is important enough to invest some time
(and/or money) in to ensure we get it right or to stop procrastinating.

And even then, we don’t use these methods as prescribed. We try to do the pros and cons in our
heads rather than writing them down, which could have helped us spot confirmation and other
cognitive biases. Or we ask for help from people who we think will agree with or validate our “gut
feelings,” who are not true experts, and/or who have no skin in the game (and therefore should
not be trusted).

Is it possible to develop a simple and practical decision support and analysis method that can
help us understand why we and other “good people” continue to make avoidable and
consequential bad decisions to help us make better, faster decisions in the future?

L A brief summary of these thinkers’ innovations is provided in Appendix 1.
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Devel oping a way to matka
leastlearn from past failures

To develop a better andfaster process for making new decisions and/or analyzing avoidable past
decision errors or delays, we should capitalize on the fact that many of our decision errors or
delays could have been avoided if we had slowed down our thinking. As Kahneman theorized in
Thinking, Fast and Slowe use two different systems when making decisions. System 1 is our
fast and automatic system. System 2 is our slow and deliberate system. We often make avoidable
mistakes when we use System 1 when we should have used System 2.

This paper will introduce a new decision-making and analysis process called the Change Matrix
Cloud Process (CMCP), developed through rigorous field testing over the past decade, with the
aim of achieving the ambitious target of providing individuals and organizations with a simple,
fast, and systematic process for reducing avoidable and consequential decision errors and/or
delays. It provides a systemic way to helps us slow down our thinking in a way that can expose
“bad” assumptions that have caused or could cause avoidable decision errors or delays.

The CMCP has five steps, each aimed at addressing five of the most common causes of decision
errors and delays discovered during our research and field testing: We work on the wrong
problem; we jump to a solution or find someone else to blame; we try to confirm rather than
challenge basic assumptions on how best to resolve decision conflicts; we ignore valid
reservations; and we don’t document and/or communicate our analysis in a way that will
empower stakeholders to help us check and test our new solution’s assumptions of necessity,
sufficiency, and/or sequence via proof-of-concept experiments designed to provide fast
feedback.

The CMCP builds on the ground-breaking work of another giant within the field of decision
sciences, Dr. Eli Goldratt, better known as the creator of the Theory of Constraints (TOC) and the
best-selling author of The Goalrather than for his work and contributions to helping understand
why we all sometimes resist “good” changes or adopt changes that would be bad for us or our
organizations.

Dr. Goldratt’s main insights? were:
9 Anyimprovement is a change.
9 Any change can be perceived as a threat to security.
9 Any threat to security gives rise to emotional resistance.

2 Goldratt, Eliyahu M. (1990-01-01). Theory of Constraints (Kindle Locations 289-290). North River Pr. Kindle
Edition.
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9 Itis very difficult to overcome emotional resistance with logic or facts. The most reliable
way to overcome emotional resistance is with an even stronger emotion.

9 There are two emotions related to every change: the fear of the one that needs to change
and the deep desire and passion of the inventor of the change to improve the status quo.

Goldratt realized that if we can provide those that want to change and those that are resisting
the change with critical thinking processes that they can use to collaborate and co-invent their
own win-win solutions — solutions with benefits for all stakeholders that far exceed the possible
negatives—the shared positive emotions of the inventor can go a long way in helping overcome
any negative emotions or un-verbalized fears that can cause resistance or bad compromises.

Standing on the Shoulders of a Giant

By the mid-1980s, Dr. Eli Goldratt was already becoming frustrated with the resistance to change
being experienced by implementers of the Theory of Constraints. Goldratt realized that ensuring
that TOC was delivering step-changes in operational and financial performance was not enough.
To improve the adoption rate and sustainability of TOC successes within organizations, he would
need to provide people with simple problem-solving and decision-making methods—Thinking
Processes—that would help them invent their own solutions and communicate their analyses to
other stakeholders in ways that would enable them to help check key assumptions and/or
suggest ways to overcome possible negatives or implementation obstacles.

As part of this quest, Goldratt developed several Thinking Processes (called the TOC TP), of which
two are particularly relevant to the science of decision making: the Evaporating (or Conflict)
Cloud method and the Change Matrix method.

Since these two methods form the basis of the Change Matrix Cloud Process that this article
introduces, the next section provides an overview of these methods, highlighting both their
benefits (over previous methods) and limitations. The aim of the CMCP is to maintain these
benefits while overcoming their limitations.
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The Change Matrix Cloud Process

Goldratt’'s Evaporating Cloud (EC)

Goldratt introduced the Evaporating Cloud® in the late 1980s as a problem-solving, thinking
process to help people invent simple, practical, win-win solutions. It achieved this by helping
users understand the unresolved conflict and expose hidden assumptions that were blocking
them (or others) from resolving a problem or making a decision without compromise.

Once the conflict was verbalized and assumptions exposed, the second objective of the
Evaporating Cloud method was to help users find a win-win “injection,” a simple, practical way
to satisfy the system requirements responsible for creating a conflict in achieving a common goal
without compromise.

Figure 2presents the structure of
the Evaporating Cloud, with Box A

® ®

. . . stem Prerequiste
representing the objective or goal Reziremem or Actc?onto
we are trying to achieve, Boxes B or Need achieve (B)

(A)
System
Objective

and C the requirements for
achieving these objectives
(system needs or necessary

- © (Not D)

conditions) and Boxes D and Not Sstem Prerequisite

D (D') the conflicting Requirement or Actionto
or Need achieve (O

prerequisites or actions (e.g.
Change versus Not Change) to

. Figure 2: GOLDRATT®& EVAPORATING CLOUD
achieve each need.

PaAy3a GKS 9@ LERNIGAY3I /E2dzR G2 | YRSNEGEFYR WI

As described at the beginning of this article, Jason is a project manager who faces (again) a wicked
problem and dilemma. There have been delays on some of the project tasks and it now looks like,
unless corrective actions are taken, his project is going to be late. He is worried though that these
corrective actions will likely cause the project to be either way over-budget or under-scope. If
Jason used the Evaporating Cloud method to better understand the dilemma he faced, he would
probably verbalize his analysis as follows:

In order tobe a good project manage(A), | mustdo whatever it takes to meet the endangered
time commitment(B), which means | will feel pressuréo take corrective actions to recover lost
time (D). At the same time, in order tobea good project managefA), | mustnot jeopardize any
other commitments of budget and/or scopé&C), which means | will feel pressuré not take any
corrective actions(Not D or D’). Jason’s problem, verbalized as an unresolved conflict, is not
knowing whether to take costly or risky corrective actions or not.

3 Goldratt, E.M. (1990) “What is this thing called Theory of Constraints and how can it be implemented?” Croton-
on-Hudson, NY: North River Press.
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To resolve this conflict, the EC method asks users to verbalize the assumptions under each of the
five logical connections (AB, AC, BD, CD’, and DD’) by reading, “In order to ... I must...” and
answering the question “Because?” For example, if Jason wanted to check and challenge the
assumptions on the CD’ arrow, he would try to answer the question, “In order tonot jeopardize
any other commitments of budget and/or scop€), | mustnot take any corrective actions
because...?” His answer could be, “all corrective actions would result in additional costs and/or
require cuts in scopg

Once verbalized, Jason can then check and, with the help of other stakeholders, possibly
challenge the validity of each of the assumptions that is blocking him from resolving the conflict.

Is it reallytrue that all corrective actions would result in additional costs and/or require cuts in
scope Once a user says, “No, this is not always true,” or “There is another way,” it means they’ve
challenged an assumption on which the conflict was based, and the conflict or cloud can be
resolved without compromising one of the system needs. Goldratt referred to this process as
“evaporating the cloud” because conflicts hang over us like dark clouds and resolving a conflict
makes the dark cloud go away.

¢KS 9@FLIRNIiIAy3 /f2dz2RQa . SYySFAla YR [AYAGIGA

The EC was a breakthrough because, unlike other problem solving methods, it helps us to first
define and understand the unresolved conflict that was blocking us from resolving a problem.
Frequently, solutions like “Take corrective action” or “Centralize” are just one side of a conflict.
Jumping to implement these “solutions” will just replace one problem with another. The EC then
guides users to identify and possibly challenge the assumptions behind their conflict—
assumptions between A-B, A-C, B-D, C-D’, and D-D’.

Unfortunately, the EC method provides no specific guidelines on which of the many assumptions
that can be raised by stakeholders should be challenged and also ignores an important part of
why we sometimes get stuck (inertia) or make bad compromises (ineptitude). There are not only
positives to each of the two conflicting actions or decisions in D and D’ (the system needs the B
and C that D and D’ are satisfying), but there are also negatives to D and D’ that are not always
opposite of the B and C. The negatives can be the fears we have if we do D or D’ that could be
responsible for our past or future inertia or ineptitude.

Goldratt’s Change Matrix (CM)

The Change Matrix* developed by Goldratt in the mid-1990s provided a practical decision support
method for helping us understand the resistance we might have experienced to a change we
really thought would make things better, faster, simpler, or easier for everyone and/or help
prepare us for achieving stakeholder buy-in for such a proposed change.

4 See definition for Change Matrix under “Change Analogy” in TOCICO Dictionary at www.tocico.org
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The Change Matrix Cloud Process

The Change Matrix builds on and goes beyond the simple pro/con list method for decision making
proposed by Benjamin Franklin.> Goldratt suggested that we also list the pros versus the cons of
not changing(maintaining the status quo). This additional dimension can help to uncover
additional assumptions that could be challenged, which would not have been exposed otherwise.

To provide a memorable analogy® for these, Goldratt used the example of a person feeling
pressured to climb a mountain. Climbing the mountain represents the change they are
considering. There are two good reasons for this person to make the change:

1. First, there is the opportunity to reach the pot of gold on top of the mountain, which they
desire and believe they cannot attain if they stay at the base. The pot of gold is the positive
or upsideof the change.

2. Second, there is the pressure to escape the alligator at the base of the mountain—the “bad”
things they can get away from by climbing the mountain. The alligator is the negativeor
downsideof not changing (maintaining the status quo).

So why wouldn’t a person climb the mountain (make the change) if there was a large alligator at
the bottom and/or a pot of gold at the top?

Goldratt suggested that we look at the two reasons that can cause a person not to change:

1. First, the person can stay with the mermaid at the base of the mountain, whom they fear
they will lose if they leave. The mermaid is the positiveor upsideof not changing.

2. Second, they fear the risk of crutches—one crutch represents the effort or cost it will take to
climb the mountain and the second crutch represents the risk of falling and breaking their
legs if they try to climb but slip and fall. The crutches are the negativeor downsideof the
change.

These four “consequence assumptions POSITIVE (+) NEGATIVE ()

are shown in Figure 3in the form of
Goldratt’s Change Matrix or CM.

CHANGE
Goldratt’s CM can be used to gain deeper
insights (compared to those that would
be exposed by the EC method) into the
four competing forces a decision like (STATUS QUO)
whether to make a change (take
corrective action) or not often involves. Fgure 3: GOLDRATTGCHANGE MATRIX

NOT CHANGE

5 http://www.procon.org/view.background-resource.php?resourcelD=1474

5 https://www.youtube.com/watch?v=hcz1aZ60k7w
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Using the Change Matrixét . SGGSNJ | yYRSNBRUOFIYR WFHaz2yQa / K2A0S:

Considering the many measurements tracked today on projects, it is possible, but very unlikely,
that ignorance of the problem (a delay in one or more project tasks) would be the reason for a
project manager like Jason to not take timely corrective action. They know the pot of gold and
alligator. As such, they normally find it easy to define these. They might verbalize the positive of
the change (pot of gold) as “increase probability of meeting endagered time commitmenie
while verbalizing the negative of not changing (alligator) as “being blamed for not taking
corrective action when it was still possible to recover time lost orpiocess or completed
tasks” Changing will get them away from these alligators and closer to the pot of gold.

Interestingly, when we ask people to verbalize the positive of something they think is “bad” or

“not an option,” like “What is the positive of not taking corrective acéna-the mermaid they

don't want to give up—they frequently misunderstand the question, typically verbalizing their

mermaid as a positive of making a changenot a positive of not changinglike ¢ y 24 G F 1 Ay 3
O2NNBOUABS | OGA2YyE .£TNJisdh¢ Bayiwe larezbriditiohey td thihk, addl R K I 6
is how many of us will respond to a “disruptive” question. Disruptive questions are very effective

at exposing unverbalized fears or frustrations that can cause us to resist good changes or

overreact and make changes that are bad for us.

By the same token, when we ask the people to verbalize the negative of taking an action they

believe is “good” or “expected of them” (the crutches), they’re surprised. This is not what they

expected you to ask. No one who is trying to change their behavior usually asks questions like

this. In the case of Jason, he might have answered that his mermaid—the positive of not taking

corrective action—wouldbethat“L k 2 S g2y Qi 06S o6fFYSR F2NJ 4l 1Ay3
budget or scope commitment$He probably would list the crutches—the negatives like the cost

and possible risks of taking corrective action—as “using project team members to work on

finding corrective actions will possibly delay other tasks they should be workintama “would

likely result in us not meetig budget or scope commitments

And that’s why the CM frequently can help to understand and overcome or prevent a person or
team’s state of ambivalence that can cause inertia or ineptitude: because it can expose all their
assumptions about the positives or negatives of changing, and positives or negatives of not
changing.

¢KS /KIFIy3S al GNREQE . SySTAGE YR [AYAGlIGAZ2YA

The Change Matrix was designed to help both those who resist a change and those who want to
initiate a change to understand the other side’s and their own assumptions. As such, the
advantage of this method is that it provides a simple checklist for exposing the sometimes
exaggerated or harmful fears of loss (mermaid) or risk (crutches) that can cause people to resist
good changes, and/or the sometimes exaggerated or harmful frustrations (alligators) or
expectations (pot of gold) that can cause people to overreact and make or push for changes that
could be bad for the organization or them.
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Once these assumptions are exposed, we can ask ourselves whether these are really true and if
so, whether they are really important to us. If we can challenge these assumptions, it will be
simple to decide whether to change or not to change.

However, the CM also has a limitation: What if the mermaids, crutches, alligators, and pots of
gold all appear to be real and important? In such cases, unless we have a common utility to weigh
these against each other, we will be stuck. Unfortunately, in most real life dilemmas where we
experience ambivalence, there is no common utility like money to weigh the positives of changing
and negatives of not changing (the arguments for making a change) with the positives of not
changing and negatives of changing (the arguments against a change).

For these more complex cases, we need a way to go deeper—to find and challenge assumptions
behind our arguments for and against the change we are considering.

In summary, Goldratt’s EC and CM methods both have benefits (over other problem-solving and
decision-making methods), but also significant limitations that can potentially explain their
relatively low adoption and success rate to date. It can be asked, why, if these two methods do
offer significant benefits in both quality and speed over other decision-making methods like
Franklin’s pro/con list, have they not been adopted more widely?

Part of the answer seems to be that they continue to suffer from low market awareness (at least
not outside of the Theory of Constraints community of practitioners) and low adoption rates
because they have never really made it into the mainstream literature on problem solving and
decision making. And in the cases where they are mentioned, they are used mainly as
communication tools for showing how a conflict was resolved, rather than showing also the
detailed step-by-step process for actually using these methods in practice to achieve real
breakthroughs.

Is it possible to design a thinking process that can be used for both problem solving (finding viable
solutions to important problems) and decision making (resolving decision conflicts) that
addresses the limitations of both the Evaporating Cloud and Change Matrix, while maintaining
the benefits of both? Moreover, could the new thinking process’s steps be defined in a simple
enough way that they can be applied by individuals without the guidance of a facilitator or coach?

In the mid- to late-2000s, a simple insight provided a possible answer. Why not — as per Figure 4
below - combine Franklin’s pro/con list and Goldratt’s Evaporating Cloud and Change Matrix
methods into one method?
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Franklin® Pro Con List Goldratt&d Change Matrix Goldratt& Evaporating Cloud

o

CHANGE
(e} H (Not D)
NOT System Need . Action
CHANGE STABILITY NOT GHANGE
Many benefits, but some limitations Many benefits, but some limitations Many benefits, but some limitations

 >

New Change Matrix Cloud (CMC)

] e ﬂl 2]

NOT
(Acvons( | CHANGE CHANGE

s.a

Hgure 4 ¢ EVOLUTION OF THE CHANGE MATRIXCLOUD

This could yield a new, composite method involving additional steps and simple guidelines that
capitalize on the latest insights within decision science and behavioral economics in a way that
helps prevent or at least reduces the most common avoidable decision mistakes we make when
trying to improve our organizations and/or our lives.

The Change Matrix Cloud Process (CMCP)

The CMCP has been designed to achieve two ambitious targets:

1. Help us better understand why we and others sometimes do things we should not do (e.g.
overreacting and making a change that is bad for us or our organization) and/or
sometimes don’t do the things we should do (e.g. resisting a change that would be good
for us or our organization). We often make avoidable decision mistakes when, as per the
Kahneman definition of our thinking systems, we use System 1—our fast and automatic
way of thinking—when we should have used System 2—our slow, deliberate way of
thinking.

2. Help us capitalize on this new-found understanding to slow down our thinking—not to
overreact or under-react based on an emotional response due to, for example,
exaggerated fears or frustrations—but rather to think through our decision step-by-step
to actually make better, faster decisions, or at least to learn from experience so we do
not repeat mistakes in deciding when to change, what to change, what to change to, and
how to cause, communicate, and/or measure the impact of a change.
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To achieve these objectives, the CMCP had to be designed to offer a simple, repeatable, and
systematic process for slowing down our thinking when it really matters to analyze and
systematically resolve the conflicts we experience at work or home, conflicts that put us in the
stressful state of ambivalence when confronted by problems or opportunities that require us to
decide whether to change or not—or (in case the status quo is no longer an option) to select
what change will be the best alternative.

For the CMCP to be effective in helping users make better and faster decisions, it has to overcome
five of the most common mistakes we make in decision making:

1. We waste our scarcest resource by investing our limited attention on the wrong problems or
decisions — working on ones that are not consequential and/or not working on ones that are.

2. We jump to a solution rather than first defining the conflict of which the solution is one side,
and/or simply find someone to blame rather than understanding the conflict they faced that
resulted in them taking an action/decision we believed caused our problem.

3. We try to resolve conflicts by compromising rather than challenging the assumptions that
block the resolution of the conflict with a win-win.

4. We ignore our own or other’s valid reservations, often expressed as “Yes, but...” relating to:

a. insufficiency of the new solution to be a win for all stakeholders,
b. potential negative consequences of the new solution, and/or
c. obstacles to implementing the new solution.

5. We fail to effectively communicate the full conflict resolution to those who need to apply it,
which can result in active or passive resistance and/or a compromised implementation as
they might not know how to measure success, what exactly to do and/or which assumptions
to check in the implementation.

To help us prevent or at least reduce the probability of making and repeating these five common
mistakes, the CMCP was designed with five steps, each aimed at helping prevent one of the
mistakes.
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STEP 2.2 8 WHAT TO CHANGE (B) STEP 1 8 WHY CHANGE STEP 2.1 8 WHAT TO CHANGE (A)
Defining the Unresolved Conflict of B - the Gap analysis of MY/ OUR Problem and Defining the Unresolved Conflict of A - the
one being blamed for the problem itsLocal & System Impact one having to deal with the problem

SYSTEV_IMPACT
WHY CHANGE3
Q1.3 Why is the Problem bad
for others (system impact)?

+ON GOAL
Q2.8 What is the GOAL

+ON GOAL
Q2.15 What is their GOAL
(of their upsides)?

(of their upsides)?

URRENT UPIDY Al IMPA FUTURE UPSDE CURRENTUPSDX
+0OF CHANGE +OF NOT GHAN( WHY CHANGE2. +OF CHANGE +OF NOTGHANGE
Q2.12 What positives are Q2.14 What positives are Q1.2 Why is this Roblem bad Q2.4 What positives are Q2.6 What positives are
uniqueto the CHANGE? unique to NOT CHANGE? for you (local impact)? unique to CHANG®? unique to NOT CHANGE?
GTHEIRG CONFLICT oMY 6 CONFLICT 4
ACT] ACT MY/ OUR PROBLEM ACT]
CHANGE B NOTGHANGE WHY CHANGEL GHANGE NOTCHANGE
Q2.10 What Action/ Decision Q2.9 What Action /Decision Q1.1 What is the Problem you Q2.1 What Action/ Decision Q2.2 What@ Competing
could prevent the problem? caused the problem? arefacing? will solve the problem? Action / Decision will not?
FUTURE DOWNSDE CLRRENT DOVYNS DF FUTURE DOWNS DE CURRENT DOWNIDE
- OF CHANGE - OFNOT CHANGE. - OF CHANGE - OFNOT CHANGE
Q2.13 What negatives are Q2.11 What negatives are Q2.5 What negatives are Q2.3 What negatives are
uniqueto the CHANGE? unique to NOT CHANGE? uniqueto CHANGE? uniqueto NOT CHANGE?

[HREA

-ON GOAL
Q2.7 What is the THREAT
(of their downsides)?

“ON GO
Q2.16 What is their THREA
(of their downsides)?

STEP 3 8TO WHAT TO CHANGE STEP 4 8HOW TO CAUSE THE CHANGE STEP 5 8 CHECK & TEST ASSUMPTIONS
Using 4 methodsto resolve both conflictsand Everyone contribute by raisng YES BUTSX to Convert full analysis into Better Practice using

select solution with most upside, least downside  improve half-baked solution and reduce resisance  format to enable others to help check and testits
assumptions

Type 1 Yes, but: New Solution Insufficiency Reservations

Stakeholder How to address? - Title of Better Practice (New RULE)

p";@ﬁw Why Change ¢ The Problem/ Undesirable Efect and
NTE’L?" related negative local and global impact

+0F GHANGE

- The objective you want to achieve =More of the
— . . . Srate
CONFLICT RESOLUTION / Type 2 Yes, but: New Solution Predicted Negatives 2/ positives (Qurrent + Future Upside) and none or
T T T Rl e o v e e Dowrs
takeholder Predicted Negatives How to prevent?
e o TR Saicioe ] ’

The assumptions chalenged inresolving the conflict which

M2 NOT CHANGE + More upside, indudes:
':A:Z ANEOT:E? = Ng Less Downside for all VLGN Aconditions under whichit is possble to achieve dl the
: GEWEEIEE  nportant Positives without risk ofimportant Negatives
CostiillebinBls Type 3 Yes, but: New Solution Implementation Obstacles WY Adites, butst raised by stakeholders and how these can be
-OFNOT CHANGE L 4 8 P : prevented/ overcome that assisted in deciding on best
l Stakeholder Implementation Obstacle Tactic
I—'—I Tactic NEW RULEto resolve conflict & addressall yes, buts
THREAT e.g. Change++, Not Change++, When+ When Not or
-ON GOAL USIAEAN  Another change

Figure 5 0 STEP 1 TO5 OF THE CHANGE MATRIX CLOUD PROCESS

Figure Sabove shows a schematic of the five steps of the CMCP, with the appropriate questions
that guide the user through the five steps. The aim of the five steps is to provide good answers
to the 5 change questions: Why change?, What to change?, What to change to?, How to cause
the change?, and finally How to check and test assumptions of the new change to validate if it
did actually help to solve the problem by closing the performance or expectation gap that
triggered the need for a change?

Please note that Step 2 consists of two parts: Step 2.1 and Step 2.2. In Step 2.1, we define the
conflict faced by the person/group having to deal with the problem. In Step 2.2, we define the
conflict faced by the person/group that is being blamed for causing the problem. When we simply
blame others (or ourselves) rather than trying to understand why they felt pressure to do what
they did, it causes disharmony and doesn’t actually help us to deal with or prevent the problem
from recurring in the future.
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The first conflict can be called an Execution or Symptomatic Conflict or simply “My Conflict”
where “My” represents the person who feels responsible for or actually is responsible for dealing
with the problem. Resolving it will provide us with a better rule for execution—for dealing with
such a problem when it re-occurs. The second conflict can be called a Planning or Systemic
Conflict or simply “Their Conflict” where “Their” represents the person being blamed. Resolving
it will provide us with a better planning rule for planning—for preventing such a problem from
reoccurring. Steps 3, 4, and 5 should be applied to resolve both planning and execution conflicts.

To show how the CMCP can be applied to analyze and develop viable solutions to a wicked
problem, the next section will walk the reader through each of the five steps in the context of a
struggle many readers can relate to: the difficulty a manager like Jason faces when having to
decide whether to a) intervene by taking a corrective action or not, and ifvelsat action to take

and b) decidingwho to blame for this problem, trying to understand why they did what they did,
and finding a way to help them resolve their conflict without the compromise that caused the
problemthey now have to deal with

Please note that for this example, we will apply Step 3, 4, and 5, only to the Systemic or Planning
conflict (2.1) of those that are blamed for causing the problem in this story. In practice, we would
apply these steps also to the Symptomatic or Execution Conflict (2.2) that the person having to
deal with the problem is facing.

Readers can easily replace the problem of this story—the undesirable effect of a project delay—
with any undesirable and consequential performance or expectation gap that you feel
responsible for dealing with and that you believe was caused by the action or inaction of a person
(someone else or yourself).

The CMCP is applicable to a broad range of such problems:

 Imagine you are the manager within a government agency. At the end of the year, you
face the difficult decision of “spend-it-or-lose-it”—whether to spend the remaining
budget in each budget category or lose it, not just for this fiscal year but most likely for
future years. Whose action would you blame? Is this the fault of the policy makers who
do not allow savings to be used on other budget categories where you have a shortage?

' You are an offender who has been re-arrested for breaking your parole or probation
conditions. What decision do you now face in dealing with this terrible situation, and
whom do you blame for putting you in this situation that might result in long jail time?

9 Or, you face the undesirable effect that your income is not sufficient to cover all your
expenses and/or to allow you to save enough for those “rainy days” or for your
retirement. What decision do you now face to deal with this problem—and whom do you
blame for it?

Each step of the CMCP is defined in general terms below, then applied to the example of Jason’s
dilemma. By the end of the section, you should understand both how to apply the CMCP to help
understand why we sometimes overreact and make changes or compromises that could be
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harmful to us and/or resist making changes that could be good for us, and how it helps to expose
the often hidden assumptions that cause such “bad” decisions.

The Five Steps of the CMCP in Context: A Case Study

Our stressed-out project manager, Jason, is not alone in the dilemma he faces. An astounding 75
percent of IT executives and project managers interviewed’ across industries believe their IT
projects are “doomed from the start And, in the same study, 80 percent claimed they spend at
least half their time on rework trying to “save” projects that suffered from either time and/or
budget over-runs and/or not delivering the full, completed project.

Below, we’ll apply the Five Steps of the CMCP to see if it can help us gain deeper insights into the
conflict executives and project managers like Jason face, and their assumptions when having to
decide how best to deal with the wicked problem of a “stressed” project. We will also use the
optional Step 2.2 to understand the conflict faced by one of the stakeholders whom project
managers typically blame for causing avoidable delays—project team members who multitask—
whose actions are one of the primary causes for not achieving the delivery due date, budget,
and/or scope commitment.

. . . QL3 Why_ isthe Prpblem bad for othe_rs’?
Step 1: Gap analysis to validate the importance of the e

problem: Answering WHY CHANGE? Ozl S ESeREl ESEiiEr

L late delivery penalties. )
What is the problem or undesirable effect beiaged (Question l

1.1)? Why is it bad for the one having to deal with this problem LoCAL IMPACT
(Question 1.2)? And why is it bad for other stakeholdprs| % s mees Manager isunder
(Question 1.3)? 1 e el
L impact other commitments

Figure 6 shows the answers that Jason would likely give for the

WHY CHANGE1

11%

D
—
[2)

three questions in Step 1 to help other stakeholders understand Q1.1 What isthe Problem you are facing?
. s ” . Project Task delays have resulted in
better his “wicked problem” and why it is bad for everyone. the original delivery date of the projed

being at significant risk

|8 J

Fgure 6 ¢ Jason@Q Sep 1 Answers

Why is Step 1 needed?

1 If the person/group facing the problem can provide clear answers to all three questions,
we know that they are not ignorant of the problem or its consequences. If the
consequences are significant, we know it is a prolilehisimportant enough to invest
GAYS Ay (2 NBaz2tg@gSd® ¢KAaA AYTF2NNIOGA2Y | yags

9 This step is aimed at eliminating two common decision mistakes: paying too much
attention to an inconsequential problem or not paying enough attention to a
consequential problem.

7 http://www.geneca.com/75-business-executives-anticipate-software-projects-fail/
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1 An mportant note is that it is not enough to validate that a problem is, in some way
causing consequentiakpectationor performance gapr one or more stakeholders. We
have to check that it is one of the major causes of tlyages A simple logical cheskich
as - a . solving this problem, will theexpectation or performance gapssted as
consequence8 S A A Iy A T A Qlisyften sufficiBdR/didag: Wikether someone
aK2dzf R 2NJ aK2dZ R y20 Ay@Sad GAY®Hcugshould LINE O |
be to findand further analyzehe primary cause for thestakeholder expectation or
performance gaps

Step 22/ 2y FEAOG lylfteara G2 RSTFAYS GKS adtod dza Sé
unresolved Change Conflicts using the Change Matrix Cloud format: Answering WHAT TO
CHANGE?

There are two parts to Step 2. In Step 2.1 we are asking the person/team to define the conflict
they face in dealing with the problemin Step 2.2, we are asking them to define the conflict of
the one(s) they are blaming (mostly) for causing the problem they now have to deal with. For
each of these conflicts, they will list their assumptions about the future upside and downsidef
the CHANGE needed, as well as the current upside and downsidef the Status Quo (NOT
CHANGE). Then, as a way to check the importance of the upsides, they define the goal for both
sides that will be achieved if they can get the future upside andkeep the current upside. To check
the importance of the downsides, they define the threat for both sides that will be achieved if
they can get the future upside andkeep the current upside. Figure 7 below shows the completed
Steps 2.1 and 2.2 for Jason’s problem.

Page 19 of 39



The Change Matrix Cloud Process

STEP 2.2 8WHAT TO CHANGE (B) STEP 1 0 WHY CHANGE STEP 2.1 dWHAT TO CHANGE (A)
Defining the Unresolved Conflict of B - the Gap analysis of MY/ OUR Problem and Defining the Unresolved Conflict of A - the
one being blamed for the problem itsLocal & System Impact one having to deal with the problem

e T
Q2.1_5 What is their GOAL? QL.3 Why is the Rroblem bad for others? Q2.8 What is my/ our GOAL?
qu project performanoe Any project that isdelayed, has Project Manager is
improve and project major costs. There isthe additional recognized for helping
Operating expenses aswell as .
teamshave lessstress. Siir (e FaiEs make the project successful
3 3
QUrsaT Upare
+OF CHANGE +OF NOTCHANGE WHY GHANGE2 +OF CHANGE SOl q
Q2.12 What posnv;)areumcpetu Q2.14 What pog}mé;e unique to NOT \%égrmyd%ﬁgfﬂb‘e"sgﬂffggﬁgfe Q2.4 What positives are unique to Q2.6 What posmvsgumque toNOT
Focusingon just one thingwil | | Multitasking allows Project corrective action andwhich he | | increase probabilty of meeting | | /e won@blamed for taking
eblom s || Teammenbarsiolok || st | | sraeatimeconmima | |, Sdonstatcononszi
il feel busy other commitments L 9 P
OTHEIR6 CONFLICT OMY6 CONFLICT
n;_ —“'IH—-
CHANGE NOTCHANGE WHY GHANGEL CHANGE NOTCHANGE
Q2.10 What Action/ Decision culd Q2.9 What@ Action / Decision Q1.1 What is the Roblem you are facing? Q2.1 What Action/ Decision will solve the Q2.2 What® Competing Action /Decision
prevent the problem? PN caused the problem? Brol problem? will not?
N . oject Task delays have resulted ; . - n
All Project Teammembers| | Project Team members in the original delivery date of the Take Corrective Adtionto DonQ@take Corredtive
sop Multitasking continue to Multitask projed being at significant risk recover lost time Actionto recoverlogt time
- OFCHANGE | - OFNOT CHANGE - OF CHANGE | - OFNOT CHANGE
Q2.13 What negatives are unique to Q2.11 What negatives are unique o NO Q2.5 What negatives are unique to Q2.3 What negatives are unique to N
CHANGS 5%’ Hifort: Finaig toftedtive actions 2
Hfort: Hard to break M T habit Task Delays risk due dates S5 s~ Beblamed for not taking
Risk: Qustomers/ Boss will not that force us to work Ri;‘,‘ 'ﬁ;ﬂﬁ%ﬁg&f’ﬁfw corrective action when they still
accept GNot nowé or éNo: overtime / over weekends L ommitments had timeto recover

[ I [ |

[HBEA
-ON GOAL

A Q2.7 What is my THREAT?
‘ Qur project performar_loe Project Manager is blamed for
don@improveand project Project Failure

teamsare blamedfor it.

Hgure 7 ¢ Jason@Sep 2.1 and Sep 2.2 Answers

Important Notes for completing the Change Matrix Clouds

1 We often confuse inertia or lack of courage to act with the fact that someone is stuck
because they have no practical wayrésolvetheir ambivalence. When they do not have
a common utility to weigh up pros vs. cons, how will they make a decision. Thgivek!iC
them a practical way to map all the important pros and cons and then challenge their
underlying assumptions.

1 When listing the alligators and pots of gold, do not default to an alligator that is just a
NBadGlraSYSyid 2F @2dzNJ Ll2G 2F 3I2f R Ay GKS yS
done in the example above, by focusing on the emotional aspectshe.¢hihgs you
and/or your team personally are frustrated with in the status quo that you are afraid will
continue as long as the status quo is maintained.

1 The same is true when listing mermaid and crutches. Do not default to a mermaid that is
just a restéement of your crutches, in the negative, or vice versa. Rather, add to it by
focusing on the emotional aspects. How will it make them look and feel?

1 Also, make sure that the pots of gold listed are unique positives of the change and that
the mermaid is ainique positive of maintaining the status quo. The same for the crutches
and alligators.
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Step 3:Conflict resolution to identify and challenge limiting assumptions or beligising the
four methods for resolving any conflict (see Appendix 2 for more details on the four methods):

AnsweringWHAT TO CHANGE T®@/hat is the assumption(s) that blocks each of the four
possible solutions that could resolve the conflict and which of these, if challenged, provide the

best way to achieve more positives and fewegata/es?

This is answered by resolving both the conflicts from Step 2 through applying each of the four
methods below, and at the end, selecting the one (or a combination) which gives the most upside
(pot of gold, mermaid) with the least downside (alligator, crutches). Each of the methods is
framed as a key question or questions that are designed to force the decision maker to think
more creatively about a solution, breaking the preconceived assumptions that have hitherto
locked them into the conflict. Please note that for simplicity of illustrating the four methods, they
are here only applied to the Planning or Systemic Conflict (2.2) of those Jason blames for causing
his problem.

Important Hint:

Why explore four different methods in detail? Why not stop with the first method that seems
workable? Because breakthroughs—if they don't come from a systematic and unbiased
method—are not repeatable, as they are too dependent on the skills and/or experience of the
user. The best way to circumvent this, and to be unbiased, is to explore all four options instead
of just one.

1 Method 1: Change Plus Plus (Change ++)

If I decide to change, then what caadd to ensure that changing does not jeopardize my

Gt AR OdzZNNBY (G YSNXIARA OFANBRG ALX dzae 0
ONHzi OKSa 0aSO2yR alLJ dza€ v K

Table 1: CHANGE ++ ANALYSIS

ASSUMPTION INJECTION HOW TO
1st 'Why?"CHANGE will 1st +: CHANGE will not How to achieve this?
result in losing MERMAID jeopardize MERMAID We introduce new
when/ifX GKSYKATFX measurement of "delay days" t

Single tasking will result in ug Single tasking will result in | show people that single tasking
not looking and/or feeling us looking and feeling even| is more productive (less delays
busy more busy AND feels more productive.

2nd 'Why?': CHANGE will 2nd +: CHANGE will NOT | How to achieve this?
result in CRUTCHES becaug result in CRUTCHES when| 1. We appoint task managers tg
2N) 6KSYKATFX X ensure peoplehave only their

It will be hard to break It will be not be hard to highest priority task to work on.
multitasking habit break multitasking habit 2. We have a simple mechanisr]
AND AND to predict when we can start

Customer/boss will nd Customer/boss will accept | and complete new tasks.

accept it if we say "not now" | it if we say "not now"
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1 Method 2: Not Change Plus Plus (Not Change ++)

LT L RSOARS (2 y234 OKFry3ISs U(&KSFYBRLAYDI yKLYE
SyadaNBE Al R2Sa y20 2S2LI NRAT S Yeé TFdzidz2NB RSa
StAYAYIF(GSa Fff GKS AYLRNIIFIYG OdaNNByd ftA3IlFQG
Table 2: NOT CHANGE ++ ANALYSIS
ASSUMPTION INJECTION HOW TO

1st 'Why?': NGCHANGE
means we have to give up
our POT OF GOLD becaus
GKSYKATFX

There is no way to improve
productivity and reduce
stress if we continue to
multitask

1st +: NOT CHANGE will n
jeopardize POT OF GOLD
gOKSYKATFXD

There is a way to improve
productivity and reduce
stress by multitasking

How to achieve this?

People are allowed to task
switch when

a) they can't make further
progress on their current task or
b) they get bored oget
distracted.

But as soon as they can make
progress again, they must switch
back towork on highest priority
task.

2nd 'Why?': NOT CHANGE
will result in ALLIGATOR
0SOlFdzaS 2NJ ¢
By continuing to multitask
the delays and/or late
nights/weekend work will
continue

2nd +: NOT CHANGE wiill
NOT result in ALLIGATOR
Ko KSYy kK AF X
By continuing to multitask
the delays and/or late
nights/weekend work will
go away.

How to achieve this?

Allow people the freedom to
switch tasks only when they can
make further progress and/or
get distracted.

1 Method 3: When To Chang

Under what conditions should we definitely decide to change and under what conditions
IAGSa dza |

aK2dz R 4SS y2
change, butaga 2 2y |

e + When Not To Change

K ¢KAaAa

4 oySs O2yRA

ySs
GA2Yy 632

Table 3: WHEN TO CHANGE + WHEN NOT ANALYSIS

NHz S >
GKSYy OKI y3Sods

ASSUMPTION

INJECTION

HOW TO

CHANGE is in conflict with
bhe¢ /1! bD9 ¢

There is conflict if people
have more than one task
to work on, or if they
misunderstandwhat
multitasking is.

CHANGE is not in conflict
with NOT CHANGE when /i
X

Clearly define multitasking
as: "Switching from a high tqg
a low priority task, when the
high priority task could have
been completed”

When [condition] then CHANGE,
else when [contion] NOT
CHANGE?

Share new definition of what
multitasking is andmplement
this as a new rule: "When you ca
no longer make progress on high
priority task, then switch to next
highest priority task, or else
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continue to work on highest
priority task".

1 Method 4: Another Change
Is there another change that does not relate to the current change being considered that could
offer more of the desired positives with less of the negatives?

Table 4 ANOTHER CHANGEIALYSIS

ASSUMPTION INJECTION HOW TO
There is no other way to There is another way to How else to achieve more
achieve more positives achieve more positives and positives and less negatives?
AND with fewer negatives | less negatives is ...
because... We automate or delegate some
We cannot get anybody of the work which can be done
else to do most of the We can get somebody else tq better and faster by a computer
work that can be done by| do most of the work that can | or someone else.
others be done by others

After reviewing the above four alternatives, Jason might decide to implement just Method 1 or
maybe even combine the insights from all four.

Step4:ad, Sax 0 dziitXidentifyyeservatians that can compromise implementation.
Once you’ve selected one of the four methods as providing the best solution to your chronic
problem . .. how can you improve upon the method?

Write down your and other stakeholders’ possible reservations for resisting this solution and then
outline how to prevent or overcome these reservations, based on three classifications:

1 Insufficiency: “Yes, | like the solution, but I think it’s insufficient when it comes to
[insufficiency reservation], so we’d need to add this [additional change] in order to ensure it
works.”

1 Potential negatives:Yes, | like this solution, butif we implement it, it could negatively impact
this stakeholder in this way [potential negative side effect or unintended consequence]. So
we should also do this [additional change] to prevent this side effect from happening so we
achieve our goal.”

1 Obstacles:“Yes, | like this solution, but there are some obstacles blocking me/us from
implementing it [obstacle reservation], and this [additional change] is what is needed to
overcome these obstacles.”
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we expect resistance to the

proposed change.

Note: In a business environment, we use this step to give all stakeholdershe opportunity to
list their reservations by inviting them to help find all the reasons why a proposed change will
not work and/or be successfully implemented. This is an effective way to achieve stakeholder
contribution and a sense of ownership of the change—which is especially important when

Table5{ ¢! YOI h[ 59w &, 9{ . ! ¢{G¢

Ma

5

S-dnEuffidiatkiy Reservation

bl [, { L{

Stakeholder

Change Insufficiency

How to achieve sufficiency?

Project Manager

As long as top management
adds more projects, we will
be under pressure to

Ask management to control
the release of projects and
freeze projects if WIP is too

multitask high.
HY R S &NegabvdAranch Reservation
Stakeholder Predicted Negative of How to prevent Negative?
Successful Change
IT manager Customers may think that we | Reach out to customers and

don't value them or that we
don't have enough capacity if
we do not start their tasks
immediately.

assure them we have enough
capacity and commit to an
earlier completion date.

3rd Yeso dzii- Implementatio

n Obstacle Reservation

Stakeholder

Implementation Obstacles

How to overcome
Obstacles?

HR Department

Extra training to implement
single tasking changes means
time away from projects,
overtime, and higher costs

Use templates for training
staff on new techniques
and/or ask employees to be
trained over weekends or
after hours to keep costs
down.

Step 5:Create a Best Practice definiticthat summarizes the full analysis in a way we and others
can validate and/or continue to contribute to improving the assumptions for current and future

use.

How do we know the method developed in Steps 1 through 4 will work?
We have two practical methods for testing whether a new idea will work.
1. The first is to define and communicate its logic in a way that is easy for others to
understand, allowing them to challenge the key assumptions on which our logic is

based.
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The Change Matrix Cloud Process

second is to design experiments where the solution’s effectiveness and

sustainability can be tested in real-life scenarios.

To allow others to check our analysis and solution, we should answer the following questions:
9 Why is this change needed (the assumptions of the necessity of the change)?

9 What is the specific objective (the strategy of the change)?
9 Why is the change possible but difficult or risky (the assumptions we challenged in resolving
the change conflict)?

 How can we best achieve/implement this change (the tactic of the change)?

By defining the

change in a way that answers each of the above questions explicitly, we can treat

the implementation of the change as an experiment that validates or invalidates key assumptions
by measuring whether the problem has been solved or its undesirable effects measurably

reduced.

Table 6¢ FULLCMCPANALYSIS IN STRATEGY & TACTIC FORMAT

WI & 2 y BatterdP@diice for Stopping Multitasking

Necessary
Assumption
WHEN?

Conflicts with my co-workers (because they resist my proposed changes, like for
everyone to stop multitasking) result in my taking this frustrations home with me
and a loss of productivity at work, which can result in disharmony between me and
co-workers, which in turn could negatively impact the performance of the whole
company.

Strategy
WHAT?

wWe wanttod S | t fedde stress and improve productivity AND still look ar
feel busy
wWhile reducing effork 12 o NBIF{ | o0FR KFEO0AG fA71S
wWithout the Rik ... of Customers/Boss not accepting us saying "Not now" AND
without risk causing delays resulting in missing promised due dates and/or havit
to work late nights and oveweekends

Parallel
Assumptions
WHY?

Conflict Assumptions Challenged...
1st 'Why?! Multitasking is the only way to always look and feel busy.
e 1st +: Actually, the enhanced productivity of Single tasking will make us looking and
feel very productive (not just busy)
2nd 'Why?: Multitasking is a very hard habit to break (It will require a lot of effort)
AND

Customers/boss will not accept it if we say "Not now" (it carries a Risk)
¢ 2nd +: By appointing Task managers (to release one task at a time), can help team
members break their multitasking habit and by customers/boss will accept it if we
say "not now as long as we can show that starting later will allow us to finish earlier
843> o0dziaAX NI A&SRY
¢ As long as top management adds more projects, we will be under pressure to
multitask (project manager)
¢ Customers may think that we don't value them or that we don't have enough
capacity if we do not start their tasks immediately (IT manager)

Tactic
HOW?

Method 1: CHANGE ++
All workers stopmultitasking

Page 25 of 39



The Change Matrix Cloud Process

+ introduce measurement of "delay days" to show those that single task are mo
productive
+ Appoint Task managers to ensure people work only on highest priority task AN
We have a simple mechanism to predict when we can start and comphete
tasks (so customer/boss can see that starting later will allow us to finish earlier)
¢t2 20SNO2YS , Saszx odziax
w a1l YIFyYylFr3asSySyid G2 O2yGNRf (GKS NBf
too high. (Project Manager)
w wSFOK 2dzi (2 hznvend® Bidugh cAgRcity aldicanNdit
an earlier completion date. (IT manager)

Sufficiency | OBS1) HR Department: Extra training to implement Single Tasking changes means
Assumptions| time away from projects, overtime and higher costs

WHY NOT?| 101) HR Department: Use templates for training staff on new techniques and/or ask
employees to be trained over weekends or after hours to keep costs down.

The CMCP Process in Summary

The first two steps of the CMCP validate that neither ignorance of the problem and its solution
nor the positive consequences of dealing with the problem are the cause of the indecision. The
third step allows us to explore four alternatives for resolving the conflict or ambivalence. The
fourth step allows us to verbalize all the “Yes, buts” that need to be addressed to move from a
“half-baked” to a “fully baked, win-win solution.” And lastly, the fifth step allows us to capture
and communicate our full analysis of our “When, What for, Why, How, and Why not?” insights
as a Best Practice.

Appendix2 includes a listing of some of the cases where the CMCP was tested by organizations
on resolving real-life problems. Appendix 3provides a checklist to support the use of the four
methods developed for resolving any conflict. Appendix 4 of this paper describes the link
between CMCP and the Theory of Constraints by showing how bottlenecks (resources with less
capacity than the demands placed on them), like machine capacity or our managerial attention,
stem from “bad” decisions that cause these resources to become bottlenecks. We can use the
CMCP to identify the “bad” assumptions that caused us to either over-commit the capacity of
such resources and/or to waste their capacity on doing things they should not be doing.
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Conclusion

Good people make and repeat bad decisions. It happens to all of us. Some decision mistakes are
unavoidable. When making decisions, we will always face the limitations of incomplete and/or
inaccurate data and the inability to predict consequences. We also have limited time and
attention. But many decision mistakes are avoidable. These mistakes happen due to ignorance
(we did not know—but others did), inertia (we knew but did not act), or ineptitude (we knew,
acted, but compromised). These avoidable decision mistakes are caused by bad assumptions, but
if we can expose and challenge these assumptions, we can help reduce avoidable decision
mistakes. The aim of this paper is to show that it is possible to develop a method that can provide
a possible shortcut or fast track to identifying those limiting assumptions that can cause any of
us to continue doing what we should not do (errors of commission), and/or not doing what we
should do (errors of omission), and/or repeating decision mistakes (errors of detection and
correction).

This new method, called the Change Matrix Cloud Process (CMCP), has proven to be an effective
tool in helping people overcome five of the most common decision mistakes by exposing the
assumptions that cause us to make and repeat these mistakes. The CMCP provides a step-by-
step process and simple checklist for exposing those assumptions that are not helpful but rather
harmful — assumptions like exaggerated fears of loss (mermaid) or risk (crutches) that can cause
people to resist good changes, and/or exaggerated frustrations (alligators) or expectations (pot
of gold) that can cause people to overreact and make or push for changes that could be bad
for the organization or them. If the fears and frustrations are justified, the CMCP can also help
expose and challenge deeper assumptions and lead to creating solutions that have more upside
and less downside than the current status quo. The most harmful assumptions found with the
CMCP include “l am not enough to ... [achieve a desired goal]” or “I/we do not have enough...[of
some scarce resource]”. Providing someone with a step-by-step process to expose and challenge
these harmful assumptions are key to empowering them to find simple yet practical ways to
overcome self-imposed limitations that block them from improving their lives and/or their
organizations.

The Change Matrix Cloud Process follows five steps, each designed to overcome the limitations
of previous methods:

First, start by identifying or selecting a problem that is putting pressure on you or your
organization to make a change. Then validate its importance (so we don't waste our scarcest
resources like attention, time, or money solving unimportant problems) by checking that it really
has a negative impact, not only on you or your area, but also on the rest of the system;

Second, identify the change (solution) required to address the problem vs. the status quo and
the action (and person) you blame for causing the problem vs. what they should have done to
prevent the problem (the solution). Now verbalize the two conflicts related to implementing
these changes (the conflict of the person dealing with the problem and the conflict of the person

Page 27 of 39



The Change Matrix Cloud Process

being blamed for the problem), and for each conflict, examine the positives and negatives of
changing, and the positives and negatives of not changing. The focus should be to capture those
positives and negatives that are unique to the change (solution) vs. those that are unique to not
changing (the status quo). Once all the positives and negatives have been listed, review and
remove any that are not important;

Third, develop and examine four alternative solutions to resolve both conflicts, using the author’s
four methods for resolving any conflict, which can expose hidden but limiting assumptions that
block the resolution of conflicts and guide the user through the process of finding practical ways
to overcome these to give us more positives and less negatives than the status quo. Especially
look for the sometimes exaggerated fears of loss or risk that can block us from making a good
change or the exaggerated frustrations or expectations that can cause us to overreact and
implement a change that will be bad for us. Then choose the best solution yielded by the four
methods: i.e. the solution with the most positives or upside and least negatives or downside for
all stakeholders;

Fourth, treat the chosen solution for each conflict as a “half-baked solution,” asking stakeholders
for their “Yes, buts...” and allowing them to share what could block them/others from trying it
and/or implementing it successfully, and what can be done to overcome these concerns to make
the solution more “fully baked” and to help them realize that they were part of inventing the fully
baked solution (a strong motivation needed to implement it successfully); and

Fifth, capture the full analysis and resolution for each conflict into a “Better Practice” format that
will help to communicate and measure its impact and get fast feedback on the validity of its core
assumptions by explicitly answering why a change is needed, what the specific objective of the
change is, the past assumptions challenged on why the change objective is difficult or risky but
possible, and consequently, what the best way to achieve the change is.

Why could the CMCP be a game-changer? Why does it have a high probability of working where
other methods have not? Numerous pilot studies over the past five years have shown that:

1. The CMCP provides a simple framework and language for identifying which one of the
possible causes of wicked problems is likely the main cause. Is it really ignorance about
the problem, its consequence, and/or its solution? Or is it inertia or ineptitude due to
either exaggerated fears or frustrations/expectations or other hidden assumptions and
beliefs that are harmful rather than helpful?

2. My four methods in Step 3 provide a practical and systematic way of exploring at least
four different methods for resolving any conflict by exposing “bad” or limiting
assumptions that block a win-win resolution to the conflict.

3. Even the best solutions will face resistance to change. Using the “Yes, but...” process, we
give stakeholders the opportunity to share these reasons for resistance in a safe
environment, and we use these to improve the solution in ways which give stakeholders
a sense of ownership and making them feel like they were part of inventing the solution.
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4. Converting the full analysis into a simple Best Practice framework will improve
communication of any proposed change and offer the opportunity to build a library of
best practices containing the full logic of where they came from. This can ensure that
ignorance is used less as an excuse for chronic problems.

In summary, the CMCP was developed by initially standing on the shoulders of a giant—
combining Goldratt’s Change Matrix and Evaporating Cloud. The resultant CMCP was then
subjected to rigorous field testing and further research to incorporate lessons learned from the
field experience and from other decision science research to create a more complete yet simple
step-by-step process for helping users increase the probability of making better, faster
decisions—or at least, enabling them to learn faster from their avoidable decision mistakes. The
CMCP method is a departure from conventional decision conflict resolution methods as it helps
users to resolve conflicts, not by finding compromises - which require that both sides have to give
up something - but rather by helping stakeholders identify and challenge assumptions that are
blocking the conflict(s) from being resolved with practical win-wins.
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Appendices

Appendix 1Standnhg on the Shoulders of Giants: Some key thought
leaders in behavioral decision making

When advancing existing solutions or inventing new solutions, we should identify the giant(s) in
the field we are passionate about, pay respect by understanding why their contribution to the
classification, correlation, and/or cause-effect explanation was helpful in some areas but not in
others and/or why these insights have not been adopted more widely in other areas where they
could bring benefit. Then we should identify the conceptual differences in the environments
where it helped and where it did not help to identify and challenge limiting assumptions. Isaac
Newton, called this “standing on the shoulders of giants.”

There are a number of giants in the field of problem solving and decision making and specifically
understanding the psychology of resistance to change and cognitive or psychological biases such
as our status quo bias and/or loss or risk aversion biases that can cause decision errors—not
changing when we should or changing when we should not.

Important contributors that influenced the development and application of the CMCP include:

I Dr. Herbert Simon was an American social scientist known for his contributions in a number
of fields like psychology, mathematics, statistics, and operations research, all of which he
synthesized in a key theory® that earned him the 1978 Nobel Prize in Economics. Simon was
the first to define an organization as a complex network of decisional processes all pointed
towards their influence on the behavior of the operatives or stakeholders. Perhaps his
greatest contribution was to note that the core of management is decision making:
Management and decision making are synonymous. Simon further said that decision making
can be broken into a series of three sequential steps. First, there is the Intelligent Activity step
(Step 1) of searching the environment for conditions calling for decisions. This step’s outcome
is knowing when to make decisions and when not. Second, there is the Design Activity step
(Step 2) of inventing, developing, and analyzing possible courses of action to take. Last, there
is the Choice Activity step (Step 3) of actually selecting a particular course of action from those
available. His other contribution was that of bounded rationality. He was the first to criticize
economic theories based on assumptions of complete rationality. He showed that our
rationality was bounded by cognitive limits. We will never be able to access or process all the
information needed to make the best choice among many alternatives—the choice that
maximizes the benefits and minimizes the cost. Accordingly, we use simple heuristics to look

8 Simon H.A., 1972, Theories of Bounded Rationality, in Decision and Organization, C.B. McGuire and R. Radner
(Eds.), North Holland, Amsterdam, 161-176.
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for courses of action that are satisfactory or “good enough”, which Simon termed ‘satisficing’.
This is true for the decisions in our personal lives related to selecting partners, deciding on
careers, what we eat and what not, as well as decisions we face at work. The aim of the CMCP
is to help expose these heuristics as assumptions that can result in exaggerated fears of loss
and risk or frustrations and expectations that can cause irrational behaviors.

9 Dr. Daniel Kahneman is an Israeli-American psychologist who made important contributions
in the psychology of judgment and decision making under uncertainty as well as behavioral
economics, for which he was awarded the 2002 Nobel Prize in Economics. Kahneman and his
collaborator for over thirty years, Amos Tversky, started by investigating inconsistencies
within human behavior and decision making. Their empirical findings, like those of Simon,
challenged the assumption of human rationality prevailing in modern economic theory. They
established a cognitive basis for common human errors that arise from heuristics and biases
and developed what they called “Prospect Theory” which is the theory that people value
benefits and losses differently, and as such will base their decisions mainly on what positives
they fear they will lose or what negatives they will gain (rather than the positives they will
gain and the negatives they will lose). Prospect Theory shows that people tend to make
decisions with particular biases, and understanding those biases provides fascinating insights
into what influences our decisions and why we frequently make systematic decision errors®.
Many of our bad decisions are the result of fast heuristics driven by biases (what to consider
and what to ignore) that would benefit from slowing down our thinking. The aim of the CMCP
is to slow down our thinking, so we don’t use system one when we should have used system
two.

9 Dr. William Miller created the Motivational Interviewing (MI) method?°. He realized that the
main cause of bad behavior (such as substance abuse) is not ignorance, but rather
ambivalence—having mixed feelings about whether to change the bad behavior. The aim of
the CMCP is to expose this ambivalence to the user and guide them through the process of
resolving their own ambivalence about when to change or not or overcoming their inertia in
selecting the best way to achieve more upside with less downside than their current status
quo.

| Dr. Barry Johnson posed the question', a La G KA&a | LINRPofSY 4S5
L2t NAG& 6S Y dzAriilohnédn YdmanSratest $hbit finkcdses of a polarity,
applying traditional problem-solving skills will worsen the problem rather than help resolve
it. The Polarity Management™ model and set of principles he developed can, through the
guidance of trained coaches, help an individual distinguish between solvable problems and
polarities, and help leaders effectively manage those polarities most important to their
organization’s success. Again, the CMCP can expose these polarities and the conditions that
can cause a person to oscillate between changing and not changing. The difference is that the

9 Kahneman, Daniel, Thinking, Fast and Slow. New York, NY: Farrar, Straus and Giroux, 2011.
10 \Miller, William and Rollnick, Stephen, Motivational Interviewing: Helping People Change, The Guilford Press (2013)
11 Johnson, Barry, Polarity Management: Identifying and Managing Unsolvable Problems, HRD Press (1992).
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CMCP can guide users on how to resolve the polarity in the cases where they have to decide
what to do, rather than just managing it.

9 Dr.Robert Kegan and Dr. Lisa Lahey uncovered a hidden phenomenon?? that prevents us from
making the changes we know we should, a dynamictheycalld (0 K S  fy %6 ¥lazygéé They
have developed a simple process that may be used by experienced coaches to guide an
individual through the process of identifying and challenging key assumptions holding them
back from making the changes they intend. The process asks the right questions but, unlike
the CMCP, provides little guidance to users on how to answer the questions.

9 Prof. Nassim Taleb contributed a new way of assessing the performance of systems?3, based
on the way systems respond to stressors in their environment like complexity, variability,
conflicts, and uncertainty. He provided a new classification for these called Fragile (harmed
by volatility), Robust/Resilient (not harmed by volatility), and Antifragile (benefits from
volatility). For example, if a person has equal good days and bad days, they should cancel out
to leave them in the same place. This is robust. But what if we had more good days than bad
days? If our response to a good day brings limited gain but the response to a bad day can
result in almost unlimited pain, this system is by definition fragile. The CMCP aims to provide
us with a practical tool to expose our rational and emotion-driven assumptions about the
upside and downside of change versus not change versus an alternative change and offers
users practical steps for creating scenarios in which they can achieve more upside with less
downside—a requirement from moving from fragile to Antifragile.

12 Kegan and Lahey, Immunity to Change: How to overcome it and unlock the potential yourself and your organization, Harvard
Business Press (2009)
13 Taleb, Nassim Nicholas, Antifragile: Things that gain from disorder, Random House Publishing (2012)
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AppendiX2 - Testing the CMCP in Real Life

Odyssey Program

The CMCP has been used in the annual Odyssey Program (www.tocodyssey.org) to help
individuals from all walks of life identify the limiting or harmful assumption(s) blocking them from
making and sustaining the changes they want to make to address stressful expectation gaps
within the various aspects of their lives.

Multi-National Not getting ROI from Technology Investments (India)

Many of the new technologies adopted by this Multi-National in India did not return the expected
ROI. Eight Teams, representing the 8 technologies with the lowest ROl used the CMCP to better
understand the reason why: either 1) the adoption rate of the new technology was much lower
than expected, or 2) the technology was adopted, but its full value was not realized. The CMCP
was used to understand the main reasons why users either resisted to the change to the new
technology and/or why the deployment of the technology was compromised.

The key lesson was that the technology teams that were responsible for driving the adoption of
the new technology was mainly focused on the alligator it would remove and pot of gold it would
help achieve. When resistance was encountered, they focused ever more on these. However, the
Business units that had to use and pay for the new technology was mainly focused on the
mermaid they would have to give up and/or the effort and risks of adoption (the crutches). Once
the teams completed the CMC’s with the assumptions of all four aspects from all stakeholder’s
perspectives, the CMCP became a collaborative tool enabling previously opposing camps to work
togetherto explore all 4 possible ways to resolve these technology adoption and value realization
conflicts.

Government Agency wanting to improvieroductivity (USA)

The goal of this Government Agency was to improve productivity by 25 percent - simply put, to
do things 25 percent better, faster, and cheaper. The CMCP was used to understand some of the
conflicts and limiting assumptions blocking stakeholders from achieving these objectives. The
outcomes of the CMCP was translated (through step 5) into best practices to create a Strategy
and Tactic Tree to focus management on removing these obstacles. Examples where the CMCP
was applied to develop innovative solutions included the common “Spend-it-or-Lose-it” dilemma
that many government agency leadership teams face at the end of each financial year.

Large Construction Company implementing SAP (Japan)

Daiwa House is the largest home construction company in Japan. They have used the Theory of
Constraints (TOC) to implement their SAP project faster and improve manufacturing and sales.
One of their key questions was, “Is our TOC training effective?” The CMCP was used to determine
whether Daiwa employees understood/agreed with the training and knew how to resolve
conflicts related to it. The CMCP was used to determine to what extent disharmony had been
caused by changes that were supposed to help but were resisted, resulting in deteriorating
relationships. The key lesson that emerged was similar to that of Tata Steel: the group proposing
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the change was focused on the alligator and pot of gold, while the resisting group was stuck with
the mermaid and crutches. Encouraging both proposers and resisters to consider the four aspects
of change allowed the conflict to be understood. The CMCP became a tool for the future and a
checklist to getting buy-in for change, which increased the effectiveness of the training.

Prominent Retail Bank (South Africa)

A top strategic thinker in retail banking decided to complete a PhD focusing on why South African
customers spend irresponsibly. The prevailing assumption for policymakers who have addressed
this is that it must be ignorance: i.e. financial illiteracy causes some people to spend more than
they earn and/or not save enough for their retirement or rainy days. But even after millions were
spent by the bank to educate these consumers, their behavior remained unchanged. A bank
executive, as part of his PhD thesis, used the CMCP to come up with an alternative hypothesis
about the real cause of some banking customers spending too much and/or not saving enough:
it was not that they were ignorant to the devastating consequences of spending too much and/or
not saving enough. Many had exaggerated fears of what others will think of them if they lived
within their means; some felt entitled to a certain life style (which they knew they could not
afford or sustain); others believed they could “catch-up” if they just worked harder, even though
they were already doing 2 or 3 jobs. Research in this field continues.
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Appendix 3 Check List for applying the Four Methods to Resolve any
Conflict

The table below shows four methods that can be used to find a win:win solution to break any conflict.

METHOD 1 METHOD 2 METHOD 3 METHOD 4
CHANGE + + NOT CHANGE + + WHEN & WHEN NOT ANOTHER CHANGE
o Pﬂ,m T (——

J L3 - E > | J

= OF CHARGE + O DT CrmA N - OF CHARGE + D MOT CHARMST - OF CHARGE

| - |

. l ] L P J | ‘.

,.'m = .c-uuu:l * nc ROT OHARGE

CHECK CHECK
1. Why will CHANGE mean losin . i i L :

MEFz/MAIDE oF meanlosing i \F/:g g,l_-”G’\g_TDSHANGE not achieve Why or Under what conditions is Why is thereno other way to get both
2.Why will CHANGE unavoidably 2.Why can NOT CHANGE not remove ?ﬁf”?g vs. NOT CHANGE in PO.T OngSlT_([:)HaErg MEgggé%le\ﬁ'gggm
resultin CRUTCHES? CROCODILES? ' mejor o '
ASSUMPTION ASSUMPTION ASSUMPTION
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Appendix 4 Relevance of CMCP to Theory of Constraints

An example of an avoidable and consequential decision mistake is when our bad decisions cause
a resource to become a bottleneck or constraint. A bottleneck resource has insufficient capacity
to always meet the committed demand placed
on it. Bottlenecks can be caused by one of two

g . (" BOTTLENECK RESOURCE )
types of “bad” decisions. We either placed too Level 1 The resource which cannot meet the
much demand on the bottleneck resource—we Symptom demand placed on and which causes

. . . . \_ delays and/or backlogs Y,
knowingly or unknowingly overcommitted its
ity—or alternativel we w i
c_ap.ac ty—o . alternat _e y,' e wasted its 4 BAD DECISION(S) N
limited capacity by causing it to do extraneous Level 2 The Dedision(s) that caused the
thi ngs. Cause resource to bt_eoome a bot_tlene_ck,
either by wastingits capacity doing

@ingsit should not do or overpromising)

For an organization, a constraint or bottleneck
could be cash (or budget), scarce human

resources, machine capacity, input materials, Level 3 ThBAésuDAt'SSU'X]l?ﬂOdNtﬁSbad
or market demand. Each of these can be caused | DeePer use didsiorr,r(gmi(s% U oised the
by a bad decision to either overcommit its resource to become a bottleneck
capabilities or to waste them doing things it

should not do—things that are either not Figure 1: THREELEVELSOF A BOTTLENECK
helping it achieve its goals or might even be

harming it.

For individuals, our bottleneck—the thing that limits our ability to achieve more of our personal
goals—is our limited attention. Attention is a cognitive bottleneck. Whatever we focus on
requires attention. If we try to focus on more things than what we have available attention for,
we overcommit and won’t meet our commitments. When we do things we should not, we waste
our limited attention.

All bottlenecks exist at three levels. Or, put differently, the question, “What really limits our
ability to achieve more of our or our organization’s goals?” has three answers. As per Figure 1
there is the physical resource with insufficient capacity to meet the demand placed on it. At a
personal level, the demand for our attention will always exceed our available attention. As such,
our limited attention (cognitive bottleneck) is what keeps us from achieving more of our goals.
Then (at level 2) there are the “bad” decisions that waste this scarce resource—decisions that
cause us to do things we should not do, not do the things we should do, and/or over-promise
(ignore resource capacity limitations). Below these bad decisions (level 3) are the “bad” or
limiting assumptions that result in our making and repeating these bad decisions.

According to this theory, a bottleneck is the symptom of bad decisions, which in turn is the
symptom of bad assumptions. Bad decisions or assumptions are not “wrong.” They are simply
decisions and assumptions that are not helpful, but harmful. They limit our ability to achieve our
goals, or might even block us from achieving them. Therefore, to “solve” the problems related to
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resource bottlenecks, we should identify what decision mistakes caused them and find and
challenge these bad or limiting assumptions that caused us or others to make and/or repeat these
decision mistakes.

The aim of the CMCP is to provide us with a practical step-by-step process for finding, challenging,
and overcoming these limiting but often hidden assumptions that cause resources with sufficient
capacity to meet true demand to become bottlenecks.
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