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Analytics, insights, and decision making...

& Improving decision making in organisations, CIMA
report

“If we want to make better decisions and take
the right actions, we have to use analytics”

Analytics at Work, Davenport, Harris and Morison 2010

*Risk Mismanagement”
Headline in New Y ork
Times, January 2009

Financial-Planning Tool Fails to Gauge Extreme Events



What we will cover today...

Quantitative analysis and
decision making processes...

The role of the
analyst...

How we can build a
i community...



In any large dynamic organisation, complexity
Impacts decision making
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Does this quantitative analysis sequence
look familiar?

Situation (loosely) defined

Probabilistic model created to
represent situation

Model analysed and insights
generated and presented

Decisions made to improve prospects
of the original situation

What's wrong with this? Answer: Nothing — it adds value.

But is there more value to be unlocked?




Let’s look at the decision points more closely

Situation (loosely) defined

Probabilistic model created to
represent situation

Model analysed and insights
generated and presented

Decisions made to improve prospects
of the original situation

How do we know that the decision
that lead to this was a good one?

What alternatives were considered?
Will we be creating a great answer to
the wrong question?

The tendency is to look at the
downside only... what about actively
managing the upside?

When should we declare the original
situation as void and recommend a
radically different one?

Our proposition is that quantitative analysts may be missing vital %ﬁ% g,@
opportunities if they do not engage at the critical decision points. O5e’
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Let’s look at decisions and the process of
making decisions in a little bit more detall...
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Most decision making processes follow
some common steps...
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IDENTIFY

PROBLEM

Frame Structure Analyse Recommend &
Define the decision Understand the Determine the Implement
context, what’s interrelationships consequences of Act on the findings
Important, what is between the choosing between
in / out of scope various factors and the alternatives
define the R
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Achieving quality in each of six elements
produces quality in the overall decision

Meaningful,
Reliable
Information

Clear
Decision Criterid
and
Trade-offs

Creative,
Doable
Alternatives

Elements
of Decision
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Logically
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to Action
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Frame
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Like a chain, overall quality is no stronger than the weakest link.

© 2005 by Strategic Decisions Group. All rights reserved. Used by permission.



but not the whole way...

Meaningful,
Reliable
Information

Creative, Sec pleag o
Doable emsm;rr:d riteria
Alternatives
Trade-offs

Elements
of Decision

Quality

Logically
Correct
Reasoning

Appropriate
Frame

Commitment
to Action

Like a chain, overall quality is no stronger than the weakest link.

© 2005 by Strategic Decisions Group. All rights reserved. Used by permission.

Quantitative analysis takes us part of the way,



We also need to consider the organisational
complexity dimension

High Rigorous

Organisational Complexity Facilitative
Many parties in conflict due to Leadership Decision Analysis

individual and organisational
differences

Values, desires, & motivation
» Perspectives

* Personalities
 Power bases

Conscious

Decision
Quality

Common
sense & Analytical Tools
rules of

thumb

Low

Low High
Analytical Complexity

* Uncertainty
« Many interrelated factors
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« Multiple decision criteria O 52
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When multiple players are involved, creating the
right dialogue Is essential to maintaining quality

Decision Makers

Review 1 Review 2 Review 3
Review of framing Review of key data Discussion of
and structuring. and confirm frame is analysis, agree

still valid. decision and actions.

IDENTIFY
PROBLEM

Evaluation Team




To make high quality decisions we need to

create the right balance...

Framing & Structuring Analysis
Clarifying the problem * Quantifying uncertainties
Creating alternatives » Testing assumptions
Structuring information « Evaluating alternatives
Improving communication « Identifying sources of value
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Insight and commitment to action
Creating a culture where we have the debate, make a decision and
move on as a team, even when we have to make tough choices with
limited information.




A Decision Professional spans the whole
decision space...

Qualitative skills Qualitative skills

Quantitative skills

Problem

: - Frame Structure Analyse Recommend Impact
identification

Untapped value? Untapped value?

Comfort zone
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Moving from Quantitative Analyst to Decision
Professional... .

o Professional
Quantitative

Analyst

 Is seen as a trusted advisor
Decision and business partner
maker’s e |s seen as an important » Custodian of decision

perception provider quality

* Provides facilitative

Execution : - leadership as well as
 Provides specialist analytical skills

analytical skills « Focuses on the total
 Detailed and rigorous decision problem

Guides the decision
Role process
« Transforms complex data Constructively challenges

into meaningful information decision frame and defines
* Provides insights to help alternatives

people manage uncertainty | . provides insight on best
course of action
Advises on potential gaps
in decision quality



In Unilever, we have been driving the role of
Decision Professionals across the company...

. Innovation, Mergers & Acquisitions, Supply Chain, Safety,
Regulatory and other complex one-off decisions.

All these applications have common features: there are
multiple compelling alternatives; there are significant
contradictions / disagreements on how to proceed; and

stakes are high. i



The Society of Decision Professionals is a
recently formed group...

...who’s aim is to make Decision Professionals the trusted advisors of choice for
Decision Makers facing important and complex decisions.

The Society has been formed by a number of individuals from a diverse range of
companies which use Decision Analysis techniques as part of their strategic decision

making processes.

The core group includes:
Carl Spetzler
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The Society has a number of aims...

Society of
Decision Professionals

Make
Decision Professionals
the advisors of choice for

: Decision Makers . :
Quality Assurance Continuing Learning

Competency Collaboration &
Development Networking

Body of Knowledge

Professional Code & Governance Model

Members of the SDP will create greater value for organizations, individuals, and stakeholders. We will:

bring Decision Quality to important and complex decisions;

provide quality insights and direction through the use of practical tools and robust methodologies;
establish, uphold and advance high standards of professional competency; and,

advance the profession to the benefit of mankind through helping Decision Makers create value by making

better decisions.



SDP has introduced 4 levels of membership...

Professional accreditation levels

L ead Fellow
Practitioner ~ Practitioner

To progress through the professional levels, practitioners will need to demonstrate they
have reached the specified level in 6 key areas:

Decision Information Creativity &
Analysis & Gathering & Value Problem
Modelling Assessment Solving

Facilitative
Leadership

Project Education &
Management Training



The Society Is currently being incorporated, if
you want more information on SDP...

Online Registration, plus Charter & Career Ladder documents:
www.regonline.com/SDP

Questions to:
Register.SDP@gmail.com

Discussion forum:
www.linkedin.com
Group: Decision Professionals Network



Our concluding thoughts...

There is a growing demand for high quality quantitative
analysis within many leading edge organisations.

We can unlock even more value by getting better
Integrated into the decision-making process.

By acting as a community to organise
ourselves, we can position ourselves
as Decision Professionals and not just
number crunchers.



