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Letõs explore:

ÅWhat good critical thinking is 

ÅWhy itõs important for our decision-making & problem -
solving

ÅIdentify & avoiding traps, trips & landmines that foil our 
decision-makingé..maybe even disarming them?

ÅHarvardõs experience

ÅCharacteristics required 

www.dysartjones.com for slides & worksheets
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òin making decisions, you may be at the mercy of your mindõs 
strange workingsé.ó

Hammond, Keeney & Raiffa, The Hidden Traps in Decision Making, Harvard Business Review, 

January 2006



Critical Thinking: formal definition

ò the intellectually disciplined process of actively and 
skillfully conceptualizing, applying, analyzing, synthesizing, 
and/or evaluating information gathered from, or generated 
by, observation, experience, reflection, reasoning, or 
communication, as a guide to belief and action.ó

Critical Thinking as Defined by the National Council for Excellence in Critical Thinking, 1987
A statement by Michael Scriven & Richard Paul at the 8th Annual International Conference on Critical Thinking and Education Reform, 
Summer 1987}. http://www.criticalthinking.org/page.cfm?PageID=766&CategoryID=51Last accessed May 31, 2009

http://www.criticalthinking.org/page.cfm?PageID=766&CategoryID=51


ÅDecision-making & problem -solving 

ÅOpenmindedness

ÅProductive  dialogue

Critical thinking is really about



Implicit that we canõt make 
decisions alone or in a 
vacuum

The decisions & problems we 
face are increasingly 
complex

Itõs hard, and itõs worth it



Good Critical Thinking

ÅRaises the right questions ðclearly & precisely

ÅFocuses on the real problem or decision to be taken

ÅGathers & assesses relevant information
ſUses abstract ideas to interpret info effectively

ÅDevelops well -reasonedconclusions & solutions, testing 
them against relevant criteria and standards

ÅRelies on recognizing & assessing  assumptions, 
implications, &consequences

ÅCommunicates effectively with others in figuring out 
solutions to complex problems





Critical, not criticize



Why?

ÅFor our customers
ÅDesigning meaningful services

ÅFor our organizations
ÅPlanning, negotiating, managing & relationship building

ÅFor ourselves, and our professional credibility
ÅAware & factor in our :
Åtendencies & assumptions
Åperceptions & selections based on conditioning, beliefs and 

desires, focus, emotions
Åreconstructive memory affected by time, what we want to 

remember, and after-acquired information and suggestion.  
ÅConfident in our:
Åknowledge
Åability to reason



òSet in our waysó wonõt move us forward

òNamingó the process at first makes it legitimate to:

üChallenge usual practices

üRethink what has been thought

üExpand the emphasis from short-term fixes to long-
term fusion

Wake up call



Common Decision Traps

ÅFraming 
ÅStatus quo
ÅAnchoring
ÅSunk cost fallacy
ÅInformation gathering traps
ÅOverconfidence bias
ÅAvailability
ÅConfirmation bias
ÅGeneralization
ÅFalse cause

Based on the work of Michael B. Metzger, Kelley 
School of Business, Indiana University



Framing

ÅPut the frame up first

ſMay clarify status -quo, 
anchor & sunk-costs

ÅThe questions we ask very 
often determines the type 
answers we get To avoid this:

ÅDonõt accept the first frame ð
or queston

Åòre-frameó or look at the issue 
from different perspectives, 
particularly from customer or 
stakeholder perspectives



Status -quo

ÅLike it or not, tendency is to 
perpetuate what we already 
know ðlike it or not

ÅPsychologically risky

ſòbreaking from the status 
quo means taking action, and 
when we take action, we take 
responsibility, thus opening 
ourselves to criticism and to 
regret.ó

¶Hammond, Keeney, Raiffa

To avoid this:

ÅFocus on the real goals & ask 
how status quo helps move 
towards them

ÅEvaluate vs. all other 
alternatives IN TERMS OF 
THE FUTURE

ſAsk outsiders to review your 
evaluations

Kennedy & Jones, 2009



Anchoring

ÅWhat we hear or see first 
influences our subsequent 
thinking

ſPast statistics & trends, an 
article, a colleagueõs comment

ſThe order in which we 
receive info distorts our 
judgment

To avoid:

ÅBe aware

ÅPurposefully use different starting 
points

ÅAs you gather other people to 
discuss the issue, try to limit the 
information you give them

ſClarity what each of your base 
assumptions are

ſKeep coming back to the issue on 
which you are focusing Kennedy & Jones, 2009



Sunk cost 

ÅPeople want to justify past 
decisions, regardless of how 
present & future change the 
situation

¶Some cultures reinforce 
this by punishing 
decisions that havenõt 
turned out as planned

To avoid:

ÅConsciously set aside past 
investments 

ſa rational decision is based on 
current assets & future 
consequences

ÅStop òsinkingó costs into òsunkó 
costs

ÅReward turn -arounds & òtryõsó
Kennedy & Jones, 2009

ñWhen you find yourself in a hole, 

the best thing you can do is stop 

digging.ò  

Warren Buffet



Mary Lee Kennedy
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Reaching clarity means wading through 

confusion

Know your own conflict handling style 

Competing Collaborating

AccommodatingAvoiding
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Cooperativeness

Thomas-Kilmann Conflict Mode Instrument



Harvard Business Schoolõs experience



We educate leaders who make a 

difference in the world.

We support Harvard Business Schoolõs mission by 
enabling the creation and exchange of ideas, expertise and information



Strategic Shifts FY07 FY08 FY09 FY10

Integrate with Research 
Course Development

3 pilot MBA projects 34 projects
Model developed

Develop -3 
Revise - 2
Enhance-31

10% Growth 
Focus MBA and Exec Ed

OrganizeÔÈÅ 3ÃÈÏÏÌȭÓ 
priority information

Catalog books 
Socialize information 
management

Catalogelectronic 
information: Institutional 
Memory (IM)
Information Lifecycle 
Management Program

Complete IM and
Centennial Assets
StartScholarly Assets
Standards for SharePoint 
(Intranet)

Scholarly Assets
Intranet content 
governance 
Web content management

Develop an enterprise Web 
service

Ad hoc ɀmainly work for 
KLS

iTRACGovernance
Groupreorganizationand 
new hires
89 projects

74 projects Q1&2 School-
wide
Establish Intranet Program 
Office

TBD

Move to electronic 
products and services

Status Quo 
2.5X electronic vs. print 
expenditure

FirstKnowledge Center ɀ
BBOP
HC web properties
2.9X electronic vs. print

Institutional Memory
Agribusiness Knowledge 
Center
OPM eBaker
2.9X electronic vs. print*

Deliver products on 
SharePoint
2.3Xelectronic vs. print*

Support Global Research 
and Education

NoFocus Alliance with CBS
Network with European 
universities
Relationship with HBS 
Research Centers
Global databases added 
(China, India) 

Network with Chinese 
Universities   and Harvard
Launch GKEN ɀ40 
Trackglobal component of 
research support ɀ269
Q3 -1st sourcing in China

Leverage GKEN
Solidify relationshipsin 
China and Europe 
India? 
China Knowledge Center

Increase reachof faculty 
knowledge dissemination

Working Knowledge 
website and newsletter

Working Knowledge for 
Exec Ed,Publishing, media
WKmoved to daily content

Economic Crisis site 
Working Knowledge for 
Initiatives
Alignment with Marketing 
Plan 

Redesign pending 
stakeholderanalysis 



ÅCapability Development

ÅModeling Best Practice

ÅRoad Maps

ÅPerformance Management

ÅProject Management

ſTeam Norms

ſOpportunity Management

ſAfter Action Reviews

Exercising Good Judgment


