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View from the Boss



 What I Will 
Talk About:
 The Hope 
 The Reality
 The Impact
 The Invisible
 The Opportunity
And in several 
instances -
 The Obvious!
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 What I Ask 
YOU to do:
 Metacognition

© The FAR SIDE by Gary Larson
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Blame Guys Like Him



Consider the
Problem

Brainstorm
Alternatives

Analyze the 
Alternatives

Select the
“Best” Solution

Announce the
Decision

MONDAY 
WE DO 

EVM
TUESDAY 

WE DO RISK 
MANAGEMENT

WEDNESDAY 
WE DO 

ENGINEERING

THURSDAY 
WE DO COST

FRIDAY 
WE DO 

SCHEDULE

OVER THE 
WEEKEND 

WE DO 
LEADERSHIP

Questions
• Identify a situation that really 

put your decision skills to the 
test

• Describe why was it 
important to you 

• List the general timeline of 
events

• Identify the point where your  
critical decision was made.

• Explain the result

Source: Crandall, Klein & Hoffman. Working Minds: A 
Practitioner’s Guide to Cognitive Task Analysis (2006)

Processes

Formulas

Expectations
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Volatility
Uncertainty

Complexity
Ambiguity
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Did he fire 5 bullets or 6 bullets?

 Noise – perceived and real
 Missing information
 Information that is not missing 

but is Untrustworthy
 Inconsistency of information 

despite availability and 
trustworthiness

 Complexity of information 
despite consistency availability 
and trust
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Neocortex: Rational Brain
Sensing, higher-order thinking, short-term 
memory
Limbic System: Emotional Brain
Pleasure/Pain, Long-term memory

Reptilian Brain: Life-
sustaining Brain
Autonomic functions, instincts
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“Rational” 
&

Considered Bounded 
Rational

&
Pattern 

Matching
&

Satisficing
Imitate Others
Herd Mentality
Safe Decisions

Extreme Behaviors
Vacillation, Inaction

* Adapted from Hambrick, D. C., Finkelstein, S., & Mooney, A. C. (2005). Executive job demands: New insights for explaining strategic decisions and leader behaviors. Academy of Management Review, 30(3), 472–491.

What does 
YOUR curve 

look like? Your 
Boss? Your 
Team? All 

Those 
Stakeholders?

Increased Workload
Higher Stakes
Self-Induced
External

Stress level

Co
gn

it
iv

e 
Ca

pa
ci

ty



18



19



20

Sources: Gary Klein Streetlights and 
Shadows ; Klein Sources of Power;  

Daniel Kahneman Thinking Fast and 
Slow

Relatively 
hard to 

develop and 
“measure”

Relatively 
easy to 

develop and  
“measure”

EXPLICIT KNOWLEDGE

TACIT KNOWLEDGE

Definitions, Formulas, 
Written Processes, 

Checklists, Compliance

Judgment

Biases & Heuristics

Pattern 
Recognition

Dot 
Connection

Subtleties
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Consider:

• What particular cues were important 
here?

• What did that decision point look like, 
exactly?

• What were your key concerns at that 
point? 

• What was it about the situation that told 
you what was going to happen & what 
to do about it?

• What remained ambiguous throughout? 
• What information did you actually use 

to make the decision, how did you get it 
and why did you not get more?

Source: Crandall, Klein & Hoffman. Working Minds: A Practitioner’s Guide to Cognitive Task Analysis (2006)

Consider:

• What were alternative decisions 
and likely results?

• As regards any mistakes you 
might have made, how do you 
view them now versus back then? 

• How might this situation have 
turned out differently if you had 
not been there at that time? 

• What might someone else in your 
position of lesser (or greater) 
experience have done?
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Revisit with the Boss



Recognition-Primed Decision Model (RPDM)

Consider 
the 

Situation

Generate 
Cues & 

Recognize 
Patterns

Activate 
Action 
Scripts

Mentally 
Simulate & 

Evaluate 
Outcomes

Select 
“Satisficing
” Solution

Announce 
the

Decision

Feedback ~ Adaptation Source: Gary Klein. Sources of Power

Feed
Forward

Observe Decide Act

Action
(Test)

Implicit
Guidance
& Control

Implicit
Guidance
& Control

Observations

Unfolding
Circumstances

Outside
Information

Unfolding
Interaction

With
Environment

Unfolding
Interaction

With
Environment

Orient

Decision
(Hypothesis)

Feed
Forward

Feed
Forward

Feedback

Feedback

J. R. Boyd, “the Essence of Winning and 
Losing,” 1995.

Cultural
Traditions

Genetic
Heritage

New
Information Previous

Experience

Analyses &
Synthesis

Observe-Orient-Decide-Act 
(OODA) Model

SYSTEM 1 - Fast, automatic, 
emotional, subconscious
SYSTEM 2 - Slow, effortful, 
logical, conscious
-- Daniel Kahneman – Thinking Fast & Slow

A Nobel Laureate’s 
Model



24



What Attributes & 
Ways of Thinking Will 
Get Renewed Attention 
in … 
Your Leadership 

Challenge?
Your Protégé?
Your Organization?25
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