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better, aligned 

decisions, everyday!

What if it all comes down to . . . 

making better decisions?

what do we do?

when do we do it?

when do we decide?

And…

how do we 

decide?

http://www.flickr.com/photos/jasonwebber/2975935790/
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Legacy System
Name:

Phone:

Address:

Replacement System  
Name:

Address:

Phone:

what’s the value of  

this required
change?

Ideally, we decide 

based on    

value,

but, what’s
that?

Business Value

Benefits

Value 

Calculation

Costs

calculation

Defining Value

Business Value

Guess

Value 

Calculation

Estimate
calculation

Valuing the Inputs
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we need some help !
Purpose

Considerations

Costs and Benefits

Business Value Model

where
do

we 

start?

Purpose

Business Value Model
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Market

Differentiating

High

Low

Mission Critical
Low High

Differentiate

Parity

Partner?

Who 

cares?

Purpose Based Alignment Model

Market

Differentiating

High

Low

Mission Critical
Low High

Innovate,

Create

Do we take 

this on?

Minimize 

or 

Eliminate

Achieve and

Maintain

Parity, Mimic,

Simplify

Purpose Based Alignment Model

The Differentiating Rules

Rules How?

Always Be the Market 
Leader

Innovate now and forever

Focus Have 1-3 specific things you do 
better than anyone else

Own Differentiating You cannot outsource your 
innovation

The Parity Rules

Rules How?

Fill Any Gaps Because 
Gaps Kill

Adopt Best Practices – adopt 
the innovation of market 
leaders

Eliminate Risks
Because Risks Kill

Simplify – complexity increases 
risks and reduces agility

Create Capacity To 
Focus Resources on 
Innovation

Standardize – there is only 
downside to exception handling 
of Parity activities
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How about an example?

enterprise business 

intelligence 

product

competitor’s killer UI

Competitor’s Killer UI

Project Plan:
 big team

 millions of dollars

 many months 

to “out-do” competitors’ UI Market

Differentiating

High

Low

Mission Critical
Low High

Analytics 

Engine + UI?

Where Does My UI Belong?

http://www.flickr.com/photos/33811706@N04/3152909753/
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Market

Differentiating

High

Low

Mission Critical
Low High

Analytics 

Engine?

UI Gap?

Where Does My UI Belong? UI As Parity

new design 

goals:

“go to school” 

on competitor’s UI

don’t be 

so bad

 Market-aligned project, cut time by 

50% and costs by 40%.

 Resources to create next evolution 

of analytics engine.

Results
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Market

Differentiating

High

Low

Mission Critical
Low High

Differentiate

Parity

Partner?

Who 

cares?

StrategyThe Challenge?

 Sustainable

 Competitive advantage

strategy =  sustainable 

competitive advantage

4 important questions:

1. Who do we serve?

2. What do they want and need most?

3. What do we provide to help them?

4. What is the best way to provide this?

the “billboard” test…
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“To be  the low cost airline.”

- Southwest Airlines

Order new 

pages by 

2pm and get 

them tomorrow! 

Galapagos “Billboard”
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“Will this help us be
the low cost airline?”

- Southwest Airlines

strategy

creates

decision 

filters

a HUGE idea!

decision filters:

make daily
decisions

schedule projects

what  

to develop

cascade
decision

filters

throughout
organization
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single purchase, 

multiple credit cards

How about another example?

Market

Differentiating

High

Low

Mission Critical
Low High

Customer

Service

requires

customization

Market

Differentiating

High

Low

Mission Critical
Low High

Differentiate

Parity

OR
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Market

Differentiating

High

Low

Mission Critical
Low High

Differentiate

pass the “billboard” test?

A 

fist full 

of credit 

cards

Give Me Your 

Tired, 

Your Poor, 

Your Maxed

Out 

Credit Cards
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treat exceptions as exceptions

caveats

Managing Risks

List Three Professional Optionscommon sense not

common    

practice

parity is mission critical
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purpose is not

priority
differentiating 

changes
over 

time

Start Up

Exercise: Pick a project.
Practicum

Pick something 

you are working 

on.   

an objective, 

a brand, or 

a project.

Market

Differentiating

High

Low

Mission Critical
Low High

Differentiate

Parity

Partner?

Who 

cares?

What is the purpose?
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What’s On Your Billboard?
your

decision

filter?

do you have any 

exceptions?

other 

considerations

?
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Purpose

Considerations

Business Value Model

Collaboration Model
flexibility

Collaboration Model

dependencies
time

to 

market
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time 

to

benefit

complexity team size

mission criticality

team location
team capacity

domain
knowledge gaps

dependencies

technical
complexity

uncertainty

market
uncertainty

technical   

uncertainty
project duration

dependents

your considerations?
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Purpose

Considerations

Costs and Benefits

Business Value Model

costs
and 

benefits?

Tangible & 

Intangible

Purpose

Considerations

Costs and Benefits

Business Value Model

it’s

a

conversation



18

resolve differences group chunks 

high – medium - low

What are 

your 

largest 

value 

chunks?

“build”

a 

chunk…
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at the end

of the

“chunk” …you can     

ask…

Do we have enough business 
value to go to market?

Should we continue?
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What goes 

in the next 

cycle or 

chunk?

Value Model

o
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 c

h
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n
ks Build highest 

value chunks

Do we have enough 
value to deploy?

d
e

fe
rr

e
d

Will we ever have 
enough value to 
deploy?

STOP

No

Adjust value model if 
inputs have changed

Yes

Yes

Or

No

summary
Purpose

Considerations

Costs and Benefits

Business Value Model
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it’s

a

collaboration

what do we do?

when do we do it?

when do we decide?


