Deans Council
Minutes - February 14, 2018
Ware Student Commons 207, 1:30 pm - 3:30 pm

Members Present: Dr. Tamara Clunis, Frank Sobey, Becky Burton, Tina Babb, Vicky Taylor-Gore, Mark
Rowh, Edie Carter, Toni Gray, Dr. Carol Buse, Michael Kitten, David Hall, Daniel Esquivel, Renee Vincent

Others Present: Toni Van Dyke

Members Absent: Kim Crowley

New Associate Dean
David Hall is the new Associate Dean of Technical Education. Welcome to the AC family David.
Flu Outbreak in Amarillo

Dr. Clunis discussed how to help prevent the flu outbreak at Amarillo College. If you have any employee,
who is sick send them home. Keep labs cleaned, hand sanitizer handy, drink plenty of distilled water,
avoiding touching your face, etc.

Commencement/Summer Graduates

This is the last year that summer graduates will walk in May. Amarillo College is looking at having a
summer commencement or combining it with fall Commencement. Discussion followed on how that
could look.

FY19 Budget Review

Dr. Clunis will set up one-on-one meetings to review budgets that were submitted by the deans. This
year AC will use VENA, a budgeting software. Training on the software is scheduled for March, and all
budgets are due in May.

Success 360/Career Communities — Civic Center

Becky will send out surveys to the students who participated in the Success 360 event, and Frank will
send out the survey to faculty who participated.

SWIiM

AC has contracted with SWIM to review our current processes. The current focus of SWIM is onboarding
and retention.

Prosper ACT

Dr. Clunis discussed the Prosper Act and the impact it could have on our students and the college once
it'’s approved. An email will go out to deans with more information regarding the Prosper Act.

HBR Articles Discussion

Becky Burton presented on Managers forget they are human. Toni Gray presented on the Stop doubling
down on your failing strategy.
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Top 5 Ways to Prevent the Flu at Your Office

OCTOBER 11, 2017 | BY ALEXANDRA HICKS CATEGORY: HR TIPS & TRENDS
(HTTPS://WWW.ZENEFITS.COM (HTTPS://WWW.ZENEFITS.COM
/BLOG/AUTHOR/AHICKS/) /BLOG/CATEGORY/HR-HUMAN-RESOURCES/)

Sniffling, coughing, hundred degree fevers...that's right folks, flu season is upon us. But no need to
worry: there are plenty of things your office can do to protect your employees (and yourselves) from
catching the dreaded influenza (https://www.zenefits.com/answers/what-workplace-precautions-
should-be-taken-to-protect-against-the-flu/). We've put together a list of 5 ways to prevent the flu
from spreading at your office.

Give Flu Shots At Work

One of the easiest ways to prevent the flu-and its consequent spread throughout your workplace-is
vaccination. In fact, the Center for Disease Control (CDC) (http://www.cdc.gov/flu/protect
/preventing.htm) cites vaccination as the number one prevention step. However, many employees
simply don’t have the time to get vaccinated. Between work hours and out-of-office commitments,
going to get a vaccine can be a major inconvenience.

So why not make it a little easier for your employees? Many organizations now host on-site
vaccination clinics (https://www.totalwellnesshealth.com/flu-shot-clinics/), allowing employees to
get vaccinated without sacrificing their free time. You can contact your local pharmacy or community
vaccinators to come to your workplace and administer the vaccines on site.

Make it Easy for Employees to Get Off-Site Shots

If having on-site vaccinations isn’t an option for you, do your best to make it easy for employees to get
their flu shots elsewhere in the community.

® Make sure that flu shots are covered by your employees’ health plans. While there are options
for free vaccinations at certain clinics, it’s never a bad idea to ensure your employees are fully
covered when possible. Zenefits can help with this! (https://www.zenefits.com/health-
insurance-broker/)

e Let employees know when and where they can get vaccines in the community. Get a list of all
local vaccination sites and send it out to your employees, or print out a map and post it in the
office kitchen or breakroom.

e Be flexible. You know your employees are busy. You're busy too, so consider allowing your
employees to leave work briefly to get a flu shot. If it prevents the flu from spreading around
your office (and productivity subsequently crashing), you'li be glad you did.
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Stop Doubling Down on Your
Failing Strategy

by Freek Vermeulen and Niro Sivanathan

FROM THE NOVEMBER-DECEMBER 2017 ISSUE

y the end of the 1990s the British music company HMV was on top of the world. Its

business model—operating Main Street stores in which customers could browse

through a wide collection and listen to tracks with an in-store headset before they
decided whether to buy a CD—had delivered the company an enviable 40% market share in

Britain.

HMYV’s rise started with the pop music revolution of the 1960s, when the company began
expanding its retail operations in London. It doubled in size in the 1970s and had established

itself as the country’s leading specialist music retailer by the early 1980s. It opened stores in
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Ireland and Canada in 1986 and in the United States, France, Germany, and Japan soon
afterward. By the 1990s it had more than 320 stores, about 100 of them in the United Kingdom.
In 2002 HMV floated on the London Stock Exchange, valued at about £1 billion.

By then, however, some employees and analysts had started to express doubts about the long-
term sustainability of HMV’s business model. Although the arrival of DVDs and computer games
initially boosted store profits, supermarket chains had begun selling popular CDs at a discount,
and in early 1998 Amazon had started selling CDs online. A few years later downloadable music

appeared on the internet, culminating in the launch of Apple’s iTunes store in 2003.

But HMV’s top management doggedly stuck to its strategy. In 2004 the company opened its
200th store in the UK and began acquiring rival chain stores, sometimes out of bankruptcy. By
2008 the company was running a global network of more than 600 outlets. As early as 2002 its
advertising agency had tried to alert the board to pending dangers—online retailers,
downloadable music, and supermarket discounting—but HMV’s managing director, Steve Knott,
had angrily rejected the warning: “I have never heard such rubbish. I accept that supermarkets
are a thorn in our side, but not for the serious music...buyer, and as for the other two, I don’t

ever see them being a real threat; downloadable music is just a fad.”

Not until 2010 did HMV open a digital music store. By then, of course, the company was far too

late to the party, and in January 2013 it went into receivership.

HMV’s story is a classic example of what is known in the management literature as an escalation
of commitment: holding on too long to a strategy that was once successful. Of course, many
factors can contribute to the failure of a specific company, but in nearly every academic case
study on the demise of a former leader in its industry, escalation was shown to play a major role.
Nokia’s failure, for example, which has been well documented, was to a large extent caused by
the company’s continued investment in its proprietary operating system even as Android and

iOS were dominating the market.

Once escalation takes hold, it can be difficult to reverse, but you can reduce the chances of

falling into that trap. The psychological and sociological dynamics underlying escalation have
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been researched by one of us (Sivanathan) and
countless other scholars from many academic
perspectives; in the following pages we draw on
this rich body of work to offer tried and proven
organizational rules to help managers design their
decision-making processes. But first we’ll look at

the causes of escalation.

Why It Happens

Escalation of commitment is deeply rooted in the
human brain. In a classic experiment, two groups
of participants were asked whether they would be
willing to invest $1 million to develop a stealth
bomber. The first group was asked to assume that
the project had not yet been launched and that a

rival company had already developed a successful

(and superior) product. Unsurprisingly, only 16.7%

of those participants opted to commit to the

funding.
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A Case of Doubling
Down: HMV

The changing landscape

Retailers start to sell discount CDs; online
retailers start to sell discount CDs and digital
downloadable music.

The double down

HMV invests in stores, building kiosks where
people could listen to music before buying a CD.

Streaming
music
RECORD
STORES
- \ Digital
music
DISCOUNT &

ONLINE RETAIL

Discount CDs

The result

HMV goes into
receivership.

FROM "STOP DOUBLING DOWN ON YOUR
FAILING STRATEGY," BY FREEK VERMEULEN AND
NIRO SIVANATHAN, NOVEMBER-DECEMBER 2017 ¢ HBR.ORG

The second group was asked to assume that the project was already 90% complete. Its members,

too, were told that a competitor had developed a superior product. This time 85% opted to

commit the resources to complete the project.

These results underscore the fact that people tend to stick to an existing course of action, no

matter how irrational. The project’s likely outcome was identical for both groups. Because a

competitor had beaten the company to the market with a superior product, the new product was

almost bound to fail. The only difference between the two situations was the timing of the

question: before commitment to the project versus when it was nearing completion.

What exactly is going on? Research has identified a number of mutually reinforcing biases that

collectively explain why people’s judgment may be swayed by a prior commitment to a course of
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action. The six most important are:

A Case of Doubling

e The sunk cost fallacy. Down: Nokia

This bias is well known in management The changing landscape

i L . Smartphones launch with Apple’s proprietary
literature. When making investment decisions, i0S and Google’s open source Android OS.
people often factor in costs they have already The double down
5 . Nokia invests deeply in Symbian,
incurred. If they abandon a project, those costs its own pmprietar‘; lc/)s, tsz compete.

won’t be recovered. Their hope is that if the ,
\ Android and

project continues, the costs can be recouped, i?s Lgioumimm
globaily
vindicating earlier decisions to invest. But a o
. . . . Samsung phones
rational decision maker will look only at future B with Android
SMARTPHONE " EDiiats
costs, not at past ones. global market

iPhones with iOS
dominate US market

e Loss aversion.

This bias, too, is well established. If withdrawing The result
fi N . . Nokia suffers deep
rom a course of action implies certain and financial losses,
. diate1 decisi k £ f sells mobile division
immediate losses, decision makers often prefer to Microsoft.
to allocate more resources to continue with it— FROM "STOP DOUBLING DOWN ON YOUR
FAILING STRATEGY,” BY FREEK VERMEULEN AND
despite low expected returns_if they see any NIRO SIVANATHAN, NOVEMBER-DECEMBER 2017 ¢ HBR.ORG

chance of turning the situation around.

e The illusion of control.
This bias clearly reinforces the previous two: People habitually overestimate their ability to
control the future. In one experiment two groups of participants bought lottery tickets for $1.
One group was assigned random lottery numbers and asked at what price they would be
prepared to sell their tickets. The average answer was $1.96. The second group, whose
members were allowed to pick their numbers, wanted at least $8.67. Prior success—as in
HMV’s case—tends to amplify the illusion; people are quick to take credit for the outcomes of

decisions and also confuse having correctly predicted the future with having made it happen.

e Preference for completion.
A wealth of psychological experimentation suggests that people have an inherent bias toward

tof 16 1/29/2018, 1:35 PM
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completing tasks—whether that means finishing a plate of food or seeing a project through.

e Pluralistic ignorance.
Dissenters often believe that they alone have reservations about a course of action; as a
consequence, they remain silent. Others, meanwhile, interpret their silence as agreement. In
extreme cases this can result in everyone’s agreeing to a decision that no one believes in. Jerry
Harvey, of George Washington University, called this the Abilene paradox. He described a trip
that he and his wife and parents made one 104° July afternoon in his parents’
unairconditioned 1958 Buick from Coleman, Texas, to Abilene. They had all tacitly agreed to

the trip, but as it turned out, none of them had wanted to take it.

e Personal identification.
Research in both psychology and sociology suggests that people’s identities and social status
are tied to their commitments. Thus withdrawing from a commitment may result in a
perceived loss of status or a threat to one’s identity. At the same time, no executive likes to
admit that a decision was wrong, because the ability to make smart decisions is part of what

defines a good executive.

In combination, these biases lead a company’s decision makers to ignore signals that their
strategy is no longer working. It is what Karl Weick, of the University of Michigan, calls
consensual neglect: the tendency of organizational decision makers to tacitly ignore events that
undermine their current strategy and double down on the initial decision in order to justify their

prior actions.

Powerful as these biases are, the research also shows that it is possible to counteract them by
applying certain processes and practices in decision making. In the remainder of this article
we’ll describe the six of them that have proved most effective in a business context. A company

that applies all six practices will significantly reduce its likelihood of falling into the escalation

trap.

Rule #1: Set Decision Rules

One way to stimulate more-objective decision making is to agree to decision rules in advance.

jof 16 1/29/2018, 1:35 PM
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Intel, for-example, when it was still focused on
producing DRAM memory chips rather than
microprocessors, made a rule that production
capacity would be allocated to products according
to several criteria, particularly margin per wafer.
This objective formula was designed when no

concrete decisions were yet at stake.

Some time later, when production capacity had to
be allocated between the new technology of
microprocessors and the old one of DRAMs (to
which several top managers at the time were still
firmly committed), managers helped sway the
company toward the new technology by pointing
to the objective formula, which favored

microprocessors.

When hard figures aren’t available and judgment

must be applied, non-numerical rules can serve. A
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A Case of Doubling
Down: Kodak

The changing landscape

Digital cameras launch replacing film
with solid-state memoary.

The double down

Kodak invests in and markets film
as the far superior product for
producing high-quality images.

J\ Smartphone
cameras
PHOTOGRAPHIC
FILM
— Digital cameras
~ with high quality
DIGITAL and high storage
PHOTOGRAPHY
Digital cameras
The result
Kodak files for

Chapter 11 bankruptcy.

FROM “STOP DOUBLING DOWN ON YOUR
FAILING STRATEGY," BY FREEK VERMEULEN AND
NIRO SIVANATHAN, NOVEMBER-DECEMBER 2017  <:HBR.ORG

large television production group, for example, which owns companies across the globe, created

a decision rule to guide investments in new series, which were always proposed by local

companies rather than developed centrally. After a series had been prototyped, it would be

shown to the other production companies. If some of them signed up to license it for their home

markets, the series would automatically get funded. But if no other company was interested in

the license, the project would cease to exist. Thus, instead of leaving the decision to a small

number of top managers, this decision rule tapped into the collective wisdom of the company’s

highly knowledgeable on-the-ground executives.

When we asked the company’s CEO why he didn’t just make these investment decisions himself,

he replied, “Why would I know any better than all the other very experienced television

executives in my firm? It is not my job to make the decision; it is my job to make sure the best

decision gets made.”

yof 16
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Rule #2: Pay Attention to Voting Rules

Creating a decision rule requires careful reflection, because quite subtle differences can lead to
opposite outcomes. Consider the following situation: The three members of a top management
team are debating whether to continue investing in the company’s current technology or switch
to a new one. They agree that two criteria are relevant: (1) whether the current technology is
likely to require substantial additional investment; (2) whether the new technology is likely to
improve significantly over time. They also agree that they should switch only if it appears that

both criteria are met.

Let’s suppose that Team Member 1 thinks that both criteria are met, Member 2 thinks that only
the first is met, and Member 3 thinks that only the second is. The team’s recommendation will
depend on how those opinions are aggregated. As shown in the exhibit “Rethink How You Count
Votes,” if you tally by team member (which academics describe as conjunctively), the team will
continue investing in the existing technology, because it’s clear that two out of three members
don’t believe both criteria have been met. But if you tally by criterion (disjunctively, in academic
jargon), each garners two votes for and only one against, meaning that the company should

switch to the new technology.

Rethink How You Count Votes

A team of three must recommend whether its company should change its core technology.
| Managers agree that this should happen only if both of two criteria are met. What this team
recommends will depend on how the members’ votes are counted.

Criterion #1 Criterion #2 Conjunctive procedure
Further investment in the The new technology is (tally by member): Switch
old technology is needed likely to improve technologies?
Team member 1 Yes Yes Yes
Team member 2 Yes No No
Team member 3 No Yes No

Disjunctive procedure
(tally by criterion): Switch Yes Yes
technologies?

7of 16 1/29/2018, 1:35 PM
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Note that in both situations, the criteria are exactly the same and the team members hold

exactly the same opinions. It’s the procedure that makes the difference.

Most companies follow a conjunctive procedure (simply tallying people’s overall judgments).
But as the example above suggests, this procedure is likely to lead to escalating commitment,
because it tends to overwhelm reservations about the status quo. We argue that when a
company is evaluating whether to switch to an alternative strategy, a disjunctive procedure will

better reflect any growing unease with the current course of action.

Rule #3: Protect Dissenters

Companies that have doubled down on a failing strategy are usually not without dissenters. The
trouble is that dissenters can be ruthlessly suppressed—and the knowledge that this might
happen itself acts as a suppressant. We also know from various studies in social psychology that

people are reluctant to speak up if they think they are alone in their disagreement.

That’s because they’re engaging in what scholars call a tacit calculus: balancing the immediate
risk of speaking up against a course of action (and potentially being dismissed by the group)
against the longer-term consequences of not speaking up (and possibly witnessing the failure of
their organization). When the probability of being dismissed appears high, they will opt to
remain silent. Chances are, moreover, that loss aversion bias will cause them to overweight the

probability of being dismissed.

To prevent escalation, it is essential that leaders create an environment in which people do

speak up, share dissenting information, and challenge the organization’s course of action. Amy
Edmondson, of Harvard Business School, refers to this as psychological safety: a belief that one
will not be punished or humiliated for sharing ideas, questions, or concerns. Organizations can

create this safety by:

Providing anonymous feedback channels.

Creating safe channels that lower-level executives can use to share opinions is one way to
bof 16 1/29/2018, 1:35 PM
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surface dissent. These channels can take multiple forms, such as an online system or a third
party. Research indicates that management consultants, for example, can play this role

effectively—provided they are explicitly hired for that purpose.

Deploying larger teams.

CEOs often rely heavily on a kitchen cabinet or an executive committee consisting of just three
or four trusted colleagues. But in a small team, a dissenter may well be a lonely voice. A review
of 97 studies in social psychology showed that single-person minorities consistently had
minimal influence on majority opinions, because they were easily discounted as reflecting an
idiosyncratic perspective. In a team of four, therefore, three people who agree are inclined to
dismiss the differing opinion of the fourth person, even though she represents 25% of the team.
The good news is that it takes only two to get a hearing: Research shows that in a team of 12,
people will pay attention if only two members disagree, even though they represent less than

17% of the team.

In general, therefore, we suggest that CEOs avoid delegating input on strategic decision making
to groups of only four or five people. To be sure, smaller teams reduce coordination and
communication costs and reach consensus faster. But larger teams have more information-
processing capacity and a greater diversity of perspectives. We recommend enlisting 10 to 14
executives when it comes to debating the company’s long-term strategy. (More than 14 is

inadvisable, because members of very large teams tend to disengage.)

Calibrating diversity.

In addition to enlarging the strategy-making team, companies should increase its diversity. More
than two decades’ worth of research demonstrates that diverse groups produce more innovative
and creative solutions, are better at solving complex problems, and are more capable of
incorporating novel information. But diversity must be carefully calibrated. Consider the two
teams in the exhibit “Make Sure Your Teams Have Subgroups.” On Team 1, every member is
demographically unique. Team 2, however, has two distinct subgroups. Research by one of us
(Vermeulen) shows that teams with subgroups are more likely to develop alternative courses of

action, because the probability is greater that no dissenter will be alone.

Yof 16 1/29/2018, 1:35 PM
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Modeling doubt.
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Make Sure Your Teams Have Subgroups

Diversity helps creativity, but if everyone is different, there’s a risk that no one will speak up. In
building a team, therefore, make sure each member can identify a potential fellow dissenter.
Both teams shown below include men, women, whites, and Asians of various ages, functions,

and tenures. But in Team 1 no two members are alike, whereas Team 2 has two distinct

subgroups. Team 2 is therefore more likely to have a debate around decisions.

TEAM1
Age

Sex
Ethnicity
Function

Tenure

TEAM 2
Age

Sex
Ethnlcity
Function

Tenure

28

Male

Asian

Finance

28

Male

Asian

Finance

29

Female

White

Sales

n

29

Male

Asian

Finance

52

Male

White

Production

52

Female

White

Sales

n

54

Female

Asian

Finance

13

54

Female

White

Production

13

Executives can make dissent safer for subordinates by expressing their own doubts about a

current strategy. To be sure, leaders are not used to doubting themselves—a situation reinforced

by the fact that followers expect them to be decisive and confident. But the payoff for

occasionally admitting some fallibility can be significant.

Consider this example from a large European airline. The top management team had been

planning a major new investment for one of its key divisions. During the final meeting with the

three senior executives involved in the plan, the CEO decided to make sure that everybody was
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really on.board. He stood up and declared that he was willing to proceed, but he thought they
should know that he felt unsure about it. After a short silence, another executive spoke up,
admitting that he, too, had been having doubts. He was swiftly followed by a third person, who
carefully explained his reasons for lacking confidence in the venture’s chances of success. It

appeared that of the four people in the room, only one really wanted the project to go ahead.

Yet until then, none of them had openly opposed

the investment. Not until the CEQ’s public A Case of Dou blmg
L , , Down: Ahold
admission of doubt did the other executives feel
psychologically safe enough to admit reservations The changing landscape
Ahold successfully expands internationally
and surface arguments to end the course of action. and looks to accelerate its global expansion.
The team abandoned the project, and the division The double down
i 5 Ahold aggressively increases acquisitions to a
concerned remained one of the corporation’s most breakneck pace with goal of 45% profit increases,
ignoring its own standards and culture to do so.
profitable.
\ Planful
. integration of
Rule #4: Expressly Consider ACCELERATED acquisitions
. EXPANSION
Alternatives —— Culture of learning
- from acquisitions
) . . PLANFUL -
For a study published in 2009, Shane Frederick, a EXPANSION
professor at Yale, ran a revealing experiment with standarcls and controls
.. for acquisition
two groups of participants. Both groups were
asked to assume that they had a sum of money The result
. Ahold’s stock drops
available to buy themselves a present. They were nearly 30% Internal
. . . . audits uncover chaos and
told to imagine that on a trip to a video store, they fraud that costs billions.
came across a DVD on sale for $14.99 that SR EeT T TS e
. . . FAILING STRATEGY,” BY FREEK VERMEULEN AND
included their favorite actor or actress and was NIRO SIVANATHAN, NOVEMBER~DECEMBER 2017 - HBR.ORG

their favorite type of movie.

The first group was given a simple binary choice: (1) buy the video; (2) don’t buy the video. In
this group 75% bought the video. The second group, however, was given a slightly different
choice: (1) buy the video; (2) don’t buy the video and keep the $14.99 for something else. Only
55% of this group chose to buy the video. The simple reframing of options to include doing

something else with the money was sufficient to significantly shift people’s decisions.
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This experiment suggests that framing strategic questions to include the possibility of
alternatives is an effective way to avoid an escalation of commitment to one course of action. Of
course, it also means that you must have alternatives available (and research shows that
spending time and money on considering them is generally well worth it). Paul Nutt, of the Ohio
State University, analyzed 137 key decisions in as many North American companies and found
that when only one course of action had been considered, 52% of the decisions resulted in

failure. By contrast, when just one alternative had been considered, the failure rate dropped to

32%.

Rule #5: Separate Advocacy and Decision Making

Managers who initiate a course of action are more likely to continue funding it (even in the face
of failure) than managers who assume leadership after a project is started. You can reduce the
likelihood of escalation if you give responsibility for a strategic move to people who did not

advocate or initiate that move.

Research in banking, for example, shows that loan officers who have approved aloan to a
particular client often escalate their commitment to the borrower by assigning further loans,
even if the borrower is relatively likely to default. Banks that make a practice of separating initial
credit decisions from subsequent requests outperform banks that place those decisions in the
same hands. Similarly, other research has found that new managers tend to rate
underperforming employees less favorably than the managers who hired them; likewise,
entrepreneurs who buy existing businesses invest less capital than the entrepreneurs who

established them.

The British bank Barclays offers a good example of the wisdom of separating decision making
from strategy advocacy. In 2007, after much preparation and internal negotiation, Barclays
decided to make a £43 billion bid for the Dutch bank ABN AMRO. Unexpectedly, the Royal Bank
of Scotland (RBS) made an unsolicited rival bid of £48 billion. A takeover battle was in the cards,
and the Barclays executive team was gearing up to raise its bid. The Barclays board, however,
was persuaded by independent directors to vote against the move, and the bank withdrew its

offer.
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RBS ended up acquiring ABN AMRO, taking on a lot of debt in the process. Barclays’s decision
proved smart: When the financial crisis struck, RBS was among the hardest hit of the big UK

clearing banks because of its high leverage.

Rule #6: Reinforce the Anticipation of Regret

The social psychologist Marcel Zeelenberg has defined regret as an “emotion that we experience
when realizing or imagining that our present situation would have been better had we decided
differently.” A good way to prevent doubling down on a failing strategy is to get managers to
anticipate the regret they may feel at not having taken a different road. This can be done in two

ways:

By taking a temporal perspective.

The first approach is to get people to explicitly consider what might go wrong with the current
strategy. Of course, companies claim to routinely undertake this sort of exercise, but in most
cases they simply ask managers to look forward in time. That’s unlikely to be helpful. Ample
research in social psychology, including our own, has shown that people—especially those in
leadership positions—are inherently overoptimistic about the future and their ability to affect it

(the illusion of control).

A far better exercise is to get people to imagine a concrete écenario and then work backward,
using what is called prospective hindsight. For example, instead of asking people to imagine why
a strategy might fail, try telling them, “It is January 2025, and the unexpected has occurred: Our
strategy has failed to deliver even a respectable market share. Think about the reasons why.” J.
Edward Russo, of Cornell, conducted several experiments along these lines with various
colleagues. They found that participants who were prompted to apply prospective hindsight to a
course of action came up with about 25% more ways it could fail than those presented with an
exercise in forecasting—and the reasons surfaced through prospective hindsight tended to be

more specific and relevant to the situation.

One form of this, introduced by the research psychologist Gary Klein, is the “premortem.” At a
point when a management team had almost come to an important decision but was not yet

formally committed, he would say, “Imagine that we are a year into the future. We implemented
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the plan as it now exists. The outcome was a
disaster. Please write a brief history of that

disaster.”

By taking an interpersonal perspective.
You can also persuade managers to question
commitment and consider alternatives by getting
them to step into different roles. If they end up
imagining a compelling new strategy as a result,

the potential for regret will increase.

Intel again provides a classic example. CEO Gordon
Moore was initially reluctant to withdraw from
DRAM, because it was “the product that had made
Intel.” He changed his mind only after the
company’s cofounder Andy Grove famously asked
him, “If we got kicked out and the board brought

in a new CEO, what do you think he would do?”

We recommend a similar exercise: Create three
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A Case of Doubling
Down: Marks & Spencer

The changing landscape

Foreign clothing retailers enter Britain,
including The Gap, Zara, and Hennes & Mautitz.

The double down

M&S invests in locally sourcing clothes,
foregoing print and video ads, and
not accepting bank credit cards.

\ Marketing
dominance
BRITISH

CLOTHIER ;
Economies

of scale

—

GLOBAL FASHION
RETAIL

N

Global supply chains

The result

M&S experiences a
massive drop in profits
and share price.

FROM “STOP DOUBLING DOWN GON YOUR
FAILING STRATEGY,”" BY FREEK VERMEULEN AND

NIRO SIVANATHAN, NOVEMBER-DECEMBER 2017 ¢ HBR.ORG

groups of no more than five members of your top management team and ask them to prepare

answers to the following questions for presentation to the full team:

Group 1: Imagine that an entirely new executive team enters the company. What would it

change?

Group 2: A hedge fund has shorted our stock. Please explain its reasoning.

Group 3: A small group of middle managers have produced a memo urging us to change course.

Please write down their arguments.

Variants of this exercise can be developed according to the strategic issue at hand. Whatever its
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precise form, purposeful perspective taking can enable decision makers to imagine dissent.

CONCLUSION

By its nature, an escalation of commitment is difficult to detect. Rather like the apocryphal frog
that doesn’t know until too late that it’s being boiled alive, overcommitted executives are prone
to ignore signs of their company’s imminent collapse. That is precisely why companies need to
establish organizational processes and practices of the kind we’ve laid out—to encourage
managers at all levels to make decisions more objectively and explicitly consider alternative

strategies and perspectives.

A version of this article appeared in the November-December 2017 issue (pp.110-117) of Harvard Business Review.

Freek Vermeulen is an associate professor of strategy and entrepreneurship at London
Business School and the author of Breaking Bad Habits: Defy Industry Norms and Reinvigorate
Your Business (Harvard Business Review Press, 2017). Twitter: @Freek_Vermeulen.

Niro Sivanathan is an associate professor of Organizational Behavior at the London Business School. His
research explores how social hierarchy, through the psychological experience of status and power, regulates our
judgment and behaviors. He also studies how our motivation to maintain self-integrity influences decision-making.

Twitter: @Niro_Sivanathan.
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EDOUARD LARPIN a month ago

This is quite simply the best article | ever read in HBR. It is thought-provoking, specific and practical. | certainly
will apply some of these "tips" to my future projects !
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Why Do So Many Managers
Forget They’re Human Beings?

by Rasmus Hougaard, Jacqueline Carter, and Vince Brewerton
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In our assessments, surveys, and interviews of over a thousand leaders, many comments stood
out, but one in particular was especially powerful andithoughtsprovoking. “Leadership today,”
Javier Pladevall, CEO of Audi Volkswagen, Spain, told us, “is about unlearning management and

relearning being human.”
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What Javier means is, the power of leadership lies in our abilities to form personal and
meaningful bonds with the people whom we lead. This is truer now than ever, as millennials are
becoming the majority population in most companies. Millennials are not satisfied with only a

paycheck, bonus, and benefits. They want meaning, happiness, and connectedness, too.

The problem is about 70% of leaders rate themselves as inspiring and motivating - much in the
same way as we all rate ourselves as great drivers. But this stands in stark contrast to how
employees perceive their leaders. A survey published by Forbes found that 65% of employees
would forego a pay raise if it meant seeing their leader fired, and a 2016 Gallup engagement
survey found that 82% of employees see their leaders as fundamentally uninspiring. In our

opinion, these two things are directly related.

There is a vast upside to human leadership. As data from McKinsey & Company shows, when
employees are intrinsically motivated, they are 32% more committed and 46% more satisfied

with their job and perform 16% better.

As human beings, we are all driven by basic needs for meaning, happiness, human
connectedness, and a desire to contribute positively to others. And leaders that truly
understands these needs, and lead in a way that enables these intrinsic motivations, have the

keys to enable strong loyalty, engagement and performance. As leaders, we must be humans

before managers.
FURTHER READING Our research showed that a global movement is
The Mind of the Leader taking place in the C-suites of thousands of
LR DERSHIRSIMANSSINGIREQRLE progressive organizations like Accenture,
BOOK by Harvard Business Review
$ 30.00 Abb To CART Marriott, Starbucks, Microsoft, and LinkedIn.

CHsave 7 suame The leaders of these organizations ask

themselves “How can we create more human

leadership and people-centered cultures where
employees and leaders are more fulfilled and

more fully engaged?”
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Based on our work in creating more human leaders, here are a few tips:

Be personal

Bob Chapman, CEO of Barry Wehmiller, a global manufacturing company, and author of
Everybody Matters, has gone to great lengths to instill truly human leadership within the
company. For all decisions being made, that has impact on employees, he asks himself: If my
child or parent or good friend worked here, would they appreciate this decision? In this way he
makes any managerial decision a personal question. He moves it from a tactical domain to an
emotional domain, to make sure he is not blindsided by his status and power. Try the same
when making decisions affecting your people. Put yourself in their shoes and imagine they are

family members or friends.

Be self-aware

Leadership pioneer Peter Drucker said, “You cannot manage other people unless you manage
yourself first.” In a recent article, we shared how one CEO greatly enhanced the engagement and
performance of the teams of the bank he leads, by becoming more self-aware. The story
exemplifies how leadership starts with understanding and leading yourself. When you
understand yourself, you are better able to understand and empathize with the people you lead,
and in turn lead for their intrinsic motivation. Good leadership starts with self-awareness, and

self-awareness can be greatly enhanced through the practice of mindfulness.

Be selfless

Dominic Barton, global managing director of McKinsey & Company, says that selflessness is the
foundation of good leadership. Leadership is not about you, but about the people and the
organization you lead. With selflessness, you take yourself out of the equation and consider the
long-term benefits of others. Selflessness does not mean you become a doormat for others and
refuse stand up for yourself. Selflessness comes out of self-confidence and self-care. Hereis a
simple way of checking whether you are selfless in your leadership: When you make decisions,

check your motivation; are you doing it for personal gain, or for the benefits of others?

Be compassionate
Compassion is the intention to bring happiness to others. If you have ever had a leader that was
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compassionate, you will know what it feels like. The person has your back. The person has your
interest in mind. And, as a result, you feel safe, trusted, loyal, and committed. When it comes to
leadership, nothing beats compassion. It is a universal language that is understood by anyone,

anywhere. If you want to bring more compassion into your leadership, make a habit of asking

one simple question whenever you engage with anyone: How can I help this person have a

better day?

Rasmus Hougaard is the founder and managing director of Potential Project, a global
leadership and organizational development firm serving Microsoft, Accenture, Cisco and
hundreds of other organizations. He is publishing his second book The Mind of the Leader - How
to Lead Yourself, Your People and Your Organization for Extraordinary Results with HBR Press in

March 2018.

Jva ueline Carterisa partner and the North American Director of Potential Project.
She is co-author of The Mind of the Leader - How to Lead Yourself, Your People and Your
Organization for Extraordinary Results (HBR Press, 2018) as well as co-author with Rasmus

Hougaard on their first book One Second Ahead: Enhancing Performance at Work with

Mindfulness.

Vince Brewertonisan organizational strategist and Canadian Country Director with
Potential Project. He helps leaders and their teams enhance performance and well being through

training the mind.
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Dawna MaclLean 2 hours ago

I could not agree morel! The days of command and control leadership as well as pure performance valuation are
finally beginning to be recognized as both ineffective and inhumane. | agree that today's leaders need to focus on
developing their self-awareness, intimacy and empathy while shifting to a more servant leader mindset. AND
they need to lead with purpose, enrolling those they are leading. They also need to develop their social
awareness and self management. We are asking for a lot of change from within in of today's leaders. It's a lot of
deep, personal, humbling work to develop these skills. The good news is that in addition to becoming a better
leader you will also be more fulfilled as will those that you are leading.
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