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“Are you looking for a book full of real-life examples and concrete guidance towards better decision making? Well congratulations because it’s in your hand. This book delivers the art of decision making in a unique, cool and straightforward way!”


Magnus Khysing,


Nordic Business Unit Head, SAP


“Thought Leadership involves not only a deep understanding of the trends that are shaping our environment but also, and importantly, it takes a willingness to take a stance, sometimes a brave decision to make for a leader. This book is unique in informing HOW such decisions should be made; it provides a great combination of novel insights and real life examples. And as for any good thought leadership, it is also is presented in a really engaging and actionable format. Deciding what to read or not to read is increasingly difficult in a world of information overload. Let me help you make that decision, read this book!”


Sophie Lambin,


Co-founder of Kite Global Advisors,


and former Director of Thought Leadership, PwC
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The best way to run businesses and organizations is by making wise decisions – the same applies to our lives.





We make between 2,500 and 10,000 decisions per day - day after day, year after year - without giving much thought to how we go about it, much less to how we could do it better. Remarkable, wouldn’t you say?




FOREWORD


                          


My attic is full of failed predictions. From the never used gym equipment to an embarrassingly expensive jacket worn only once and now gathering dust.


My attic is no exception. Wherever we look we see evidence of mankind’s inability to make the right decisions about the future. From the amount of food thrown away in supermarkets to the fancy cars parked idly, unused, on the side of the street for a significant portion of their lives. We live in a society where even our long-term, high impact decisions are made spur-of-the-moment with no more evidence than some ethereal gut feeling.


Enter Dr and Dr Riabacke – on a mission to bring better decision making skills to the many people. Like a kind of IKEA for the mind, they take the intellectually heavy artillery from the ivory tower out to the streets and add a beat to it so we – all of us – can dance.


I first met Ari Riabacke in 2010 and was struck not by his academic credentials – although they are impressive – or his stellar intelligence but by his kindness and I do believe this is what sets him and his wife apart. The world is not short of PhD’s and Professors who want to talk down to the little people and share some brilliant yet arcane insight on how bad we are at making decisions. Throw a tennis ball around the behavioural economics section in any bookstore and you’re bound to hit a dozen in the first minute. Ari and Mona Riabacke are the antidote to these smug, predominantly male know-it-alls. The book you are about to flip or swipe through is testament to that. It is an upbeat, simple and useful guide to all of us who look at the dust-collecting paraphernalia in the attic or something more serious like a divorce certificate and go: “Why did I make such a bad decision?”


It makes me think about the people who pioneered modern medicine in the mid-1800’s. Before that time, illness was treated with superstition and often connected to a sinful lifestyle. If you were ill, it was because you were poor, a woman, non-religious or simply just bad in the sense that you were not like the rest of us. Then came a series of brave individuals who challenged the status quo. I am thinking about people like Ignaz Semmelweiss who urged doctors in Austria to wash their hands between patients. They were treated as fools and had to preach a simple message of change – please wash your hands – for decades before it reached a breakthrough. The status quo doesn’t like to lose its status so when we seek to change it, we inadvertently make enemies. Ari and Mona Riabacke are on a lifelong quest to change us into better decision makers. We come from a world where decisions were made sloppily in the last minute, often by serious looking men in boardrooms. In the new world, we all have to make decisions. About how to live, whom to marry, where to look for happiness and beyond. We are in the words of Charles Handy, another compassionate management thinker, condemned to freedom. So we need guidance, tools and ideas. I can think of no better people to guide us than Ari and Mona Riabacke and I look forward to the places they will take us to in this book and the many more to come from these brilliant, Nordic minds.


Magnus Lindkvist, Trendspotter and Futurologist




PREFACE


                          


Never have we faced so many decision-demanding situations or so many options from which to choose. Every day, we make between 2,500 and 10,000 decisions and the tidal wave of information continues to rise. Decisions must be made at an ever-faster pace in an increasingly complex and fast-changing world. Dealing effectively with these challenges is not an easy task, particularly as it was only a “coffee break” ago, in terms of man’s evolution, that we lived in caves.


So, to begin – what do we do when we make decisions? Most of us do as we always do or as everyone else is doing. We seldom consider how we go about making decisions, and above all, we don’t mull over how we could do it better. A pity really, not least because arriving at good decisions is fundamentally essential to achieving success and the life that we want to live.


This is where this book, Freestyle Decision Making, comes into the picture. Adopting an explicit decision perspective is a winning approach for any business or organization that wants to increase its effectiveness and be successful in the ever-changing world in which we live today. It is the reason we have written this book – a book about how to make better decisions; a book about how decision problems emerge as decision opportunities; a book about the fact that it can be as easy as simply resolving to make decisions, to stop postponing decision making, to dare. We are profoundly enthusiastic about what we do, it is our calling and we live as we teach.


We are both Doctors of Philosophy, specialized in risk and decision analysis. Since 1999, we have been members of the Decide Research Group at Stockholm University, and spent periods of time abroad as guest researchers. Ari has been Head of Business Intelligence at Sweden’s largest management and IT company, and Mona has worked as project manager for implementation projects within decision support.


Since 2011, we have managed Riabacke & Co (www.riabacke.se) – the decision experts, where we help businesses improve their decision making through advice-orientated consultation, education and workshops. Sometimes, for example, we may seek to create an understanding of how we humans function by giving speeches. Other times, we help identify the most important decisions and make sure that the decision making processes are in line with the company’s established goals and strategies. Often, we help by providing structures to meet the preconditions necessary for better decision making.


Time after time, we see how many businesses and organizations are attempting to better their decision making by acquiring more technology. However, improving decision making requires more than just technology, which is also the main reason why the effectiveness of many such efforts falls short of envisioned hopes and expectations. Many times the most vital building block contributing to the resolution of decisions – the human, the so-called decision maker – is more or less lost and forgotten. Thus, a gap exists between available technology and people, as well as a knowledge shortage with respect to what it is that triggers people to act as they do when they make decisions. Our mission is to help reduce these shortages and gaps.


The concept, Pyramid of Decision Making, described in this book, rests on our joint research and experience within commerce and industry.


The Pyramid of Decision Making comprises five steps: the human element, the herd instinct, context, information, and tech (technology).


The steps rest upon one another, and without a solid foundation, the entire structure crumbles. In order to make better decisions, we must acquire greater knowledge about the pyramid’s steps. We must acquire a better understanding of our fellow men, and ourselves, since it is still people – you and I – who make the decisions. We must begin at the foundation level, not at the pyramid’s top.


We both hope and expect that the book’s contents will awaken further thoughts and insights; create “aha!” experiences and, above all, increase understanding of how we human beings function in a world that has, in many ways, become alien to us.


Today, many of us seek and retrieve information faster than ever before. We race through cyberspace, jumping between articles, websites and other media. A bit here, a bit more there.


This is precisely why we have chosen to write this book in a format we believe will suit both the time and tempo of your lifestyle. It is a book that can be read whenever, wherever and however you want to: one page here, one page there – not a problem. In short, it’s a book distinctly distant from traditional management literature and the never-read doctoral dissertations addressing this area. It is a book about the steps to wiser decisions – a book for you.




NO DECISION
IS ALSO
A DECISION


                          


Many people are scared to death of making a wrong decision, which often leads to procrastination ad infinitum and yet another decision left to the hands of fate – which, in hindsight, is a choice (aka decision) they often come to regret.


Often, they justify the outcome with phrases like: “What a pity it became such a mess. Not my fault of course – I didn’t do anything.”


To make no decision is a decision in itself.




DECISIONS
AND CHOICES
– NON-STOP


                          


Life is all about choices, about decisions, from beginning to end, 24/7.


1. Should we live in a big city or a small town, in a house or an apartment?


2. Who should I marry? When will we get divorced?


3. Meat, fish or salad for lunch?


4. Public or private school for the kids?


5. In which retirement fund should I place my money?


…and how would it have worked out if I had chosen differently? We’ll never know. So stop worrying about the “what ifs”.




TWO BIG
DECISIONS


                          


We have asked thousands of people to tell us which decisions, of all the decisions they have made in their lives, they consider the biggest and most important. Almost without fail, the answer reads: the person with whom I chose to spend my life and the purchase of my home. Amazingly often, people have also told us that, when it came to their choice of partner, “… it just happened.”


When it comes to choosing one’s partner, it appears we go about it in pretty much the same fashion as most other land mammals – which largely rely on scent – albeit, we like to think that we know what we’re doing and, not least, why we’re doing it.


On the other hand, when it comes to the purchase of a personal dwelling, we leave nothing to chance. This decision requires objective criteria and rigorous investigation: cost per square-foot, plumbing, lease, access to public transportation, quality of, and distance to, schools, ditto pre-schools and so forth. Here, not only must everything feel right – it must be right, case closed. We’re talking money, serious money. Only a lunatic would consider completing on a purchase before carefully reading every item in the building inspector’s report.


When we choose a partner, however, we do the “inspecting” ourselves. Moreover, it is not at all uncommon for such “inspections” to be carried out under the influence of alcohol. This is very rarely the case when it comes to the inspection of prospective homes.


Perhaps it’s fortunate that certain “partnership inspections” take place in a bar, where our “inspection capacity” is not likely to be at its formidable best. Some couples may never have “discovered” each other without the romantic aid of subdued lighting and the courage-enhancing effect of one or another fortified beverage. Interestingly enough, research confirms that consuming even small amounts of alcohol makes other people appear significantly more attractive than when scrutinized sober.


Given that most people understand the importance of making wise decisions about matters that affect their personal economy, it might be worthwhile keeping in mind that by far the most critical decision we make affecting our future economic status is the person with whom we choose to share our life.
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THE WORLD
WILL NEVER BE
NORMAL AGAIN


                          


Certainty is something we human beings have sought through the ages. The ability to foresee the future, to look around the corner and far beyond the horizon, has always had appeal.


Everyone would like to know how it is going to be “later on” because we deeply wish – and are willing to go to extraordinary lengths – to avoid uncertainty in all its forms.


Today, however, the only thing we know with certainty is that uncertainty is here to stay, and that the future is no longer what it was perceived to be.


The future is hurtling towards us faster than ever before – in fact; it’s already upon us. Moreover, it is full of uncertainty – of risk and, in the view of many, chaos.


The situations we experience are so different from what we’ve previously experienced; the information we struggle to digest so comprehensive, the risks we face so hard to foresee and avoid – harder than ever in a world where the improbable tends to occur with improbable frequency.


Times such as these demand active engagement; otherwise we will be swept in the wrong direction: backwards.


More than ever, we need to summon the guts it takes to act and make decisions. It is only then that we can pave the way towards security, and effectively address risk and uncertainty.


We create security by seeing opportunities where others see problems – by making decisions when others do not dare: we act, even though we, ourselves, are similarly uncertain about the outcome. We gain security through action.


In challenging times, the widely lauded character trait of being cautious is obviously often prevalent – we don’t want to rock the boat, and we don’t want to take any risks.


People who won’t take risks are trying to preserve what they already have. People who take risks often wind up having more.
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DECISIONS IN AN UNCERTAIN WORLD

“Dr. Ari Riabacke & Dr. Mona Riabacke will do to
management literature what Swedish House Mafia
did to music. This book is an upbeat, energetic blend
of art and science. It makes me want to dance.”

Magnus Lindkvist, Trendspotter and Futurologist

“There are hundreds of management decision books,
but | find none are as stimulating, eas) d
and straight to the point as this particular one.

Freestyle Decision Making is a unique mix of
business & science that is packaged in a simple flip
book format for you - the modern decision maker.”

David Logg, Sr Managing Partner, Gartner

“Bjorn Borg's fashion style and two-handed
backhand revolutionised the world of tennis.
Freestyle Decision Making does the same to
the game of decisions - important knowledge
presented in a fast, funky and witty fashion.”
, CEO and Distributor of
Bjorn Borg, Austria

Helen EI
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