Introduction to Collaboration for Decision Quality Script


1.1 Welcome!

Welcome to the Introduction to Collaboration for Decision Quality.  Click to begin. 

1.2 Opening Statement

This eLearning course was developed to provide insight to teams and
individual contributors into a decision-making process for complicated
business problems at ConocoPhillips.
Further understanding of the approach, data gathered, and expected outcomes can help teams to have more meaningful and effective problem-solving
sessions.
As more teams and individuals understand the Decision Quality framework, they
will become better participants. This will lead to greater mutual understanding
between team members, leaders and sponsors, as well as smarter decisions and better
performance.
1.3 Menu

NO NARRATION

1.4 Why Decision Quality is Important

Why is decision quality important? Click each number to learn more. 

Tab 1:
Every day, we make decisions, big and small. And each of these decisions produce a final choice, which may or may not lead to taking action. Decision-making is the process of identifying and choosing alternatives based on the values, preferences and the beliefs of the decision-maker, using objective information and clear logical reasoning.

At ConocoPhillips, we use the decision quality framework on some of our biggest decisions, including key projects, portfolio decisions, major strategic decisions, technology development and commercialization of unique products.

Tab 2:
In your day job you may see elements of the decision quality framework when you or the team are thinking about piloting new wells, facility sizing, development plan design, offshore discovery, determining how many appraisal wells to drill, or dealing with complex litigation and laying out a path on how to proceed. The decision quality framework can also be applied to environmental and socio-economic concerns, such as water handling, government intervention, stakeholder engagement, and positioning ourselves for future uncertainties.  

Tab 3:
In all of this, the goal is to determine what we actually know and what we could potentially learn. These things we learn should enable us to take actions that are consistent and appropriate for what we know, while maintaining options to allow us the highest possible opportunities for maximizing positive outcomes and mitigating potential regrets.

This approach helps teams avoid anchoring on a single outcome, by providing a structured framework which asks them to consider several credible approaches and possible outcomes.
You’ll want to understand the characteristics of each unique problem, so that you can select the elements of the framework that will be most useful. 

1.5 SECTION 1: Collaboration for Decision Quality

Collaboration for Decision Quality Explained. Click to continue.
1.6 What is Collaboration for Decision Quality?

What is Collaboration for Decision Quality, or CDQ?  Click each icon to learn more.
Arrow 1: 
Collaboration for Decision Quality is a structured framework that helps teams to develop solutions for complex decisions and strategies made under uncertainty. 

Arrow 2: 
It is a facilitated approach to problem-solving and assessing future opportunities.

Arrow 3: 
It is a method that rests on facilitation, structured decision-making and thinking tools such as brainstorming, strategy tables, Monte Carlo simulation and decision trees, to name a few. 

1.7 What CDQ Provides Teams

What does Collaboration for Decision Quality provide teams?

Decision Quality is based on well-established decision analysis and risk methods, 
and was first taught in both Stanford and Harvard. 
CDQ practitioners combine skilled facilitation, processes and tools to help  teams: 
1.8 What CDQ Provides Leadership
For Leadership, the application of the CDQ Framework provides a level of confidence that they are able to select the best available decision given future uncertainties. 

Animation Sequence

·
To achieve confidence in the thinking behind recommendations, collaboration with subject matter experts is needed.  

·
To select the best decision, one needs to clearly understand the tradeoffs.  

·
To be thorough in decision-making, the various alternatives and choices need to be considered.  

·
And finally, to ensure future uncertainties are acknowledged and managed, one must look at the potential outcomes (both negative and positive). 

1.9 Importance of Collaboration & Decision Quality

Collaboration engages the collective brain. We consider collaboration to be a key element in creating an effective strategy for working through complex decisions or hard problems.  This is because… 
Hard problems typically involve multiple stakeholders and multiple organizations.  

Hard problems mean understanding each other’s’ values and drivers.  It means making difficult trade-offs. 

Hard problems require alignment and empowerment of all parties involved.  They require developing a “collective identity” that includes trust and empathy, which can only be achieved through collaboration. 

A skilled facilitator can mitigate negative group dynamics and Bring structure to the discussion by providing a neutral, creative, environment for teams to work together to generate new ideas. 

1.10 The Importance of Collaboration and Decision Quality

Leaders sponsoring a team using CDQ will want to know that the necessary questions have been asked and answered. 

Read each question in the gray box. For each, ask yourself: Does the question relate more to interaction between people [collaboration] or getting the elements of a decision right [decision quality]? Drag each question to the area you think it belongs. 

1.11 SECTION 2: The Decision Quality Approach

The Decision Quality Approach.  Click to continue.
1.12 Core Elements for Making a Quality Decision

When evaluating on what goes into making a quality decision, researchers determined there were six core elements. 

Hover over each element to learn more. 
1.13 Another Way to Talk About Core Elements

Another way to talk about these elements, is to describe them in this framework: Story, Structure and Math. 

If we break it down, it goes something like this: 
Click each button above, to learn more.
Story:
Storytelling is one of the most powerful communication methods we have. Even in a business setting, when we begin to describe a problem, we tell a ‘story’ about what we are facing, and what we want to do about it. 

Structure:
For Structure, we are collecting and organizing, while touching on the elements of Alternatives and Information. We are also deciding how to structure any data we need, and how and what we should collect for learning. 

Math:
Then, we can apply logical reasoning. We take data, model and forecast it, and look for insights into what it can tell us about our alternatives and potential outcomes. 

1.14 The Structured Approach of the CDQ Framework

The CDQ framework consists of a structured approach to the framing, analysis, and communication of the problem or challenge in question.
Hover over each phase to find out more. 

Framing: 

During Framing, the team and decision-makers work to develop a clear understanding of the problem and the desired objectives. They look for any issues that relate to the problem, to understand any inter-dependencies and they broaden their thinking to look for distinct, interesting, viable alternatives. 
Analysis:
In the Analysis phase, teams gather information, develop logical models and investigate a range of potential outcomes. The goal isn’t just to run the numbers for the number’s sake. It is to gain insight that can be shared with decision-makers about how certain strategies may resolve themselves.

Communication: 

And finally, as a foundation for these activities, there is the Communication component. The flow of communication should go both down to the team from the sponsor and decision board, as well as up from the team back to the decision-makers. Informal check-ins are recommended, as well as more formal reviews at key milestones of the effort. 

1.15 Characteristics of a CDQ Problem

Knowing the characteristics of a complex problem helps teams identify when they may need the services of a skilled decision quality facilitator. 

The facilitation methods and tools used in the decision quality process are designed to help teams side-step potential bias, keep an open mind, and identify multiple possible solutions through the contributions of the full team.  Click each number to learn more about the characteristics of a complex problem. 


POP-UP 1: A problem that is difficult to define or novel
COMMENTARY: Can also be viewed as ‘one of a kind or first of a kind’. 

POP-UP 2: Decisions that are nearly irrevocable
COMMENTARY: Another way to describe this is ‘very difficult or painful to reverse’.


POP-UP 3: Multiple stakeholders and/or conflicted goals and objectives
COMMENTARY: Any time more key players are added to a situation; the problem becomes more complex.


POP-UP 4: Outcomes are subject to significant uncertainties
COMMENTARY: This can be because the problem being faced doesn’t have a specific outcome or resolution, but could resolve itself in any number of ways, both negative and positive. 


POP-UP 5: Many possible solutions or no obvious right or wrong solution
COMMENTARY: In these cases, the solutions being considered provide different trade-offs with respect to decision criteria. Often, we need to consider trade-offs to determine the preferred solution. 




