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Take-Aways
	“Think to Win” (TTW) is a strategic decision-making method that calls for thinking, planning and taking action.
	TTW expresses this idea as a step-by-step system of “think – plan – act.”
	TTW’s five principles are:
	“Challenge assumptions” – No information is sacrosanct. Question everything.
	“Scope the issue” – Define the boundaries of the issue at hand. Draft an “umbrella statement” to characterize or frame the problem.
	“Rely on facts and data” – Avoid guesswork, opinions and assumptions.
	“Focus on the vital few” – Don’t try to solve all your problems at once. Concentrate on those that matter most.
	“Connect the dots” – Link your strategic actions to your core issue.
	Your analysis is like an hourglass: Data in the top section goes through a “funnel of information” leading to findings in the bottom section.
	To draft a “governing statement” of your vision for a “desired future,” tie it to your TTW analysis. Determine how to position yourself or your company for success.


Recommendation
Since 2005, consultants Paul Butler, John Manfredi and Peter Klein have used their strategic “Think to Win” (TTW) system to enhance decision-making at their companies and their clients’ businesses. Their experience and advice can help those who need to address their corporate or personal life more strategically. While the TTW system isn’t as simple as the authors suggest, it is effective. If you want to plunge deeply into strategic and tactical advice, put your diving gear on and jump in. getAbstract recommends this insightful manual to anyone who wants to apply strategic thinking to daily life or commerce.

Summary
“Think to Win” 
You don’t need complex concepts, abstract algorithms or convoluted philosophizing to make smart business or personal decisions. The Think to Win (TTW) system offers a straightforward, organized approach to strategic decision making. This step-by-step, “think-plan-act” system enables you to assess any situation, examine its particulars and set priorities. This tactic applies to both for-profit and nonprofit organizations as well as to individual problem solving and planning.
Duracell’s Turnaround 
Executives who have used TTW successfully include Mark Leckie, president of Duracell. When he took over, the battery giant was in trouble. Its market share had dropped for 11 consecutive quarters and earnings were down. Gillette, which had recently acquired Duracell, expected it to be a prestigious addition. But Gillette’s decision appeared disastrous, and its reputation suffered.
“When leaders think to win and invest in enhancing the thinking capability of their people, individuals at all levels and in more functions are more willing to contribute.”

Management was not Duracell’s problem; its executives were hard-working battery industry experts. Leckie felt good about his management team. Duracell’s fall from grace had nothing to do with its product quality. Its batteries enjoyed an excellent reputation among consumers. They included the Duracell Ultra, a recent addition with extra-long battery life. However, the Ultra was also ultra-expensive. Unfortunately for Duracell, Ultra’s sales cannibalized sales of the Coppertop, another popular Duracell battery. As Ultra and Coppertop fought it out for the same retail sales dollars, competitors’ low-cost batteries stole Duracell’s market share.
“Strategies are about choices. They answer the questions: ‘Where do we play?’ and ‘How do we win?’ They are the means to the end.”

Leckie asked his senior managers to make presentations about why the company was in trouble. As they each began to outline their analyses, Leckie quickly grasped the themes they introduced, sorting them out with, “Got it. Let’s move on.” His strong grounding in the TTW system enabled him to work through information quickly, get to the main issues and figure out what was dragging Duracell down. Leckie used TTW “questions, screens and filters” to establish a framework for Duracell’s issues, develop his insights, consider solutions and suggest implementation actions.
“Goals that are set too low may produce second-rate effort; goals that are set too high…may yield no effort whatsoever.”

Thanks to the awareness he developed through TTW, Leckie decided to target Ultra’s premium pricing as Duracell’s main problem. He understood that extra-high-priced batteries face an uphill fight to profitability because people forget just when they last installed batteries in their appliances and don’t really notice how long the batteries last. Why would customers pay more for a benefit they never notice? Clearly, they wouldn’t and didn’t – at least not for the Ultra battery.
“A goal must…be challenging. It should be a stretch, but something that is achievable with excellent effort.”

Leckie used TTW to plan, strategize and implement several steps: Duracell reduced its battery pricing, cut operating costs and refocused its marketing to secure better retail shelf-display space. Leckie’s major changes worked. As sales and profits picked up, Leckie taught his senior managers how to apply the TTW approach for future thinking, planning and strategizing.
Blockbuster’s Fall into Oblivion
Former movie-rental giant Blockbuster offers another example of the importance of strategic thinking and decision-making – but from the opposite end of the success spectrum. Initially, Blockbuster’s marketing formula worked great. Customers gladly visited the company’s well-stocked stores, rented the movies they wanted to watch and bought movie snacks to eat at home.
“Team members [need] a real voice in the definition of initiatives and in the determination of who will have responsibility for seeing them to completion.”

Blockbuster’s business plan was effective – until it wasn’t. It faltered with the advent of Netflix. Consumers loved Netflix’s handy, customer-oriented, mail order process. While Blockbuster’s leaders noted Netflix’s entry into its market, they remained sure that consumers would prefer to continue to visit their brick-and-mortar stores to rent movies. Blockbuster did nothing to adapt to Netflix’s challenge. Even when Netflix introduced “on-demand streaming video,” Blockbuster still didn’t adapt. Instead of relying on research, facts and data analysis, it plowed blindly ahead and built more stores even as Netflix was transforming the movie rental business. Eventually, Netflix ran Blockbuster out of business and into bankruptcy.
The Tenets of Think to Win  
The TTW model follows five precepts to develop an effective, logical, strategic point of view:
	“Challenge the assumptions” – Using TTW requires an open mind. Accepting assumptions without rethinking them is natural, easy and risky. Instead, identify innovative answers to old problems by thinking about them in new ways. You must question long-established assumptions and test new ideas. Ask, what will happen if you change your actions or “reimagine things radically.” 
	“Scope the issue” – TTW depends on clear, logical thinking. To evaluate a problem, identify its root level, its main issues, and the best person or unit to tackle it. Ask if it’s within the reach of your concerns or outside of it.
	“Rely on facts and data” – Gut feelings, opinions and anecdotal information have no place in clear, logical thinking. Pursue the most reliable, accurate facts. At the same time, don’t seek too much data, because an overload will interfere with correct prioritization. Interpret facts in context. Logically figure out what “information” means in your situation. Discount statements that include vague words, such as “best, great, competitive edge and best-informed.” The crucial question is: “What’s the evidence.”  
	“Focus on the vital few” – Managers often try to solve all their problems at once. This scatters resources, and it isn’t effective. Target the most crucial issues and work on them. Once you fix major problems, move on to less pressing ones. Work in stages. The widely applied Pareto principle holds that “roughly 20% of the causes generate about 80% of the effects.” TTW extends this idea. It says to focus on the critical 10%, which will affect “about 90% of the whole.” Use analysis to identify your main themes, and focus on those.
	“Connect the dots” – In real estate, “location, location, location” counts. For TTW, its “linkage, linkage, linkage.” Once you identify a problem, make sure your solution links directly to it and that it doesn’t address nonexistent or tangential issues. Link all organizational projects to organizational strategy. 

The TTW Process
TTW follows a distinctive process that brings its principles to life. To understand this process, picture an hourglass. The upper portion of the hourglass holds four essential questions, from the top going down: “What do we know? (fact versus opinion). What is most important? What differentiates us?” What “insights” do we have and what do they mean? Flowing from the middle of the hourglass to the bottom, envision four more queries: “What is our purpose and position? What should we aim to achieve? What choices do we make?” And, “did we win?”
“Execution fails because it’s not approached with the necessary discipline; it’s not embraced as the top leader’s responsibility, and it’s not a part of the organization’s culture.”

The top half of the hourglass is a “funnel of information.” As the hourglass narrows toward the center, the questions become more specific. As answers emerge, you’ll learn new information and draw fresh insights.
The top half of the hourglass concerns “convergent thinking.” In this stage, you work your way through factual data and compress it into organized segments to dissect and analyze. Run a SWOT analysis of your strengths, weaknesses, opportunities and threats, and determine your “strategic competitive advantages” (SCA). Organize the results of your analysis by the “seven C’s”: “category, company, customer, consumer, community, colleagues and competitors.”
The Value of an “Umbrella Statement”  
Draft an overarching statement to characterize or frame your issue or problem and to show its scope and primary aspects. This statement must be clear, focused and compelling.
“We confront such an information overload at home, at work and even in what used to be our leisure time; messages must grab our interest.”

For a personal-care products company whose most important retailer wants “improved display packaging for the holiday season,” the umbrella statement could be: “Smart Stores has challenged us to provide an innovative merchandising system to display our personal-care products in-store during the holiday season. If we are not their vendor of choice, our sales loss will be crippling.”
“The dimension of facts versus opinions uses data to make decisions and reach meaningful, valid conclusions.”

Use specific frameworks, drawing on the seven C’s, to sort your data into groups. As you develop answers to your main questions, use convergent thinking to set priorities. Develop insights as you narrow down your challenges so you can determine your next strategic steps. At this point, you’re not looking for fine details, final numbers or ultimate conclusions. Follow the paths your data indicate.
“Visually show [the] linkages between your analysis and your solutions.”

Switch to “divergent thinking” as you plan your goals in the hourglass’s bottom half. Figure out your strategies and the action initiatives you’ll need to take to implement them. Identify your backup options. The most appropriate tactical choices will develop directly from the understandings and revelations that result from your formal analysis. Gather this information and create the messages you’ll use to communicate specific actions you plan to take.
“Think to Win is…a way of looking at all aspects of life – both professional and personal – problems as well as opportunities, big issues and small nagging concerns.”

Another way to think about the TTW hourglass is to segment it into three parts:
	Top: “Situation” – Summarize what you know and what you see as most important.
	Middle: “Action” – Summarize what you will do.
	Bottom: “Impact” – Summarize the sequence of what events will happen next.     

“Umbrella statements are essential. They don’t have to cover an entire company or involve macro issues. Rather they have to be directly applicable to a specific issue and the specific group that’s involved with it.”

In the top part of the TTW hourglass, connect directly from the step that’s based on what you’ve learned to the step of figuring out the meaning of that information and what actions it suggests. Draw from your factual research findings, insights and relevant implications. Stick to four to six conclusions that point to an optimal action plan.
Your “Governing Statement”
Your governing statement – your vision of the future you want to achieve – is an essential element of the TTW process. The vision you establish must tie directly to your SWOT analysis and SCAs. It should answer the crucial question, “How do we position ourselves for success?” Make your governing statement straightforward, short, understandable and persuasive. Don’t use jargon. You want to make a statement people will remember and that applies only to your company and no other. This statement leads directly to the goals you’ll set. Determine how you’ll assess success in meeting your TTW goals.
“A solid umbrella statement that leads to a robust and relevant situation assessment actually contains the seeds of the initiatives that are the basis for execution.”

For this assessment, use the “3M’s” method:
	“Measures” – Assess what progress you should track.
	“Metrics” – Determine what your company needs to accomplish to attain success.
	“Milestones” – Specify the deadlines your firm will need to hit to achieve certain goals.

“Impact, Readiness and Capabilities”
Moving from thoughtful planning to action is a vital element in the TTW process. Your actions must support and directly link to your TTW strategy. Organize teams for your strategic initiatives and let the team members help define the steps they’ll take. Weigh your intended actions against three criteria: impact, readiness and capabilities. Plan how to manage each initiative based on its “scope, time and costs.” Focus on results.
“You can have brilliant ideas, but if you don’t get them across, your ideas won’t get you anywhere.” (Lee Iacocca)

Long-term success depends on building an organizational culture that supports its new change initiatives. Leaders must become enthusiastic champions of their new initiatives and must ensure that their employees learn what they need to know about new initiatives through tailored training and development. Leaders must guide and inspire to ensure that the employee behaviors they want to see become the standard, not the exception.
A Simple and Straightforward Process
At its most basic level, TTW comes down to asking, “What do we know?” “What is most important?” “What conclusions can we make?” and “What might the implications be?” Conduct a rigorous fact-based analysis to answer these questions so you can accumulate valuable insights, make worthwhile decisions and implement productive strategies.
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