
Private	  and	  confiden.al	  

Insights	  into	  priori,sa,on	  

Brad	  McSwain	  
June	  2014	  



1	  

Why	  do	  we	  
some.mes	  find	  

it	  hard	  to	  

priori.se?	  
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People	  issues	  
and	  agendas	  

Informa.on	  quan.ty	  
and	  quality	  

Hard	  to	  say	  ‘no’	  
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So,	  how	  can	  we	  make	  it	  easier?	  

Be	  clear	  on	  the	  
boundaries	  

Evaluate	  the	  
op,ons	  

Make	  the	  trade-‐
offs	  
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Be	  clear	  on	  the	  boundaries	  
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Be	  clear	  on	  boundaries	  –	  start	  with	  strategy	  

Sources:	  	  Mar.n.	  R	  (2013)	  ‘Don't	  Let	  Strategy	  Become	  Planning’,	  HVR	  blog	  network,	  February	  hXp://blogs.hbr.org/
2013/02/dont-‐let-‐strategy-‐become-‐plann/	  
Bradley,	  C,	  Hirt	  M,	  &	  Smit,	  S	  (2011)	  Have	  you	  tested	  your	  strategy	  lately?,	  McKinsey	  Quarterly,	  January	  	  	  

Strategy	  is	  …	  a	  set	  
of	  integrated	  
choices	  about	  

where	  to	  compete	  
and	  how	  to	  win	  

there	  
Mar,n,	  R	  (2013)	  

Test	  3:	  Is	  your	  
strategy	  granular	  
about	  where	  to	  

compete?	  	  
Bradley,	  C,	  Hirt	  M,	  &	  

Smit,	  S	  (2011)	  
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Example:	  Leaving	  no	  room	  for	  misinterpreta,on	  

Source:	  Collis,	  D	  &	  Rukstad,	  M	  2008,	  ‘Can	  You	  Say	  What	  Your	  Strategy	  Is?’,	  Harvard	  Business	  Review,	  April	  

‘Conserva,ve’	  
Our	  investment	  philosophy	  is	  long-‐term	  buy	  and	  hold.	  We	  do	  not	  sell	  penny	  
stocks,	  commodi.es,	  or	  other	  high-‐risk	  instruments.	  As	  a	  result	  we	  do	  not	  
serve	  day	  traders	  and	  see	  no	  need	  to	  offer	  online	  trading.	  

We	  charge	  commissions	  on	  trades	  because	  this	  is	  the	  cheapest	  way	  to	  buy	  
stocks	  (compared	  with	  a	  wrap	  free,	  which	  charges	  annually	  as	  a	  percentage	  	  
of	  assets)	  when	  the	  average	  length	  of	  .me	  the	  investor	  holds	  the	  stock	  of	  
mutual	  fund	  is	  over	  10	  years.	  

‘Individual’	  
We	  do	  not	  advise	  ins.tu.ons	  or	  companies.	  

We	  do	  not	  segment	  according	  to	  wealth,	  age,	  or	  other	  demographics.	  	  
The	  company	  will	  serve	  all	  customers	  that	  fit	  its	  conserva.ve	  investment	  
philosophy.	  Brokers	  will	  call	  on	  any	  and	  every	  poten.al	  customer.	  Stories	  
abound	  within	  Jones	  of	  millionaires	  who	  live	  in	  trailers-‐people	  all	  the	  other	  
brokerages	  would	  never	  think	  of	  approaching.	  

‘Investors’	  
Our	  basic	  service	  is	  investment.	  We	  do	  not	  seek	  to	  offer	  services	  such	  as	  
checking	  accounts	  for	  their	  own	  sake,	  but	  only	  as	  part	  of	  the	  management	  	  
of	  a	  client’s	  assets.	  

‘Who	  delegate	  their	  financial	  decisions’	  
We	  do	  not	  target	  self-‐directed	  do-‐it-‐yourselfers,	  who	  are	  comfortable	  making	  
their	  own	  investment	  decisions.	  We	  are	  also	  unlikely	  to	  serve	  validators,	  who	  
are	  merely	  looking	  for	  reassurance	  that	  their	  decisions	  are	  correct.	  

Edward	  Jones’s	  
strategy	  statement	  
To	  grow	  to	  17,000	  
financial	  advisers	  by	  2012	  
by	  offering	  trusted	  and	  
convenient	  face-‐to-‐face	  
financial	  advice	  to	  
conserva.ve	  individual	  
investors	  who	  delegate	  
their	  financial	  decisions,	  
through	  a	  na.onal	  
network	  of	  one-‐financial-‐
adviser	  offices.	  
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Be	  clear	  on	  the	  boundaries	  –	  cascade	  to	  teams/staff	  

Sources:	  Kaplan,	  R	  &	  Norton,	  D	  2004,	  Strategy	  Maps,	  	  Harvard	  Business	  School	  Press,	  Boston,	  MassachuseXs	  
Franklin	  Covey,	  <hXp://www.franklincovey.hr/eng/4-‐disciplines-‐execu.on/>	  
Bregma,	  P	  2013,	  ‘A	  personal	  approach	  to	  organiza.onal	  .me	  management’,	  McKinsey	  Quarterly,	  January	  

	  

Take	  a	  structured,	  
facilitated	  approach	  
•  Get	  senior	  team	  	  
on	  board	  first	  

•  Be	  prepared	  to	  
cascade	  progressively	  

•  Aim	  to	  link	  with	  
performance	  
management	  
framework	  

Find	  an	  tool	  that	  suits	  
•  Strategy	  maps	  and	  
balanced	  scorecards	  
(Kaplan	  &	  Norton)	  

•  Fundamentally	  
important	  goals	  
(Franklin	  Covey	  2012)	  

•  5+1	  priori.es	  
(Bregman	  2013)	  



8	  

Example:	  5+1	  priori,es	  

Source:	  Bregman,	  P	  2013,	  ‘A	  personal	  approach	  to	  organiza.onal	  .me	  management’,	  McKinsey	  Quarterly,	  January	  

	  CEO	  
1.  Long-‐term	  growth	  
2.  A	  culture	  of	  quality	  
3.  Robust	  talent	  management	  
4.  Improved	  margins	  
5.  Cross-‐func.onal	  collabora.on	  

	  Todd	  
1.  Clarity/refine	  sales	  strategy	  for	  higher	  margins	  
2.  Speak/write	  to	  spread	  word	  to	  higher-‐margin	  prospects	  
3.  Visit	  higher-‐margin	  prospects	  and	  clients	  
4.  Develop/mo.vate	  sales	  team	  that	  focuses	  on	  higher-‐margin	  clients	  
5.  Provide	  cross-‐silo	  execu.ve	  leadership	  
6.  The	  other	  5%	  

	  Todd’s	  direct	  reports	  
1.  Evaluate	  all	  client	  business	  by	  margins	  
2.  Iden.fy	  higher-‐margin	  prospects	  
3.  Connect	  with	  lower-‐margin	  clients	  by	  phone	  
4.  Visit	  higher-‐margin	  prospects	  in	  person	  
5.  Work	  with	  marke.ng	  to	  refine	  approach	  for	  higher-‐margin	  clients	  
6.  The	  other	  5%	  

1	   2	  

3	   4	  

5	   6	  

1	   2	  

3	   4	  4	  

5	   6	  

1	   2	  

3	   4	  

5	   6	  
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Evaluate	  the	  op.ons	  
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Evaluate	  the	  op,ons	  

Be	  clear	  on	  what	  we	  
mean	  by:	  
•  cost	  
•  benefit	  
and	  link	  back	  to	  strategy	  
(scorecards	  can	  help)	  

Take	  a	  ‘horses	  for	  
courses’	  approach	  
•  ‘Back	  of	  the	  envelope’	  
opportunity	  sizing	  

•  ‘Project	  on	  a	  page’	  
•  Itera.ve	  business	  cases	  
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Example:	  Diagnosing	  your	  decision	  

Source:	  Courtney,	  H	  et	  al	  2013,	  ‘Deciding	  how	  to	  decide’,	  Harvard	  Business	  Review,	  November	  

Full	  casual	  
model	  
known?	  

Conven.onal	  
capital-‐budge.ng	  

tools	  
Quan.ta.ve	  mul.ple	  

scenario	  tools	   Case-‐based	  decision	  analysis	  

Informa.on	  
aggrega.on	  tools	  

Qualita.ve	  	  
scenario	  analysis	  

Informa.on	  
aggrega.on	  tools	  

+ ++

Decision	  
outcomes	  
known?	  

Knowledge	  
dispersed?	  

Decision	  
outcomes	  
known?	  

No	  

No	  

No	  Yes	  

No	   Yes	  

Yes	  

No	   Yes	  

Yes,	  single	  state	  
Yes,	  few	  or	  limited	  range	  of	  
states	  and	  known	  probabili.es	  

Knowledge	  
dispersed?	  
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Make	  the	   trade-‐offs	  



13	  

Make	  the	  trade-‐offs	  

Be	  clear	  on	  how	  we	  
will	  choose	  between	  
compe,ng	  priori,es	  

Again,	  take	  a	  ‘horses	  
for	  courses’	  approach	  
Sophis.ca.on	  does	  	  
not	  always	  lead	  to	  
drama.cally	  beXer	  
outcomes	  

Clearly	  communicate,	  
with	  a	  link	  back	  to	  
strategy	  
•  Take	  away	  budget	  	  

and	  resources	  	  
•  Reinforce	  and	  follow-‐

up	  on	  what	  you	  are	  
saying	  yes	  to	  
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Example:	  Importance	  vs.	  urgency	  matrix	  
ur
ge
nc
y	  

HI
GH

	  
M
ED

IU
M
	  

LO
W
	  

LOW	   MEDIUM	   HIGH	  

importance	  



Option 1 

Option 3 

Option 4 

Option 5 
Option 9 

Option 10 

Option 11 

1	  

2	  

3	  

4	  

5	  

1	   2	   3	   4	   5	  

Fi
na
nc
ia
l	  o
ut
co
m
es
	  sc

or
e	  

Social	  outcomes	  score	  

Evalua.on	  outcomes	  

Sweet	  spot	  

Social	  
outcomes	  'No	  go'	  zone	  

Income	  
stream	  

15	  

Example:	  Social	  impact	  vs.	  financial	  health	  

Source:	  Right	  Lane	  2013	  

Evaluation outcomes  
minimum criteria 

Mid point for social outcomes 3 

Minimum financial outcomes to 
achieve before any compromise of 
social outcomes is acceptable 

4 

Lowest acceptable social outcomes 2 

Mid point for financial outcomes 3 

Minimum social outcomes to 
achieve before any compromise of 
financial outcomes is acceptable 

4 

Lowest acceptable financial 
outcomes 

1.5 
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So,	  how	  can	  we	  make	  it	  easier?	  

Be	  clear	  on	  the	  
boundaries	  

Evaluate	  the	  
op,ons	  

Make	  the	  trade-‐
offs	  



Right	  Lane	  is	  an	  Australian	  management	  consul.ng	  firm	  that	  
specialises	  in	  modera.ng	  execu.ve	  team	  and	  board	  
workshops	  and	  facilita.ng	  strategy	  and	  planning	  processes	  
for	  midsized	  organisa.on’s.	  

Right	  Lane	  was	  established	  in	  1997	  to	  help	  private,	  not	  for	  
profit	  and	  public	  sector	  clients	  to	  clarify	  and	  accelerate	  their	  
future	  plans.	  Over	  the	  past	  17	  years,	  we	  have	  helped	  the	  
execu.ve	  teams	  and	  boards	  of	  more	  than	  80	  organisa.ons	  to	  
define	  and	  adapt	  their	  direc.on	  and	  strategy,	  iden.fy	  and	  
clarify	  their	  priori.es,	  align	  their	  efforts	  with	  their	  
aspira.ons,	  get	  their	  major	  projects	  started	  and	  finished,	  and	  
measure	  and	  improve	  their	  performance.	  

In	  2011,	  Right	  Lane	  became,	  to	  our	  knowledge,	  Australia’s	  
first	  ‘for	  benefit’	  management	  consul.ng	  firm.	  This	  means	  
that	  we	  have	  capped	  our	  return	  on	  shareholder	  funds	  at	  
reasonable	  levels,	  rather	  than	  seeking	  to	  maximise	  financial	  
returns,	  which	  allows	  us	  to	  concentrate	  on	  our	  mission	  of	  
contribu.ng	  to	  society	  by	  helping	  organisa.ons	  that	  do	  good	  
do	  beXer.	  
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About	  Right	  Lane	  

Our	  areas	  of	  focus	  

•  Developing	  and	  managing	  strategy	  
and	  planning	  processes	  for	  clients	  

•  Implemen.ng	  strategy	  through	  
aligning	  and	  engaging	  the	  
organisa.on,	  and	  measuring	  and	  
monitoring	  performance	  

•  Leading	  strategic	  projects,	  such	  as	  
pre-‐merger	  analysis,	  pricing,	  new	  
product	  feasibility	  and	  growth	  
op.ons	  evalua.on	  

•  Facilita.ng	  clients’	  board	  and	  
execu.ve	  team	  workshops	  



If	  you	  would	  like	  to	  discuss	  any	  aspect	  of	  this	  paper	  
in	  further	  detail,	  please	  contact:	  
	  
Brad	  McSwain	  
Brad@rightlane.com.au	  
	  
www.rightlane.com.au	  

For	  more	  informa,on	  
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Right	  Lane	  Consul.ng	  
	  
14	  Risley	  St	  
Richmond	  VIC	  3121	  
t	  	  61	  3	  9428	  5336	  
	  
www.rightlane.com.au	  

Contact	  our	  office	  
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