
	 
 

	
Understanding	“Process”	

Rob	Wilkinson	
	

Lecturer	in	Public	Policy	and	Leadership	

Kennedy	School	of	Government		

Harvard	University	

	

ACC	–	NCR	Leadership	Academy	
	

May	20,	2021	



The Hiring Exercise 
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Candidate	 Positive	 Negative	

Alicia 6 -3

Brigida 5 -3

Claudia 8 -1

Evaluating the Candidates’ Strengths 
and Weaknesses 
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MPP1 Hiring Decision Recommendations
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Typical Process Options 

Process	 Sample	Quote	
Vote	 "After discussion, we voted democratically…”

State	and	
Defend	

"Each member provided an opening 
statement for which candidate they 
supported…”

Group	
Criteria		

"We first came up with criteria we wanted to 
use to evaluate potential candidates…”
	

Full	
Review	

”We then went through each candidate one at 
a time discussing the merits and demerits of 
each…”
	

6 



Process Choices 

Process	Quote	 Candidate	Selected:	
Alicia/Brig	vs.	Claudia	

We	went	around	the	group,	stating	our	preferred	candidate	and	
explanation.	We	used	majority-rule	as	a	decision-making	
method.	

Alicia/Brigida	

Each	person	spoke	in	turn	about	our	prior	choice	and	our	
rationales,	and	each	person	responded	with	their	own	
perspective	or	critique	in	turn.	

Alicia/Brigida	

We	went	around	and	vocalized	who	we	each	selected	
individually.	We	then	allowed	each	person	to	make	the	case	for	
the	person	they	voted	for	before	putting	the	pros	and	cons	on	a	
whiteboard	for	each	candidate.	Through	this	process	we	were	
able	to	identify	where	we	had	the	strongest	evidence	for	
success,	and	came	to	consensus	

Claudia	

Voting	simple	majority		 Alicia/Brigida	
	

We	began	by	each	going	around	and	voicing	our	preference.	
Then	we	voiced	why.	We	had	a	bit	of	a	debate	about	the	merits	
of	each,	and	then	also	listed	pros	and	cons.	

Claudia	
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Process for Candidate Chosen
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Hackman 
Research study on teams  

(Collaborative Intelligence): 
 
4 groups were studied: 
 

1.  No expertise 

2.  No expertise, plus process intervention 

3.  Expertise 

4.  Expertise, plus process intervention 
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Just have “Smart” people on the team isn’t 
always enough!

Group norms and processes influence the quality collective 
decision making, even when you have the “right” people. 
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“Hidden Profile”
Groups tend to make suboptimal decisions when 
they focus on perspectives that members share at 
the expense of tapping their differential 
knowledge and expertise  
(Stasser & Titus, 1985) 
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“Group Think”
Desire for consensus takes precedence over the quality of 
decision process. Overconfidence and pressure to conform 
leads decision makers to hone in on solutions too early 
and too narrowly in ways that eclipse alternative courses of 
action and undervalue contingency plans for failure.  
(Janus, 1972) 
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“Group Polarization”
Members emphasize arguments in line with norms and 
values of their group and shared information. Decision 
making gets anchored on prevailing opinion, then some 
take positions that are slightly more extreme to show 
leadership or alignment with leadership. Dynamic pushes 
toward risk-prone or risk-averse extremes. (Sunstein, 1999) 
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“Herd Behavior”
This effect is evident when people do what others are doing 
instead of using their own information or making 
independent decisions. The idea of herding has a long 
history in philosophy and crowd psychology. It is particularly 
relevant in the domain of finance, where it has been 
discussed in relation to the collective irrationality of investors, 
including stock market bubbles. (Banerjee, 1992) 
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The Circle Chart  
 

Symptoms  I


Possible 
Diagnoses   II

  Possible                     
III  Prescriptions

IV  Action Items

In Theory

In The 
Real World

In The Past In The Future

What alerts you 
that there is a 

problem? What is 
the gap between 
the current state 

and future desired 
state? 

What are possible 
root causes of the 

problem? What 
are the barriers to 

progress?

Brainstorm
possible solutions. 
How might you 
address the root 
causes? Eliminate 
barriers? Create 
new possibilities?

Specific next 
steps: What 
concrete actions 
will you take? Who 
will play what role? 
Timeframe and 
deadlines?

What Is Wrong? What Might Be Done? 15	

From	Getting	It	Done:	How	
To	Lead	When	You’re	Not	in	
Charge,	Sharp,	Fisher	and	
Richardson	



The Circle Chart  
 

Symptoms  I


Possible 
Diagnoses  II

     Possible                     
III  Prescriptions

IV  Action Items
What alerts you 

that there is a 
problem? What is 
the gap between 
the current state 

and future desired 
state? 

What are possible 
root causes of the 

problem? What 
are the barriers to 

progress?

Brainstorm
possible solutions. 
How might you 
address the root 
causes? Eliminate 
barriers? Create 
new possibilities?

Specific next 
steps: What 
concrete actions 
will you take? Who 
will play what role? 
Timeframe and 
deadlines?

16	

_________________________________	

_____________________	

__________________	

_______________	

______________	

________________	

_________________________	

____________________________________	

__________________________	

_____________________	

__________________	

________________	

_______________	

______________	 ______________	______________	

_______________	 _______________	

________________	 ________________	

__________________	 __________________	

_____________________	_____________________	

__________________________	 __________________________	

_____________________________________	 ____________________________________	



Simon	Sinek	-	“Don’t	Nod	Yes”	
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