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  About the Book


  Whether as an individual, business executive or director, you are looking to be the best, this is the book that could improve your company, your career  and your life.


  Values are central to everything: the purpose of any business or government organisation is to deliver value and, increasingly, we seek this in our personal lives as well. Yet values are vague and intangible. In this groundbreaking book Edward de Bono reveals an exciting but simple framework, for individuals and business leaders alike, for making creative, effective decisions, based on embracing key values  the focus of the 21st century.


  Offering sound advice on decision-making and better thinking practice, The Six Value Medals thwarts traditional thinking habits, demonstrates how you can deal with values in a much more definite way and enables you to highlight your strengths while pinpointing areas for improvement, helping you and your company become more successful.


  It’s time to start using the Six Value Medals.


  About the Author


  Edward de Bono is the leading authority in the field of creative thinking and the direct teaching of thinking as a skill. While there are thousands of people writing software for computers, Edward de Bono is the pioneer in writing software for the human brain. From an understanding of how the human brain works as a self-organising information system, he derived the formal creative tools of lateral thinking. He is also the originator of ‘parallel thinking’ and the Six Thinking Hats. His tools for perceptual thinking (CoRT and DAAT) are widely used in both schools and business.


  Edward de Bono’s instruction in thinking has been sought by many of the leading corporations in the world such as IBM, Microsoft, Prudential, BT (UK), NTT (Japan), Nokia (Finland) and Siemens (Germany). The Australian national cricket team also sought his help and became the most successful cricket team in history.


  A group of academics in South Africa included Dr de Bono as one of the 250 people who had most influenced humanity in the whole course of history. A leading Austrian business journal chose him as one of the twenty visionaries alive today. The leading consultancy company, Accenture, chose him as one of the fifty most influential business thinkers today.


  Edward de Bono’s methods are simple but powerful. The use of just one method produced 21,000 ideas for a steel company in one afternoon. He has taught thinking to Nobel prize winners and Down’s syndrome youngsters.


  Edward de Bono holds an MD (Malta), MA (Oxford), DPhil (Oxford), PhD (Cambridge) and Ddes (RMIT). He has had faculty appointments at the universities of Oxford, Cambridge, London and Harvard and was a Rhodes Scholar at Oxford. He has written 67 books with translations into 37 languages.
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  INTRODUCTION:


  What Are the Six Value Medals?


  We can greatly improve our traditional thinking habits. Traditional thinking is all about analysis and judgment. We recognise standard situations and apply standard answers. This is no longer enough. You can analyse the past but you have to design the future.


  Values come into all areas of thinking and behaviour. Values are what we consider important, but we may not be consciously aware of them.


  This book provides a powerful framework for value assessment. Different types of value are given broad category names: gold, silver, steel, glass, wood and brass. This makes it easier for us to notice such values, to look for them, to see them and to act upon them.


  I have generally referred to applying the six value medals to organisations. Businesses, managers and employees will all benefit from them but they work just as well when an individual is the organisation. You can apply these values to all areas of your life.


  Why We Need Values


  I have worked with many of the world’s major corporations: IBM, DuPont, Exxon, Shell, Nokia, Motorola, NTT, British Telecom, GM, Ford, etc. In many cases management seems to work on the basis of maintenance and problem-solving. This means keep going as you are going and solve problems as they arise. To this might be added mergers, acquisitions and ‘me-too’ behaviour  if another company innovates successfully, you follow with your own version.


  Who is to say that this is not a successful strategy? Something that seems satisfactory at the moment may not continue to be so. Corporations that are satisfied with ‘maintenance and problem-solving’ may be operating far below their potential.


  Commodities


  Three things are becoming commodities in business:


  
    	Competence is becoming a commodity. Not all organisations are equally competent but they are all moving that way. If your only hope of survival is that you will continue to be more competent than your competitors, this is a weak basis for survival. It is weak because there is nothing you can do to stop your competitors from becoming as competent as your organisation. You may keep ahead but the amount by which you keep ahead will get smaller and smaller.


    	Information is becoming a commodity. You can readily obtain information and buy it if necessary. Secrets are rather rare. You may get some special information ahead of others but they will also get that information in due course. Computers and the internet mean the end of private information.


    	State-of-the-art technology is also becoming a commodity. Technology can be bought, commissioned and surpassed. It may be that in a few areas, such as pharmaceuticals, special technology will give a lead  but that is rare. In any case, technology by itself is useless unless turned into value. The world does not need gadgets that are more gadgety but ones that deliver real value.

  


  Similarly, on an individual level, it is no longer enough to be competent, informed and computer literate. These skills are now taken as read by employers. To forge ahead in our careers we need to add value to what we can offer.


  So if everything is becoming a commodity available to everyone, what is going to make the difference?


  The Cooking Competition


  Imagine a cooking competition with six champion chefs at a long table. Each of these chefs has exactly the same ingredients. Each has the same cooking facilities. Who wins the competition?


  You may suggest that the winner will be the chef that cooks exactly the same dish as every other chef but cooks it much better.


  More likely, the winner will be the chef who takes the same ingredients and turns them into superior value by cooking a dish the others had not considered.

  


  When everything becomes a commodity what is going to matter is the ability to design and deliver value. That needs creative and design thinking.

  


  Changes in Thinking


  A major corporation in Finland used to spend thirty days on their multi-national project discussions. Using the parallel thinking method (Six Hats) designed by the author, they now complete the process in two days.


  MDS in Canada reckoned they saved $20 million the first year they used parallel thinking.


  Siemens, in Germany, estimated that they had reduced their product development time by fifty percent through using this thinking.


  A number of workshops set up for a steel company in South Africa generated 21,000 ideas in a single afternoon using just one of the techniques of lateral thinking.


  The employment rate of unemployed youngsters in the UK was increased fivefold after just six hours of instruction in better thinking methods.


  Thinking about Value


  It is not the purpose of this book to tell people and organisations how to act on their values. The purpose is to make it easier for people to think about their values. New ways of thinking about value are put forward. New frameworks are provided.


  In the end, human thinking is the most important resource we have, and there is a great deal of room for improvement. This book puts forward new ways of thinking about value and provides new frameworks. It introduces the six value medals then shows you how to apply them. You will learn to score and map your values, providing an essential tool for decision-making in all aspects of your life.
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  VALUES


  When Do We Need to Assess Values?


  ALMOST ANY THINKING and almost any action has an important value component. It is impossible to ignore values. Every decision we make involves values.


  Decisions


  There are, broadly, two types of decision:


  
    	Decide whether or not to do something. You decide to move forward from where you are or decide to stay put.


    	A choice between alternatives (which may also include doing nothing).

  


  When considering whether to move ahead with a new product, a new service or a new project  or when making decisions in your personal life  there is a need to assess values:


  
    	Will this project be profitable?


    	How will the project impact existing operations?


    	What will customers perceive as value?


    	How will this affect the competitive position of our organisation?


    	How will this affect the environment?

  


  On a personal level you might ask:


  
    	How will this affect my happiness?


    	How will this affect my family?


    	How will this affect my finances?

  


  There would be many more such questions.


  Each question asks for an assessment of a certain type of value. If the values are not there, or if the values are negative (see here), then the project may not be worth considering or doing. It is possible that a very high value in one area may override a weak value in other areas. In general, however, the overall value is only as strong as the weakest value (like the links in a chain). Something that is profitable but has low customer values is not likely to be a success. Something that pleases customers but upsets the workforce is not a good idea. Something that has high values everywhere else but damages the environment is best avoided. Something that makes you happy but seriously inconveniences your family may not be worth pursuing.


  Value Scanning


  With decisions that are really choices between alternatives, each of the alternatives needs to be scanned for value. A comparison of the value scans then forms the basis of the decision. Should a country focus on large-volume, mass-market tourism, or on high-end, high-spend tourism?


  If decisions are not based on values there are not many other bases. You can make a decision because you are told to or are pressured to by others or by public opinion. You can make decisions in a routine fashion according to some signal. You can make decisions based not on the facts of the matter but on your sense of style (‘that is the sort of decision I always make’). This ‘style’ form of decision-making has been the downfall of many very successful politicians. You can make decisions on a random basis and then seek to put them right as things go along.

  


  If values affect all our thinking then it makes sense to do a value scan and to identify the values we use for decisions.

  


  Just as a small-scale builder would use a spirit level to check something was level, so we need to make frequent value checks on our decisions to make sure things turn out right.


  We will now look at some of the many situations in which value scanning is essential. This will give you a feel for the importance of assessing the values in all your decisions, both business and personal. Later in the book you will meet each of the six value medals in detail and then I will show you how to carry out a value scan.


  CHOICE OF IDEAS


  Creative thinking and deliberate lateral thinking often turn up a large number of new ideas. How do we assess these ideas? Which ones need further thought? Which ones are promising? Which ones do we take to the next step? Which ones do we invest in?


  The answer to all these questions is based on a value scan. What do the values look like in each case?


  A new idea may be noticed just because it is new and different. But if there are no other values, ‘newness’ may not be enough.


  ALLOCATION OF RESOURCES


  There are usually insufficient resources to do everything so there has to be some thinking about how to allocate the resources. Should the resources go into marketing? Should the resources go into improving the product? Should the resources go into training? How should you spend your income  on a new house or on the children’s school fees?


  There is a need to look into the future and the possible consequences of any decision. How are values going to be delivered? How are values going to be affected? When you look into the future, what are you going to be looking for? Changes in value are what you are going to be seeking, whether on a business or individual level.


  TIMING


  Then there is the choice of timing. Should we do something immediately? Should we do it soon? Should we do it later? Should we wait for things to change first? Can you do that without assessing values?


  COST-CUTTING


  Cost-cutting is a natural part of any review programme. The purpose is usually to


  

  
    	To assess the value and the contribution of the function under review. Are the values high?


    	To assess the value outcome if the change is made, if the function is closed down or outsourced.

  


  

  DESIGN


  
  


  
  


  

  STRATEGY AND PLANS


  

  

  

  START-UP


  

  

  

  

  DISPUTES


  

  

  

  Analysis and Values


  

  

  

  

  

  Perception and Value


  

  

  

  

  
  


  
  


  

  Logic and Values


  

  

  

  

  

  

  

  

  

  

  

  
    	We can seek to rationalise a bad decision made purely on an emotional basis. If we are good at rationalising we may not realise just how bad the decision really is.


    	If we come to believe our decisions are entirely logical, the greater danger is that we then neglect to pay attention to our values and may not even realise how they are affecting our ‘logical’ decisions.
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