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Overview 

This book describes the WRAP method for decision making: 
Widen your options, Reality-test assumptions, Attain 
distance, and Prepare to be wrong. This is a systematic 
method for making decisions which will increase your odds of 
success. Specific techniques include studying general trends 
from experts, and purposefully looking for others who 
disagree with you. 

Chapter 1. The 4 Villains of Decision Making 

“The future has an uncanny ability to surprise.” 

Most people are prone to four decision-making biases: 

1. Narrow Framing: You have defined your choices 
too narrowly. For example, one company had a 
major project to outsource and was deciding on 
which firm to use. They decided to break the project 
up into sub-projects, and hired 5 contractors for the 
first sub-task. It barely increased the budget, and 
yet had a great effect since the organization got a 
feel for how each firm performed on a real task. 

2. Confirmation Bias: We tend to look for data which 
supports what our guts already tell us. It makes us 
feel scientific since we are gathering data but isn’t. 

3. Short-term Emotion: In the 1980s, Intel was 
debating whether to stay in the memory business 
or not – it was a major product line but heavily 
competitive. The executives were only able to think 
clearly after asking themselves a simple question: If 
they were fired and someone else took over, what 
would the new CEO do? They clearly have done 
well in the microprocessor business since. 

4. Overconfidence: Believe it or not, some producers 
didn’t like the Beatles at first; they didn’t believe
people would want 4-person boy bands. When 
most people give advice, they “just know” they are 
right. And they are often wrong. 

“People think they know more than they
do about how the future will unfold.” 

WIDEN YOUR OPTIONS 

Chapter 2. Avoid a Narrow Frame 

Teenagers frame relationship decisions mentally as 
“Should I break up or not?” Instead, they should widen 
their options. For example, perhaps they could change 
the dynamic, or take a temporary break. Quaker 
acquired Gatorade and grew it from $220 million to $3 
billion. Excited by their prior success, they acquired 
Snapple for $1.8 billion, and it flopped. Nobody argued 
against it and thus there was no real decision. 

Of 700 mergers and acquisitions, 83% provided no 
shareholder value (further described in Why Smart 
Executives Fail). Of business decisions studied, only 
29% considered more than one alternative. This ratio is 
same as teenagers, where only 30% typically consider 
more than one alternative. Business decisions of the 
“Whether or not” type fail 52% of the time. 

Rather, ask “Is there a better way?” College brochures
will have the stereotypical polyracial group sitting 
under a tree, and the US News & World report ranking 
colleges considers useless factors such as faculty 
salaries in their scores. We should be asking: is there a 
better way to decide? 

x When deciding between two stereos (e.g. a $1000 
Pioneer versus $700 Sony), most people have a 
narrow spotlight. If they instead reframed it as 
“$1000 Pioneer versus $700 Sony plus $300 of new
music” they’d think more about opportunity costs. 

x Consider the decision of “whether or not” to spend
$40 on a Mexican dinner and $20 on movie tickets. 
Instead of “whether or not”, consider that you
could instead have a $60 stay-at-home sushi dinner. 

x One study showed that that 75% chose to buy a 
movie when it was “Buy this movie or not”. But
when the question was changed to “Buy this movie
or don’t buy it and spend $15 on other things” only
55% bought it. The “simple, stupid reminder”


