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Devil's Advocacy

Culture of No

Objective is to encourage
divergent thinking and open
new lines of inquiry.

Objective is to block proposals that conflict
with one’s own nterests and objectives.

Dissenters have the abilty o
affect the decision process,
but not dictate the outcome.

Tone dissenters have virtual veto power.

Dissenters have more im-
pact f they present unbiased
perspectives and if they pro-
vide equal levels of critical
examination for all options
under consideration.

Dissenters with more power and stalus, o
who “pound the table harder than others,
have more clout

Dissenters share information
freely with others 5o that
others may form their own
conclusions.

Dissenters horde nformation that might
enable others to engage them in a produc-
tive debate.

Dissenters seek (o generate
many new options.

Dissenters tear down existing proposals.
without offering alternatives.

Dissenters focus on the ex-
tent to which assumptions
underlying each option may
be overly pessimistic as well
as overly optimistic.

Dissenters focus only on downside risks
associated with the specific proposals that
they oppose.
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Source: Adapted from F. Harrison. (1996). The Managerial Decision-Making Process.
4th Edition. Boston: Houghton Mifflin. p.49.
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Culture of No

Culture of Yes

Culture of Maybe

Individuals tear
down proposals
without offering
alternatives, exer-
cise veto powers,
and focus on ob-
stacles rather than
opportunities.

Tndividuals sup-
press objections
during meetings,
but then work
behind the scenes
to undermine the
apparent consen-
sus.

Individuals strive to resolve all
uncertainty through formal
analysis, and they engage in
costly searches for new infor-
mation.
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