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The following notes are colour coded to make them easier for
you to use.

Equipment prepared
prior to the session.

Black denotes ‘scripted’ information, this enables you to
ensure you are coaching consistently with each person.
Blue denotes notes to the coach, these may be directions or
explanations for exercises you could conduct.
Red denotes the correct answers that you to coach from your
coaching partner.
0 - 5 minutes

This Espresso session can be delivered to one person one to
one or to a group “Effective decision making”. The aim of
the session is to enable your team to embrace challenge and
change and become accountable for their actions. By building
on moral courage and introducing simple methods, that will
enable them to make effective decisions, they will grow in
confidence and take more control of their role.
Effective decision making comes by embracing challenge and
change and being accountable for your actions. By building
on moral courage and introducing simple methods to make
effective decisions, we can grow in confidence and take more
control of our role.
Former US Air Force Colonel John Boyd developed his model
for decision-making in air combat and its potential application
to business soon became apparent.
Boyd developed his model after analyzing the success of the
American F-86 fighter plane, compared with that of the Soviet
MIG-15. Although the MIG was faster and could turn better,
the American plane won more battles because, according to
Boyd, the pilot’s field of vision was far superior giving him a
clear competitive advantage.
Success in business often comes from being one step ahead
of the competition and, at the same time, being prepared to
react to what they do.
The OODA Loop outlines a four-point decision loop that
supports quick, effective and proactive decision making.
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Refer to the following sheet and talk through what each stage
means using the notes below:-

Handout OODA Loop loose
leaf sheet.

The four stages are:
Stage One - Observe – collect current information from as
many sources as practically possible. At this initial point in the
loop, you should be on the look out for new information, and
need to be aware of unfolding circumstances.
Ask delegate(s) what sorts of questions they should be asking
themselves at this stage.
•
•
•
•
•

What’s happening in the environment that directly affects
me?
What’s happening that indirectly affects me?
What’s happening that may have residual affects later on?
Were my predictions accurate?
Are there any areas where prediction and reality differ
significantly?

Stage Two - Orient – analyze the information you have
observed and use it to update your current reality. We all view
events in a way that’s filtered through our own experiences
and perceptions.
Ask the following question:Q: What is likely to influence how you interpret the situation
you are in?
•
•
•

The ability to analyze and synthesize.
Previous experience.
New information coming in.

Orientation is essentially how you interpret a situation. This
then leads directly to your decision.
One of the main problems with decision-making comes at the
Orient stage. The argument here is that by becoming more
aware of your perceptions, and by speeding up your ability
to orient to reality, you can move through the decision loop
quickly and effectively.
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The quicker you understand what’s going on, the better. It’s
important to remember that you’re constantly re-orienting. As
new information comes in at the Observe stage, you need to
process it quickly and revise your orientation accordingly.
Stage Three - Decide – determine a course of action.
Decisions are really best guesses, based on the observations
you’ve made and the orientation you’re using. As such, they
should be considered to be fluid works-in-progress.
As you keep on cycling through the OODA Loop, and new
information arrives, these can trigger changes to your
decisions and subsequent actions - essentially, you’re learning
as you continue to cycle through the steps.
Stage Four - Act – follow through on your decision.
The Act stage is where you implement your decision. You
then cycle back to the Observe stage, as you judge the effects
of your action. This is where actions influence the rest of the
cycle, and it’s important to keep learning from what you are
doing.
The OODA Loop isn’t meant to be a static, step by step process
“do this, then this, then this” type model: it needs to be a
smoother, more continual process.
With this approach, the faster you can move through each
stage the better. In fact, if you were to sit down and map out
each step, your decisions would likely slow down, instead of
speed up.
The goal of the model is to increase the speed with which
you orient and reorient based on new information coming in.
You want to be able to make a smooth and direct transition
between what you observe, how you interpret it, and what
you do about it.
When you make these transitions rapidly, you’re in a position
to be proactive, and you can take advantage of opportunities.
You continue to cycle through the OODA Loop by observing
the results of your actions, seeing whether you’ve achieved
the results you intended, reviewing and revising your initial
decision, and moving to your next action.
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Observing and orienting correctly are key to a successful
decision. If these steps are flawed, they’ll lead you to a flawed
decision, and subsequently a flawed action. So while speed is
important, so too is improving your analytical skills and being
able to see what’s really happening.
12 - 20 minutes

OODA Loop Exercise (5 mins)
Ask the delegate(s) the following question:
Think of a situation in an average day when you need to make
a fast decision. Using the sheet, decide what part each stage
plays in your ability to make that decision quickly.
You may need to ask some open coaching questions to enable
the delegate(s) to apply the model, e.g.:Observe
• What’s happening in the environment that directly affects you?
• What’s happening that indirectly affects you?
Orient
• What previous experience do you have that may affect the
decision?
• How will new information affect your decision?
Decide
• How has the previous stage led you to make that decision?
• How will you review your decision?
Act
• How will you implement the decision quickly?
• How will you review the outcome of your actions to enable
you to learn from them in the future?
It is important to remember that this is not specifically a tool
to enable you to prepare in advance to make a decision, it is a
tool which highlights the process we go through when making
decisions and is designed to show how you can make that
process happen more smoothly and faster by being aware of
the role each stage plays.
To summarise the session ask the following question:
Q: How do you see this model helping you to be more
proactive with your decision making in the future?
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