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The hardest work is

figuring out what to do
In a world of infinite choices.
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Very often, people
confuse simple with
simplistic.
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In a lot of people’s minds,

making the complex clear means you
just dump information on everybody.
That simply adds to the confusion.
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We spend a lot of time studying how to make
things simpler — how to make them user centered.
It’s important to be thoughtful about this.

Thoughtful enough

not to simplify things the usual way by throwing
away all the complicated parts.
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The Essence of Simplicity

ONE-PAGE SUMMARY

Simplicity always helps people work smarter

A FRAMEWORK FOR GETTING SIMPLE

COMPETE ON DESIGN LEAD THROUGH

CLARITY SMARTER WORK NAVIGATION

Use time Work backwards | Change the rules
differently from what of the game

people need

= Changing how time is used
= Planning for conversations
= Contracting for behaviors

= Listening to ignore more

= Engaging everyone

Simpler to know

= Feels simpler

= Simpler to use
Simpler to do

= Simpler to succeed

Strucyure your company
according to the questions
people ask

WHAT SUCCESS LOOKS LIKE

Simplicity is when time
is organized for getting
stuff done and thinking

Simplicity is when
people can trust the
company to help them
work smarter

Simplicity is when
companies are
designed so people
can navigate infinite
choices

Create less clutter, or make
sense of it faster, and you
change how time gets used

When tools, processes, and
information are grounded in
what people need, execution
is easier, faster, and smarter

The future is about the power
of maps and structuring
companies according to
human nature
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WE'RE FOCUSED ON WHAT YOU NEED TO MAKE DECISIONS.
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Simpler WorkDays
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Are you using clarity to go faster,
work smarter?
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KN OW knowing which few things are important

FEEL Considering and planning what the experience will feel like
USE Focusing on the tools and resources to be used

DO Creating and managing expectations

S U C C E E D Creating a teachable view of what you are

trying to achieve



KNnow

What : Know which few things are
important.
Why: Everyone needs clarity on what

will make the most difference.

Because: You probably haven’t thought
enough about what you’re about
ask others to do. If you’re going to
use their time, you need to
answer “What are the three or
four things | want people to know,
understand, learn, or question?”
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SIMPLE NOTES: KNOW

= Clarity is not about faster access to more info.
Nor does it involve packaging and marketing
change. Clarity is about creating the space and
time to think. Making it easier to ask new and
better questions.

Creating clarity and focusing attention on a few
things is about taking risks. It's much easier
and safer for you to throw a lot of stuff at the
wall and see what sticks.

Don’t confuse clarity and certainty. Clairty is
understanding enough to manage oneself.
Certainty is buying into the illusion of control
offered by plans and strategies.

Many companies try to substitute “frameworks
for thinking” for details. These include Mission,
Vision, Values, and Principles. Done well, the
substitution can work. Unfortunately, many
frameworks are only plagues on the wall. Too
few firms have built the tools, training, and
management processes or spent the time to
ensure that these things guide daily decision
making. Those that have are the top
performers and the most admired companies.
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Feel

What : Consider and plan for what the
experience will feel like.

Why: No one makes decisions without
feelings.

Because: The process of figuring out what

to do always has emotions
attached to it. Getting ready to
use people’s time means
answering the question, “How do
| want people to feel? And is that
realistic based on what they’re
learning?”
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SIMPLE NOTES: FEEL

Deal with experiences well, and you get to go
faster. Blow it, and you'll revisit decisions again
and again. Clarity, attention, and feelings are
joined at the hip. That's human nature.

“Respect” in the Attention Economy means
thinking through how and why someone else
would buy in to your conclusions and beliefs.

Skill-building: Author Deniel Goleman calls the
required skills emotional intelligence. You may
call it self-awareness, empathy, persuasion,
managing relationships, reading people’s
feelings. They are all part of working in team-
based, collaborative environments.
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Use

What : Focus on the tools and resources
that are to be used.

Why: This is how people get the work
done.

Because: Even with a shared vision, more
employees than you may care to
admit don’t have the tools or
training to do what is expected of
them. Clarity about the use of
tools and adequate levels of
training is critical. But clarity
comes second. Investing in the
tools comes first.
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SIMPLE NOTES: USE

= A recent Watson Wyatt survey of 9,144
American workers found that 57% said they
don’t have the tools, training, or information
they needed to help meet company goals.

= Most tools are underused and misunderstood —
usually because several of the building blocks
— Know, Feel, Use, Do, and Succeed — were
poorly communicated.

= Tools don’t have to cost oodles of money.
Tools for knowledge work include anything that
clarifies, focuses, organizes, and delivers
information. Any gathering or technology that
connects people is also a knowledge work tool.

= This building block helps people figuring out
how they will get everything done. The others —
Know, Feel, Do, and Succeed — help them to
focus on what is important, and to sidestep
what isn't.
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Do

What : Create and manage
expectations.
Why: It is essential to be clear about

the process and the next steps.

Because: When “command and control”
became a bad thing, many
managers lost the ability to be
clear. People still need to know
what to do. Only now that means
understanding steps in a process.
It means letting everyone know
who will be doing what and
when.
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SIMPLE NOTES: DO

= Look for what Koskiniemi calls triggers —
changes that would change what is expected of
someone. Identify them for each project. Attach
expectations to them.

= People have far too many things to do. Far too
many triggers to think about. They appreciate
and will use anything that organizes next steps.

= Fast-track and developing projects — where
workflow and dynamics constantly shift —
require a very strong team leader who regularly
does “expectation check-ins.”

= Add another dimension to “respect” in the
Attention Economy: Crystal clarity of
expectations.
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Succeed

What : Create a teachable view of what

you’re trying to achieve.

Why: People define success differently
than businesses do. It is a lot
easier to understand what
success looks like if you include
behaviors.

Because: People start far too many projects
without knowing what success
looks like. Along with Business
Results and Project Milestones,
people need to know how
success will change how they
and their teammates interact -
how they spend their time and
attention.
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SIMPLE NOTES: SUCCEED

= Any definition of success must have three
measures: Results, Milestones, and What
Successful Behaviors Will Look Like.

= Behavior just means what you would see or
hear if people were walking the talk.

= For fast-track or developing projects, you may
not need to be superexplicit — a conversation
and a quick agreement among teammates will
do. But if new members join the team, you
must make the definition of success more
explicit. Never bring in new teammates or hand
off responsibilities to them without going over
the three measures of success.

= A clean handoff on all three measures should

take less than two minutes.

Until your team is disciplined, ask “What’s our
definition of success?” at least once every
meeting.
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Planning for Conversation
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Behavioral Communication
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Simpler Companies

Simpler to KNOw:

A strategy for working backwards
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Simpler Companies

Feels simpler:

Build trust with what you build
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Simpler Companies

Simpler to Use:

Designing content for decision making
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Simpler Companies

Simpler to DO:

Using project design to make informed choices
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Simpler Companies

Simpler to Succeed:

Designing work for easy navigation
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It’s important to organize
businesses around their
knowledge structure, instead of
their department structure
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