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The Power of Prevention

Why Smart Leaders Invest in What Might Never Happen
Strategic & Systems Thinking for Executive Decision Making
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THE PREVENTION PARADOX

WHEN PREVENTION SUCCEEDS WHEN PREVENTION FAILS

+ Nothing visible happens + Disaster strikes

+ Looks like waste + Everyone asks 'Why?'

+ No one gets credit *+ Heroes emerge to fix it
+ Budget gets cut + Budgets unlimited

This is why executives choose reaction

PREVENTION RO

]
INDUSTRY ROI INFRASTRUCTURE ROI

- Cybersecurity: ST — $27 - Maintenance: ST — $100
- Healthcare:  $1 — $40 - Safety programs: $1 — $150
- Manufacturing: ST — S60 - Average ROI: 75:1

Yet prevention budgets are always first cut. Why?
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DEFENSE: WHERE PREVENTION
IS DOCTRINE

DEFENSE PRINCIPLES BECAUSE IN DEFENSE...

+ Redundancy is standard + Failure is not an option
+ Backup power systems « Lives are immediately at stake
+ Comms redundancy + Second chances don't exist

Zero tolerance for 'it probably won't happen'’

WHY SMART EXECUTIVES FAIL
AT PREVENTION

COGNITIVE BARRIERS ORGANIZATIONAL BARRIERS

« Probability bias: « Visibility asymmetry:
'Won't happen' No credit

« Temporal discounting: 'Future + Budget pressure:
problem Cut prevention first

® Which barrier is hardest to overcome?
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REFRAME: FROM COST TO
VALUE PROTECTION

—
STOP SAYING START SAYING

+ 'Spend money on prevention' - 'Protect SX in value'
+ 'This might prevent a problem’ + '5Xreturn on investment’
+ 'We should be more careful + 'Preserve our options'

Never frame prevention as cost — always as VALUE PROTECTION

THE PREVENTION EQUATION

]
Example: Today's Cases
Value at Risk (VAR) [VAR: $11-45 billion]
x Probability of Loss (POL) x [POL: 0.1 - 5%]
x Consequence Magnitude (CM)  x [CM: 100% loss]
+ Prevention Cost (PC) + [PC: $12-20 million]
= Prevention ROI = [ROI: 500:1 to 5,000:1]

Make this math impossible to ignore
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YOUR CASES:
FINDING THE PREVENTION MOMENT

Each case has a critical moment where $15-20 million would have prevented:
+ Boeing: $20 billion loss + 346 lives
+ Challenger: Program suspension + 7 lives
+ Deepwater: $65 billion loss + 11 lives
+ |-35W: Infrastructure crisis + 13 lives

Prevention Cost
Your Challenge:
1. Find that moment
2. Build the prevention case
3. Make it compelling to executives
4. Overcome the three barriers

Remember: You know the disaster is coming. They don't — make them feel it.

THE PREVENTION MINDSET

Champions of Prevention:

« SEE systems, not just components

+ THINK in decades, not quarters

+ VALUE what doesn't happen

+ FIGHT for the invisible victory

- ACCEPT that no one may thank them

That's Executive Leadership.

But they sleep well knowing they were the barrier between success and catastrophe.

il

'f

DECATHLON

© 2026 KMP Consultants and MindWire, Inc. W I I I



NOTES:
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KEY INSIGHTS ACROSS ALL EXAMPLES

Prevention Success = Invisible Victory
Citicorp, Onagawa — we never know disaster was prevented

Prevention Window Closes Exponentially
Intel: 6 months = 24x initial cost

Average Prevention ROI: 75:1 minimum
Range: 100:1 (Tylenol) to 4,444:1 (Citicorp)

Culture Drives Decisions
Same event, same conditions, different outcomes

Leadership Character Determines Outcomes
LeMessurier, Hirai risked careers for prevention

Prevention is a leadership decision, not a budget line item

DECATHLETES: USE WITH YOUR TEAMS

|
Sequence for Impact Key Talking Points

Step 1: Start with invisible victories + All examples defensible with sources
— Citicorp, Onagawa establish « Focus on decisions, not outcomes
credibility

« Connect to GD-OTS context

Step 2: Show prevention timing )
* Prevention = VALUE PROTECTION

— Tylenol success vs. Intel failure
Step 3: End with ethical dimension

— VW: not just financial calculation

Use these cases to advocate for prevention investments in your teams

il
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NOTES:

2]
D ECATH Lo N@ © 2026 KMP Consultants and MindWire, Inc. m M



FROM ENGINEER TO EXECUTIVE THINKER

|
Engineering Thinking Executive Thinking
- Linear cause and effect * Multiple stakeholders
* Single optimal solution - Competing priorities
* Technical specifications  Uncertain outcomes
* Quantifiable metrics - Political dynamics

NOTES:
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THE FIVE CORE DECATHLON TOOLS

1. Stakeholder Analysis — Map power and interest dynamics

2. Causal Loop Diagrams — Visualize feedback loops and system
dynamics

3. Decision Trees — Calculate expected value of choices under
uncertainty

4. Risk Matrices — Prioritize risks by probability and impact
5. Scenario Planning — Create alternative future narratives

These 5 tools answer WHO, WHY, WHAT, HOW BAD, and WHAT IF
Every strategic question

STRATEGIC ANALYSIS TOOLS

SWOT Analysis BCG Matrix

+ Evaluate Strengths, Weaknesses, + Portfolio analysis for resource allocation
Opportunities, Threats

Value Chain Analysis

Porter's Five Forces - |dentify value-creating activities

+ Analyze industry competitive dynamics

Blue Ocean Strategy Canvas

PESTLE Analysis
+ Scan macro-environmental factors

+ Find uncontested market spaces

These strategic tools COMPLEMENT your Core 5 - use them for deeper analysis

© 2026 KMP Consultants and MindWire, Inc. W I I I
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SYSTEMS THINKING TOOLS

Soft Systems Methodology (SSM)
+ Address "messy" human problems

Systems Mapping
+ Visualize complete system elements

Viable System Model (VSM)
+ Design adaptive organizations

Stock and Flow Diagrams
+ Model accumulations and rates of change

Iceberg Model

+ Understand levels from events to mental
models

Use advanced systems tools when Causal Loops reveal complexity needing deeper modeling

DECISION-MAKING & PROBLEM-SOLVING

DECISION-MAKING PROBLEM-SOLVING

DECATHLON {/

- Cost-Benefit Analysis — Compare financial
costs vs benefits

+ Multi-Criteria Decision Analysis — Evaluate
against multiple criteria

+ Game Theory Analysis — Analyze strategic
interactions

- Real Options Analysis — Value flexibility
and future choices

+ Kepner-Tregoe — Systematic
decision-making process

+ Root Cause Analysis (Fishbone) — Identify

all potential causes

+ 5 Whys Analysis — Drill to root cause

quickly

- Pareto Analysis (80/20) — Focus on vital

few vs trivial many

« TRIZ = Systematic innovation

methodology

5 Whys for quick diagnosis; Fishbone for comprehensive cause mapping

© 2026 KMP Consultants and MindWire, Inc.
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RISK & OPPORTUNITY TOOLS

FMEA HAZOP
- Failure Mode and Effects Analysis - Hazard and Operability Study
- |dentify and prevent failures systematically ~ + Systematic hazard identification

Bow-Tie Analysis Black Swan Analysis

» Visualize risk pathways and controls + Prepare for extreme, "impossible" events
- Strategic resilience, crisis preparation

Monte Carlo Simulation

+ Model uncertainty through probability

Black Swan Analysis: Prepare for impossible' events that can be catastrophic

TOOL COMPARISON & SELECTION

S
Core + Reference
USE OUR CORE 5 FOR: ADD OTHER TOOLS WHEN:
« Prevention decisions « Industry analysis needed — Add Porter's Forces
« Complex stakeholder situations + Innovation required — Add TRIZ or Blue Ocean
+ System dynamics and feedback « Technical failures — Add FMEA or HAZOP
« Decisions under uncertainty « Portfolio decisions — Add BCG Matrix
+ Making invisible risks visible + Quick root cause — Add 5 Whys

The Core 5 are your daily drivers. Other tools are specialty vehicles

© 2026 KMP Consultants and MindWire, Inc. W I I I
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INTEGRATION STRATEGIES

BUILDING FROM CORE 5 POWERFUL COMBINATIONS

* Level 1: Master the Core 5 « Strategic Planning:
- They handle 80% of strategic decisions + PESTLE — SWOT — Stakeholder — Scenarios

+ Problem Solving:

- 5Whys — Fishbone — Causal Loops —

+ Level 2: Add Complementary Tools Decision Tree

+ SWOQT for initial assessment

+ Cost-Benefit for financial detail * Prevention LeaderShip:

- 5Whys for quick diagnosis + Our Core 5 in sequence — proven most effective!

Tools work best in SEQUENCES - master the proven combinations

2
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NOTES: VIER™
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THE PARR TECHNIQUE

Response Framework

P — PAUSE: Take 2-3 seconds to breathe and think [ 4-Step ]

A — ACKNOWLEDGE: Show respect for the question
R — REDIRECT: Bridge to your key message

R — REINFORCE: End with your strongest point

P-A-R-R: Pause, Acknowledge, Redirect, Reinforce

PARR: PAUSE & ACKNOWLEDGE

|
P — PAUSE A — ACKNOWLEDGE
- Take a breath (2-3 seconds) * "That's an important question...”
+ Shows confidence, not panic * "You raise a valid concern...
* Gives you time to think * "l understand why you're asking..."

- Prevents blurting out weak answers  « Never say "Great question” if hostile

The pause shows confidence—never rush to defend

© 2026 KMP Consultants and MindWire, Inc. W I I I
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PARR: REDIRECT & REINFORCE

|
R — REDIRECT R — REINFORCE
- Bridge to your key message + End with your strongest point
* "The critical pointis..." + Use a power statistic
 "What's really at stake hereis..." * Return to value protection
* "Let me put this in perspective.. + Make prevention feel necessary

End every response on YOUR strongest point

HOSTILE QUESTION TAXONOMY

Type 1: THE COST ATTACK — "This is too expensive” [ 5 Types ]

All Hostile Questions

Type 2: THE PROBABILITY DISMISSAL — "This probably won't happen"
Type 3: THE CREDIBILITY CHALLENGE — "What makes you think you know better?"
Type 4: THE DELAY DEFLECTION - "We need more data"

Type 5: THE PERSONAL ATTACK — "Are you willing to stake your career?"

Know the attack type, know the response

© 2026 KMP Consultants and MindWire, Inc.
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RESPONDING TO ATTACKS

S
TYPE 1: COST ATTACK TYPE 2: PROBABILITY DISMISSAL
* "This is too expensive, period.” * "This probably won't happen.’
* Response Framework: + Response Framework:
+ Acknowledge: "l understand cost is a + Acknowledge: "The probability may
concern..." seem low..."
« Redirect: "...but we're protecting SX - Redirect: "...but with X operations, it's
billion" certain’
- Reinforce: "That's a Y-to-1 return’ - Reinforce: "It's not if but when"

Reframe cost as investment, probability as certainty

TYPE 3: CREDIBILITY CHALLENGE TYPE 4: DELAY DEFLECTION

« "What makes you think you know + "We need more data before
better?" deciding.”
+ Response Framework: + Response Framework:
+ Acknowledge: "You have deep - Acknowledge: "Perfect information
experience..." would be ideal..
+ Redirect: "...and our analysis builds on + Redirect: "...but waiting increases risk
that" daily"
« Reinforce: "The data shows [specific - Reinforce: "We have enough data to
fact]" act safely"

Build on their expertise while holding your ground

TYPE 5: THE PERSONAL ATTACK

"Are you willing to stake your career on this?"

* Response Framework:
+ Acknowledge: "This is a serious decision..."
+ Redirect: "...which is why the analysis is thorough'
- Reinforce: "I'm confident in our recommendation’

Personal attacks demand calm professionalism

© 2026 KMP Consultants and MindWire, Inc. W I I I
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TEAM SUPPORT STRATEGIES

+ THE TAG-TEAM TECHNIQUE: Let teammate finish, step in with "If | may add...", provide
supporting data, hand back gracefully

+ THE NUMBERS BACKUP: Jump in with exact figures, "The specific calculation shows...",
provides credibility through precision

+ THE REDIRECT SAVE: Any member can redirect, "The fundamental issue is...", brings focus
back to key message

Great Q&A is team defense, not solo performance

POWER PHRASES FOR Q&A

S
FOR BUYING TIME FOR CHALLENGING BACK
+ "That's an important consideration..." + "What level of risk are you comfortable with?"
+ "Let me put that in context.. + "How would you explain inaction if disaster
- "The key factor here is..." strikes?"

- "Which error has worse consequences?"
FOR REDIRECTING

- "What's really at stake is.." FOR CLOSING STRONG
- "The critical decision is..." - "The ROl'is [X]-to-1"
- '"The data clearly shows.." - "We're protecting [value]"

- "This is about [lives/safety/future]"

Memorize these phrases—they work under pressure

7&7
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Preparation Checklist

DECATHLO N@

ko M



CRITICAL CHECKPOINTS

——
Timing Checkpoints Content Checkpoints
[ Opening hook: 30-seconds max LI VIER™ Framework applied?
[ Problem statement clear by minute 2 [ Key statistics memorable?
[ Solution presented by minute 6 [ Visuals clear and impactful?
[J ROI stated by minute 10 (] Transitions smooth?
[J Closing started by minute 14 [J Energy building to climax?

[ Finished before minute 15

TEAM CHECKPOINTS

——
[1 Everyone knows their section?
(1 Hand-offs practiced?
[ Q&A roles clear?
[] Support strategies agreed?

(1 Confidence high?

LAST-MINUTE FIXES ONLY

——
v' DO Make These Fixes X DON'T Make These Changes
» Clarify confusing numbers * Restructure presentation
+ Smooth rough transitions + Add new analysis
» Fix timing problems + Change speaker roles
« Correct factual errors * Redesign slides
» Strengthen weak close + Second-guess strategy

© 2026 KMP Consultants and MindWire, Inc. m I : I
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TIMING ADJUSTMENTS

If Running Long:
« Cut examples, not core content

- Speak faster in transitions, not key
points

* Eliminate redundancy
» Trust slides to convey details

* Be ruthless—better complete than
perfect

If Running Short:

+ Add emphasis to key points

- Pause for impact after statistics
- Expand on consequences

- Slower, more deliberate delivery

« Don't add new content

TEAM-SPECIFIC WATCH POINTS

Boeing Team
- Is fleet multiplication math clear?

* Is sensor explanation simple
enough?

* |s Southwest concern addressed?

- Is $12M vs $45B ratio prominent?

Deepwater Team
« Is cement failure rate shocking?

* Is "3 kicks" pattern shown?
* Is partner confidence addressed?

+1s S15M vs $11B ratio clear?

Challenger Team
* Is temperature data compelling?

* |s engineer consensus
emphasized?

* Is human cost acknowledged?

* Is "no data below 53°F" clear?

[-35W Team
« Is fracture critical explained?

* Is 140,000 daily impact clear?
* Is political framing smart?

« Is infrastructure crisis real?

© 2026 KMP Consultants and MindWire, Inc. m I : I
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Guides and Resources

|
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STAKEHOLDER MATRIX

Strategic Thinking Tool Guide

What Is a Stakeholder Matrix?

A Stakeholder Matrix is a strategic planning tool that maps individuals and groups who have
an interest in or influence over a project, decision, or initiative. It categorizes stakeholders by
their level of power/influence and their level of interest/involvement.

Effective stakeholder management is critical in defense programs where multiple parties,
including customers, regulators, subcontractors, and internal teams, must align for success.

When to Use This Tool

Launching new projects or programs
Implementing organizational changes
Preparing for contract negotiations

Managing cross-functional initiatives

Planning communication strategies
Anticipating resistance or support for proposals

The Four-Quadrant Model

Quadrant Profile Strategy

. . Manage Closely: Regular en-
High Power / High Interest Key Players . . n
gagement, involve in decisions
) . Keep Informed: Periodic up-
High Power / Low Interest Keep Satisfied )
dates, no surprises
) Consult: Regular communica-
Low Power / High Interest Keep Informed ) )
tion, leverage enthusiasm
o Monitor: General communica-
Low Power / Low Interest Minimal Effort )
tions only

© 2026 KMP Consultants and MindWire, Inc. m I I I

DECATHLO N@



Step-by-Step Process

Identify all stakeholders who may affect or be affected by your initiative
Assess each stakeholder’s level of power/influence (High/Low)

Assess each stakeholder’s level of interest/involvement (High/Low)
Plot stakeholders on the matrix

Develop engagement strategies based on quadrant placement

Create an action plan for key relationships

Review and update regularly as circumstances change

NogasLDN -~

Defense Industry Example

Scenario: Implementing a new quality management system across a manufacturing site.

Sample Stakeholder Map
E t Ap-
Stakeholder Power Interest Quadrant TR A
proach
Weekly briefings,
Site Director High High Key Player decision involve-
ment
Monthly updates,
Customer QA Rep | High Medium Keep Satisfied yup

preview changes
Training sessions,

Production Super-

Medium High Keep Informed
visors g P feedback loops
. Requirements
IT Support Low Medium Consult ) )
gathering, testing
) General announce-
HR Department Low Low Monitor

ments

@ Pro Tip

Do not confuse job title with actual influence. A respected senior technician may have more practical
power to enable or block change than a manager without operational credibility.

© 2026 KMP Consultants and MindWire, Inc. W I I I
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Assessing Power and Interest

Power/Influence Indicators

Authority to approve/reject decisions

Control over resources (budget, people, equipment)
Expertise that others depend on

Relationships with senior leadership

Formal position in the organization

Interest/Involvement Indicators

Direct impact on their work or team
Personal stake in outcomes

Past involvement in similar initiatives
Vocal opinions about the topic

Time and attention already invested

Engagement Strategies by Quadrant

Key Players (High Power / High Interest)

Schedule regular one-on-one meetings
Involve in planning and decision-making
Seek their input before finalizing approaches
Address their concerns promptly

Keep Satisfied (High Power / Low Interest)

Provide periodic high-level updates

Alert them to issues that may escalate

Respect their time with concise communications
Seek endorsement at key milestones

Keep Informed (Low Power / High Interest)

Include in broader communication channels KEY TAKEAWAY
Leverage their enthusiasm as advocates
Provide opportunities for input

Acknowledge their contributions publicly

Stakeholder management is
not manipulation. It is ensuring
that the right people have the
Monitor (Low Power / Low Interest) right information at the right
time to make informed deci-
sions and support successful
outcomes.

Include in general announcements
Watch for changes in their position or interest
Do not over-communicate

© 2026 KMP Consultants and MindWire, Inc. m I I I
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Common Mistakes to Avoid

« Treating all stakeholders the same regardless of influence

+ Forgetting to include indirect stakeholders (suppliers, regulators)
« Not updating the matrix as project dynamics change

« Focusing only on supporters and ignoring potential blockers

« Assuming position equals influence

Integration with Predictive Index

Use PI data to tailor your engagement approach. High-Dominance stakeholders may prefer
direct, results-focused communication. High-Patience stakeholders may need more time to
process changes. Adjust your style to match each stakeholder's preferences for more effec-
tive relationship management.

Quick Reference Template

Stakeholder Analysis Canvas
Initiative:

Key Players (manage closely):
1. | Action:
2. | Action:

Keep Satisfied (periodic updates):
1. | Action:

Keep Informed (regular communication):

1. | Action:

Monitor (general awareness):

1. | Action:

© 2026 KMP Consultants and MindWire, Inc.
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CAUSAL LOOP DIAGRAMS

Strategic Thinking Tool Guide

What Is a Causal Loop Diagram?

A Causal Loop Diagram (CLD) is a systems thinking tool that maps cause-and-effect rela-
tionships between variables. It reveals how different factors in a system influence each other,
creating feedback loops that either reinforce or balance behavior over time.

CLDs help leaders understand why organizations behave the way they do, identify unintended
consequences of actions, and find high-leverage intervention points.

When to Use This Tool

« Understanding persistent problems that resist simple solutions
« Analyzing why past improvement efforts failed

« Designing interventions for complex organizational challenges
« Communicating system dynamics to stakeholders
 ldentifying root causes vs. symptoms

« Anticipating unintended consequences of proposed changes

Key Components

Variables

Things that can increase or decrease over time. Use nouns or noun phrases (e.g., “Quality
Defects,” “"Employee Morale,"” “Customer Satisfaction”).

Causal Links
Arrows showing how one variable affects another. Each link is labeled:

« +(Same direction): When A increases, B increases; when A decreases, B decreases
« - (Opposite direction): When A increases, B decreases; when A decreases, B increases

Feedback Loops

« Reinforcing (R): Loops where change in one direction continues amplifying in that
direction. Can be virtuous cycles or vicious cycles.

« Balancing (B): Loops that push back toward equilibrium, resisting change.

© 2026 KMP Consultants and MindWire, Inc. m I : I
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Step-by-Step Process

Define the problem or behavior you want to understand
|dentify key variables involved in the system

Map causal relationships between variables

Label each link as + or -

Identify feedback loops and label as R or B

Analyze the system for leverage points

Test your model by tracing scenarios through the loops

NooaswN -~

Defense Industry Example

Problem: Production quality issues persist despite repeated corrective actions.

Causal Loop Analysis

Variable Affects Direction Explanation

Schedule Pressure Shortcuts Taken + More pressure leads to
more shortcuts

Shortcuts Taken Quality Defects + More shortcuts produce
more defects

Quality Defects Rework Required + More defects mean
more rework

Rework Required Schedule Pressure + Rework adds to sched-
ule pressure

Quality Defects Customer Trust - Defects reduce custom-
er trust

Customer Trust Contract Renewals + Less trust threatens
renewals

Loop Identification

Reinforcing Loop (Vicious Cycle):
Schedule Pressure — Shortcuts— Defects — Rework — Schedule Pressure

This loop explains why the problem gets worse: addressing symptoms (adding overtime)
does not break the cycle.

@ Pro Tip

Look for “quick fixes” that create unintended reinforcing loops. Often, short-term solutions
(like cutting corners to meet deadlines) create long-term problems (quality issues that

consume more time).
© 2026 KMP Consultants and MindWire, Inc. m M
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Finding Leverage Points

Leverage points are places in the system where small changes can produce significant im-
provements. In the quality example:

« Low leverage: Adding inspectors (catches defects but does not prevent them)

+  Medium leverage: Training programs (reduces shortcuts from lack of knowledge)

« High leverage: Changing incentives from “schedule at all costs” to “quality delivery”

« Highest leverage: Building slack into schedules so pressure does not force shortcuts

Common System Archetypes

Fixes That Fail

Quick fixes address symptoms but create side effects that make the original problem worse.
Example: Overtime to meet deadlines leads to fatigue, which leads to errors, which requires
more overtime.

Shifting the Burden

Relying on symptomatic solutions weakens the ability to implement fundamental solutions.
Example: Relying on expediting rather than fixing procurement processes.

Limits to Growth

Initial success triggers balancing processes that slow or stop growth. Example: Rapid hiring
creates training bottlenecks and cultural dilution.

Tragedy of the Commons

Individual actors pursuing their own interests deplete a shared resource. Example: Depart-
ments competing for engineering resources leave critical projects understaffed.

Common Mistakes to Avoid
KEY TAKEAWAY

Systems thinking reveals
that most persistent prob-
lems are not caused by bad

+ Including too many variables (start with 5-8 key fac-
tors)

« Confusing correlation with causation

+ Forgetting to identify delays in the system people or bad luck. They

« Drawing arrows in both directions between the same | result from system struc-
variables tures that produce predict-

- Not validating the model with people who work in the | able behaviors. Change the
system structure, and you change

- Stopping at drawing the diagram without identifying the behavior.

interventions
© 2026 KMP Consultants and MindWire, Inc. m M
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Identifying Delays

Many system behaviors emerge from delays between cause and effect. In CLDs, mark signifi-
cant delays with “||" across the arrow.

Common Delays in Organizations
« Hiring decisions take months to show productivity impact
« Training investments take time to translate to performance
* Quality problems may not surface until customer use
Cultural changes require sustained effort before results appear

Integration with Other Tools

With Stakeholder Matrix

Use CLDs to understand why stakeholder dynamics persist. Who benefits from current sys-
tem behavior? Who would be affected by changes?

With Risk Matrix

CLDs can reveal how risks connect. A supply chain disruption may trigger cascading effects
through interconnected loops.

Quick Reference Template

Causal Loop Diagram Canvas
Problem/Behavior:

Key Variables:
1. 2. 3.
4. . 6.

Reinforcing Loops Identified:
R1:

Balancing Loops Identified:
B1:

Potential Leverage Points:
1.
2.

Proposed Intervention:

DECATHLO N@
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DECISION TREE

Strategic Thinking Tool Guide

What Is a Decision Tree?

A Decision Tree is a visual mapping tool that breaks down complex decisions into a series of
sequential choices and their potential outcomes. Each branch represents a decision point,
and each path shows the logical consequences of that choice.

Decision Trees help leaders move from reactive problem-solving to proactive planning by
mapping out all possible paths before committing resources.

When to Use This Tool

« Evaluating capital investments or equipment purchases

« Analyzing make vs. buy decisions for components

« Planning project approaches with multiple viable options

« Assessing contract bid/no-bid decisions

« Determining resource allocation across competing priorities

Key Components

1. Decision Nodes (Squares)

Points where you must make a choice. Label each node with the specific decision being
made.

2. Chance Nodes (Circles)

Points where outcomes depend on external factors. Assign probability percentages to each
possible outcome.

3. End Nodes (Triangles)

Final outcomes showing the result of following a particular path. Include quantified impacts
where possible.

4. Branches
Lines connecting nodes, representing choices or possible events. Label each branch clearly.

© 2026 KMP Consultants and MindWire, Inc. m I : I
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Step-by-Step Process

Define the core decision clearly and specifically

Identify all realistic options for the first decision

For each option, map subsequent decisions or chance events
Assign probabilities to chance outcomes (must sum to 100%)
Calculate expected values by working backward from end nodes

o a0 bk~ w N~

Compare paths and identify the optimal decision

Defense Industry Example

Scenario: A manufacturing facility must decide whether to upgrade an aging test equipment

system.
Decision Path Investment Risk Factor Expected Outcome

Upgrade Now $2.5M Low (15%) +54.2M NPV over 5
years

Defer 18 Months S0 now Medium (40%) +$1.8M or -$1.2M

Replace Entirely $6.0M Very Low (5%) +S7.5M NPV over 5
years

Do Nothing S0 High (65%) -$3.0M (failure costs)

@ Pro Tip

When assigning probabilities, use historical data from similar projects or equipment.
Avoid optimism bias by having multiple team members independently estimate proba-
bilities, then averaging their inputs.

© 2026 KMP Consultants and MindWire, Inc. W I I I

DECATHLON {/



Expected Value Calculation
Expected Value (EV) = ¥ (Probability x Outcome Value)

For each path, multiply the probability of reaching each end node by its value, then sum all
weighted outcomes.

Example Calculation
If upgrading equipment has:

+  85% chance of $4.2M benefit = $3.57M

+  15% chance of $1.5M benefit (partial success) = $0.23M
+ Expected Value = $3.80M

+ Net EV after $2.5M investment = $1.30M positive

Common Mistakes to Avoid

« Forgetting to include the “do nothing” option as a baseline

« Assigning probabilities that do not sum to 100% at each chance node
« Failing to account for time value of money on long-term outcomes

« QOver-complicating the tree with too many minor decision points

« Not validating probability estimates with subject matter experts

Integration with STAR® Manager

Use Decision Trees during coaching conversations to help team members think through com-
plex choices systematically. The visual nature of the tool makes it easier to discuss trade-offs
and build shared understanding of why certain paths are preferred.

KEY TAKEAWAY

Decision Trees transform gut-feel choices into structured analysis. The discipline of
mapping options, assigning probabilities, and calculating expected values leads to bet-
ter decisions and clearer communication with stakeholders.

© 2026 KMP Consultants and MindWire, Inc. m I : I
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Quick Reference Template

Decision Tree Canvas
1. Core Decision:

2. Option A:

- Probability: % | Expected Outcome: S
3. Option B:

- Probability: % | Expected Outcome: S
4. Option C (Do Nothing):

- Probability: % | Expected Outcome: S

5. Recommended Path:

6. Key Assumptions:

@ Remember

The goal is not perfect prediction, but systematic thinking. Even rough probability esti-
mates lead to better decisions than no analysis at all..

© 2026 KMP Consultants and MindWire, Inc. m I : I
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RISK MATRIX

Strategic Thinking Tool Guide

What Is a Risk Matrix?

A Risk Matrix is a visual tool that plots potential risks based on two dimensions: the likeli-
hood of occurrence and the severity of impact. This allows leaders to prioritize risk mitigation
efforts and allocate resources to the most critical threats.

In defense manufacturing, where safety, quality, and schedule are paramount, systematic risk
assessment prevents costly failures and protects both people and programs.

When to Use This Tool

« Project planning and proposal development

« Safety assessments and hazard analysis

« Quality management and process improvement
« Contract negotiations and bid decisions

« Change management initiatives

« Capital investment decisions

The 5x%5 Risk Matrix

Likelihood Description Probability Range
5 - AlImost Certain Expected to occur >90%
4 - Likely Will probably occur 60-90%
3 - Possible May occur 30-60%
2 - Unlikely Could occur but not expected 10-30%
1-Rare May occur only in exceptional <10%
cases
Impact Description Examples
5 - Catastrophic Program failure, serious injury/ Contract termination, regulatory
death shutdown
4 - Major Significant cost/schedule over- >$1M cost, >3 month delay, cus-
run tomer escalation
3 - Moderate Noticeable impact, recoverable $100K-STM cost, 1-3 month
delay
2 - Minor Small impact, easily managed <§100K cost, <1 month delay
1 - Negligible Minimal impact No significant effect on objec-
tives

7
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Risk Score Calculation

Risk Score = Likelihood x Impact

Risk Priority Levels
«  Critical (Score 15-25): Immediate action required, escalate to leadership
« High (Score 10-14): Develop mitigation plan, assign owner
«  Medium (Score 5-9): Monitor and plan contingencies
« Low (Score 1-4): Accept or address as resources allow

Step-by-Step Process

Identify potential risks through brainstorming and historical data
Describe each risk clearly with specific trigger conditions
Assess likelihood using the 1-5 scale

Assess impact using the 1-5 scale

Calculate risk score and assign priority level

Develop mitigation strategies for high and critical risks

Assign owners and review dates

Monitor and update regularly

® N OAWN -~

Defense Industry Example

Scenario: Risk assessment for a new production line installation.

Priority Mitigation
Equipment 3 4 12 High Expedite orders, identi-
delivery delay fy alternates
Skilled labor 4 3 12 High Cross-train existing
shortage staff, contract support
Spec change 2 4 8 Medium Lock requirements,
from customer change control pro-
cess
Utility infra- 2 3 6 Medium Site survey, contingen-
structure cy power
issues
Training time- | 3 2 6 Medium Start training early,
line too short simulator use
Pro Tip

When assessing impact, consider all dimensions: cost, schedule, quality, safety, and cus-
tomer relationship. A risk may have low cost impact but high safety impact, which chang-
es its priority.

© 2026 KMP Consultants and MindWire, Inc.
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Mitigation Strategies

Avoid

Eliminate the risk by changing plans or approach. Best for high-likelihood, high-impact risks
where alternatives exist.

Transfer

Shift the risk to another party through contracts, insurance, or outsourcing. Common for
financial and specialized technical risks.

Mitigate
Reduce likelihood or impact through preventive actions. Most common strategy for risks that
cannot be avoided or transferred.

Accept

Acknowledge the risk and prepare contingencies. Appropriate for low-priority risks or those
where mitigation cost exceeds potential impact.

Common Mistakes to Avoid

« Focusing only on technical risks and ignoring organizational/people risks

« Not involving subject matter experts in risk identification

« Setting and forgetting the matrix, instead of regular review

« Letting optimism bias underestimate likelihood or impact

« Not documenting risk owners and specific mitigation actions

« Treating all medium risks the same instead of comparing underlying factors

Integration with STAR® Manager

Risk awareness is a key coaching topic. Use the Risk Matrix framework when helping team
members think through project challenges. Encourage them to identify risks early and devel-
op their own mitigation ideas rather than waiting for problems to escalate.

KEY TAKEAWAY

Risk management is not about eliminating all risks. It is about making informed deci-
sions about which risks to accept, which to mitigate, and ensuring the organization is
prepared for potential outcomes.
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Quick Reference Template

Risk Register Canvas
Project/Initiative:

Risk 1:
Likelihood (1-5): ___ | Impact (1-5): ___ | Score: ___
Mitigation:
Owner: | Review Date:

Risk 2:
Likelihood (1-5): ___ | Impact (1-5): __| Score: _
Mitigation:
Owner: | Review Date:

Risk 3:
Likelihood (1-5): ___ | Impact (1-5): ___ | Score: __
Mitigation:
Owner: | Review Date:
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SCENARIO PLANNING

Strategic Thinking Tool Guide

What Is Scenario Planning?

Scenario Planning is a strategic foresight method that develops multiple plausible future
states to test strategies and prepare organizations for uncertainty. Rather than predicting one
future, it explores several distinct possibilities to build adaptive capacity.

In the defense industry, where program timelines span years and external factors shift un-
predictably, scenario planning helps leaders make robust decisions that perform well across
different futures.|

When to Use This Tool

Long-term strategic planning (3+ year horizons)
Major capital investments with long payback periods
Market entry or expansion decisions

Technology adoption and capability development
Workforce planning and talent strategy

Supply chain strategy and partner selection

The Scenario Planning Framework

Key Principles

Scenarios are not predictions; they are stories about plausible futures
Good scenarios are internally consistent and logically coherent
Effective scenarios challenge assumptions and expand thinking

The goal is strategic insight, not forecasting accuracy

Step-by-Step Process

1
2
3
4.
5
6
7
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Define the focal question or strategic decision
Identify driving forces shaping the future environment
Rank drivers by impact and uncertainty

Select two critical uncertainties for scenario axes
Develop four distinct scenario narratives

. Test current strategies against each scenario

Identify robust strategies and early warning indicators
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Identifying Driving Forces

Categories to Consider
« Political: Regulations, government priorities, defense budgets
« Economic: Market conditions, cost pressures, currency fluctuations
« Social: Workforce demographics, skill availability, public opinion
« Technological: Automation, digitization, materials advances
« Environmental: Sustainability requirements, resource constraints
« Legal: Contract structures, liability, intellectual property

Defense Industry Example

Focal Question: How should we position our manufacturing capabilities over the next 10
years?

Critical Uncertainties Selected
Axis 1: Defense budget trajectory (Growth vs. Constraint)

Axis 2: Technology adoption pace (Rapid automation vs. Incremental change)

Scenario Budget Technology Strategic Implications
Growth + Automation Growing Rapid Invest heavily in ad-
vanced manufacturing,
upskill workforce
Growth + Traditional Growing Slow Expand capacity with
proven methods, hire
skilled trades
Constraint + Automation | Flat/Cut Rapid Automate to cut costs,
smaller but highly skilled
workforce
Constraint + Traditional | Flat/Cut Slow Optimize efficiency,

multi-skilling, lean oper-
@ Pro Tip

ations
Name your scenarios with memorable titles that capture their essence. This makes them
easier to reference in strategic discussions and helps the organization internalize the
different possible futures.

LT

v
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Developing Scenario Narratives

Elements of a Good Scenario
« Aclear and evocative title
« A narrative describing how this future came to be
+ Key events and milestones along the path
« Description of the operating environment
« Implications for your organization

Example Narrative Outline
Scenario: “The Automation Imperative” (Constraint + Rapid Technology)

« Year 1-2: Budget pressures intensify; efficiency mandates increase

« Year 3-4: Competitors adopt automation; cost gaps become visible

« Year 5-6: Labor market tightens for skilled trades; automation ROl proven
« Year 7-10: Industry consolidates around automated production leaders

« Implication: Organizations that delay automation risk cost disadvantage

Testing Strategies Against Scenarios

For each strategic option, ask:

« How well does this strategy perform in Scenario A? B? C? D?

« What are the risks if we pursue this strategy and Scenario X emerges?
« What capabilities do we need regardless of which scenario unfolds?

« What early indicators would tell us which scenario is emerging?

Identifying Robust Strategies

Robust strategies are those that perform reasonably well across all scenarios, not just the
most likely one. They typically involve:

« Building flexible capabilities that adapt to different conditions

« Making staged investments with decision points

« Developing options rather than betting on one future

« Investing in capabilities that are valuable regardless of scenario

KEY TAKEAWAY

The value of scenario planning is not predicting the right future. It is expanding thinking,
challenging assumptions, and building organizational agility to respond effectively to
whatever future emerges.
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Common Mistakes to Avoid

« Creating scenarios that are just variations on a single expected future
« Making scenarios too extreme or implausible

- Stopping after creating scenarios without testing strategies

« Not involving diverse perspectives in scenario development

« Treating scenarios as one-time exercises rather than living tools

Integration with Decision Trees

Combine Scenario Planning with Decision Trees by mapping your decision options against
each scenario. This reveals which choices are robust across futures and which are sensitive
to specific conditions.

Quick Reference Template

Scenario Planning Canvas
Focal Question:

Time Horizon:

Critical Uncertainty 1:

Critical Uncertainty 2:

Scenario T Name:

Key Features:

Scenario 2 Name:

Key Features:

Scenario 3 Name:

Key Features:

Scenario 4 Name:

Key Features:

Robust Strategy Elements:

© 2026 KMP Consultants and MindWire, Inc. m I : I

DECATH LON@



THE VIER™ FRAMEWORK

THE VIER™ FRAMEWORK AT A GLANCE

V - VALUE PROTECTION
Frame prevention as protecting existing value, not adding cost
Key Question: “What value are we protecting?”
Power Phrase: “This protects SX million in value”

| - INEVITABILITY MINDSET
Make the risk feel certain without prevention
Key Question: “When, not if, will this happen?”
Power Phrase: “It's not whether, but when"

E - EXECUTIVE OWNERSHIP
Make it their decision and legacy
Key Question: "How will you be remembered?”

Power Phrase: “This decision defines your leadership”

R - RISK REFRAMING
Position inaction as the risky choice
Key Question: “Which risk can you live with?”

Power Phrase: “Doing nothing is the highest risk”

Remember: VIER™ makes “‘no” impossible to say

© 2026 KMP Consultants and MindWire, Inc.
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INTRODUCTION

Why VIER™ Works

The VIER™ Framework addresses the fundamental challenge of prevention: making execu-
tives act on risks they can't see, don't feel, and hope won't happen. Traditional approaches
fail because they rely on logic alone. VIER™ succeeds because it addresses the psychological
barriers that block prevention decisions.

The Prevention Paradox

Prevention faces a unique challenge: when it works, nothing happens. There's no victory to
celebrate, no crisis overcome, no hero's story to tell. Success looks exactly like waste to those
who don't understand the risk that was avoided. VIER™ overcomes this by making the avoided
disaster feel as real as the prevention investment.

The Psychology of Executive Resistance
Executives resist prevention for predictable psychological reasons:

. Optimism bias: “It won't happen to us”

. Present bias: “We have more urgent priorities”
. Ambiguity aversion: “We need more data”

. Loss aversion: “We can't afford the cost”

. Social proof: “No one else is doing this”

VIER™ systematically addresses each of these biases, transforming resistance into urgency.

© 2026 KMP Consultants and MindWire, Inc. m I : I
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V - VALUE PROTECTION

Core Principle

Executives hate spending money but love protecting value. By reframing prevention from an
expense to value protection, you align with their fundamental motivation: being a good stew-

ard of organizational assets.

How to Apply Value Protection
STEP 1: Identify All Value at Risk

* Revenue streams threatened

« Assets that could be damaged

« Reputation that could be harmed

« Capabilities that could be lost

« Relationships that could be severed
STEP 2: Quantify the Value

« Direct financial losses

« Recovery and remediation costs

«  Opportunity costs during downtime

« Customer lifetime value at risk

Market share vulnerable to competitors
STEP 3: Create the Protection Ratio

+ Investment Required: SX

+ Value Protected: SY

« Protection Ratio: Y:X (aim for >100:1)

Language That Works

INSTEAD OF: “We need to spend STM on new
safety equipment”

SAY: “We can protect S150M in operational
value with a S1M safeguard”

INSTEAD OF: “This will cost $500K”

SAY: “For S500K, we secure $S50M in annual
revenue”

INSTEAD OF: “We should invest in redundan-
cy”
SAY: “This protects our $2B market position”

DECATH LON@
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Value Protection Examples

Manufacturing: “Protects S10M in monthly
production capacity”

IT: “Secures S5M in daily transaction pro-
cessing”

Safety: “Preserves our 5-year, S500M perfect
safety record”

Quality: “Defends our $1B premium brand
value”

Customer: “Safeguards S100M in recurring
revenue”
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| - INEVITABILITY MINDSET

Core Principle

Humans are terrible at processing probability but excellent at responding to certainty. By
shifting from “might happen” to “will happen,” you trigger action. The key is making executives
feel the weight of inevitability without appearing alarmist.

How to Create Inevitability
TECHNIQUE 1: Time Multiplication
« Single event probability: 2% per year
« Over 5years: 10% cumulative
« Over 10 years: 18% cumulative
* Message: “Nearly 1in 5 chance in a decade”

TECHNIQUE 2: Volume Multiplication
« Single unit failure rate: 0.1%
« Daily volume: 1,000 units
« Expected failures: 1 per day
«  Message: “We WILL have a failure daily”

TECHNIQUE 3: Trend Extrapolation
« Current rate: 2 incidents/month
« Trend: Increasing 20% monthly
« In 6 months: 5 incidents/month
« Message: "At this rate, failure is certain by Q3"

Language That Works Creating Urgency Without Alarm
INSTEAD OF: “There’s a risk this could DO: Use data and trends to show inevitability
happen”

DON'T: Use fear tactics or doomsday scenar-
SAY: “The only question is whether it happens ios

this quarter or next” DO: Reference similar organizations that

INSTEAD OF: “Probability is increasing” failed to act

SAY: “We're moving from IF to WHEN" DON'T: Suggest your organization is uniquely
INSTEAD OF: “We might face issues” vulnerable

SAY: “Without action, failure is mathematical ~ DO: Show accelerating risk factors

certainty” DON'T: Exaggerate or manipulate statistics

© 2026 KMP Consultants and MindWire, Inc.
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E - EXECUTIVE OWNERSHIP

Core Principle

Executives care deeply about their legacy and reputation. By making the prevention deci-
sion a defining moment in their leadership story, you tap into their most powerful motivator:
how they'll be remembered. This isn't manipulation - it's helping them see the true weight of
their decision.

How to Create Ownership
STEP 1: Make It Personal, Not Organizational
«  “Your decision” not “the company'’s decision”
«  “Your legacy” not “organizational impact”
«  “What you'll be known for” not “what will happen”

STEP 2: Connect to Their Stated Values
« If they value safety: “This defines safety leadership”
« If they value innovation: “This shows forward thinking”
« If they value efficiency: “This demonstrates operational excellence”

STEP 3: Reference Their Peer Executives
«  “CEO of X prevented similar crisis and is celebrated”
« “Executive at Y didn't act and was held accountable”
« ‘“Industry leaders are watching your decision”

Language That Works Creating Positive Ownership
INSTEAD OF: “The company should address ~ HERO NARRATIVE: “You can be the executive
this risk” who prevented disaster”

SAY: “This is your opportunity to demonstrate  VISIONARY NARRATIVE: “You saw what oth-
leadership” ers missed”

INSTEAD OF: “We need approval for this PROTECTOR NARRATIVE: “You safeguarded
investment” the organization’s future”

SAY: “Your decision here will define your BUILDER NARRATIVE: “You strengthened our
tenure” foundation”

INSTEAD OF: “The board expects action’

SAY: “You'll be remembered for having the
courage to act”

Avoid negative framing like “You'll be blamed
if this fails” - instead, focus on the positive
legacy of prevention leadership.

© 2026 KMP Consultants and MindWire, Inc. m I : I

DECATH LON@



R - RISK REFRAMING

Core Principle

Executives often see prevention as risky spending on uncertain threats. Risk Reframing flips
this by showing that NOT acting is the truly risky choice. This leverages loss aversion - execu-
tives fear making the wrong choice more than they fear spending money.

How to Reframe Risk
TECHNIQUE 1: Compare Risk Magnitudes
+ Risk of action: $TM spent unnecessarily
+ Risk of inaction: ST00M loss if disaster occurs
+  Frame: “Which risk can you accept: STM or S100M?”

TECHNIQUE 2: Asymmetric Consequences
« If we act and we're wrong: Small financial impact
« If we dont act and we're wrong: Catastrophic failure
« Frame: “The consequences are completely asymmetric”

TECHNIQUE 3: Competitive Risk
«  Our vulnerability: Known and growing
« Competitor status: Likely protected
« Frame: “We risk competitive disadvantage by not acting”

Language That Works Risk Comparison Framework
INSTEAD OF: “This investment reduces risk”  Always present both risks side by side:

SAY: “Not investing IS the risk” RISK OF ACTION:

INSTEAD OF: “We should be cautious about - Financial: $X investment

threats” - Timeline: Y weeks of implementation
SAY: “Inaction is the most dangerous choice” - Opportunity cost: Minor

INSTEAD OF: “This provides protection” - Reversibility: Can be adjusted

SAY: “Without this, we're gambling with every-  RISK OF INACTION:

thing”

* Financial: SXXX potential loss

+ Timeline: Permanent damage

+ Opportunity cost: Major

+ Reversibility: Cannot be undone

© 2026 KMP Consultants and MindWire, Inc. m I : I
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PUTTING VIER™ TOGETHER

The VIER™ Sequence

While VIER™ elements reinforce each other, there's an optimal sequence for introducing them:
1. START with Value Protection to establish the stakes

2. BUILD Inevitability to create urgency
3. ESTABLISH Executive Ownership to make it personal
4. CLOSE with Risk Reframing to force decision

Example: Complete VIER™ Application
SCENARIQO: Proposing cybersecurity upgrade to CFO

VALUE PROTECTION:
“This $2M investment protects $500M in annual revenue from ransomware disrup-
tion. That's 250-to-1 protection ratio.”

INEVITABILITY:

“Our industry sees 3 major attacks monthly. With 47 companies our size, statistically
we'll be hit within 16 weeks. It's not if, but when.”

EXECUTIVE OWNERSHIP:
“You've built our financial strength over 5 years. This decision determines whether
you're remembered for that growth or for the breach that undid it. You can be the CFO
who saw around the corner”’

RISK REFRAMING:
“We face two risks: invest $2M in protection that might feel excessive, or risk S500M
plus reputation when we're breached. Which risk would you rather explain to the
board? The asymmetry is 250-to-1"

© 2026 KMP Consultants and MindWire, Inc. m I : I
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VIER™ TEMPLATES & SCRIPTS

Email Template Using VIER™
Subject: Protecting SIX]M in [Area] Value - Decision Needed

[Executive Name],

[VALUE] We've identified an opportunity to protect S[X]M in [specific value] with a S[Y] invest-
ment - a [ratio]:1 protection ratio.

[INEVITABILITY] Based on [data/trends], we will face [specific risk] within [timeframe]. This
isn't a possibility - it's a mathematical certainty given [multiplying factors].

[OWNERSHIP] Your decision here will demonstrate the [leadership quality] you're known for.
This is an opportunity to [positive legacy statement].

[RISK] We can either invest S[Y] in prevention or risk S[X]M when [threat] occurs. The choice is
between a controlled investment and an uncontrolled crisis.

I've prepared a 10-minute briefing. When can we discuss?

[Your name]

© 2026 KMP Consultants and MindWire, Inc. m I : I
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Elevator Pitch Script (30 seconds)

“We can protect S50 million in production capacity with a S500K investment in redundant
equipment. [VALUE] Our failure rate data shows we'll have a critical breakdown within 6
months. [INEVITABILITY] This is your chance to prevent what happened to our competitor last
year. [OWNERSHIP] The real risk isn't spending S500K - it's losing $50M when prevention was
possible. [RISK]"

Presentation Opening Using VIER™

[SLIDE 1 - The Value at Risk]
“Every month, we process $S100M in customer transactions through our payment system...”

[SLIDE 2 - The Inevitability]
‘System age, increasing load, and deferred maintenance create mathematical certainty of
failure within 90 days..."

[SLIDE 3 - Your Decision]
‘As CFO, your decision today determines whether we're the company that prevented disaster
or explains it...”

[SLIDE 4 - The Real Risk]

“We face two choices: controlled investment of S3M or uncontrolled loss of ST00M. Which
risk can we live with?”

© 2026 KMP Consultants and MindWire, Inc. m I : I
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TROUBLESHOOTING VIER™

When VIER™ Meets Resistance

OBJECTION: “You're being alarmist”

RESPONSE: Return to data and inevitability

“I'm simply sharing what the data shows. Would you prefer | hide these trends? The
math is clear - at current rates, we face [specific outcome] by [date]. That's not alarm,
that's arithmetic.”

OBJECTION: “We can't afford this”

RESPONSE: Reinforce value protection and risk reframing

“We can't afford NOT to do this. The investment is $[X], but we're protecting S[Y]. If we
can't afford S[X], how can we afford to lose S[Y]? The cost of inaction is [ratio] times
higher.”

OBJECTION: “We need more data”

RESPONSE: Emphasize inevitability and ownership

“What specific data would change your decision? We know [list facts]. More data won't
change these fundamentals, but delay increases risk by [specific amount]. Leaders act
on sufficient information, not perfect information.”

OBJECTION: “This isn’t the right time”

RESPONSE: Focus on inevitability and risk acceleration

“When would be the right time? After the failure? Risk doesn't wait for convenient tim-
ing. Every day we delay, the probability increases by [X]% and our response costs rise
by S[Y]. The right time for prevention is always now.”

When VIER™ Isn't Working

DIAGNQOSIS: Check your foundation
L1 Is your value calculation credible and documented?
L] Is inevitability based on data, not opinion?
[ Are you speaking to what the executive actually values?
L] Is your risk comparison truly asymmetric?

ADJUSTMENT: If one element isn't landing, strengthen others
+ Weak value case? Double down on inevitability
* Inevitability questioned? Emphasize ownership and legacy
+ Ownership not resonating? Focus on risk asymmetry
+ Risk comparison ignored? Return to value protection

© 2026 KMP Consultants and MindWire, Inc. m I : I
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PRACTICE EXERCISES

Exercise 1: Value Protection Practice

Your scenario: Need S50K for equipment maintenance
TASK: Reframe using value protection

1. What value does this equipment enable? S

2. What would downtime cost per day? S

3. How many days of downtime if it fails?

4. Total value at risk: S

5. Protection ratio: ul
Your value protection statement:

Exercise 2: Inevitability Practice

Your scenario: System showing 2% monthly failure increase
TASK: Create inevitability

1. Current failure rate: %

2. Rate in 3 months: %
3. Rate in 6 months: %
4. Point of certain failure: months

Your inevitability statement:

Exercise 3: Executive Ownership Practice

Your scenario: Presenting to VP of Operations
TASK: Create ownership
1. What does this VP value most?
2. What's their biggest achievement?
3. What legacy do they want?
4. How does prevention fit their story?
Your ownership statement:

© 2026 KMP Consultants and MindWire, Inc. m I : I

DECATHLO N@



Exercise 4: Risk Reframing Practice

Your scenario: STO0K prevention vs. S5M potential loss
TASK: Reframe the risk
1. Risk of acting: S
2. Risk of not acting: S
3. Asymmetry ratio: i
4. Which is truly risky?
Your risk reframing statement:
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REAL-WORLD VIER™ EXAMPLES

Example 1: IT Security Investment
CONTEXT: CISO requesting S3M for security upgrade to Board

VALUE: “This protects our $S2B market cap. One breach averages $8.2M in direct costs plus
7% stock decline. We're protecting S140M in shareholder value”

INEVITABILITY: “Our industry suffered 47 major breaches last year. With 200 companies our
size, that's a 23% annual probability. Over 3 years, it's statistically certain.”

EXECUTIVE: “Board members, you're the guardians of shareholder value. This decision de-
termines whether you're the board that prevented disaster or the one explaining it in deposi-
tions.”

RISK: “We choose between investing S3M proactively or losing S140M reactively. Which head-
line do you prefer: ‘Company Invests in Security’ or ‘Board Failed to Prevent Breach™”

RESULT: Approved unanimously

Example 2: Manufacturing Equipment Replacement
CONTEXT: Plant manager requesting $500K for equipment replacement

VALUE: “This equipment produces S50K daily in product. A failure means 30-day replacement
time. That's $S1.5M in lost production, plus $500K in expedited shipping to meet commit-
ments. We're protecting $2M in value.”

INEVITABILITY: “Vibration analysis shows bearing degradation accelerating 15% monthly. We
have 3 months until catastrophic failure. This isn't prediction - it's physics.”

EXECUTIVE: “You've run this plant profitably for 8 years. This decision determines if year 9 is
your best or worst. You can be the manager who prevented shutdown or the one who ex-
plains it

RISK: “Spend $S500K on our schedule or $2M on the equipment’s schedule. Control or chaos -
which risk fits your operational excellence standards?”

RESULT: Approved with commendation for proactive management
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MEASURING VIER™ SUCCESS

Immediate Indicators

Your VIER™ application is working when executives:
« Stop talking about cost and start discussing value
Ask “when will this happen?” not “will this happen?”

Use “I" and “my decision” instead of “we” and “the company”

Compare action risk to inaction risk
Request implementation timeline, not more analysis

Response Progression
Track executive responses through stages:

STAGE 1: Skepticism
“This seems expensive” — Keep emphasizing value protection

STAGE 2: Concern
“Is this really likely?" — Strengthen inevitability data

STAGE 3: Consideration
‘I need to think about this” — Add executive ownership

STAGE 4: Comparison
“What if we don't do this?" — Risk reframing is working

STAGE 5: Commitment
“How quickly can we implement?” — VIER™ has succeeded

Long-term Success Metrics

+ Prevention proposals approved: Target 70%+

- Time from proposal to decision: Reduce by 50%

+ Executive championing your proposals: Increases

« Invited to strategic planning: Indicates trusted advisor status
+ Others adopting VIER™: Shows methodology value

© 2026 KMP Consultants and MindWire, Inc.
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QUICK REFERENCE GUIDES

VIER™ Power Phrases

VALUE PROTECTION:
0 “Protecting SX with SY investment”
L1 “Securing our most valuable asset”
[0 “Safeguarding future revenue”
[l “Defending market position”
[0 “Preserving what we've built”
INEVITABILITY:
L1 “Not if, but when”
0 “Mathematical certainty”
L1 “The trend is unmistakable”
0 “Time is running out”
L1 “The clock is ticking”

EXECUTIVE OWNERSHIP:

O
O
O
O
O

“Your decision defines..
“Your legacy includes..
“You'll be remembered for..”
“This is your moment to..."

“History will show you.."

RISK REFRAMING:

O

I I I
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“The real risk is inaction”
“Which risk can you accept?”
“Inaction is a choice”

“The safe choice is prevention”

“Doing nothing is gambling”
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VIER™ Checklist

Before any prevention presentation:

VALUE PROTECTION:
] Calculated total value at risk
1 Created protection ratio
[0 Documented assumptions

INEVITABILITY:
[J Gathered trend data
] Calculated time to failure
[0 Identified accelerating factors

EXECUTIVE OWNERSHIP:
[1 Researched executive's values
[0 Identified legacy concerns
[1 Prepared personal framing

RISK REFRAMING:
[0 Quantified both risks
[ Calculated asymmetry
L] Prepared comparison visual
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MASTERING VIER™

The Path to Mastery
WEEK 1-2: Practice each element separately
« Focus on value protection in every conversation
« Find inevitability in your current projects
+ Notice what executives truly value
- |dentify risk asymmetries around you

WEEK 3-4: Combine elements in pairs
+ Value + Inevitability in emails
+ Ownership + Risk in presentations

* Practice transitions between elements

MONTH 2: Full VIER™ implementation
+ Use all four elements in major proposals
+ Adjust emphasis based on audience

» Track which elements resonate most

MONTH 3+: Advanced application
+ Teach VIER™ to others
- Adapt for different contexts

« Build reputation as prevention champion

Remember

VIER™ isn't manipulation - it's illumination. You're helping executives see the true nature of
prevention decisions. When you make value visible, inevitability clear, ownership personal, and
risk comparative, you enable better decisions that protect organizations and save lives.

Every time you successfully apply VIER™, you prevent a disaster that would have happened.
That's invisible heroism. That's prevention leadership. That's your legacy.
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