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Introduction
� Most errors in thinking occur at the perception stage.

� Perception = what we receive through our senses + how we 
process it in our minds.

� Different people perceive things in different ways.

� 5 common failures of perception
1.  We fail to look for something1.  We fail to look for something
2.  We only see part of the situation
3.  We leave out important details
4.  We fail to think about consequences or about other 
people’s thinking / opinion
5.  We fail to generate alternatives



The CoRT Tools

� Provide a framework to broaden and clarify perception – leads to better 
thinking.

� Each tool has a specific function & is easy to use but needs to be 
practiced.

� The names of the individual tools make them easier to use and 
recognise . They serve as a handle –help you pick up the tool and use it 
properly.properly.





AGO
� A perception-broadening, attention-directing tool.
� More concerned with the overall purpose or objective of the 

thinking than the moment-to-moment focus.
� Looks at the intention behind actions.
� What is the purpose of the thinking?
� What do we want to achieve?  � What do we want to achieve?  
� What do we want to end up with? 
� The AGO directs attention to the specific purpose of the 

thinking.
� If we know exactly where we want to go we are more likely to 

get there.



Example of an AGO

� A developer building a new shopping centre has the 
following objectives: 
� making a profit for his corporation and for himself 

as a result;
� developing a successful shopping centre;developing a successful shopping centre;
� pleasing the potential shoppers;
� fitting in with the planning authorities;
� working on time & within budget to be asked to 

develop more shopping malls.



How to do an AGO?
� Draw up one list of the Aims, Goals and Objectives of 

your thinking (not 3 separate lists!)

� There are 3 levels of objectives:

a. overall – general aims of thinking, e.g., exploring 
a subject or solving a problema subject or solving a problem

b. sub-objectives –breaking down overall aims into 
smaller more specific goals  

c. right-now – even smaller, more specific 
objectives that may be more immediate



When to do an AGO?

� At the beginning of a thinking session because 
it provides focus, gives direction and gets the 
ball rolling.

� It is very useful before studying for a test or � It is very useful before studying for a test or 
preparing for an assignment.

� It can be used by businesses to help construct a 
vision and mission statement.



Exercise 

�Do an AGO for opening your own 
business!business!
� What is the ultimate aim of having your own business?

� What are the sub-objectives (more specific) of your 
plan?





CAF

� This is an attention-direction tool designed to increase 
the breadth of perception.

� A deliberate effort is made to consider ALL the factors A deliberate effort is made to consider ALL the factors 
involved (not just some of the factors), to avoid leaving 
anything out.

� Prioritising (deciding which are more important) is 
done later.



Example of a CAF
� In a place X there used to be a law that all new 

buildings had to have large parking lots in the 
basement so that people working there would have 
somewhere to park.

� After a while this law was changed as it was found to be 
a mistake. Why?

� After a while this law was changed as it was found to be 
a mistake. Why?

� They had forgotten to consider the factor that 
providing parking lots would encourage everyone to 
drive in to work in their cars and so the traffic 
congestion on the road was worse than ever.



How to do a CAF?

� Purpose: to make sure no factors are being inadvertently left out –
(leaving out factors  -> inadequate thinking ).

� Be as comprehensive as possible.

� Look around and explore – scan as widely as possible.

� When you have finished, try again! 

Ask questions such as:� Ask questions such as:
- Which factors should be considered before making a decision?
- Has any factor been left out?
- Has there been attention to ALL factors that could possibly be 
involved?

� Make a list of all the factors you have considered.

� You may wish to ask someone else to tell you whether you have left 
out some important factors.



When to do a CAF?

� Planning / organising an event or activity (e.g., 
a party or a trip) 

� Decision making (e.g., deciding whether to buy 
something)something)

� Judging

� Arriving at a conclusion



Exercise

�Do a CAF for opening your own
business!business!
� What are the factors that have to be considered?

� Things that need to be done

� Potential risks

� Impact on personal life and goals, etc.?





FIP

� The FIP is another attention-directing tool.

� As opposed to the CAF, the FIP does not broaden 
perception but narrows it down.

� The FIP is used to narrow down long lists to most 
important things that need to be done first.important things that need to be done first.

� The FIP thus directs attention to priorities.



Why do a FIP?

� Priorities guide everything we do, so they are extremely 
important.

� Some things matter much more than others.  The FIP 
helps you see what really matters.helps you see what really matters.

� When you have a clear view of the priorities it is easier 
to choose between alternatives.

� What alternative best matches the priorities? 



How to do a FIP?
� Forces you to make choices.
� Set a limit for no. of priorities to be selected (3 – 5); try to 

stick to it, even if more factors seem to be important.
� In choosing priorities look for:

� Value – would the action be worth doing if I drop this factor?
� Feasibility – would it be possible to carry out this action if I drop this 

factor?factor?

� When you cannot narrow down priorities, try combining 
some of them.

� With contradictory priorities, try to design a way to satisfy 
both priorities.

� If not possible, then make a trade-off.  Give up one priority 
in order to enjoy another.



When to do a FIP?

� A FIP can be done right after an AGO to offer 
guidelines which tell you how to reach your objectives.

A FIP can also be done on the factors set out in a CAF � A FIP can also be done on the factors set out in a CAF 
or on the alternatives from and APC.

� Using the FIP in these cases will help you start making 
decisions.



Exercise

�Do a FIP for opening your own 
business!business!
� What are the first most important things that have to be 

done in the process?

� You may select them from the list of CAF.





APC
� The APC is another attention-directing tool.

� Instead of moving forward with thinking we look at 
parallel possibilities.

� The APC involves a process of deliberately trying to 
find alternatives.
The APC involves a process of deliberately trying to 
find alternatives.

� The APC is an action tool as it helps you generate 
possible lines of action.

� It is also the tool for creativity.



Types of alternatives
� Perception – the same thing can be looked at in many 

different ways.

� Action – alternative courses of action can be taken in a 
situation.

� Solutions – alternative solutions to a problem.� Solutions – alternative solutions to a problem.

� Approaches – different ways of tackling a problem in order 
to find a solution.

� Explanations – alternative explanations of how something 
happened.  Alternative hypotheses in science.



Why do an APC?
� Sometimes we are forced to look for alternatives 

because the traditional way does not work.

� Sometimes we want to look for alternatives because 
we believe that we will find a better one than the one we believe that we will find a better one than the one 
we use.

� There is almost always an alternative, even if there 
does not appear to be one at first.



How to do an APC?
� First list the usual alternatives, then create some more.

� Make an effort to generate other possibilities and 
alternatives.

� Ask “what other possibilities and choices are there?” � Ask “what other possibilities and choices are there?” 

� Even wild ideas should be included – they can be 
adjusted and can lead to something feasible.



When to do an APC?

An APC can be used :

1. When trying to understand something

2. When making a prediction

3. When designing an outcome3. When designing an outcome



Exercise

�Do an APC for opening your own 
business!
� What are the other choices to opening your own � What are the other choices to opening your own 

business?

� What are the other alternative areas/markets your 
business could focus on?

� Different business models?





PMI

� The PMI is a tool to help you think about all sides of a 
situation.

� It forces you to explore the situation fully before 
making a decision.

� P stands for plus – what are the positive points?

� M stands for minus – what are the negative points?

� I stands for interesting – these are neither positive nor 
negative, but neutral observations and comments (e.g., 
it would be interesting to see if…)



Example of a PMI

Idea: All the seats should be taken out of buses.
P: More people can get into each bus.

It would be easier to get in and out.
Buses would be cheaper to make and to repair.

M: Passengers would fall over if the bus stopped suddenly.
Old and disabled people would not be able to use buses.Old and disabled people would not be able to use buses.
It would be difficult to carry shopping bags or babies.

I: Interesting idea that might lead to two types of bus, one with and 
one without seats.
Interesting idea that the same bus would do more work.
Interesting idea that comfort may not be so important in a bus .



How to do a PMI?

� The PMI is not simply a matter of thinking up points and 
dropping them into the P, M, or I boxes

� A deliberate effort must be made to:
1. First look at the plus points1. First look at the plus points
2. Then look at the minus points
3. Then finally look at the interesting points 

� Stick to that order and do not switch between P, M, and I.



Notes on the PMI
� With a PMI, you decide whether or not you like the idea after 

you have fully explored it, not before.

� Without a PMI, judgments and decisions are likely to be based 
on emotions, not on the value of the idea.

� The PMI is important because:
1. It helps you see hidden disadvantages in a seemingly wonderful 1. It helps you see hidden disadvantages in a seemingly wonderful 

idea.
2. It prevents you from rejecting a valuable idea that seems 

worthless (or negative) at first sight.

� The PMI can show that ideas are not simply good or bad but 
can also be interesting if they lead to other ideas - the 
‘interesting’ points of the PMI scan open up possibilities and 
speculations and could lead to creative thinking.



When to do a PMI?
� Evaluation - use this tool to evaluate a situation.  This 

does not mean that you will only do something if there 
are a lot of plus points.  You might want to go ahead 
anyway if there are many minus points.  You just want 
to be aware of the situation.

� Assessment – be as honest and comprehensive as 
possible, be objective, do not restrict your comments possible, be objective, do not restrict your comments 
depending on whether you like the suggestion or not.

� Choice – when choosing among alternatives, use PMI 
on each alternative (a.g., after APC).



Exercise

�Do a PMI for opening your own 
business!
� Positive & negative & interesting aspects.� Positive & negative & interesting aspects.





OPV
� The OPV is a tool that helps you consider the views 

of others.

� It helps you to focus your attention on the different 
people involved in a situation and to consider what people involved in a situation and to consider what 
they might think in those circumstances.



How to do an OPV

� There are two steps involved in an OPV: 

1. First list all the people / entities involved – who is 
affected by this thinking or action?

2. Then try to find out their views or imagine what they 2. Then try to find out their views or imagine what they 
might think - what are the views of those affected?



Example of an OPV

� A salesperson is trying to sell you a used sports car.

� The salesperson’s point of view is to show how sharp it 
is, how powerful the engine, the new tires, how it suits 
you, what a good buy it is.

� Your point of view is to see whether it has been in a 
crash, how much spare tires cost, how worn the parts 
are, how much gas it uses, how it compares to other 
cars you have seen.



When to do an OPV

� In arguments - to help you look at both sides and 
increase your objectivity.

� When making decisions - to explore how others � When making decisions - to explore how others 
will be affected.



Exercise

�Do an OPV for opening your own 
business!
� Stakeholders involved: � Stakeholders involved: 

� Your family & friends

� Competitors

� Local community





C&S
� Everything we do has a consequence in the future.

� Even doing nothing has a consequence.

� However thinking about consequences does not come 
naturally to most people.  In fact we often act without 
thinking about the consequences.thinking about the consequences.

� We need to make a deliberate effort to foresee 
consequences.



C&S

� The C&S is a tool that helps you run things forward in 
your minds – it helps you think about the 
consequences of your actions.

� It is something like making a road map.

� If you see that the road ahead of you is a bad one then 
you don’t take that road.



Time-Frames
1. Immediate consequence – what would happen in a few 

days or weeks?
2. Short-term consequences – what would happen in a few 

months?
3. Medium-term – what would happen in a few years? (when 

things have settled down)
4. Long-term consequences – what would happen after a 

number of years (much later)?
4. Long-term consequences – what would happen after a 

number of years (much later)?

� Time frames will vary according to the subject / situation
� The less stable a subject is the shorter each time frame 

would be – e.g., in IT time frames would be short



Example of a C&S
� In 1859, Englishman Thomas Austin introduced rabbits to 

Australia to provide hunting for himself and his friends
� The rabbits quickly multiplied...
� The immediate consequences were good (for the hunters!!) 

because there were plenty of rabbits to shoot at.
� The short-term consequences were also good because the 

rabbit provided an alternative source of meat.rabbit provided an alternative source of meat.
� The medium-term consequences were bad because the 

rabbit multiplied so much that it became a pest.
� The long-term consequences were very bad because the 

rabbit spread all over Australia and did a great deal of 
damage to crops.



How to do a C&S
� Run events and action possibilities forward in 

your mind and look at the consequences of 
each.

� Ask yourselves: “if this were to happen, or be 
done, what would follow?”

� The C&S can be General or Detailed� The C&S can be General or Detailed
� In the General C&S you give a list of all the 

consequences that you can think of

� In the Detailed C&S the consequences are divided 
into sections according to time frames



When to do a C&S

� To make hypotheses.

� To predict possible outcomes of alternatives (can 
be used after the APC).



Exercise

�Do a C&S for opening your own 
business!
� Think about how will it change your life and what your � Think about how will it change your life and what your 

life will be in some years time.



Thank you for your effort and attention!


