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High-stakes decisions in
environments where
certainty is impossible.

Yet, many organisations still treat marketing decisions
as if they were precise engineering problems.
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Dashboards, attribution models, and performance metrics
give the false impression that the answer is already
contained in the data. Budgets are justified using models
that imply a level of accuracy that simply does not

exist. The result is overconfidence, short-term thinking,
and volatile performance.



The Reality of Marketing Effects.

O1=s |02

Uncertain Delayed

Models rely on estimates and assumptions, not ground truth. l§ Advertising effects persist and materialize over long time horizons.
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Non-Linear Context-Dependent
Channels interact in complex ways; 10% more Results hinge heavily on creative quality and
budget does not guarantee 10% more return. aggressive competitive conditions.

Analytics are not unreliable. But confidence varies.



The Pivot: From Engineering to Judgement

Seeks the exact
answer in the data.

Treats all insights and
dashboard figures as
equal truth.

Asks: “What is the
precise ROI of this
channel?”

Aims to eliminate
uncertainty.
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Disciplined Judgement

Evaluates the weight of the evidence.

Asks: “How much confidence should we place in
this evidence, and is the opportunity worth the
risk?”

Grades evidence based on context and
methodology.

Manages uncertainty deliberately.



A good management system
does not eliminate uncertainty.
It makes uncertainty visible
and manageable.

The role of leadership is to guide decisions when
the evidence is fundamentally incomplete.
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Tool 1: The Certainty Index

A management tool that asks a simple but
powerful question: How confident are we
In the evidence behind this decision?

BELIEF vs. KNOWLEDGE.

Good organisations systematically
distinguish between what they believe to
be true, and what they actually know.




Evidence Is Not Equal.
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The New Conversation.

“Is this proposal right?”

1. What evidence exactly supports this?

2. Where does this sit on the Certainty
Gradient?

3. Where are the unknowns we are
accepting?

Reduces the risk of decisions being driven by the most persuasive presentation rather than the strongest insight.



Tool 2: Beyond Certainty.

Certainty alone is not enough to
guide decisions.

R el /s ol Highly reliable opportunities
B O ey, | often offer limited growth.
%% 4 Transformative opportunities carry
S N e substantial uncertainty.

¥ AT Ry . Neither option is automatically superior;
a1 § P e the key is to make the trade-off explicit.




The Finance Analogy: Risk—Return Thinking.

Wall Street Portfolio Theory Marketing Application
Question 1: What is the expected Question 1: What is the growth
return? potential of this campaign?
Question 2: What risk accompanies Question 2: How uncertain is the
that return? evidence supporting it?

Goal: Balance asset classes to Goal: Balance reliable tactics with
optimize yield while capping strategic experiments to optimize

downside risk. long-term brand growth.




The Marketing Portfolio Matrix.

When certainty and risk—return thinking are combined, marketing ceases to be a series of isolated campaigns and becomes active portfolio management.

Core Investments
(High Certainty, Modest Return)

Growth Opportunities
(Moderate Certainty, High Return)

Strategic Experiments /

(Low Certainty, Massive Potential, Capped Risk) /
////////////////////////////////////////////é

Certainty of Evidence (Low to High)
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Risk / Potential Return (Low to High)



Category 1:
Core Investments

Characteristics: Highly reliable.
Consistent results. The stable base of the

marketing system.

01 Established performance
channels.

02 CRM programmes.

0 Proven demand
generation tactics.

Management Stance: Protect and optimize




Category 2: Growth
Opportunities.

Characteristics: Moderate certainty.

Higher potential upside. Drives
iIncremental growth.

Expanding into new
audiences.

Creative reinvention of
existing assets.

Entering emerging media
channels.

Management Stance: Scale cautiously based
on incoming evidence.
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;; Category 3: Strategic
' Experiments.

R D =1 1/ Characteristics: Intentionally exploratory.
| = | &/ Low certainty, but risk is strictly capped.
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O1 Unprovennew
N platforms.

O Unconventional
formats.

A Emerging consumer
behaviours.

Management Stance: The purpose is hot immediate
performance, but learning and future opportunity.
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Control the scale of the risk.



The Practice: 5 Habits of Decision Discipline.

Make Separate Design
01 assumptions 02 confidence from 03 decisions as
explicit. enthusiasm. experiments.
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Encourage Focus on
04 Intellectual 05Iearning
humility. over being
right.

The philosophy becomes useful only when it
shapes daily management practices.




Habit 1 & 2: Audit Assumptions

& Isolate Enthusiasm.

Enthusiasm / Hype

Evidence /
Certainty

Habit 1: Document
assumptions about
customer behavior,
channel

effectiveness, and
competitive reaction.
When assumptions are
visible, they can be
tested.

Habit 2: Evaluate
proposals using both
expected opportunity and
certainty of evidence.
Prevent the organization
from over-funding
fashionable ideas while
neglecting proven drivers
of growth.



Habit 3: Decisions as Experiments

Where uncertainty is high, decisions should be framed as tests rather than absolute commitments.

The Commitment

The Experiment




Habit 4 & 5: Humility &
Learning over Rightness

Habit 4: Recognize that no model or executive
intuition is perfectly reliable. Teams that
openly acknowledge uncertainty learn faster
and adapt more effectively.

Habit 5: A culture that rewards only correct
predictions kills experimentation. Reward
well-designed decisions that improve
knowledge, even when immediate outcomes
fail.




The Leadership Shift.
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Asking “Which channel ) Asking “Which opportunities
have the strongest evidence?”

has the highest ROI?”

answers from analytics overconfident?” and “Where are
teams. we under-investing in learning?”

Defending individual, Managing a holistic, risk-
isolated campaigns. ) adjusted system of investments.

Demanding absolute a Asking “Where are we




The Long-Term Advantage

Decision Discipline

Rational
Resource
Allocation.

Capital moves
efficiently because
evidence strengthis
actively weighed
alongside the raw
opportunity.

Faster
Institutional
Learning.

Because
experimentationis
embedded inthe
decision-making
process, the
organization adapts
faster than competitors.

Managed
Overconfidence.

Catastrophic bets are
avoided because
uncertainty is
acknowledged
openly rather than
hidden behind flawed
analytics.



Marketing will always involve
uncertainty. Consumer behaviour,
cultural change, and competitive
dynamics make that unavoidable.

But uncertainty does not need
to lead to guesswork.
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