
HOW IT HURTS TO ADMIT
C O N V E R S I O N J A M

YOU’RE WRONG
A N D

HOW IT HURTS
YOUR BUSINESS





Have you ever estimated the length of a project?
R A I S E  O F  H A N D S



Were you wrong?



Have you ever estimated the impact of an A/B-test?
R A I S E  O F  H A N D S



Were you wrong?



We’re at loss when dealing with the future.



How do we know if our ideas are any good?



We try them, or we guess.



We can’t afford to try all ideas, 
so we mostly guess.



When we guess with money we usually use words 
like predictions, business plans, and analyses.



Nevertheless, they are guesses.



The challenge is that we’re notoriously 
bad at predicting the success of ideas.



Do you remember your first prediction?



“What do you want to be when you grow up?”

























We get better at making predictions with time.



Or do we…?



Differentiating between causation and 
correlation in business is complex.







Hindsight is 20/20.



Hindsight is 20/20.



Hindsight is 20/20  
full of preconceived ideas & biases.



Do we know of ways of behaving 
that have been proved to 

produce better predictions?



A study that took over 20 years.



Good Judgement & 
Political Forecasting.

by Philip Tetlock



People were really bad at 
predicting the future.



Worse than chance-bad.



Causal relationship between having 
better judgement, and personality traits.



It has nothing to do with your  IQ.



Dogmatism → bad judgement



Key indicators of people with bad judgement:

• Strong opinions 
• Simple answers to difficult questions 
• Confident in their ability to judge 
• Have one view of the world, update the 

rules of proof to fit that world view 
• Look for facts to prove themselves right





Nuanced  → better judgement



Open mindset & curious.



Key indicators of people with good judgement:

• Confident in the difficulty of judging 
• Carefully weigh proof for and against 
• Complex answers to difficult questions 
• Update their views of the world after being 

exposed to new evidence 
• Look for facts to prove themselves wrong



Dogmatic. Nuanced.



Delayed judgement.



“I don’t know”



LET’S TALK ABOUT WHY 
NONE OF THIS WORKS





“There's no chance that the iPhone is 
going to get any significant market share. 

No chance. It's a $500 subsidized item.”

— Steve Ballmer, 2007

http://www.businessinsider.com/heres-what-steve-ballmer-thought-about-the-iphone-five-years-ago-2012-6?r=US&IR=T&IR=T


https://www.cnbc.com/2019/01/18/microsoft-ending-windows-10-mobile-says-switch-to-iphone-or-android.html


“There's no chance that the iPhone is 
going to get any significant market share. 

No chance. It's a $500 subsidized item.”

— Steve Ballmer, 2007

http://www.businessinsider.com/heres-what-steve-ballmer-thought-about-the-iphone-five-years-ago-2012-6?r=US&IR=T&IR=T


Quick vote.



“There's no chance that the iPhone is going to get any significant 
market share. No chance. It's a $500 subsidized item.”

— Steve Ballmer, 2007

Was Ballmer right?

RightWrong Somewhat right
👍👎 👋

http://www.businessinsider.com/heres-what-steve-ballmer-thought-about-the-iphone-five-years-ago-2012-6?r=US&IR=T&IR=T


Thank you for voting.





A: It's sort of a funny question. Would I trade 96% of the market for 4% of the 
market? (Laughter.) I want to have products that appeal to everybody. 

Now we'll get a chance to go through this again in phones and music players. 
There's no chance that the iPhone is going to get any significant market 
share. No chance. It's a $500 subsidized item. They may make a lot of money. 
But if you actually take a look at the 1.3 billion phones that get sold, I'd 
prefer to have our software in 60% or 70% or 80% of them, than I would to 
have 2% or 3%, which is what Apple might get.
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Guess ≈ 2-4%

2010 ≈ 4%

2011 ≈ 5%





RightWrong Somewhat right
👍👎 👋



“For the great enemy of truth is very often not the lie—
deliberate, contrived and dishonest—but the myth—persistent, 
persuasive, and unrealistic. Too often we hold fast to the cliches 

of our forebears. We subject all facts to a prefabricated set of 
interpretations. We enjoy the comfort of opinion without the 

discomfort of thought.”

— John F Kennedy, 1962



We enjoy the comfort of opinion without 
the discomfort of thought.



“The first principle is that you must not fool 
yourself—and you are the easiest person to fool.”

— Richard Feynman



If you’re thinking “I get your point, 
but I was right…”
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Confirmation bias.
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I spent over a year at Minecraft on a project 
that amounted to basically nothing.



ROI isn’t exactly great when return is 0.



There were clear signs.



Roadmap continuously pushed.



Focus repeatedly changed.



Difficult to explain.



Ran quantitive tests.



Proved that it was still a good idea.



We pushed on.



This is what we do when we get attached to ideas.
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Human reasoning isn’t enough.



Human reasoning isn’t enough.



“In terms of my intuitions being better than they were — no.  
And furthermore, I have to confess, I’m also very overconfident. 
Even that I haven’t learned. It’s hard to get rid of those things. 

I’ve been studying that stuff for over 50 years and I don’t think 
that my intuitions have really significantly improved.” 

— Daniel Kahneman, in a 2019 interview with Sam Harris



Hugo Mercier & Dan Sperber argues that 
reasoning isn’t a method to reach conclusions 

that makes the most sense—it’s a tool to 
defend our social status, and convince others.

The Enigma of Reasoning, 2018



Institutionalized disconfirmation.




