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Introduction 
Every purposeful action is a bet. One acts now on the expectation or hope - but not the certainty - of the results that 
will be achieved in the future. As Alan Greenspan, chairman of the U.S. Federal Reserve, put it, "Human actions are 
always rooted in a forecast of those actions." 
 
Every time we act, we invest time or reputation or effort or money with no guarantee that the results we seek, no 
matter how likely they may seem, will occur as we've planned - or as we'll desire when the results occur. 
 
Once we've placed any of our assets at risk, we've placed a bet. Our bets may be large, as in a marriage or corporate 
merger, or small, as in a decision about where to have dinner or what to wear for an upcoming business meeting. But 
if the decisions involve committing resources now to achieve some result in the future, our actions are bets. 
 
Improving our odds in those bets involves Predictive Intelligence - PI - the ability to act in the face of uncertainty to 
bring about the desired result. Predictive Intelligence can be improved, just like any other set of skills. 
 
First you have to recognize when you're in a betting situation. Then you can follow 12 quick steps, the Gambler's 
Dozen, to increase your predictive intelligence and improve the odds on your business and life bets. Over time, the 
portfolio of bets you place will lead to the kind of future you envision or desire. You can go from depending on blind 
luck to making your own luck and controlling your destiny. 

On Predictive Intelligence 
Acting in the face of uncertainty is scary because you're acting before all the facts are in - although in truth you 
always act before all the facts are in, whether you're doing what you planned to do or making a shift based on new 
information. The higher your Predictive Intelligence, the more agile and fast you'll be at making your own luck by 
identifying the best bets and then taking action while the opportunities are available. 
 
People can have high PI's in some areas and stink in others - be great in business and poor at love, great at internal 
politics and poor in building lasting friendships, great at financial investments and poor in human relations, great at 
creating and inventing but poor in managing and growing. But in those areas in which individuals have high PI's, it can 
be seen in their performance - they get more of what they want, more of the time, than other people. 
 
Bill Gates has a high PI in his areas of focus, as do Warren Buffet and Oprah Winfrey. Chili Palmer, the low-level Miami 
mobster who becomes a big-deal Hollywood movie producer in Elmore Leonard's novel Get Shorty, is a poster child for 
high PI. If you take a few minutes, you can probably list a dozen people from those you know personally or you've 
read about who seem to have better-than-average records at placing winning bets in some (but not necessarily all) 
areas of their lives. 
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The Gambler's Dozen 
To increase the odds, you should follow the Gambler's Dozen steps. The first six steps help you orient yourself to the 
situation and organize, while the final six take you through predicting and acting:  

1. What Future Am I Trying to Create? The first skill of Predictive Intelligence is identifying your Big Goals. 
Imagine the future you want to create and envision what your life, or your company, will have to look like to 
achieve those goals. Deciding on the big goals is critical because in any situation you only have a limited set 
of resources to place at risk - time, money, reputation and effort - and you don't want to use those up on 
secondary or tertiary goals. A helpful step is to plan backwards from the achievement of your big goals to 
where you are today, which allows you to delete options that clearly won't get you there. 

2. Upside/Downside - Will This Game Be Worth Playing? To understand the game you're about to enter, look at 
three dimensions:  

 The prizes and how high the upside can be.  
 The costs and how low the downside can be.  
 The rules and who can control and change them. 

 
To the extent you can, you want to understand each of these elements from the perspectives of the other 
players as well, to enhance your ability to predict the next moves. 

3. Jump Bets - Do I Need to Make a Radical Shift Now? Sometimes, no matter how well you plan, you may 
sense an important or unexpected shift in how things have been going and find yourself with only a short 
amount of time to decide whether to stay the course or jump to a new path. The third PI skill - which Paul 
Revere used when he set off on his famous ride in 1775 - is to be able to sense these unexpected turning 
points early enough and act quickly enough that you don't miss the best window for revising your bets. 

4. Campaign Plans - Who Will I Need and How Will I Get Them? All objectives involve campaigns. Like a 
candidate seeking elected office, you improve your odds when you're clear on whom you'll need on your side 
- and how you'll enlist them. You can divide people into three broad categories: 

 Core Allies, with whom you have important and enduring overlaps.  

 Possibles, with whom you can build temporary or situational overlaps. 

 Null Setters, with whom you have few motivations in common and who may even oppose your goals.

Empathy will be crucial - it's the hidden weapon of a smart gambler. The more you understand the world from
the point of view of the people whose help you need, the better able you'll be to structure situations in which 
they'll want to help you in your campaign.  

5. Implicit Strategy. You need to see and assess your real bets - the ones you're making rather than the ones 
you think you're making or are describing to others. One of the reasons for the failure of most weight loss 
programs is that the dieters' implicit strategy - what they're really doing rather than what they claim to be 
doing - is to maintain their current size by eating more calories than they should. In business, follow the 
money to decipher the current bets. Study your budgets, which show the bets you're taking, rather than the 
strategy statements. 

6. Plan B. The last of the orient-and-organize steps is to know your alternatives - what's the best you can do if 
your plan gets blocked? This isn't fun, because you'll probably love your existing plan, or have grown 
comfortable with it and eager to implement it rather than pondering what you'll do if you get blocked. But it's 
an important discipline because time is one of your biggest enemies when events unfold differently from what 
you planned or hoped. Having a Plan B in mind, even a very rough Plan B, puts you in a position to respond 
well and in the time available. 

7. Prediction Maps - What Is the Future I'm Betting Into? Now you have to prepare a disciplined forecast of the 
factors that will have the biggest impact on your results, many of which are outside your control. You can 
place these on a grid, or matrix, based on the relative impact they can have and the uncertainty surrounding 
them. Once they're all plotted, the matrix serves as a prediction map.  
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The tests have also improved conceptually. In their early stages, personality measures were heavily 
influenced by the ideas of Sigmund Freud. One of the most notorious was the Blacky Test from the 1950s, 
which showed drawings of Blacky the Dog and his doggy family, and through them probed issues such as 
arguments, tensions and sexual longings. Also rooted in Freudian theory were measures such as the 
Rorschach inkblot test and the Minnesota Multiphasic Personality Inventory, which aimed to uncover 
emotional strains. 
 
Factors with high impact but low uncertainty of occurring fall into what's known as the Wallpaper zone, 
because like wallpaper they're often ignored but can be very powerful. Those with low impact and little 
uncertainty fall into the Ant Colony zone - like an ant colony, many of those factors together can create 
substantial advantages. Factors with high impact and high uncertainty are Wild Cards - high-stakes gambles 
that can lead to you winning or losing big. You don't want to end up in the final zone, the Strategic Rat Hole, 
where there's high uncertainty and little impact. 

8. Wallpaper Best. As with the sport of jujitsu, consider how to derive power from the weight and strength of the
wallpaper factors, allowing you great impact with the least amount of risk. Study the factors in that zone and 
consider how to leverage them into low-risk bets. Bill Gates did that in 1980 when he took advantage of IBM's
desire to outsource the building of an operating system for its personal computers and his mother's 
connections to the president of IBM, John Opel. Other young companies were placing their bets on 
developing the best computer hardware or operating systems - options with high uncertainty - while he used 
wallpaper jujitsu to vault ahead. 

9. Risk Splits - How Much Risk Can I Shed or Shift? You need to understand how to structure your bets to 
reduce your risk. First, before you bet, deconstruct the situation to understand the underlying uncertainties 
and associated potential cost. That will help you figure out whether you should even go ahead. Then, if you 
decide to risk, you need to structure the wagers to redistribute as much of the risk as you can, unless the 
payoff is so great that you're willing to risk everything. Consider possible outcomes by studying your 
prediction map. Then ask: if three years from now (or whatever time frame is appropriate) you found out that
your bet had turned out badly, what actions would you wish then that you'd made now to mitigate the 
eventual fallout?  

10. Point of Action - What's the "It" I'm Betting on? You're now at the turning point to action. You're about to bet 
- but do you know on what? You need to identify, with some specificity, the core content of the actions you're 
going to take and the outcomes you expect, and why. This can be the toughest step, because describing the 
"it" crisply and clearly is a deceptively difficult task. Many business plans are great at spelling out the 
subsidiary "its," such as details about the market being served, but the core "it" isn't clear: the substance of 
the new endeavor, the costs to the company and the relative advantages and disadvantages to customers. 
Bets with great detail on the secondary and tertiary issues will fail if the core "it" isn't in place, and solid. (If 
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it's not solid, walk away.) 

11. Domino Effects. Most objectives require a sequence of bets. You make an initial bet and then at intervals 
make follow-on bets. In many situations, you have multiple options at each subsequent decision point - some 
that you anticipated when you placed the initial bet and others that emerged as you went along. It's 
important to understand the type and range of follow-on bets you may be signing up for before you take 
action and topple the first domino. Ask yourself if the action you're about to take involves a known and 
consistent sequence of steps - what can be called "built-in bets." The second question is whether significant 
resistance can be expected to the results being aimed for, because the stronger the expected resistance, the 
more you can expect a limited menu of "bolt-on bets" to counter the resistance. 

12. Game Over - How Will I Know When to Call It Quits? The final skill is figuring out how you'll know when 
you've achieved enough from your actions and should call it quits. That involves assessing your satisfaction to
date with the current game, your predictions about future results if you continue, and your intent - or goals - 
if you continue. 

Conclusion 
People with high PIs consistently make their own luck. They take whatever circumstances they're in and create bets 
with the best odds of getting them closer to the outcomes they seek. You can think of Predictive Intelligence as a kind 
of consistent street smarts applied to a series of goals, especially goals that will take a lot of steps and a lot of time to 
achieve. 
 
- End - 
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