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The $1.7 Trillion Reframe  - A Case of Poor Decision Quality



"Our industry does not respect tradition—it only respects innovation." Satya 
Nadella.

When Satya Nadella took over as Microsoft's CEO in February 2014, the 
company was valued at about $300 billion. While that number was 
impressive, growth had stalled. The long-standing 'Windows everywhere' 
approach was now holding the company back. Microsoft had missed the shift 
to mobile, and in cloud computing, it lagged behind Amazon and Google. 
Internally, the culture had become siloed, with teams competing against 
each other instead of focusing on customers. Despite having talented 
employees, the results were underwhelming.

Ten years later, Microsoft's market value is over $3 trillion, a tenfold jump that 
added more than $2.7 trillion in value. The company now leads in cloud 
computing, is a major player in AI thanks to its OpenAI partnership, and is 
seen as one of the world's most innovative organizations. The difference 
wasn't new talent, technology, or resources. The real change was in how 
Microsoft made decisions, starting with how it defined its purpose.

The Power of Reframing

Nadella started the transformation with a clear shift in focus. He moved from 
'Windows everywhere,' which centered on Microsoft's own product, to 
'Empower every person and every organization on the planet to achieve 
more,' which focused on customer outcomes. This was not just a slogan or 
marketing move. It was a deep change in how Microsoft made decisions 
throughout the company.

Think about what the old mindset led to. 'Windows everywhere' made cloud 
services seem like threats to Windows revenue. Open-source software was 
treated as a rival. iOS and Android were seen as competitors to beat, not as 
platforms to support. Every decision was based on one question: 'Does this 
help Windows?' As the world shifted to mobile and cloud, the answer was 
often no, so many valuable opportunities for customers were ignored.

The new perspective changed everything. Cloud services were now seen as 
ways to help customers. Open-source software became a resource for 
developers. iOS and Android turned into platforms where Microsoft could 
add value. Products like Azure, Office 365, LinkedIn, GitHub, and the OpenAI 
partnership all made sense within this new focus on empowerment, not just 



protecting Windows. These opportunities were always there, but the old 
mindset had hidden them.

Cultural Transformation Through Decision Quality

Nadella knew that changing the company's focus wouldn't matter without 
changing its culture too. Microsoft's well-known internal competition, called 
'stack ranking,' made employees compete against each other. This system 
hurt decision quality, rewarded personal achievement over customer results, 
discouraged teamwork, and made people more interested in protecting their 
own turf than finding new opportunities. It had to be eliminated.

Instead, Nadella built a 'growth mindset' culture, based on Carol Dweck's 
ideas but applied to the whole company. This mindset treats failure as a 
chance to learn, not as a career-ending mistake. It encourages people to 
experiment, which is key for innovation, and makes it safe to admit when 
something isn't working. At its heart, Microsoft's culture change was really 
about improving decision quality.

The BRIEF© framework explains these changes well. Nadella's new focus 
shows Foundation excellence by choosing a mindset that opened up new 
possibilities. The culture shift shows Rein excellence by building habits that 
support good decisions. The fast growth in cloud services shows Brave 
excellence by moving quickly while keeping quality high. Microsoft's success 
wasn't just luck. It was the result of applying decision quality throughout the 
company.

The Lesson for Leaders

Microsoft's $2.7 trillion value creation offers a profound lesson. Microsoft's 
$2.7 trillion in new value teaches an important lesson: choosing the right 
mindset and sticking with it can reveal value that was hidden before. Nadella 
didn't invent cloud computing or AI. Instead, he created a way for Microsoft 
to leverage its existing strengths to capitalize on these opportunities. The 
abilities were always there. It was the new frame focus that made them 
visible. Their career, from 'advancing in my current role' to 'maximizing the 
value I create for others', discovers opportunities invisible within the narrower 
frame. The team that reframes its purpose from 'delivering our project' to 
'solving our customer's problem' finds solutions that project-focused 
thinking would miss. The individual who reframes health from 'managing my 
weight' to 'building sustainable vitality' makes different daily choices with 
different long-term results.



The Decision Quality Platform systematically develops these framing 
capabilities. Assessment reveals propensities toward broad or narrow 
framing, outcome-focused or method-focused framing, customer-centric or 
product-centric framing. Development pathways build the discipline of 
examining frames before accepting them, generating alternatives, and 
selecting frames that reveal rather than constrain. Microsoft's transformation 
demonstrates what's possible when excellence meets organizational 
execution. That possibility exists for every organization and every individual 
willing to invest in decision quality.

MESSAGE:

At the heart of every transformative outcome lies a quality decision—yet most 
individuals and organizations still lack a systematic understanding of how they decide. 
This is the gap we are committed to closing. Our mission is to elevate decision quality 
from an assumed competency to a developed discipline. One that can be measured, 
understood, and continuously improved. Through the BRIEF© framework and our 
Decision Quality Platform, we are building the tools and insights to help leaders decode 
their decision-making DNA and cultivate the judgment required for an era defined by 
complexity and AI-augmented possibility. When people make better decisions, they 
build better organizations and more meaningful lives. And, we are honored to partner 
with you on that journey.

“Strategic missteps often stem 
not from poor execution, but 

from flawed framing. The 
sound governance demands 
precision in how decisions are 
structured and how problems 

are framed.”
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