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Issue Tree
State the question, split it into parts that do not overlap and leave nothing out, then test the parts that would

actually change the answer.

BEST FOR A CHALLENGE, A PROBLEM, A DECISION · MCKINSEY, 1960S · TAKES AN HOUR FOR THE FIRST SPLIT

HOW TO RUN IT

1. Write one question, singular and

answerable. Then write your best answer

today, before you start, and who decides

what once it is answered. If nobody would

do anything differently, swap the question

for one where they would.

2. Split the question into two to six parts. Test

the split: could a fact belong to two parts?

Is there a fact that belongs to none? Write

down what the split leaves out, and why

you cut it this way rather than the obvious

other way.

3. For each part, say what would have to be

true for it to hold, stated so that it could

turn out false, and how you would actually

test it. "More analysis" is not a test.

4. Judge each part: if it holds, does it settle

the question, narrow it, or barely move it?

Most parts are not decisive. If you have

marked them all decisive, you have marked

none.

5. Open the parts that would change the

answer and split them again. Leave the

others whole. Depth on the interesting

branch instead of the decisive one is the

commonest failure.

6. Pick the test to run first: the one that

moves the answer furthest for the least

effort. Give it a date and write down what

result would change your mind.

Where it falls down. Perfect MECE is rarely

achievable and chasing it wastes time.

WITH A PEN

The question

Answerable and singular. Best answer today. The decision it informs

Branch

Would have to be true / how

you’d test it / settles, narrows,
barely moves

Branch

Overlaps another? Which

owns it?

Branch

What this split leaves out

And why cut it this way

Test first

By when. What result would change your mind

The same method, walked through on a board, at greggle.app. Free, no

account, works offline.

Where it came from and why it works: greggle.app/methods/issue-tree/


