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Introduction: 
Decisions are an inseparable part of planning, organizing, staffing, leading, and controlling (Plunkett and Adner, 1994). As such, decision-making is a critical skill for managers. The development of decision-making skills can increase both the quality and effectiveness of decisions. Translating these skills into a guide can provide both structure and documentation so that all stakeholders in decisions can participate and better understand one another's perspectives throughout the decision-making process.  
Product Description:
The guide that follows assists in the process of making non-routine, fairly complex decisions that could have a significant impact on business operations or personal lives. It is designed so that both managers and staff have access to a tool that organizes the factors involved in making decisions.  

If you receive this document from a co-worker, pay special attention to this symbol:

The arrow is requesting your participation in the decision-making process.

(NOTE: The format of this guide is designed so that people can complete it on a personal computer. If a person wants to handwrite responses, create sufficient space in the places where responses are requested, and then print out this guide.  Rather than providing this guide to co-workers, some managers, especially if they feel that co-workers might not feel comfortable in using a written guide, may instead choose to use this guide, or portions of this guide, as their personal document to assist them in organizing and recording group decision-making processes.) 
Product Goal:
The goal of this guide is to provide structure to and a written record of the decision-making process for the purpose of:

· improving organizational communication and decision-making abilities, 

· tracking the progress and providing a historical accounting of the decision-making process, 
· encouraging participation in the decision-making process at all levels of an organization, 

· promoting confidence in the end-product of the decision-making process. 

A Decision-Making Guide for 
Creating Opportunities and Solving Problems
 

INTRODUCTORY NOTE: This guide is a guide, not a rule book. If a particular aspect of the guide is not helpful for the decision that you need to make, it can be omitted or changed. It is important that the time that you are spending as you complete this guide is providing useful information that is of assistance in the decision-making process. The process will be easier if your responses in this guide are complete, but as brief as possible. 
1. Identify the goal or purpose of the decision. 

· What needs to change? 

· How does it need to change? 
· Why is this change needed? 

· Jot some notes about your goal. Your last sentence should summarize these notes into a brief statement. Start your notes on the next line:
· Copy the last sentence that you wrote at the top of the Decision Worksheet in Appendix A, Part 1, Section 1
· All people who collaborate on this project should place their initials after the goal in Appendix A, Part 1, Section 1 if it is acceptable to them, or place comments afterward for how they think it could be improved.
2. Create a Decision-Making Team.  If you are making a decision that only affects you, and you have the knowledge and skills that are required to make a good decision, it may be more efficient if you make the decision yourself with minimal outside consultation.  If the decision is going to affect others, and/or requires knowledge and skills that you do not possess, the decision will most likely be better supported if you use a team to make the decision.  Gather a team of individuals who collectively have the skills and knowledge that are needed to arrive at good decisions.  People who might be helpful include those who: 
· specialize in different areas of knowledge and have differing perspectives that are related to the decision,

· are familiar with team-building and decision-making strategies,

· will be directly affected by the decision,  
· are in the process of developing their skills, knowledge and decision-making abilities.  By including people who have not yet developed their abilities, the ability to make future decisions will be strengthened.
Build a decision-making team using the Team-Building Table in Appendix A, Part 1, Section 2.
3. Gather information about the issue. Include the following:

· Facts or data that measure the current situation. Write your findings starting on the next line:
· Historical information about the issue. Write your findings starting on the next line:
· The perspectives of others. Seeking a variety of differing perspectives can be more helpful than seeking only supporting perspectives. Ask team members to add their perspectives starting on the next line: 


· Seek out useful Internet addresses, product catalogs, books or journal articles. Add this information starting on the next line:
4. Identify performance standards that will be used to determine if the decision is effective. 

· Each standard should be specific, realistic (do-able) and measurable. 

· To develop standards, ask yourself, “What benefits will occur if the solution is successful?” 

· A useful format is “By [whenever] date, [whatever] will happen.” 

· On the Decision Worksheet in Appendix A, Part 1, Section 3, write a numbered list of performance standards. 
· Ask team members to review your standards, and initial them if they are acceptable.  Ask them to contribute comments or standards that make sense from their perspectives. 
5. Brainstorm and list ideas that could possibly meet performance standards. 

· “Storms” are uncontrolled and wild. At this point, creativity will be maximized if ideas are listed without judging or evaluating them in the process. 

· Ask team members to review your brainstorms and add to your list. 
· Include the “idea” of taking no action to the list of possibilities, because sometimes that's the best idea!

· Use the Decision Worksheet Appendix A, Part 1, Section 4 to create a list of ideas.
6. Evaluate each idea in terms of its possible consequences. 

Use the DECISION WORKSHEET in Appendix A, Part 2 to assist in this task. Ask team members to evaluate ideas, too. Each team member completes a separate worksheet. Use the instructions below to complete the worksheet: 
· Add a Reminder Word:  In the column and row marked “WORD”, you may want to add a short word or abbreviation to help remember or identify ideas and performance standards as the worksheet is being completed. 

· Meeting Performance Standards:  For each performance standard, choose the ideas that you think have the best possibility of meeting that standard. For each idea, that meets a standard write a “1” in the Performance Standard column that you are evaluating. 

· ETHICS MATTER!  Ethics, simply put, is deciding whether behavior is good or bad, right or wrong.  It would be virtually impossible for any action to be good and right for everyone in all situations, but some actions may be better and more right for more people, more often, than other actions.  Review these three ethics standards: 
1) Transparency: Do I mind others knowing what I have decided?  

2) Effect: Who does my decision affect or hurt?

3) Fairness: Would my decision be considered fair by those affected?



Source: Institute of Business Ethics
Choose the ideas that you think have the best possibility of meeting these standards. For each idea that passes the ethics test, write a “1” (ethical) or a “2” (very ethical) in the Ethics column on the Decision Worksheet.
· Sub-Total your scores: For each idea, add up all the “1”s in the performance standards and ethics test columns. Write this sum in the “Sub-Total” column.

· Evaluate Costs: For the ideas with the highest scores in the sub-total column, prepare a brief overview of COSTS associated with each of these ideas. Evaluate costs for no more than five of the top ideas.  

· COSTS include both material and human resources that will be needed to both implement and maintain the proposed changes.  Human resources should be estimated by measuring both the amount of time each person will spend on the project, as well as the wage that this person is paid.
· Brainstorm to access the darkest recesses of your mind, uncovering all potential fears, dangers, threats, forebodings and worst-case scenarios about each idea.

· Use the Cost Worksheet in Appendix A, Part 1, Section 5 to list possible costs.
· Ask team members to review your list, and add comments or any additional possible costs to it. 
· Study the list that is created, and then rate each idea using the following scale: -10 = Absolutely Unaffordable, 1 = Very Costly, 2 = Somewhat Costly, 3 = No Cost.
· Mark your scores in the column labeled “$”.
· Transfer these scores to the Cost Column of the Decision Worksheet in Part 2. 
7. Decide on the best idea or ideas. 
· For each idea on the Decision Worksheet, add the cost score to the sub-total and write it in the column in Appendix A, Part 2 labeled “Total.” 

· Transfer the totals for each idea on each Decision Worksheet to “The Final Decision” table in Part 3.  (There will be one worksheet for each team member who participates in the decision process.)  Add up the scores for each idea, and put the total in the row labeled “Totals”. 
· The idea with the highest score in Part 3 is probably the best idea. In some situations, though, a combination of ideas may solve the problem or create the opportunity.

· In the table in Part 3, Place an “X” in the row labeled “Selected” for the idea or ideas that are chosen to solve the problem or create the opportunity.

· Share the completed worksheets with team members.   Ask each of them whether the decision with the highest score is acceptable to them. They can add comments to their yes/no answer if they wish.

· Add team members’ yes/no answers and comments to the Selected Decision Table in Appendix A, Part 3.
· If more than one-third of the team’s answers are “NO,” find a neutral person to mediate a discussion to try to modify the idea so that everybody accepts it.

· If more than one-half of the team’s answers are “NO,” then the decision-making process may need to be repeated with this or some other decision-making tool.
· Does a manager need to strictly adhere to the results of the decision-making process?  No, typically a manager has the authority, responsibility, and will be held accountable for making decisions that the manager believes have the best potential for successful outcomes.  This decision-making guide is a tool to give the manager better information with which to make these decisions.  

8. Put the decision into action. 

· Refine and expand on the information you gathered during the decision-making process to transform your decision into specific plan-of-action steps. 

· Include estimated deadlines for each step. 

· Create your steps here: 
· Your plan of action should also list both material and human resources that will be needed to implement and maintain the project, with cost estimates. Create your list of material resources here: 

· Your list of human resources lists whose help will be needed to implement and maintain the project, and estimates how much time each person or department will need to spend on the project, as well as a dollar estimate for wages paid to people working on the project. Create your list of human resources here: 

· Review this report periodically as the project progresses to keep your project on track.  
9. Evaluate the outcome of your decision and action steps. 

· What lessons were learned? 

· What were the successes?
· What were the failures? 

· What modifications could improve the outcome for the future?

· What do others think about the outcome of the decision? 

· You may want to evaluate outcomes at specific time intervals (such as semi-annually or yearly). Write evaluations here, including the date of each evaluation:
APPENDIX A: DECISION WORKSHEETS
PART 1: Preparing to Decide
Section 1. Write the GOAL here.  (Team members, please add your initials if acceptable, or comment after the goal if not acceptable.):
Section 2. Build a Decision-Making Team.  (Please add your initials if you are able to participate on this team, as well as any additional information about your areas of knowledge.):
NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

NAME:     INITIALS:

AREAS OF KNOWLEDGE, EXPERIENCE OR INTEREST:

Section 3. Write a numbered list of PERFORMANCE STANDARDS here.  (Team members please add your initials to each standard if acceptable, or suggest improvements after each standard if not acceptable.  Add additional standards if you think they are needed.)
PS1:

PS2:

PS3:

PS4:

PS5:
(When you have completed this worksheet, return document to the project organizer.)
(Go to to Section 3 Instructions.) 
(Go to Decision Worksheet.)
Section 4. Write a numbered list of IDEAS here.  
ID1:

ID2:

ID3:

ID4:

ID5:

ID6:

ID7:

ID8:

ID9:

ID10:
(When you have completed this worksheet, return document to the project organizer.)
(Go to Section 4 Instructions.)

Section 5. Cost Worksheet.  (Team members please add comments if a cost seems unrealistic to you.  Add any additional costs that you foresee.)
	ID#
	WORD
	LIST OF COSTS FOR EACH IDEA (HUMAN/MATERIAL)
	$

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


KEY: ID# = idea number, WORD = reminder words for ideas 

$ = Cost: (-10 = Absolutely Unaffordable, 1 = Very Costly, 



2 = Somewhat Costly, 3 = No Cost)
(When you have completed this worksheet, return document to the project organizer.)
(Go to Section 5 Instructions.)   
(Go to the Cost Column in Decision Worksheet)
PART 2: THE DECISION WORKSHEET
Each team member completes a separate worksheet. Comments may be added on the next page only if you think that a particular score needs an explanation.  (When you have completed all but the last 3 columns of this worksheet, return document to project organizer.)
EVALUATOR NAME:
	
	WORD
	PS1
	PS2
	PS3
	PS4
	PS5
	ET 
	SUB
	$
	TOT

	WORD
	XXX
	
	
	
	
	
	
	
	
	

	ID1
	
	
	
	
	
	
	
	
	
	

	ID2
	
	
	
	
	
	
	
	
	
	

	ID3
	
	
	
	
	
	
	
	
	
	

	ID4
	
	
	
	
	
	
	
	
	
	

	ID5
	
	
	
	
	
	
	
	
	
	

	ID6
	
	
	
	
	
	
	
	
	
	

	ID7
	
	
	
	
	
	
	
	
	
	

	ID8
	
	
	
	
	
	
	
	
	
	

	ID9
	
	
	
	
	
	
	
	
	
	

	ID10
	
	
	
	
	
	
	
	
	
	


KEY:  ID = Idea; WORD = Reminder Words for Ideas and Performance Standards; PS = Performance Standard; ET = Ethics Test (1: Ethical, 2: Very Ethical); $ = Cost (-10: Unaffordable, 1: Somewhat affordable, 2: Affordable, 
3: No cost); SUB = Sub-Total; TOT = Total 

COMMENTS FOR THE DECISION WORKSHEET 
Begin each comment with the idea number and the performance standard, ethic or cost to which the comment refers.  For example: “ID3, ET: This action might be illegal in the state of California. Better check on it.” 

Add your comments starting on the next line:
(Return to Decision Worksheet)
PART 3: The Final Decision
Add the totals on all of the worksheets for each idea and write the scores below:
	NAME(              IDEA(
	1.
	2.
	3.
	4.
	5.
	6.
	7.
	8.
	9.
	10.

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	TOTALS:
	
	
	
	
	
	
	
	
	
	

	SELECTED (X): 
	
	
	
	
	
	
	
	
	
	


The selected idea(s) with the highest score(s) are probably the best decision.  Is this acceptable to you?  Please add your answer on the next page.  Add comments if you wish:
Selected Decision:  Is It Acceptable?
	NAME
	YES
	NO
	COMMENTS

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	TOTAL:
	
	
	


APPENDIX B: SOURCES
Businessballs.com. Businessballs is a free ethical learning and development resource for people and organizations, run by Alan Chapman, in Leicester, England. http://www.businessballs.com/innovationdecisionmakingfacilitation.htm 
EzineArticles.com, Studies on Corporate Team Building.  EzineArticles.com was created to be a matching service bringing writers and ezine publishers together. Expert authors & writers are able to post their articles to be featured within the site.  http://ezinearticles.com/?Studies-on-Corporate-Team-Building&id=352966 
Free Management Library. The Library provides easy-to-access, clutter-free, comprehensive resources regarding the leadership and management of yourself, other individuals, groups and organizations. http://www.managementhelp.org/prsn_prd/decision.htm
Institute of Business Ethics. The Institute of Business Ethics was founded in 1986 by Neville Cooper and launched at the Mansion House with an appeal by the Lord Mayor. http://www.ibe.org.uk/tests.html 
ISixSigma.com. In May 2000, iSixSigma was created to meet the needs of business professionals around the world in search of proven methodologies for improving process efficiency, implementing data driven decision making and focusing on customer needs. http://www.isixsigma.com/library/content/c041108a.asp
Janis, I. L. & Mann, L. (1977). Decision making: A psychological analysis of conflict, choice, and commitment. New York: Free Press. On the Northern Illinois University, College of Education web site. http://www.cedu.niu.edu/~fulmer/groupthink.htm 
Mind Tools, Inc. Mind Tools' mission is "to help people around the world learn the practical skills needed to excel in their careers". http://www.mindtools.com/pages/main/newMN_TED.htm
Office of Quality Improvement, University of Wisconsin. Facilitator Tool Kit. Chapter 3. Decision Making, pp. 20 – 26. Madison, WI: 2004. http://www.wisc.edu/improve/factoolkit.pdf
Plunkett, W. R., Attner, R. F. (1994). Management: Meeting and Exceeding customer expectations, 6th ed. Cinncinnati, Ohio: South-Western College Publishing.
Time-Management-Guide.com. http://www.time-management-guide.com/decision-making-skills.html
Appendix C: Evaluating This Guide
This guide needs road-testing! If you've tried to use this guide to help you make a decision, please send Leslie Burkhardt an email with answers to the following questions:
1. Were you able to complete the decision-making process using this guide? 
2. Did the decision that you created with this guide seem as if it was the correct, most beneficial decision? 
3. Was the effort that it took to complete the decision process using the guide worth the final outcome of the process? 
4. Would you use this guide again to make another decision? 
Any additional comments are appreciated:
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