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Effective decision making



Decision-making is the act of choosing between two or more courses of action

1. Reflective (head)

• Fact-led, measured evaluation of the different options

• Ignores emotional aspects to the decision

2. Intuition (heart)

• The ”magical sense” that is a combination of past experiences and personal values

• Not always based on reality and your perceptions may not be very mature

• Needs to be measured to account for unjustified “feelings”

3. Impulsive (belly)

• Motivated by immediate reward

• Less consideration to long-term consequences of decision, can be risky

• Can appear necessary when working under high pressure

What is decision making?



What prevents effective decision making?

1. Lack of information

• Feels the decision has no basis

• Solution: Prioritize information gathering.

2. Too much information

• Conflicting information that is impossible to process “analysis paralysis”

• Solution: Decide which information is important

3. Too many people

• Everyone has their own personal opinions that can cloud decisions

• Solution: It is easier if one person has final responsibility

4. Vested interests

• May not be overtly expressed but provide a crucial blockage

• Solution: Understand all peoples interests in the decision outcome

5. Emotional attachment

• Being attached to status quo.

• Solution: Deciding not to decide is an OK outcome

6. No emotional attachment

• If you don’t care either way, it can inhibit decisions

• Solution: Identify pros & cons of particular actions
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A framework for decision making: 8 points

1. List all possible solutions/options

• Can be done as a group as a problem-solving exercise

• Really important step as it will outline the fixed choices

2. Set a timescale

• How much time do you have?

• Is there a deadline and what are the consequences of missing the deadline?

• Is there an advantage to a quick decision?

• How important is it to make a decision? How important is it that the decision is right?

• Will spending more time improve the quality of the decision?

3. Decide who is responsible for the final decision 

• Who has to carry out the course of action?

• Who will it affect if something goes wrong?

• Are you willing to take responsibility for a mistake?



4. Information gathering

• Is there adequate up-to-date, accurate information?

• Time on this element depends on the need to make the right decision

5. Weigh up the risks involved

• What will be the consequences if you make the wrong decision?

• What are the benefits of the right decision?

• What is the worst outcome and how likely is this?

6. Decide on values

• Which values should be given the most weight?

7. Weight up Pros & Cons

• Compare different solutions/options using a “balance sheet”

• Score pros & cons and the right answer may become obvious

8. Make the decision

• Give time for reflection once you have reached a decision

• If it’s an important decision write out the decision-making process to share

A framework for decision making: 8 points



Cluster illusion: Cognitive bias in which people perceive patterns in what are random events (well

documented in behavioral finance)

Importance of sharing how you reached a decision not just the outcome

Collective understanding of difficult decisions: Those around you may be impacted (practically

or emotionally) by the decision and need to see the rationale to support the decision

Facilitates further discussion: ultimately any decision should be re-evaluated to see if it was the

correct choice. Sharing the process helps people to engage with the evaluation and present

additional options if the original option didn’t work as expected.



Working through practical examples

Activity: work through scenarios to test your decision-making skills

In small groups: each group has a different scenario that you will work

through together to make a decision. Delegate one person as your

spokesperson who needs to keep track of the rationale and important points

discussed (40 minutes).

Feedback: Each group’s spokesperson will feedback to the whole group on

their scenario and the decision-making process (15 minutes).

See handout for scenarios



Tools that can assist with decision making: The decision matrix

Removing emotion from decision making 

• List all your different options

• List all factors that need consideration and 

weigh based on importance

• Score each factor, the higher numbers are 

most important

Example:

Mathematics graduate considering 

career choices



Tools that can assist with decision making: The T-Chart

Used to weigh options

• Ensures all positives and negatives are considered

• List pros & cons either side of a “T”

• You can give each consequence a number depending on importance and sum.

Example: Moving to a new house.

Example: https://creately.com/blog/strategy-and-planning/decision-making-techniques-tools/



Tools that can assist with decision making: Prioritizing tasks

Project decisions on prioritizing tasks

• Prioritize on urgency & importance

• Weeds out non important/urgent tasks 

for delegating or eliminating

• Sorts out time wasting tasks

Attend training session

Examples:

“Meet” up with x for coffee

Organize seed stocks

Image: https://www.timewatch.com/blog/is-the-eisenhower-matrix-the-best-time-management-system/

Eisenhower Decision Matrix




