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Taming the Beast: Your Guide to a Consistent Decision-Making
Process

By Brad Haudan

Decisions. We make them all day long. What time to wake up? Which route to take to
avoid the most traffice Who to invite to the 2022 planning meeting? With literally
thousands, if not millions, of decisions under your belt, you probably feel you have a
solid mastery in the decision-making department. But I'm pretty sure you're not as
adept at this as you think. If you do want to improve your decision-making skills, it's
more easily said than done.

As a matter a fact, we find that 90 percent of teams that want to elevate their
performance and take their “team game” to the next level focus on improving their
team decision-making. However, it is still true that you can have a group of people
with individual IQs of 160 that has a collective team I1Q of 22!

A good explanation for this sub-optimization of team performance is that individual
members put their own agendas ahead of the team’s agenda. The second-biggest
contributor is the inability to think, learn, and make decisions as a team.

Working with some of the biggest brands in influential industries like retail,
homebuilding, and health care, I've seen that ineffective decision-making — even
among top-level executives —is a problem ... a big one. Unfortunately, this costs time
and money, creates massive headaches for senior leaders, and causes managers and
front-line employees to feel frustrated, out of the loop, and disengaged.
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If you think your organization is one of the few that has decision-making down pat,
let's go about this in a different way. Do any of these statements sound familiar?

Senior leaders make all (or most of) the decisions for your organization — leaving the
next level of leaders — tomorrow’s leaders - ill-equipped to lead and naturally
frustrated. Additionally, senior leaders remain frapped in the daily fransactions of the
business and have little time to build the growth business for fomorrow.

Decision-makers feel they're constantly revisiting the same issues — key decisions never
stay made and the rethinking and lobbying for changes are at epidemic heights.

Directors feel the senior team presentations are painful reviews that lead them quickly
into the weeds and don’t create better decisions, but rather take second-guessing
and new data requests to paralyzing levels.

Senior team discussions around decisions to be made include little listening, as
executives listen to respond versus listening to understand.

If you nodded "yes” to any of the above, you're in good company. Decision-making
routinely causes problems for businesses. There are five common reasons why.

Your executive team is making all of the decisions, yet many of these decisions can
and should be delegated to others.

At least 50 percent of the tfeam isn’t clear about what the decision is solving for, as the
decision target keeps moving due to a lack of upfront clarity.



The people making decisions are doing so without having all of the necessary data
from the start. As a result, poor decisions are made.

Leaders think they're paying attention and listening to the issue at hand. In reality, they
are forming their response while someone else is sharing their perspective. This is a fatal
mistake. As proven by a study conducted by the Columbia Business School, leaders
who don’t carefully listen diminish their impact.

A meeting ends, but final decisions are unclear. People treat a fuzzy resolution as
“good enough” and hurry on to the next task, instead of sticking around to hash out
the decision, ramifications, and implications, as well as how the story will be
communicated and how it will be tfracked for performance.

It's possible that other problems are creeping into your company’s decision-making
meetings. Maybe your senior leaders are wary of giving up conftrol. Maybe there's a
lack of trust and the decision-makers are afraid others won't make the “right” choices.
Regardless of which challenges exist in your organization, each of us can relate to that
feeling of defeat when a meeting is derailed by a decision-making roadblock. Luckily,
there is a way out. Decision-making is a skill - it's something that can be learned. With
an intentional step-by-step process, reaching decisions will go from painful and time-
consuming to positive and productive.

Not convinced it's that simple?2 After helping many executives right their decision-
making wrongs, | assure you — there is a process that, if worked like a muscle, can help
build the skills and muscle memory to improve decision-making and business
outcomes in your company.

Your Cheat Sheet to Great Decision-Making

Step One: Determine who needs to make the decision. Is it for the C-suite or can other
leaders, managers, or front-line team members make it2 As a senior team, establish a
shared set of criteria for decisions the team should be making, and even not making.



Step Two: Frame the decision. The person bringing the issue to the table needs to
frame the exact decision to be made. Ask, “What exactly are we solving forg”

Step Three: Lay out the facts. Now is the fime to discuss the facts and their implications.
The person leading the discussion must be prepared to answer all questions on the
topic or defer questions to others.

Step Four: Ask clarifying questions (and only clarifying questions). The group members
must not voice opinions or share how a decision will impact his or her business unit or
team. This fime is dedicated to asking only clarifying questions that dig deeper into the
details surrounding a decision.

Step Five: Share concerns and recommendations. Each person in the room can now
share specific concerns and recommendations.

Step Six: Decision time! The person or people identified as decision-makers come to a
definitive decision based on the recommendations from the rest of the team.

Step Seven: Confirm commitment to carrying out the decision. The meeting isn’t over
until everyone commits to supporting the decision.

Step Eight: Now it's time to share the decision with those impacted and execute
against what was decided. There are many sub-steps to this step, such as deciding
who is responsible for executing what and by when, who will communicate it, how will
it be communicated, etc. So, before your decision is finalized, there are more
decisions fo be made!



If you're feeling relieved to have a plan to tackle your organization’s next big decision
— good. If you're feeling overwhelmed that there's yet another procedure to adhere
to — 1 get that, too. But this process won't add more work to your day. It's going to
alleviate work from your leaders’ plates. It's going to make meetings shorter.
Remember — by following these steps, the same small group of people should no
longer be tasked with all of the decision-making. The even bigger benefite This process
will allow any team to make decisions by thinking together. The better decisions come
directly from listening and learning from the questions each team member asks.

Smart decision-making creates countless benefits for your business. First, when the
decision-making responsibilities are divided appropriately, better decisions are made
because they are made at the right level of the organization. Leaders are freed up
because a good portion of the decisions they often make are now made at other
levels of the organization. Most importantly, the next level of leaders is empowered to
make decisions, build capability, and become more engaged in the business. |
certainly don’t need to tell you why that’s a good thing. All of this directly impacts your
organization’s culture for the better.

So, if the decision-making process (or lack thereof) in your business has caused grey
hairs, consider implementing a consistent decision-making process. It's worth the
effort!
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