
READY TO PUT INTO ACTION IN

Decision-making is a daily part of life. Expected 
and unexpected, group and individual, 
decisions come in all shapes and sizes.

There is no set method or rule for making decisions, but there 
are steps we can take to help us, so that the process is more 
than just a simple coin toss. The hardest part of making any 
decision is working through the fear of its consequences.

“Do you want fries with that?”

“Have we got ourselves a deal?”

“Which candidate should get the job?”

So how can you better make decisions?
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STEP 1: DECIDE QUICKLY
There are times when patience is a virtue, and when 
the right decision happens naturally. At other times, 
not deciding actually becomes a choice in itself, when 
we lie to ourselves or mistake procrastination for patience.

Stay calm.
 � Emotion is an unreliable foundation for decisions. Emotions 

can shift depending on your outlook at any given time.

 � Saying “it felt like the right thing to do” will not help others to 
understand your decision as clearly as a logical explanation.

Stay informed.
 � You cannot know everything. History’s first philosophers 

(philo = lover, sophia = wisdom) understood that 
wise people can admit what they don’t know.

 � Overthinking will confuse you. Focusing too much on 
the completed parts of a puzzle will cause you to forget 
what is missing, but focusing too much on what is still 
blank will cause you to miss emerging patterns.

Stay balanced.
 � Decisions balance gain against risk. For example, “I 

would enjoy fries.” versus “Salad is healthier.”

 � Being cautious and avoiding risks is NOT a bad thing. 

Stay ethical.
 � Leaving a restaurant without paying for your food might 

involve only a small risk, but the consequences of getting 
caught could be much worse than the cost of paying.

 � Unethical decisions damage reputations.

NB. These initial steps for deciding quickly 
can be used in most situations.

STEP 2: DECIDE 
THOROUGHLY
A quick decision should 
still be thoroughly 
thought out, even if you only 
have time to reflect after the 
decision has been made. 
Thinking afterwards is as critical 
to effective decision-making as 
the initial steps listed above.

List your options, either in your 
mind or on paper. Identify possible 
outcomes, how other people 
will be affected, and whether 
goals will be hurt or helped.

Map your choices against 
your priorities & focus your 
efforts on outcomes.

Track your progress from the 
first step to the last. You will 
then have a record you can 
use for future decisions.

STEP 3: DECIDE 
TOGETHER
Decisions sometimes require 
group discussion. Allowing 
different opinions to be expressed 
from the beginning will reduce anger 
and opposition if things go wrong.

Advice is not usually objective or 
neutral. Even experts might have 
an agenda, and when working 
towards an agreement, it is easy to 
forget that colleagues have goals 
and ambitions of their own.

 � Make sure that asking for advice 
does not confuse you or other 
people about who is ultimately 
in charge of outcomes.

 � Beware the devil’s advocate. 
These are people that 
might take a stand or make 
a point just for the sake of 
debate or to be stubborn.

STEP 4: DECIDE DECISIVELY
You cannot have your cake and eat it 
too. There is no point being negative 
throughout the whole decision-making 
process. Being unsure before, scared 
during, and critical after you have made 
your decision will not help. Stay positive.

Decisive decisions are SMARTER 
(Specific, Measurable, Agreed, Realistic, 
Time-bound, Ethical and Recorded, 
see Prompt on Working SMARTER).

 � Making your final decision and sticking to 
it does not mean that you are abandoning 
objective judgement. Keep reviewing 
your choices so that you remain firm but 
flexible, rather than rigid but weak.

 � Is there a Plan B? Why not? An alternative 
course of action you can take, with its 
own set of SMARTER targets, will prevent 
careless decision-making if things do 
not work out as planned.

CONCLUSION
Turning choices into outcomes involves making decisions.

You may feel that none of the available choices are very attractive. For example, do you fire one person or cut the salaries of everyone? 
Or, you may have a lot of exciting options, all of which could be good for personal or corporate progression. For both extremes, 
and everything else in between, effective decision-making will reduce stress by helping to confirm and support the final course you 
decide on.
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