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Effective team decision making is, be definition, a difficult process. 

It is, therefore, advisable to have a simple framework to assist the team through the process of 
decision making. 

This seven step process aims to simplify the lives of teams in their decision making processes. 

 

1. Listing Possible Solutions/Options 
To come up with a list of all the possible solutions and/or options available it is usually 
appropriate to use a group (or individual) problem-solving process. This process could include 
brainstorming or some other ‘idea-generating’ process. 

This stage is important to the overall decision making processes as a decision will be made 
from a selection of fixed choices. 

Always remember to consider the possibility of not making a decision or doing nothing and be 
aware that both options are actually potential solutions in themselves. 

 

2. Setting a Time Scale and Deciding Who is Responsible for the Decision 
In deciding how much time to make available for the decision-making process, it helps to 
consider the following: 

• How much time is available to spend on this decision? 

• Is there a deadline for making a decision and what are the consequences of missing 
this deadline? 

• Is there an advantage in making 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? 

Remember that sometimes a quick decision is more important than ‘the right’ decision, 
and that at other times, the reverse is true. 

Responsibility for the Decision 

Before making a decision, you need to be clear who is going to take responsibility for it. 

Remember that it is not always those making the decision who have to assume responsibility 
for it. Is it an individual, a group or an organisation? 

This is a key question because the degree to which responsibility for a decision is shared can 
greatly influence how much risk people are willing to take. 

It is helpful to consider the structure of the organisation. 

• Is the individual responsible for their decisions or does the organisation hold ultimate 
responsibility? 

• Who has to carry out the course of action decided? 

• Who will it affect if something goes wrong? 

• Are you willing to take responsibility for a mistake? 

Finally, you need to know who can actually make the decision.Whenever possible, and if 
it is not obvious, it is better to agree formally who is responsible for a decision. 

This idea of responsibility also highlights the need to keep a record of how any decision was 
made, what information it was based on and who was involved.  Enough information needs to 
be kept to justify that decision in the future so that, if something does go wrong, it is possible 
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to show that your decision was reasonable in the circumstance and given the knowledge you 
held at the time. 

 

3. Information Gathering 
Before making a decision, all relevant information needs to be gathered. 

If there is inadequate or out-dated information then it is more likely that a wrong decision might 
be made. If there is a lot of irrelevant information, the decision will be difficult to make, and it 
will be easier to become distracted by unnecessary factors. 

You therefore need up-to-date, accurate information on which to make decisions. 

However, the amount of time spent on information-gathering has to be weighed against how 
much you are willing to risk making the wrong decision. In a group situation, it may be 
appropriate for different people to research different aspects of the information required. For 
example, different people might be allocated to concentrate their research on costs, facilities, 
availability, and so on. 

 

4. Weighing up the Risks Involved 
One key question is how much risk should be taken in making the decision? Generally, the 
amount of risk an individual is willing to take depends on: 

• The seriousness of the consequences of taking the wrong decision. 

• The benefits of making the right decision. 

• Not only how bad the worst outcome might be, but also how likely that outcome is to 
happen. 

It is also useful to consider what the risk of the worst possible outcome occurring might be, 
and to decide if the risk is acceptable.  The choice can be between going “all out for success” 
or taking a safe decision. 

 

5. Deciding on Values 
Everybody has their own unique set of values: what they believe to be important. The decisions 
that we make are, ultimately, based on our values. That means that the decision that is right for 
us may not be right for someone else. 

If the responsibility for a decision is shared, it is therefore possible that one person might 
not have the same values as the others. 

In such cases, it is important to obtain a consensus as to which values are to be given the 
most weight. It is important that the values on which a decision is made are understood 
because they will have a strong influence on the final choice. 

 

6. Weighing up the Pros and Cons 
It is possible to compare different solutions and options by considering the possible 
advantages and disadvantages of each. 

One good way to do this is to use a “balance sheet”, weighing up the pros and cons (benefits 
and costs) associated with that solution. Try to consider each aspect of the situation in turn, 
and identify both good and bad. 

For example, start with costs, then move onto staffing aspects, then perhaps presentational 
issues. 
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Having listed the pros and cons, it may be possible to immediately decide which option is 
best. However, it may also be useful to rate each of the pros and cons on a simple 1 to 10 
scale (with 10 – most important to 1 – least important). 

In scoring each of the pros and cons it helps to take into account how important each item on 
the list is in meeting the agreed values. This balance sheet approach allows this to be taken 
into account, and presents it in a clear and straightforward manner. 

 

7. Making the Decision 
Finally, it’s time to actually make the decision! 

Your information-gathering should have provided sufficient data on which to base a decision, 
and you now know the advantages and disadvantages of each option. It is time to make up 
your mind. 

Warning! 

You may get to this stage, and have a clear ‘winner’ but still feel uncomfortable. If that is 
the case, don’t be afraid to revisit the process. You may not have listed all the pros and 
cons, or you may have placed an unsuitable weighting on one factor. 

Your intuition or ‘gut feeling’ is a strong indicator of whether the decision is right for you 
and fits with your values. 

  

If possible, it is best to allow time to reflect on a decision once it has been reached.  It is 
preferable to sleep on it before announcing it to others. Once a decision is made public, it is 
very difficult to change. 

For important decisions it is worth always keeping a record of the steps you followed in the 
decision-making process. That way, if you are ever criticised for making a bad decision you 
can justify your thoughts based on the information and processes you used at the time. 
Furthermore, by keeping a record and engaging with the decision-making process, you will be 
strengthening your understanding of how it works, which can make future decisions easier to 
manage. 

 

Having Made the Decision… 

Finally, and perhaps most importantly, once you have made a decision, don’t waste your 
time thinking about “what ifs”. If something does go wrong, and you need to revisit the 
decision, then do. But otherwise, accept the decision and move on. 

 

Conclusion 
This article sets out one decision-making technique that you may like to use. Remember, 
though, that no technique can substitute good judgement and clear thinking. All decision-
making involves individual judgement, and systematic techniques are merely there to assist 
those judgements. 
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About Luis Costa 
	

Luis Soares Costa is a Portuguese American who lived and worked 
in the USA, Canada and in London before moving to Barcelona. 
After spending 25 years in the USA (a product of American 
Universities and a Partner at a strategic consulting firm in the 80s), 
Luis became a trusted advisor to CEOs, C-Level Executives, 
Business Owners, top talent and Top Management Teams in a 
number of the major global companies (including a significant 
number of Fortune 500), innovative companies operating in new 
ecosystems and dynamic family owned businesses. He is a coach 
and advisor to senior partners in Professional Services Firms and 
Law Firms.  

Luis also brings innovation and recognised expertise as 

• a designer and facilitator of corporate and team events, 

• a high performance team builder,  

• a transformation tpecialist, and 

• a senior leadership and top talent trainer and developer,  

Over the past 39 years, Luis developed extensive expertise in a number of areas and is invited 
to speak regularly at conferences, senior management and leadership offsites and other 
corporate events. He is also invited as subject matter expert to provide thought leadership to 
various types of events and think tanks.  

He works interchangeably in English, Spanish, Portuguese and French and spends most of his 
time collaborating with clients throughout Europe, North and South America and Asia Pacific.  
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HOW TO REACH US 
 
Please connect with us through 
coach@LuisSoaresCosta.com 
 
You can visit us at: 
LinkedIn: Luis Costa – coach · facilitator · speaker 
Website: www.luissoarescosta.com 


