Decision-Making

As continuous improvement teams work through the DAPIMTM flywheel, they sometimes identify gaps in their decision making efforts. When the root causes for these gaps include a lack of an agreed upon and systematic approach to making decisions, OE facilitators can help clients identify and prepare to implement remedies in the following ways:
· Coaching a leader one-on-one;
· Facilitating a team in making a single decision; and/or, 
· Facilitating an exercise called “decision charting” in which a team identifies the following:
· All decisions made in the organization;
· The current decision maker(s) and types of decision;
· Desired future decision maker(s) and types of decisions; and,
· Planned changes to shift responsibility for decision making to the desired person(s)/group(s) and types. 

Decisions are made daily in organizations, at all levels of the organization. Regardless of the decision made by an individual and/or a team, the decision has an impact on others. Whether an impact is the desired outcome or an unanticipated consequence is determined mainly by the type of decision being made and the method used to make it.   

When making a decision, an individual and/or team should consider a few basic elements from the onset of the decision making process through to the implementation of actual decision. The following questions can guide a decision maker(s) through these critical elements: 

1. Who “owns” the decision? (Who is ultimately responsible for making the decision? Who will be held accountable for the impact of the decision? Is the owner an individual or a group?)

2. Who else needs to be involved in making the decision? (How committed is the owner(s) to the organization? Does the owner(s) of the decision have expertise in the area being discussed? Who else has relevant expertise? What information/data is needed to make the decision? Who is impacted directly by the decision?)

3. What is the current situation? (At what level of the organization is the situation for which the decision needs to be made occurring? Is the data needed to make a good decision available? Are individuals from that level of the organization at the decision making table and/or has data been collected from them?)

4. What are the criteria for satisfaction?  (What basis will be used for making a decision? What will a good decision accomplish?  How will people know the decision is having the intended impact?)

5.  What are the alternatives and trade offs? (Are decision-makers thinking through a number of alternatives and the potential costs and benefits of each prior to making the decision?)

6. What is the decision? (Once the final decision has been made, has the decision been clearly articulated so that everyone understands the decision and how it was reached?)

7. How should the decision be implemented? (Have the decision maker(s) developed a plan of action for implementing decision – how it will be communicated, monitored and evaluated?)
(Slide 1)

Based on the answers, the type of decision to be made should be selected. There are four basic types of decisions:
· Authoritative
· Based on individual input
· Based on group input
· Group majority (democratic) or group consensus

Authoritative decisions are made by the decision’s owner with little to no input from others. Individual input decisions are made by the decision’s owner with input from individuals with relevant expertise. Group advisory decisions are made by the decision’s owner with broad input from a larger group. Group majority or consensus decisions are actually made by the larger group. (Slide 2)

In determining decision type and who needs to be involved in the decision, it is important to think about the level(s) of the organization that will be impacted. Ensuring representatives and/or input from staff in the levels most impacted will assist with effective implementation of the decision. (Slide 3)

A facilitator can use the Decision Making Team Activity and power point slides on the following pages to coach an individual or facilitate a team through a mini-DAPIMTM on decision making, resulting in quick wins and longer term improvements to the culture and effectiveness of the organization. (Slides 4 and 5) The organization can then use the implementation guidance and related tools (e.g., Communication Planning Template, Capacity Planning Template) in Section Two of the OE handbook to implement the decision that is made. (Slide 6)
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TEAM ACTIVITY: DECISION MAKING

When making decisions, the organization should consider “Decision Charting”. “Decision Charting” is a useful strategy when assessing what types of decisions should be made at what level of the organization to obtain commitment from staff.  

1. Identify the types of decisions that get made within the organization, providing “real-life” examples for each type selected. Are decisions:
· Authoritative?
· Based on individual(s) input?
· Group advisory?
· Group majority or group consensus?

2. For each type of decision, assess how these decisions currently get made and by whom.   

3. Based on the decision making chart just developed by the team, identify the things that get in the way of effective decision making as well as identifying times when decision making was effective.  

4. Identify root causes of the things that get in the way (gaps) and general remedies for the root causes identified. Set some related goals.

5. Plan and implement rapid improvements that can be implemented right away to produce “quick wins.” For example, can the executive team commit to “Decision Charting” all decisions for the next 30 days to ensure group consensus is obtain on decisions that are high in relevance, expertise, and commitment? 

6. Inform and discuss with staff how decisions will be made using the ‘Decision Charting” method. Clearly identifying how improvements will be monitored.  .   Consider using the Communication Planning Template in Section 2 of the OE Handbook to plan for the communication around the decision. 

7. Plan for longer term improvements in decision making processes, for which implementation of written communication and capacity plans and/or chartering teams might be required.  For example, to move decisions that require buy-in from the larger organization and to which many people in the organization have expertise to contribute from authoritative to group consensus, a work team might need to be chartered to develop guidelines on decision making.  

8. Prior to implementing longer term improvements, obtain support from internal and external stakeholders by sharing the new method for decision making, what impact or outcome the organization is hoping to accomplish, and how the impact will be monitored and measured

9. Implement and monitor the improvements and make adjustments to ensure effective decision making as needed.
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