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The primary responsibility of 

management is to allocate resources 
in the way that best achieves business 

objectives. If there are three or four 

options to allocate resources, which 

is the best choice? What is the time 
horizon for the decision? Is it best to 

hire more people? Why not partner 

with a contract resource company? 

Build a new facility or add to the 

existing one? No right answers, but 
all require a decision. 

 

Rule 1 – Make decisions overtly.  

All too often, decisions happen 

slowly over time without 

knowledge the decision was 

actually made. A year down the 

road, we wake up from our daze 

and realize we’re all aligned with a 

decision we didn’t know we made. 

That’s bad for business. Make 

them overtly and document them. 

 

Rule 2 – Define the decision 

criteria before it’s time to decide. 

We all have biases and left to our 

own, we’ll make the decision that 

fits with our biases. For example, 

if we think the project is a good 

idea, we’ll interpret the project’s 

achievements through our biased 

lenses and fund the next phase. To 

battle this, define the decision 

criteria months before the funding 

decision will be made. Think if-

then. If the project demonstrates 

A, then we’ll allocate $50,000 for 

the next phase; if the project 

demonstrates A, B and C, then 

we’ll allocate $100,000; if the 

project fails to demonstrate A, B 

or C, then we’ll scrap the project 

and start a new one. If the 

decision criteria aren’t predefined, 

you’ll define them on-the-spot to 

justify the decision you already 

wanted to make. 

 

Rule 3 – Define who will decide 

before it’s time to decide. 

Will the decision be made by 

anonymous vote or by a show of 

hands? Is a simple majority 

sufficient, or does it require a 

two-thirds majority? Does it 

require a consensus? If so, does it 

have to be unanimous or can 

there be some disagreement? If 

there can be disagreement, how 

many people can disagree? Does 

the loudest voice decide? Or does 

the most senior person declare 

their position and everyone else 

falls in line like sheep? 

 

Think back to the last time your 

company made a big decision. 

Were the decision criteria defined 

beforehand? Can you go back to 

the meeting minutes and find how 

the project performed against the 

decision criteria? Were the if-then 

rules defined upfront? If so, did 

you follow them? And now that 

you remember how it went last 

time, do you think you would have 

made a better decision if the 

decision criteria and if-thens were 

in place before the decision? Now, 

decide how it will go next time. 

 

And for that last big decision, is 

there a record of how the 

decision was made? If there was a 

vote, who voted up and who 

voted down? If a consensus was 

reached, who overtly said they 

agreed to the decision and who 

dissented? Or did the most senior 

person declare a consensus when 

in fact it was a consensus of one? 

If you can find a record of the 

decision, what does the record 

show? And if you can’t find the 

record, how do you feel about 

that? Now that you reflected on 

last time, decide how it will go 

next time. 

 

It’s scary to think about how we 

make decisions. But it’s scarier to 

decide we will make them the 

same way going forward. It’s time 

to decide we will put more rigor 

into our decision making. 

 

This article originally appeared on: 

https://www.innovationexcellence.

com/blog/2019/10/27/three-rules-

for-better-decision-making 
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Important Notice 
© Copyright 2019, Martin Pollins, All Rights 

Reserved 
 

This article appeared in Better Business Focus, 

published by Bizezia Limited (“the publisher”). 
It is protected by copyright law and 
reproduction in whole or in part without the 

publisher’s written permission is strictly 
prohibited. The publisher may be contacted at 
info@bizezia.com  
 

Some images in this publication are taken 
from Creative Commons – such images may 
be subject to copyright. Creative Commons is 

a non-profit organisation that enables the 
sharing and use of creativity and knowledge 
through free legal tools. 
 

The article is published without responsibility 
by the publisher or any contributing author 
for any loss howsoever occurring as a 

consequence of any action which you take, or 
action which you choose not to take, as a 
result of this article or any view expressed 
herein.  

 
Whilst it is believed that the information 
contained in this publication is correct at the 

time of publication, it is not a substitute for 
obtaining specific professional advice and no 
representation or warranty, expressed or 
implied, is made as to its accuracy or 

completeness.  
 
Any hyperlinks in the article were correct at 

the time this article was published but may 
have changed since then. Likewise, later 
technology may supersede any which are 
specified in the article. 

  
The information is relevant within the United 
Kingdom. These disclaimers and exclusions 

are governed by and construed in accordance 
with English Law. 
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