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Every day, each person makes thousands of decisions. While many of those have only
minor impact, some have serious implications and consequences. It is these big decisions
which we 'must get right.'

To help you and your team make better decisions, you must recognize when you are being
swayed by external influences and use approaches to counter these often unnoticed
factors.

This guide is an overview of factors that contribute to poor decision-making along with
suggestions for how to mitigate that factor. It also includes two approaches to help you
organize your thinking in order to bring clarity to the decision at hand. 
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FACTORS THAT IMPACT DECISION-MAKING ABILITY

We have less patience for exploring options
We might make a choice simply to be done, without regard for what is best
We may avoid the decision and experience the costs of delay

Make big or important decisions earlier in the day / week
Intentionally pause and come back to the decision the next day
Ask someone else to make the decision

Decision Fatigue occurs when your brain has exhausted it's energy for making decisions.
This tends to happen later in the day and later in the week. 

Why this is bad:

What do to about it:
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#1: Decision Fatigue
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#2: Mood and Emotions

You can be more optimistic or pessimistic about an option based on your mood
You can be more or less risk averse based on your mood
You can have less patience for exploring options when you are in a bad mood
You may ignore important information or logic when you are emotionally attached

Check your emotions. Do you feel strongly about a particular outcome or option?
Reflect on whether you may be under the influence of your mood. If this was any other day,
would you still feel like this was the right choice?
Ask someone else to make the decision or include other people in the decision-making
process.

Your  mental state has a surprisingly strong influence on your outlook. Everything from the
weather to how long it's been since you ate can subtly (or not) impact your mood. Plus, when
you're emotionally invested, it can be challenging to think rationally.

Why this is bad:

What to do about it:

There are dozens of shortcuts our brain uses to help us make sense of the world.
(http://humanhow.com/list-of-cognitive-biases-with-examples) Sometimes, these
cognitive biases backfire and get in the way of sound judgement. 
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#3: Cognitive Biases

When a decision matters, we
agonize over making the

right choice or argue over
which way to go. When the

choice is important, we don’t
want to get it wrong.

You may be overly confident in the decision
You may ignore important information
You might act irrationally

Use a structured thinking process such as The 6
Hats to fully explore a decision and options
Treat all data and information with appropriate
scrutiny. Pay extra attention to information that
contradicts your position.

Why this is bad:

What to do about it:

Reflect on what assumptions or rationalizations you are making
Imagine someone else was making this choice and explaining their reasoning to you.
Would you buy it?
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You may ignore information because we don't know what to do with it
You may select information to focus on simply to minimize the overwhelm and appear
data driven, even if it's not the right information
You might delay a decision or disqualify an option due to lack of information, even
though more information isn't available or won't help 

Ask what information is relevant or necessary for making the decision and focus on that
information.
Ask how different information might change your perspective. Only gather additional
information if it's material to the choice.
Use software to help make sense of the data

Our brains can only process so much information. The quantity and quality of data both
matter, but we get lost when the brain can no longer make sense of the information in front
of us. At that point, we're not longer able to generate insights from the collection of
information.

Why this is bad:

What to do about it: 

#4: Information Overload
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You may delay or even opt out of a decision
You may discard some options simply to reduce the field 
You might feel overwhelmed by the choice even thought it's not a big deal
You might choose something just to get the decision over with

Limit the options to no more than 5,
Use a set of criteria or specific process such as weighted options to eliminate some
options in a logical / unbiased way
Group the options into 3 buckets: yes's no's, and maybe's. Then only consider the yes's
(and maybe's). Continue to group in this way until you have 3-5 options.
Ask whether there really is a wrong choice or a best choice in this situation.

While it intuitively feel like more options is better, for many decisions, fewer options is
actually preferable. Because we have an aversion to loss (a cognitive bias) and are afraid of
being wrong, the more options we have, the more likely we feel we'll get it wrong. 

Why this is bad:

What to do about it: 

#4: The Paradox of Choice



Be a MODERN MANAGER with a thriving team.

4

Process

THE 6 HATS

Identify the decision: Be sure everyone has a clear understanding of the decision and
any options currently being considered.
Spend time wearing each hat: Allocated time for each type of hat. Think through the
decision and options from that particular perspective, and only that perspective, during
the allotted time.
Go in any order you want: It doesn't matter what order you move through as long as
you wear each hat.

1.

2.

3.

Hat Types

White: What does the information, data or facts tell us?
Red: How do you feel about this decision and why?  
Black: What are the risks, potential downsides and other
concerns we should consider?
Yellow: What positive outcomes or benefits might occur?
Green: What might be possible if we think creatively?
Blue: How are we managing our process to make this
decision?
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Decision-making is an
important competency

for individuals and
groups.

Process

WEIGHTED OPTIONS

Identify the criteria: Select 3-5 factors and determine their relative weighting. Assign
each a percentage.
Rate each option against each of the criteria: Give a rating 1-5 with 5 being good.
Calculate the total for each option: Add up the score based on the rating times the
percentage for criteria.

1.

2.
3.

Get the template and detailed instructions at: http://bit.ly/MM-weighted-options

Often we struggle to make a decision, especially as a group, when our thinking is
disorganized. To bring structure to your thought process, use The 6 Hats approach
developed by Edward de Bono. Learn more in his book by the same name.

It's no easy feat to compare multiple options against multiple criteria. To bring consistency
and clarity to this type of thinking, use the weighted options approach. You don't need to go
with the best score, but it will help you put the options in context. 


