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	      Step 1: Decide if you are ready to make a decision
◙   “So What” if the situation is not resolved
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◙   How certain are you that the situation can be resolved.
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◙   Narrow a long list to a critical few (multi-voting)
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◙   Determine if you are Ready for decision making




	      Step 2: Select the criteria and decision making process.
                 ◙  Identify the right decision making criteria
                 ◙  Select the right decision making processes

	      Step 3: Choose the decision making tool(s) and make the decision.
                ◙  Simple Rank Order
                ◙  Prioritization Matrix
                ◙  Idea Evaluation
                ◙  Pros & Cons Analysis
                ◙  Force Field Analysis and Change Analysis
                ◙  Paired Comparison Grid
                ◙  Weighted Decision Criteria Matrix
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                ◙  Intuitive Coin Flip
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Navigation & Overview Instructionsinstr  TOC
Overview
Every decision is made within a decision environment, which can be considered a collection of information, alternatives, values, preferences and personal biases. An ideal decision environment would include all possible information, all of it accurate, every possible alternative and all unbiased decision makers. However, both information and alternatives are constrained because time and effort to gain information or identify alternatives are limited.  
This smart-book offers the following five step decision making process. Select whatever steps fit your decision making needs. Remember: All the hard work of getting to this point will be negated if you use the wrong decision making process or tools and make the wrong decision.
	  Step 1: Decide if you are ready to make a decision.

	  Step 2: Select the criteria and right decision making process.

	  Step 3: Choose the right decision making tool(s) and make decision.

	  Step 4: Validate the correctness of the decision.

	  Step 5: Decide if on-going decision making is needed.


Navigation
· Main Menu: These are like a book’s Table of Contents [TOC], or a web Home page but function more like a software Menu. Click the [TOC] button to return to the Main Menu (Table of Contents).
· Hyperlinks: Click on any underlined “BLUE” hyperlink text or textboxes. Note:  BLUE text changes to purple once clicked.   
One Click for Hyperlink: The MS Word default for using hyperlinks is “Use CTRL + Click to follow hyperlink.” So, if the “hand icon” [image: image2.png]


 is not showing, hold the [Ctrl] key down while clicking.  Note: If you want to change to one click do the following: 
If you are running Word in Windows XT look at the menu bar and:   1. click on Tools;   2. then click on Options;   3. then click on Edit;    4. then click "off" the check box that says [Use CNTL + click to follow hyperlink]. 
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If you are using MS Word in Vista:  1. click on the Office Button [image: image4.png]


 in the upper left. 2. Click on Word Options (at the bottom). 3. Click on the Advanced link and 4. then click "off" the check box that says [Use CNTL + click to follow hyperlink].  See picture.
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Step 1: Decide if you are ready to make a decision 
Record your meeting ideas and thoughts in the thinking workspace below. Use the appropriate tool(s) to help think about this step. 

	Thinking Workspace 

(Use this space to record ideas or meeting notes)

	

	Key Facilitator Questions to Ask 

	Facilitator Questions

· Have enough alternatives been developed to make a good decision?  If no, consider a brainstorming meeting.
· Have all the right decision makers been identified?
· Are all alternatives fully understood by decision makers?
· Are all relevant facts known by decision makers?
· What criteria should be used to help evaluate alternatives? Implementation, Financial, Stakeholders, Goals, Customers, Suppliers, etc.

· What is the best decision making tool to use? Should more than one tool be used?

How certain are you that a decision should even be made?

	Thinklets

	So What Test
	Before putting a great amount of time, effort and resources into resolving a situation, ask: “So What” if the problem is not resolved?

	Certainty Test
	Perform a certainty test to make sure that this particular situation really can be solved?

	Multi-voting           (Large List Reduction)
	Multi-voting or Large List Reduction is a technique for narrowing a long list of items to a critical few (usually 3-5).

	Ready for Decision Making
	Use the template below to determine if it is the right time to make the decision.
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z2So What Test (Auto Calc) z2
Why Use It

Before putting a great amount of time, effort and resources into resolving a situation, ask the following questions. 

· Is the problem really worth solving?

· “So What” if the problem is not resolved? 

· What is the worst thing that could happen if the problem was ignored?

How to Use It

Use the “So What” template to determine if the problem is important enough to resolve.

	Step
	Action

	1
	State the problem or situation to be evaluated 

	2
	List the worst thing that might happen if nothing is done.

	3
	In the template below list all the reasons “why it is” and “why it is not” worth resolving.

	4
	Weight the importance of each reason ranging from 1 to 10, 10 = extremely important and 1 = not important at all.  Enter the weight in the Wt. column.

	5
	To calculate the total score by highlighting the Total Score table row and then click [F9].  
Note: DO NOT TYPE anything into the Total Score columns. They contain the code which would be ‘DELETED’.  Consider making a backup copy before you use.



	6
	Get together to decide what, if any, level of work the situation deserves.


So What Test - Template
	State the Problem or Situation to be evaluated.

	

	What is the worst thing that might happen if nothing is done?



	Reasons why

the situation IS worth resolving.
	Wt.
	Reasons why

the situation IS NOT worth resolving.
	Wt.


	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	Total Score


	0
	
	0

	Decide what, if any, level of work the situation deserves. 



	


Blue is input fields. To CALCULATE, highlight the Total Score row and press [F9] key.  Note: You can Add new or Delete unused rows but Score might miscalculate if a Weight field is left blank.
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z3Certainty Test z3
Why Use It

Before putting a great amount of time and energy into any situation ask yourself:

“How certain are you that this particular situation can be resolved? 
How to Use It
	

	State the problem or situation



	I/we know with 100% certainty the following about this problem or situation.

	

	

	

	

	

	I/we believe the following but are not 100% certain.
	Percent Certain

	
	

	
	

	
	

	
	

	
	

	I/we believe this problem or situation will be resolved with ______percent certainty.

Look at the certainty table below and list the probability of success ________.



	If you are not 100% certain, what things are preventing you from becoming certain? What can be done to become certain?



	


Certainty table 

	Percent Certain
	Estimated probability of success

	100%
	99%   (Some things might be out of your control)

	99%
	95%

	98%
	90%

	.
	

	90%
	50%

	.
	

	80% or less
	Less than 2%
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Multi-voting (Large List Reduction) z4
Why Use It
Multi-voting or Large List Reduction is a technique for narrowing a long list of items to a critical few (usually 3-5). Never multi-vote down to one remaining item, other tools should be used to evaluate the remaining items. Multi-voting is commonly used during a brainstorming session to decrease the number of ideas to a select few. Multi-voting also facilitates the combination of ideas to make the remaining ones more powerful and widely accepted by team members.

How to Use It
	Step
	Description

	1
	Make a list of the items (ideas, solutions) to be reduced.  

	2
	Review all the items on the list to ensure full understanding by all team members. Combine similar items if possible to reduce redundancy.

	3
	First Round Vote. Everyone is given the opportunity to vote for the items on the list that they consider most significant. A team member may only vote once for an item but may vote for as many items as they like. Multi-vote quickly with no discussion or negotiation unless an item needs clarification.

	4
	After the first round of voting is complete, circle the high scores.  The team will decide at this point how many votes are necessary to circle an item.

	5
	Second Round Vote. All members are again allowed to vote. This time each team member is allowed only the number of votes equal to half the remaining list. If there are 8 items remaining, each team member may vote for the 4 items they consider most significant. Again multi-vote quickly.

	6
	Continue to reduce the list using the voting method of the second round until there are only from 3-5 items remaining for consideration.


Multi-voting Example

	List of items, ideas, alternatives
	Round 1

# votes
	Round 2

# votes
	Round 3

# votes

	Idea #1
	2
	
	

	Idea #2
	3
	6
	9

	Idea #3
	1
	
	

	Idea #4
	4
	3
	

	Idea #5
	3
	3
	

	Idea #6
	2
	
	

	Idea #7
	5
	6
	11

	Idea #8
	0
	
	

	Idea #9
	1
	
	

	Idea #10
	5
	7
	14


Multi-Voting Template

	List of items, ideas, alternatives
	Rd 1

# votes
	Rd 2

# votes
	Rd 3

# votes
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H4
Determine if Ready for Decision Making  readydec
Why Use It 
Make sure you are ready for decision making. All the hard work of getting to this point will be negated if you use the wrong decision making process or tools and make the wrong decision.
How to Use It

Use the template below to determine if it is the right time to make the decision.

Ready for Decision Making - Template

	Identify the decision to be made.                                                                                         Consider starting with the words: “A decision is ready to be made for ...”

	

	Facilitator Questions
	Answers

	Have enough alternatives been developed to make a good decision?  If no, consider a brainstorming meeting.
	

	Are all alternatives fully understood by decision makers?
	

	Are all relevant facts known by decision makers? 
	

	Do we have the authority to make the decision?
	

	Are all the right decision makers here?
	

	Are there any biases that might hinder or preclude making a good decision?
	

	What is the likely outcome for a wrong decision?
	

	What are the consequences for delaying a decision?
	

	Should the decision be deferred for any reason?
	

	


z4
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H8
Step 2: Select the criteria and decision making process 
Deciding which alternative solution to implement goes beyond simply selecting the solution that best resolves the problem. Evaluation criteria such as: ease of implementation, cost to implement, mandatory or legal requirements should be considered.
	Thinking Workspace 

(Use this space to record ideas or meeting notes)

	

	Key Facilitator Questions to Ask 

	Facilitator Questions

· What is the single most important criterion for predicting the effectiveness of a proposed idea/solution?

· What goals and purposes ‘must’ any solution meet?

· Are any criteria mandatory?
· What criteria are needed to show the idea/solution’s effects on people?

· Is there a hidden or unspoken criterion that needs to be applied?

· Does the solution need to meet any specific individual desires?

· Is there one best decision making method or should you consider using several?



	Thinklets

	Evaluation Criteria Checklist
	Choose the evaluation criterion that meets your needs. Use them to aid your decision making process.

	Decision Making Processes
	Develop a decision making strategy to help overcome routine decision making habits and select the right decision making method and tools.  
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Identify the right Decision Criteria  z5
Why Use It

Deciding which alternative solution to implement goes beyond simply selecting the solution that best resolves the problem. Evaluation criteria such as: ease of implementation, cost to implement, mandatory or legal requirements should be considered.  Use this checklist to help identify the decision making criteria that is right for your situation.

After developing creative ideas and solutions, deciding on the one that is best to implement can be very difficult. In fact all the hard work of developing good ideas can be negated if you make the wrong decision. To provide the best chance for selecting the right idea, select the right decision making method.  

How to Use It
Choose the evaluation criterion that meets your needs.

	Criteria Checklist
	Answer

	What basic criteria must be met?

· What is the single most important criterion for predicting the effectiveness of a proposed idea?

· What specific goals and purposes ‘must’ any proposed idea meet?

· What standard must a proposal meet?

· Does an idea need to meet any specific individual desires?

· Must it meet any mandatory legal requirements?

· Is a short-term temporary or long-term permanent resolution required?

· Can it be executed with resources available or obtainable?

· Is it executable in a realistic timeframe?
	

	What goals or outcomes must be met?

· Satisfies goals and outcome requirements.

· Resolves problem at the root cause.

· Aligns with missions and visions.

· Enables further innovation.

· No negative or harmful impacts on other situations.

· What must ‘not’ happen?
	

	What implementation criterion must be met?

· Easiest to implement.

· Least costly to implement.

· Quickest to implement.

· Most able to be tested and proven.
· Best chance for successful implementation.
· Least resistance to implement.
	

	What people criterion must be met?

· Effects on stakeholders, shareholders, customers, employees, groups, organizations, community, society, and global community.
· Effects on values, attitudes, enables more innovation, relationships, security, safety.

· Ease of Use.

· Effects on people’s lives: minimal change, morale, quality of life, moral or ethical issues.
	

	What financial criterion must be met?

· Affordable to implement.

· Funding available.

· Generates revenue.

· Reduces Cost.

· Payback Period.

· ROI.

· Highest Profit yield.

· Cash Flow.
	

	Other criteria.

· Most popular.
· Trend Setting.
· Patent potential.
· Market Share.
· Highest Public Relations value.
· Competitive Advantage.
· Innovative or Novel.
· Social Value.
· Most workable.

· Most reliable.

· Cuts across boundaries.

· Changes policies.
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z1Decision Making Processes

Why Use It
There is a natural human tendency to use a decision making process that we are familiar with. Using the wrong decision making method can lead to an incorrect decision
Note: Before choosing the decision method(s) make sure the evaluation criteria has been established. Criteria are the standards against which ideas are judged. Good criteria will help provide an unbiased look at alternatives. 

How to Use It
Review the checklist and choose the method(s) that best meet your needs. 

	Decision Making Processes
	Suggested Use

	Consensus: An interactive process that seeks to obtain optimum agreement among team members.  (Tutorial follows)
	This process is a useful step to consider in situations where a high level of commitment is necessary for successful results.

	Individual Best: Everyone picks the alternative they like.
	Helpful when you think individual ideas are simply yielding to groupthink or peer pressures.

	Majority Rules: Majority (or other specified percentage) must agree.
	When you are not going to get total consensus.

	Powerful Minority:  Twenty percent of powerful minority must agree.
	When the value of the decision is more important to the minority than the majority

	Consultative Decision: Decision is made by a qualified “expert”.
	When individual judgment is warranted over group judgment.

	Authoritarian Decision: Decision is made by the leader. 
	Usually done after the leader collects input from all team members.

	Arbitration/Mediation: Puts the decision into the hands of an unbiased trusted judge. 


	Utilized in situations where it is vital to maintain the agreement and co-operation of two or more individuals or groups.

	Decide ‘Not to Decide’:  This method delays a decision to see if waiting will render a decision unnecessary, or if it will help clarify the right alternative. Doing nothing is very different than deciding to do nothing. 


	Do this when you are not completely sure of the right decision. However, be aware that doing nothing is usually worse than making a wrong decision.
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H6
Step 3: Choose the decision making tool(s) and make decision
Be conscious of decision-making habits/biases.  It does no good if the best solution is discarded because fixed mental models and decision-making habits takeover.  Note: A decision is only as good, even if a correct decision, as it can be successfully executed without creating more damage than it solves.
These tools are designed to give the user a much better chance for making the right decision.  Select from the list below. To help overcome routine decision making habits, consider evaluating your ideas using several different decision techniques.
	Thinking Workspace 

(Use this space to record ideas or meeting notes)

	

	Key Facilitator Questions to Ask & Tools to Use

	Facilitator Questions

· Who should make the decision?

· How well does each idea meet the stated goal? 

· How well does the idea satisfy all stakeholders?

· What are the cost/benefits of this idea?

· What would the consequences be of not making or deferring a decision?

	Thinklets 

	Simple Rank Order
	Simply rank ideas from best to worst. Determine which idea has the most number one rankings.

	Prioritization Matrix
	This template is designed as a quick and simple way to prioritize alternatives that are easy to accomplish and have high value.

	Intuitive Coin Flip
	The intuitive coin flip is a very easy technique to start utilizing your intuition when it comes to making decisions.

	Idea Evaluation
	This template helps evaluate ideas. Using up to ten criteria rank each idea with a numerical score and compare scores of all ideas.

	Pros and Cons Analysis Template
	By developing a conscious and logical decision on why a certain course of action is correct, it makes the decision easier to implement.

	Force Field and Change Analysis
	The purpose of this template is to help understand the driving and restraining forces associated with making a proposed change or reaching a desired goal

	Paired Comparison Grid
	The idea behind the technique is that each alternative is compared with every other one in pairs, hence the name. This forces decision makers to decide between 1 of 2 options.

	Weighted Decision Criteria Matrix
	Helps make a more “statistical” rational judgment.

	Consensus Builder
	Develop team decisions with a high level of commitment.  
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Simple Rank Order Decision rankorder
Why Use It

Be conscious of decision-making habits and if time permits use more than one decision-making process.  It does little good if the best innovative solution is discarded because fixed decision-making habits takeover.

How to Use It

Simply participants simply rank ideas from best (1) to worst (n). Determine which idea has the most number one rankings.
Decision Table

	List the alternatives (ideas, solutions, etc.) and simply rank order their priority. Consider using facilitator questions below.

	Alternative Name
	Priority

(Rank by #)

	
	

	
	

	
	

	
	

	
	

	Facilitator Questions
	Answers

	What alternative best solves the problem or situation?
	

	What alternative best satisfies the customer?
	

	What alternative is easiest to implement?
	

	What alternative gives the best ROI?
	

	What alternative is least costly?
	

	What alternative feels right?
	

	What alternative has the best intangibles or additional benefits?
	

	Ask each person what alternative they would personally pick.
	

	What alternative satisfies mandatory or political needs?
	

	
	


	TOC
	Return


z7Prioritization Matrix

Why Use It

This template is designed as a quick and simple way to prioritize alternatives that are easy to accomplish and have high value. 

How to Use It
	Step
	Description

	1
	On a separate sheet of paper or file, list all the alternatives, ideas, scenarios, options, etc., that you want to prioritize. Give them a one or two word name.

	2
	For each alternative, use the matrix below to assign a numerical score ranging from 1 to 9.  A score of 1 represents an alternative that is of low value and is difficult to implement.  A score of 9 represents an alternative that has high value and is easy to implement.

	3
	Record ideas below and visually look at the matrix to decide where to focus your energy and efforts. The ideas that are closest to 9 can be considered the ‘low hanging fruit’ with high value and ease of implementation.


See next page

Prioritization Matrix

	
	Low Value
	Medium Value
	High Value

	Difficult

to implement


	1
	2
	3

	Moderate

difficulty to implement


	4


	5
	6

	Easy

to implement


	7
	8
	9
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z6Idea Evaluation (auto calc) 

Why Use It

This template helps evaluate ideas. Using up to ten criteria, rank each idea with a numerical score and compare scores of all ideas.

How to Use It
The template contains standard evaluation criteria. Add, delete or modify the criteria to meet your specific needs. See other evaluation criteria checklist below.  The green are input fields, enter a rank score from 1 to 10. To CALCULATE a total score, highlight the Total Score row and press [F9] key.  Note: Total Score will miscalculate if a rating score is left blank. Also do not delete Total Score field it contains the calculation code.
See next page

Idea Evaluation (auto calc)
	Idea to be evaluated



	Idea Evaluation Criteria


	Score

(10 = high, 

1 =low)


	How well does the idea meet stated goals and purposes? 

       (10 = completely, 1 = not at all)
	5

	How well does the idea satisfy all stakeholders?

       (10 = all of them, 1 =none)
	5

	What are the cost/benefits of this idea?

        (10 = benefits greatly outweigh costs, 1 = costs outweigh benefits)
	5

	Does the idea support and align with larger goals? 

        (10 = organizational goals, 1 = personal goals)
	5

	How easy is the idea to implement? 

       (10 = very easy, 1 = very difficult)
	5

	Does the idea have the right level of support to implement? 

        (10 = full, 1 = none)
	5

	Are resources available to implement in a timely manner? 

         (10 = completely, 1 = none at all)
	5

	Does the idea cause any other problems? 

        (10 = none at all, 1 = another problem of the same magnitude)
	5

	Does the idea have competitive advantages?

        (10 = significant, 1 = none)
	5

	What is the level of excitement and feeling about this idea? 

         (10 = Excellent Feeling, 1 = Bad Feeling)
	5

	Total Score
	50
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Z17 Pros and Cons Analysis
Why Use It

Use this technique to help make decisions. Simply look at the Pros (advantages) and Cons (disadvantages) associated with the topic you want to analyze. By developing a conscious and logical decision on why a certain course of action is correct, it also makes the decision easier to implement.

How to Use It

	Step
	Description

	1
	Write the topic sentence that you want to do a pro and con analyze.

	2
	List any issues or concerns about the topic

	3
	On the left hand side of the template list the issues Pros or advantages. Ask yourself, “What is good about this issue that supports me doing this?”

	4
	On the right hand side, list the issues Cons or disadvantages. Ask yourself, “What is bad about this issue the makes me not want to do this?”

	5
	If you want help with a quantitative judgment; give each a relative weight of 1 through 5.              

           1= not very important or little effect on change.

           5= very important or large effect on change.

	6
	Total the score by highlighting the Total Score table row and then click [F9]. 

	7
	In general what do you think the above answers are telling you about the topic? If Pro/Advantages outweigh the Cons/Disadvantages you can feel encouraged to proceed, otherwise think about it more as follows:  

	8
	If the Cons outweigh the Pros, what can be done to reduce the Cons?

	9
	What can be done to improve the Pros?


Pros and Cons Analysis Template

	

	1. Write a topic sentence on what to analyze here.



	


	3. Pros (Advantages)
	5.W
	2. List Issue/Concerns
	4. Cons (Disadvantages)
	5. W


	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	
	0
	
	
	0

	6. Total Score
	0
	
	6. Total Score
	0


Pro and Con Analysis

	7. In general what do you think the above is telling you about the topic?



	8. List how Cons/disadvantages can be eliminated or minimized.



	9. List how Pros/advantages might be maximized.
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z10Force Field and Change Analysis (Auto Calc)
Why Use It
The purpose of this template is to help understand the driving and restraining forces associated with making a proposed change or reaching a desired goal. Driving forces are those things that act to cause change and promote reaching your goal. They increase the likelihood of successful change. Restraining forces are things that act to inhibit or suppress change and decrease the likelihood of a successful change.  

Once restraining and driving forces are understood, you can decide if you need to look for ways to enhance the driving forces and/or ways to moderate the restraining forces. This also greatly improves the ability to decide if change or the status quo should prevail. Note: Dr. Kurt Lewin developed the original Force Field Diagram.

How to Use It

	Step
	Description

	1
	Write the current situation or problem (what is happening now or the status quo).

	2
	Write the contemplated change (desired goal) that needs analysis. 

	3
	On the left hand side of the template list the forces that are driving the change or enable reaching the goal.
Note: Driving forces are things like actions, skills, motivation, resources, supplies, etc., that help move toward the change or goal. To help identify them ask the question, “What are the things that are helping us toward reaching the goal?”

	4
	On the right hand side, list the restraining forces that are opposing the change or prevent reaching the goal. 
Note: Restraining forces are things like resistance to change, lack of resources, skills, leadership, etc. To aid in identifying restraining forces ask the questions, “What things are preventing us from making the change or achieving the goal?”  Then for each restraining force ask, “Why is the restraining force occurring?”



	5
	Set the list aside for a while and upon further consideration see if you can add to the list. 

	6
	Categorize or sort the list based on common themes. Study the list and try to think of how you might be able to improve the positives. Just as importantly, determine what needs to be done to reduce or eliminate the restraining forces.

	7
	If you want to make a quantitative judgment; give each a relative weight of 1 through 5 

           1= not very important or little effect on change.

           5= very important or large effect on change.

	8
	Total the score by highlighting the Total Score table row and then click [F9]. Note: DO NOT TYPE anything into the Total Score columns. They contain the code which would be ‘DELETED’.  Consider making a backup copy before you use.

	9
	If driving forces outweigh the restraining forces you can feel encouraged to proceed with the change.  If it is the reverse, proceeding with the change could be ill advised.

Note: If this is a problem situation: driving forces might offer problem solutions, while the restraining forces can indicate problem causes.


See template next page

Force Field & Change Analysis Template

	

	Describe the current situation or problem (what is happening now or the status quo).



	

	Describe the contemplated change (desired goal) that needs analysis. 



	

	List the driving forces that are promoting change.
	Weight 1-5
	List the restraining forces or obstacles that are opposing the change.
	Weight 1-5


	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	
	0
	
	0

	Total Score
	0
	Total Score
	0


Blue is input fields. To CALCULATE, highlight the Total Score row and press[ F9] key.  Note: You can Add new or Delete unused rows but Score might miscalculate if a Weight field is left blank.
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z12Paired Comparison Grid

Why Use It

Paired Comparison is a qualitative technique for prioritizing about 10-15 alternatives (ideas, solutions, options, etc.).  The idea behind the technique is that each alternative is compared with every other one in pairs, hence the name. This forces decision makers to decide between 1 of 2 options. Paired comparison requires each individual to compare every alternative with every other one, in a pair, and to select which is a greater priority.

This technique should only be used in the absence of hard data. It is subjective and based on the views and experiences of the people taking part. The results have to be treated cautiously. If the facilitator suspects that groupthink is occurring, other means will have to be found to challenge the team’s decision making process.

How to Use It

	Step
	Name
	Description

	1
	Alternatives
	List the alternatives for comparison down the left side of the grid (no particular order). Assign each alternative a letter A, B, C, Etc.

	2
	Compared With
	List the alternatives across the top in the same sequence as the left side. Note: A comparison with A to A is not valid and a comparison of (A to B) or (B to A) is the same. This is why the grid is blackened out on the left side.

 

	3
	Numerical Preference
	Develop a Numerical Scoring scale indicating the degree of preference between alternatives.  For example: 0= No difference in importance;

1= Slightly more important;  2= Moderately more important;

3= Much more important


	4
	Comparison process
	Now, compare the first item on the grid with all the others, e.g. A vs. B, A vs. C, A vs. D, etc.  In each grid box list both the alternative that was favored and a corresponding numerical preference. For example a B/3 means B is much more preferred over A.

Do the same comparison for each alternative by progressing from top to bottom.

	5
	Final Score
	When the grid has been completed, total the numerical scores received by each alternative (letter - A, B, C. etc.)

	6
	Most favored alternative
	The alternative (letter) with the highest numerical total is most favored. This now becomes a good discussion tool because different values are now in the open.


Paired Comparison Grid Example

(Should I buy a Van,  Sedan or Wagon? 

(With a score of 4 this example says to buy a wagon)

	
	Compared With Buying

	
	Buying Alternatives
	A

Van
	B

Sedan
	C

Wagon

	
	
	Letter/Score
	Letter/Score
	Letter/Score

	A
	Buy a Van
	
	A/2
	C/1

	B
	Buy a Sedan
	
	
	C/3

	C
	Buy a Wagon
	
	
	

	
	Final Score
	2
	0
	4

	
	Numerical Scoring

0= No difference in importance

1= Slightly more important

2= Moderately more important

3= Much more important
	
	
	


How to read:

A/2 = Van (A) is moderately more important (2) that the Sedan (B).

C/1 = Wagon (C) is slightly more important (1) than the Van (A).

C/3 = Wagon (C) is much more important (3) that than Sedan (B)

The total for Van (A) is 2 points, Sedan (B) is 0 points and Wagon (C) is 4 point.

Paired Comparison Grid Template

	
	Compared With

	
	Alternatives
	A
	B
	C
	D
	Etc.

	
	Alternative name
	Letter/Score
	Letter/Score
	Letter/Score
	Letter/Score
	Letter/Score

	A
	
	
	
	
	
	

	B
	
	
	
	
	
	

	C
	
	
	
	
	
	

	D
	
	
	
	
	
	

	Etc.
	
	
	
	
	
	

	
	Final Score
	
	
	
	
	

	
	Numerical Scoring Scale

0= No difference in importance

1= Slightly more important

2= Moderately more important

3= Much more important
	
	
	
	
	


	TOC
	Return


Weighted Criteria Decision Matrix (Auto Calc) weighteddec
Why Use It

This template helps determine which solution, among many, is most likely to achieve your goals. Carefully assessing the criteria (and the relative weights associated with each) enables you to make a more rational judgment as to why one solution or alternative outranks another. This is a particularly a good method to use when you have a lot of statistical data.

How to Use It

	Step
	Action

	1
	Assign numbers (#1 to #4) to the ideas/solutions/alternatives you wish to evaluate.  If you have more than four alternatives, make another copy of the template.

	2
	Determine what criteria you will use to evaluate your alternatives and type into the column labeled Criteria. Examples of criteria are: Resolves the Situation, Easy to Implement, Resources Available.

Note: The table is designed for a maximum of ten criteria

	3
	Assign a weight to each criterion expressed as a percentage (0-100%) and enter it in the Weight (Wt) column.  The higher the weight the higher the importance of the criterion.  Weights must total 100%. 

	4
	On a scale of 1 to 10, rank each alternative against each criterion by assessing to what degree it meets the criterion. Enter the score (1-10) in each Score (Sc) column.

Note: 1 =  low or does not meet criteria at all, and 10 =  high or exceeds criteria standards

	5
	Automatically calculate the Weighted Scores, Total Score and Percent weights as follows:

1. Highlight the entire matrix (as if you were going to copy it).

2. Press the [F9] key.  Scores will be calculated as follows:

· Weighted Score is Weight (Wt) times your rank Score (Sc).   

· Total Weighted Score is the sum of the above weighted scores.

· Percentage is used to validate that weights equal to 100%

Note: DO NOT TYPE anything into the gray-highlighted rows or columns labeled - Total Weighted Score and WT Sc. These contain the code that would be ‘DELETED’.  Consider making a backup copy before using it. 



	6
	Compare total scores for each alternative to determine which ones are the optimal solutions.

	7
	Continue to make changes as needed. Simply highlight and click [F9] each time to recalculate totals.

	


See next page

Weighted Criteria Decision Matrix

Ideas/Solutions/Alternatives:

1. _____________________________________________________________________

2. _____________________________________________________________________

3. _____________________________________________________________________

4. _____________________________________________________________________

	Idea/Solution Alternatives
	#1
	#2
	#3
	#4

	Criteria
	Weight

(Wt.)
	Sc
	Wt.

Sc
	Sc
	Wt.

Sc
	Sc
	Wt.

Sc
	Sc
	Wt.

Sc


	1.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	2.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	3.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	4.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	5.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	6.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	7.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	8.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	9.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	10.


	10
	0
	0.0
	0
	0.0
	0
	0.0
	0
	0.0

	Total weighted score
	100 %
	
	0.0
	
	0.0
	
	0.0
	
	0.0

	
	S/B

100%
	
	
	
	
	
	
	
	


Blue fields are input fields. To CALCULATE, highlight the entire table and press the [F9] key.  Note: If a score input field is left blank, the score will miscalculate.

Legend:   Weight (Wt.) = Ranks the importance of each criteria; must total 100%

    Score (Sc.) = Rates how well each alternative meets the criteria (10 = high, 1 = Low)
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Consensus Builder consensus
Why Use It

Consensus is a highly interactive process used to develop team decisions with a high level of commitment.  Consensus is not a way to obtain total agreement among team members. It may not represent everyone’s first choice of solutions, but every team member is convinced that the decision represents the ‘best’ solution to the problem at hand. Note: where consensus exists, actions are generally swift and results successful. If some team members remain unheard or unhappy, actions may be undermined. 

How to Use It

Consensus is more of an interactive process rather than a step-by-step process. 
	Process
	Description

	Openness
	Conflict about ideas, solutions, and other items should be viewed as helping rather than hindering consensus. These conflicts help ensure that all sides of an issue are explored to the satisfaction of all team members.



	Shared Understanding
	Be sure that each team member has a full understanding of what other team members are saying. Have all members contribute and share all relevant information even if it conflicts with personal interests.



	Agreement
	Separate the things agreed upon from the things not agreed upon. This helps the group to see that essentially there is agreement on most of the issues and allows focusing on the points of disagreement.



	Disagreement
	Determine each reason for disagreement and, as a team, decide what to do about those things on which you do not agree.



	Incubate
	Put disagreements aside for a while to allow time for reflection and/or allow for collection of more data or opinions.



	Compromise
	The opinions of all team members are equally important. Compromise enables each member to discuss an issue with an open mind, and fosters a willingness to fully support a decision made by the team.  It does not mean giving up a position in exchange for support on another point.



	Consensus Statement
	Observation of both verbal and non-verbal signs from team members will help determine when to write a consensus statement. Poll the group at appropriate times to determine if, in fact, a consensus reached. 

	


See template next page.
Consensus Builder template

	Consensus Topic



	List item of agreement



	List items of disagreement
	Compromise options

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	Consensus Statement
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Z16 Step 4: Validate the Correctness of the Decision h10
A decision is only as good, even if a correct decision, as it can be successfully executed without creating more damage than it solves. After an initial decision has been made, use the following questions to validate the correctness of the decision.  
	Thinking Workspace 

(Use this space to record ideas or meeting notes)

	

	Key Facilitator Questions to Ask

	Facilitator Questions

· Is there a strong feeling that the decision is correct?

· Has this decision been made at the correct level of the chain of command? 

· Is the decision a short-term remedy that might diminish the future?

· What are the undesirable consequences of implementing this decision (solution)?

· Is the decision worth implementing?

· Is the decision affordable to implement?

· Has the decision been stated in a form that is absolutely clear and understandable?

· Does the decision contain a method for tracking and compliance?

	Facilitator Tools to Use

	Validate Decision  
	Make sure the decision does not create more damage than it resolves.

	Intuitive Coin Flip
	Use your intuition when it comes to validating decisions.
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Validate Validate the Correctness of the Decision

Why Use It
A decision is only as good, even if a correct decision, as it can be successfully executed without creating more damage than it solves. After an initial decision has been made, use the following questions to validate the correctness of the decision.  

How to Use It
Answer questions below.

	Validate Correctness of the Decision
	

	Is there a strong feeling that the decision is correct?
	

	Has this decision been made at the correct level of the chain of command? Is it supported higher up?
	

	Does the decision, even if correct, do more harm than good?
	

	Does the decision align with the larger goals of the organization?
	

	Did the decision by-pass or over-ride lower echelons of management?
	

	Does this decision cut across boundaries or change policies?
	

	Does the decision push other problem situations into the future?
	

	Does the decision resolve the situation at its root cause?
	

	Does the decision enable other innovations?
	

	Does the decision have any moral or legal problems?
	

	Does the decision benefit nearly everyone or just a few?
	

	Is the decision a long-term permanent fix?
	

	Is the decision a short-term remedy that might diminish the future?
	

	Is the Decision Implement-able
	

	What are the undesirable consequences of implementing this decision (solution)?
	

	Is the decision worth implementing?
	

	Is the decision affordable to implement?
	

	How should implementing the idea be financed?
	

	Are the resources available to implement this idea?
	

	Do I/we have the will to push it through to completion?
	

	Does the decision have an adequate level of support to implement?
	

	Can this decision (solution) be executed with resources available or obtainable?
	

	Has the decision been stated in a form that is absolutely clear and understandable?
	

	Does the decision contain a method for tracking and compliance?
	

	When might the decision (solution) become obsolete because of evolving technology?
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Intuitive Intuitive Coin Flip

Why Use It
Everyone possesses a certain degree of intuition (knowing something about a situation without conscious reasoning).  Some people can easily access their intuition to help make decisions while others have difficulty. The intuitive coin flip is a very easy thinking technique to start utilizing your intuition when it comes to making or validating decisions.

	Steps
	Action



	1
	Narrow your choices down to two (heads or tails).

Example: Was the decision right or wrong?

	2
	Assign heads to one choice and tails to the other.

Example: Heads the decision was correct, Tails the decision was wrong.

	3
	Flip the coin.

Example: The coin lands (correct decision)

	4
	After the coin flip, intuitively feel what the result is telling you.

a. If you have no reservation about the outcome of the coin flip, your intuition is telling you that the coin landed correctly and gave you the right choice.

b. If, however, you find yourself feeling that you need to do a ‘2 out-of 3’ or ‘3 out-of 5’coin flip, then your intuition is saying that it did not like the way the coin landed.  For example, if the coin landed on ‘heads’ and you say let’s do 2 out of 3, then your intuition is telling you the correct answer is ‘tails’.

 Example: Your intuition is telling you that the decision was incorrect if you feel the need to do a 2 out-of 3 flip. 
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H12

Step 5: Decide if on-going decision making is needed.

Z15 
Go/NoGo Decision (Auto Calc)
Why Use It

Throughout the life of any project or work effort continuously ask: “Why are we doing this?” and “Should we continue, stop or postpone the work?”

How to Use

	Step
	Action

	1
	Have each team member answer the following questionnaire. Add or delete your own questions as appropriate.  Use the (1-10) rating scale or create your own.

	2
	Collect questionnaire information and enter team member responses into the table on the next page.  

	3
	To calculate the average score per team member, highlight the Average Score table row and click [F9].  

Note: DO NOT TYPE anything into the Average Score columns. They contain the formulas which would be ‘DELETED’.  Consider making a backup copy before you use.



	4
	Get together to discuss if the work effort should proceed, stop or be delayed.


Go to next page

Go/NoGo

Survey Summary Results
	
	Team Members

	
	#1
	#2
	#3
	  #4
	#5
	#6
	#7
	#8 


	Is the payoff still worth the work effort?
	0
	0
	0
	0
	0
	0
	0
	0

	Have all the right people signed off on the remaining work?
	0
	0
	0
	0
	0
	0
	0
	0

	Do the clients really support the continued work effort?
	0
	0
	0
	0
	0
	0
	0
	0

	Have all the major obstacles or resistance been cleared to move forward?
	0
	0
	0
	0
	0
	0
	0
	0

	What is the probability that the work effort will be successful?
	0
	0
	0
	0
	0
	0
	0
	0

	Is it the right time to introduce this change?
	0
	0
	0
	0
	0
	0
	0
	0

	How strong is the desire and commitment to proceed?
	0
	0
	0
	0
	0
	0
	0
	0

	Are all the necessary resources available to continue work?
	0
	0
	0
	0
	0
	0
	0
	0

	Has all the proper planning been completed to move forward?
	0
	0
	0
	0
	0
	0
	0
	0

	Does the team have both the control and authority to act?
	0
	0
	0
	0
	0
	0
	0
	0

	Average Score
	0.0
	0.0
	0.0
	0.0
	0.0
	0.0
	0.0
	0.0


Blue is input fields. To CALCULATE, highlight the Average Score row and press[ F9] key.  Note: You can Add new or Delete unused rows but Average Score might miscalculate if a Ranking field is left blank.

Scale of 1-10

1 = No, very little, or unlikely   5 = Average, could better.  10 = Yes, very much, or highly likely

The End
	TOC


	Copyright ©  Nth Degree Software, Inc.    dj@nthdegreesoft.com    -    Home


closemeeting






















MindSights


Decision Making Coach

















© N thDegree Software, Inc.                                                       www.nthdegreesoft.com                                   
                      50

