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The Diligent Pursuit of Wise Decisions

Decision-Making/Problem-Solving Process

	"Nothing is more difficult, and therefore more precious, than to be able to decide."

--Napoleon

"Make level paths for your feet and take only ways that are firm."

 Proverbs 4:26


PrEFACE

PrEFACE is a process for problem solving and decision making for Executive Ministries.


Problem


Establish Criteria


Facts


Answers/Alternatives


Choice


Execute

PRoblem
The problem or decision should be stated as clearly and comprehensively as possible.  Remember, an insufficient, vague or faulty problem statement leads to an insufficient, vague or faulty solution. 

Problem Statement





For Your Consideration:

What kind of a problem/decision is this? Is it complex or simple, team related or isolated to one person, difficult or relatively simple to solve?

As this problem is solved/decision made, what are the benefits and secondary effects? What will it do for us to have a wise solution to this problem? What outcome are we expecting? Will it cause other problems?

Establish Criteria
Determine what factors will cause you to choose one answer/alternative over another.

As you come up with alternative solutions, some will be less than your best, with one or two being better than the rest. The question is, "How will you recognize these when you see them?" Your criteria should answer the questions, "What constitutes a wise decision?" and "How will we know when we've come up with a good solution?"

A discussion of decision-making criteria is inevitably a discussion of values. So, whatever problem you are trying to solve, you'll find yourself discussing personal, team and EM national values.

As you can see, we have provided you with a start in identifying your criteria. These criteria apply to all organizational decisions at every level of Executive Ministries. All of your decisions as an organizational leader inEM must be either supportive of, or at least not in violation of, our values, design principles and your local key objective.

Our personal decision-making criteria are often implicit and seem self-evident to us, but having an explicit discussion on criteria will help avoid misunderstandings and confusion when it comes time to choose one answer/alternative over another.

Take time to list the factors that will tell you what constitutes a wise decision.  In other words, what factors will help you discriminate between alternatives?

1.
EM core values

2.
EM design principles

3.
Local key objective

4.


5.


6.


7.


8.


9.


10.


For Your Consideration:

Not all criteria are created equal.  Are some criteria more important than others?

Facts

	"When the facts are clear, the decisions jump off the page at you."--Peter Drucker


What are the present givens that won't go away with direct reference to your stated problem? What is reality with regard to your problem/question?

•
Facts are stubborn things; the "brute beasts of the intellectual domain." 


Oliver Wendell Holmes.

•
You can't have too much relevant data.

•
You can't have too little irrelevant data.

•
Facts that are not faced have a way of stabbing you in the back.

As you work to determine the relevant facts, ask yourself:

•
"What do we know about this problem/question?"

•
"What do we know that we don't know about this issue?"

•
"Are we assuming things that are not factually based?"

•
"Do we need to involve others beyond our team in the fact-gathering step?"

•
"Do we know enough about the question/problem to move ahead in the decision-making process?"

•
"Are some facts more crucial to our decision than others?"

List the facts relevant to your problem/decision.

(We have offered some "fact categories" to get you started.)

$


People/Expertise____________________________________________________________

Time available______________________________________________________________

The present situation with regard to your stated problem_________________________________

The past solution with regard to your stated problem ____________________________________

Other facts:  e.g., risks involved

Answers/Alternatives

Create the options ...

in light of the facts ... and

with reference to your criteria.

"Imagination is that rare ability to reach beyond the immediate situation while still retaining your good common sense."

List  (brainstorm all possible solutions).
















Choice

	"The heart of the righteous weighs its answers." Proverbs 15:28


Choose the best option from among the other candidates by comparing/weighing the options: i.e., determining their relative worth in light of your criteria and facts.

There are a variety of ways you can go about weighing options.  Some are simple; others are more complex.

1.
Feasibility and Criteria Match

Evaluate possible solutions in light of the facts and with reference to your criteria. Ask,

 "How feasible is this option (factual analysis), and how does it rate in light of our criteria?" i.e., "Is it possible, and does it serve our values and criteria?" 

Rate each solution. You can use a numerical scale (1-10) or assign grades (A,B,C, etc). 

Eliminate those that fail the feasibility or criteria match test.

	Alternatives
	Feasibility
	Criteria Match

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


2.
Pros and Cons

What are the pros and cons of each possible solution? Rate your options and eliminate them as you see fit.

	Alternatives
	Pros
	Cons

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


3.
Scenarios

What would it look like, for better or worse, if this alternative were lived out? 

What is the potential impact of this decision personally, emotionally, strategically, financially, etc.? 

What are the secondary and tertiary ramifications of this solution? 

Will it create other problems? Will it solve problems? 

Rate your options and eliminate them as you see fit.




	Alternatives
	Scenario Rating

	
	

	
	

	
	

	
	

	
	


4.
Composite rating

Now, evaluate your remaining options in light of all the rating factors: factual analysis, criteria match, pros and cons, and scenarios.  

	Options
	Feasibility
	Criteria 

Match
	Pros and Cons
	Scenarios 

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


5.
Choose your best possible alternative.











Execute: Making the decision work

Remember, once a promise of decisive action is made, people's "impatience clock" begins ticking. Your decision, if nothing else, is a commitment to quick and effective action.

Provide for vigorous implementation and ample feedback.

•
Don't operate on a thin margin of success in implementing crucial decisions.

•
Bring an overwhelming array of resources to bear on one problem at a time.

What resources will be brought to bear on "making it happen?" 

Who is the primary person/people of responsibility? 

When will this happen?

	What exactly will happen?
	Who specifically will do it?
	What resources and expertise are required?
	When exactly will it happen? What are your deadlines?
	When and how will you evaluate?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


