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BOARDROOM STRATEGY

MIKE DESJARDINS
How to make better  
decisions faster

Very rarely do I hear 
from CEOs and other 

executives who are worried 
they will not be able to plot 
a strategy that makes sense 
for their company. 

More often than not, 
their greatest challenge lies 
in execution of the plan. 

One of the core issues in 
execution that holds back 
progress is ine!ective deci-
sion-making systems that 
result from a limited under-
standing of how decisions 
are made, who has the abil-
ity and responsibility to 
make decisions and what 
criteria are being used to 
make those decisions.

"e ability to make clear, 
definite and timely deci-
sions can be the di!erence 
between leading and lagging 
behind the competition. 

If key people in your or-
ganization are in decision 
paralysis, what e!ect is that 
having on overall progress? 
Can you afford the extra 
time it’s taking to make de-
cisions in your competitive 
industry?

So what can you do 
about it? Take a good look 
at how your decision-mak-
ing culture might be slow-
ing down the execution of 
your strategic plan by start-
ing to understand which of 
these common blocks may 
be holding you back from 
making timely decisions: 

A general fear of making 
the wrong decision 
Are people hesitant to make 
a decision for fear that it 
might not be the best one? 
Help remove the fear of 
making the wrong deci-
sion (which typically leads 
to analysis-paralysis) by en-
couraging a norm of be-
ing solution-focused – let 

people know that there is 
more than one way to do 
most things and, although 
it’s important to understand 
why something went wrong 
when it does, how prob-
lems are handled is what’s 
most important. If a de-
cision turns out to be the 
“wrong” one, help people 
move quickly into solutions 
instead of blame or apathy.

Over-concern for other 
people’s feelings 
Leaders with a high concern 
for relationships tend to 
avoid making decisions that 
might cause discontent. 

Help people balance their 
relationships with their co-
workers and what’s best for 
the company by working 
with them to look at the 
cause and e!ect of their de-
cisions on the organization 
as a whole and putting a 
focus on clear, honest com-
munication about what’s to 
come. 

A lack of clarity around 
who is responsible for 
making decisions 
From unclear lines of re-
porting and authority to 
haste when leaving week-
ly team meetings, consider 
how leaders in your com-
pany may be slowing down 
decision-making and, in 
turn, execution of your plan. 
This often occurs by leav-
ing teams of people unclear 
about who is responsible to 
make the decisions required 
to advance projects.

The people responsible 
for outcomes do not have 
the autonomy they need 
Take a look at your plan, 
noting who is responsible 
for executing your most im-
portant initiatives. 

Then, consider if those 
people have the autonomy 
they need to make the de-
cisions required to get the 
job done and, more import-
antly, if they understand 
that they have the auton-
omy to do so. It’s difficult 
to make timely decisions 
when you’re expected to 
get approval every step of 
the way.

The executive 
leadership team is not 
leading by example 
Leading by example around 
decision-making is key. Do 
you stick by the decisions you 
make? Do you hold it togeth-
er when things don’t go as 
planned and look to solutions 
instead of blaming and fo-
cusing on what went wrong? 
Do you allow people the au-
tonomy to make important 
decisions and coach them 
and support them to do so? 

People are looking to the 
leadership team for cues on 
what’s expected of them, so 
make sure you “walk-the-
talk” by modelling the be-
haviour you want to see from 
others.

People don’t understand 
how to evaluate options 
and make a decision 
Help people become more 
confident at making deci-
sions by offering them an 
empowerment framework 
(tinyurl.com/empowerdeci-
sions) to help guide them to 
make decisions that are con-
sistent with the organiza-
tion’s goals and values.

Not taking the time to 
clarify how decisions 
are going to be made 
One of the best ways to 
improve decision-making 
across your organization 

is to be clear upfront about 
how decisions will be made. 

There are four distinct 
decision-making styles 
that are act ive in most 
organizations. 

By clarifying in advance 
which style is appropriate 
for the decision at hand, 
leaders, teams and individ-
ual contributors can feel 
empowered to act quickly 
and e!ectively. 

Here are the four di!er-
ent styles:

!. Autocractic (decide 
and tell): As the leader, de-
cide unilaterally and an-
nounce your decision to 
your team or the company 
overall. Ask for whomever 

you are communicating 
with to repeat back their 
understanding of what you 
have said to make sure you 
have been clear.

". Consultative (decide 
after consultation or rec-
ommendation): Pull togeth-
er as much information as 
possible from key people 
before making the decision, 
then, once you have made 
your mind up, get reactions 
prior to making the final 
decision.

#. Team (followers share 
in the decision): "ere are 
three ways to have a team in 
involved in a decision: 

majority vote where the 
leader has one vote and gives 
up veto power;

consensus, where every-
one has to agree a#er a dis-
cussion; and 

consensus with a silver 
bullet, where the leader will 
most likely work with con-
sensus but maintains the 
power to veto the decision.

$. Delegation (delegate 
the decision with clear 
parameters): Delegate the 

decision. Be clear about par-
ameters of freedom. Ask the 
team or individual to para-
phrase the decision so you 
know you have been clear 
upfront. 

Speeding up and improv-
ing the quality of decisions 
made throughout your or-
ganization has a profound 
e!ect on the ability to take 
on greater strategic challen-
ges and opportunities. 

Share this column with 
your senior team and key 
leaders as a way of fram-
ing a conversation around 
what’s getting in the way 
of decision-making in your 
organization. 

Mike Desjardins is the CEO 
at ViRTUS (www.virtusinc.
com), an organizational de-
velopment-consulting firm 
with expertise in strategic 
planning and implementa-
tion, leadership develop-
ment, change management 
and succession planning for 
medium to large organiza-
tions. He regularly blogs at 
www.mikedesjardins.com.

If a decision turns out 

to be the “wrong” one, 

help people move quickly 

into solutions instead 

of blame or apathy

B.C. confident about 
business growth: BMO
Nearly half of British Colum-
bians believe the business 
community will grow this 
year, according to a study 
released by the Bank of 
Montreal (BMO) Wednesday.

According to the study, 
B.C.’s growth rate is expected 
to outpace the national 
growth rate this year, topping 
3% compared with 2.8% for 

the entire country. It found a 
“clear divide” in growth rates 
between Canada’s commod-
ity-producing provinces and 
non-commodity provinces.

Wes tern C anada and 
Newfoundland and Labrador 
are expected to see growth 
rates between 3% and 4% 
this year, while Central and 
Atlantic Canada have growth 
rates between 2% and 3%.

In B.C . ,  49% of those 

polled expect local busi-
nesses to grow, while 38% 
expect them to stay the 
same, and 9% expect them 
to shrink.

Cathy Pin, vice-president, 
commercia l  banking ,  at 
BMO, said the survey, which 
sampled 1,504, showed that 
Canadians are “cautiously 
optimistic” about business 
growth.
Wednesday, July 27

BUSINESS TODAY
daily online edition

Daily business news direct to your inbox! Sign up at www.biv.com/newsletters

Full stories and other local business news at www.biv.com/businesstoday

August 2–8, 2011 Business in Vancouver 17MANAGEMENT


