
How to Make

Right Decisions

Every Time

How to Make

Right Decisions

Every Time



Introduction

Decision making is an essential requirement of
management and the very best leaders appear able
to make crucial decisions effortlessly “standing on their
feet”.

According to the dictionary, the verb ‘decide’ means
‘to determine, to end, to resolve, to settle and to make

up one’s mind’, while the noun ‘decision’ is defined as ‘the act of settling,
making up one’s mind’, etc. Someone in a position of power is said to be a
‘decision-maker’ and we refer to those who do make up their mind as
‘resolute’ or ‘decisive’.

The Latin root of the word means to ‘cut away’. This points to what a decision
really is: to cut away the surrounding clutter, to enable one to see a path to an
objective and, by taking a decision (or a series of decisions), to follow that path
with all of its implications.

Here then, are a selection of my published articles on this very subject – I do
hope you decide to continue reading!

Jonathan Farrington
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WHAT A DECISION IS – AND WHAT IT IS NOT…….

What it is not – A decision is not allowing events to take their course ‘willy-nilly’. If
you did, an outcome would still occur – but one not influenced or decided
upon with due regard to the surrounding circumstances. Such an outcome
represents an inability or lack of desire to analyse and reach a conclusion -
control has been surrendered. This might not matter – for example, when

merely choosing what perfume to wear – but can be
of major consequence where commercial or other
vital decisions are required.

Decision-making is about deliberately opting for one
choice, from two or more, proactively, to optimise a
situation or outcome and not let it happen by default.

It is also about trying to minimise the element of
chance or risk in life, by taking decisions and actions
that will influence the outcome in one’s favour.

To sum up, decision-making is:

● The selection of an option over others (which could include: no action)
● Under conditions that are uncertain
● Which exposes you to a risk
● In order to reach a specified goal, objective or outcome

There must be a choice and it must be taken proactively, otherwise it is merely
an occurrence.

Decision-making is
about deliberately
opting for one
choice from two or
more, proactively,
to optimise a
situation or
outcome and 
not let it happen 
by default.
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THE ESSENTIALS OF DECISION MAKING

Decision making  is  something  that  happens  throughout  our  day,  but  with
different degrees of importance, urgency and consequential outcomes.

The important points are:

● Understand the real objectives
● Know the situation
● Be in control
● Carry out analysis using appropriate tools
● Present findings logically
● Select an option
● Do it!

The Benefits of Effective Decision-Making

By following a robust procedure and applying thought and logic to your
decision-making process, you should be able to make decisions that are:

● Inclusive – take into account the interests of all affected parties
● Defensible – based on the key points and then weighted and prioritised,

taking into account the relevant values
● Optimal – in both terms of results and in addressing problems
● Sensible – and understandable to interested parties
● Implementable – differentiate between rational and non-rational, as well as

rationalised
● Value-adding – to the organisation or individual

Success comes from the quality of the decision itself, as well as the robustness of
the implementation or application.
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Tips

● Once you have finished your deliberations, make the decision quickly –
circumstances may change or you may lose momentum

● Don’t sacrifice long-term gain for short-term expediency

● Understand the differences between important and urgent – the latter
requires a rapid decision, but important decisions may require more
protracted analysis. An urgent and important decision needs the right level
of analysis to enable the optimal decision to be made

● Remember - people generally support decisions in
which they have participated

● Do not postpone important but non-urgent
decisions - set your own deadlines and do not let
them be imposed on you

● If a decision is no longer appropriate, change it – but in a measured manner,
not with a knee-jerk reaction

● If you need help, get it!
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WHY SOME DECISIONS ARE HARDER THAN OTHERS

While some decisions are easy (what to eat for supper) many more are
extremely hard. Usually, a hard decision involves greater consequences/
implications or, in some cases, a higher level of resource commitment.

In reality, not all so-called hard decisions are hard. Some feel harder than others
owing to scale:

● If a friend asks to borrow $5, you’re likely to oblige without thinking about it
● If that friend asks to borrow $1,000, you’re likely to be circumspect and ask

questions

The decision is the same one in essence – concerning
credit worthiness. But where the amount is greater, we
perceive the decision to be much harder because the
consequences are greater. Who cares about $5? But
$1,000 is a sum most people would not wish to lose. It
represents a risk, but at what stage does the decision
become hard - $10, $25, more? The risk is that the friend
might not or cannot repay the money and therefore,
you might regret your decision. Your decision will be
based on your consideration of the risk and the
magnitude of the possible loss, although you might not
see it in this way.
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Defining Hard Decisions

We can define a decision as having ‘hard’ characteristics when:

● The situation is uncertain – i.e. there is a greater perceived risk

And also when:

● The situation is inherently complex with many different issues – e.g. the siting
of a new airport is immensely complex, especially in these environmentally-
aware times, because of the factors that must be taken into consideration
(flight paths, air traffic control slots, residents, communications links, etc)

● There are several objectives, but one or more is blocked and compromises
or trade-offs are needed

● Different perspectives can lead to different conclusions – especially true
where two or more people are involved in making a decision; they may
disagree about the assumptions, probable outcomes or even the decision

The key issue is how to handle hard decisions, to
ensure they are taken as painlessly as possible. This
requires the use of a robust, consistent approach and
an appropriate level of detail – essential to ensure that
risk is minimised or, at least, understood.
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Benefits of the Right Approach

A robust, consistent approach to decision-making, together with the required
supporting analysis, will:

● Deal with complexities by providing a structure within which the issues can
be organised (human beings have real problems dealing with five or more
variables)

● Identify uncertainty and then present this in a structured and helpful manner

● Deal with a multiplicity of objectives and trade-offs

● Analysis different perspectives and facilitate logical presentation, in order to
obtain consensus/decisions - especially where several opinions are present

● Encourage flexibility to change as circumstances
alter, which may invalidate or fundamentally alter
the appropriateness of the decision

● Provide an ‘audit trail’ demonstrating how the
decision was reached, what was considered, who
was involved, etc (very useful when things go wrong
and ‘regret’ is considered)
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And Finally: 

Some Decision-Making Errors

Research has identified a few very common errors or points to watch out for
when making decisions, in particular:

● Haste – not to be confused with speed. A decision is made before the facts
are available or without taking the facts into account. Decide in haste –
regret at leisure.

● Narrow perspective – either in the decision itself or,
more commonly, in the understanding of the issue
and facts.

● Over-confidence – either in the decision itself or,
more commonly, in the understanding of the issue
and facts.

● Rules-of-thumb – relying on rough frameworks or shortcuts for important
decisions, instead of carrying out adequate analysis.

● Filtering – screening out unpleasant findings, or those that do not support
pre-conceived notions or the decision you want to make.

● Juggling – lack of analytical framework and, therefore, trying to manage
many variables or pieces of information in your head.

A proper framework helps obviate these problems

9How to Make Right Decisions Every Time

Research has
identified a few
very common
errors or points to
watch out for when
making decisions.



YOU HAVE MADE AN IMPORTANT DECISION – NOW YOU HAVE TO SELL IT
TO THE TROOPS

So, you have reached a decision that will affect other people and you need to
now advise them of your deliberations and conclusions, so that the decision
can be put into effect or implemented without further delay.

The What & The How

Communication is very important, not only the what but also the how:

● Decide what you want the people to do/know
after the communication

● Define target audiences (e.g. executive,
staff/union, customers, media, etc.)

● Determine the content of the message for each
audience group

● Identify the most effective and efficient media to
use per message per audience group

● Identify barriers to effective communication
(organisation and physical)

● Agree best delivery date(s), day, time and situation
● Identify the most effective communications of the

message
● Check if the right message has been heard by the

right people at the right time
● Keep  at  least  one  step  ahead  of  the  target

audience’s thinking processes
● Prepare for adverse outcomes
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Structuring Your Argument

To persuade others to support your decision or lead them into taking the
decision that you wish them to take, structure your argument so well that it
leads them step by step to the inescapable, logical conclusion. This is the same
conclusion that you have reached and are now asking them to agree to.

You must lead them to your conclusions without them realising it, by setting out
what is common knowledge:

● The situation
● The issue – the complication or what is wrong
● Then the decision that is required

So far they cannot disagree, as you are re-stating facts
that should be known and understood.

● Then, set out the conclusion that is the decision
● Then, the supporting evidence
● Faced with such a logical approach, most people

will readily come to the same conclusion as you
and make the decision.

The argument must, of course, be constructed logically and contain no flaws.
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DECISION MAKING & THE HERRMANN BRAIN THEORY

Everyone has a different make-up that influences how they take decisions. Ned
Herrmann’s extensive research in this field led to “The Herrmann Brain Theory”.

The brain has four parts. As well as the familiar parts (the cerebral brain)
– Left (realistic) and Right (idealistic) – there are also the less familiar (Limbic)
parts – Top (thinking) and Bottom (doing) [based on the work of Sperry and
McLean].

Components Of The Brain:

A (upper left) Logical, analytical part
B (lower left) Form, process, organisational part
C (lower right Emotional, feeling part
D (upper right) Abstract, visioning part

The Herrmann Brain Theory

The best performing groups have a balance between
the four components of the brain, as is the case with
the Star Trek officer team:

● Captain Kirk is the visionary leader ‘D’ and provides
the spatial thinking

● Mr  Spock  is  logical  ‘A’  and  puts  the  ideas  into
logical order and context

● ‘Bones’ McCoy expresses feelings ‘C’ and provides
the emotions

● ‘Scotty’ is the pragmatic engineer ‘B’ and effects
the decisions (‘I canna break the laws of physics!’)
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The balance between the characters enables viewers, depending on their own
character type, to empathise with one of the officers. This part accounts for the
TV programme’s success.

It is important, therefore, to understand the type of
person you are asking to make a decision. You have to
play to his or her style. With groups, you have to play to
the members. People with similar profiles working
together are a dysfunctional group. You will never get
the best decisions, as members will compete. If, for
example, all were ‘Ds’, they would spend their time
generating ideas, but take no decisions!

Finally - Group Dynamics

Rarely are important or critical decisions taken by one
person. Usually, several people are involved - whether
through a  hierarchical process (e.g. Japanese
companies) or in a group (team or committee).

Group dynamics are different from individual dynamics. Members of a group
will have group objectives, but also their own agenda – their own goals and
Characteristics.
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Each individual’s personal goals …

● Rational
● Political
● Emotional

… Must be understood and addressed.

Emotional

● What will I get out of this?
● What will the impact be on my life?

Rational

● What does it cost and what is the benefit?
● Will it work and how long will it take?

Political

● Will I look good in the organisation if I support this?
● Will it advance my career?
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Jonathan Farrington

Jonathan Farrington is a globally recognized keynote speaker, business coach,
mentor, author, consultant, and thought leader, who has guided hundreds of
companies and more than one hundred thousand frontline salespeople and
sales leaders towards optimum performance levels.

He is the Senior Partner at Jonathan Farrington & Associates, and CEO of Top
Sales World, based in London & Paris.

Formerly, Jonathan was the CEO of The jfa Group, which he established in 1994
and sold in 2005.

Prior to that, he earned his spurs in some of the most demanding and
competitive market sectors – i.e. IT, Telecommunications and Finance.
Outstanding achievement at an early stage in his career provided a ‘fast-
track’ passage to several board level appointments, working with a number of
the largest and most successful international corporations including: IBM,
Wang, Legal and General, Andersen Consulting, Litton Industries and The Bank
of Tokyo.

Jonathan’s written work has been republished by a host of journals, including
The New York Times, The Washington Post and The London Times. He is
consistently named amongst the top most influential sales and marketing
experts in the world, and his award winning daily blog, which he first published
in 2006, for dedicated business professionals, can be found at
www.thejfblogit.co.uk

Jonathan’s LinkedIn profile can be found here:
www.linkedin.com/in/jonathanfarrington

And you will find him on Twitter - https://twitter.com/TopSalesWorld

Copyright © 2014 Jonathan Farrington.

http://www.jonathanfarrington.com/
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