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Commercial Decision Brief
Use this document in a working meeting. Replace the blank answer cells with your team’s decisions. Do not enter sensitive customer or employee information outside approved systems.
Blank working worksheet
	Decision and realistic options
	



	Observed performance and baseline
	



	At least two competing explanations
	



	Evidence needed to distinguish explanations
	



	Resource trade-off, approval and accountable owner
	



	Decision threshold, due date and next review
	




Decision record
Decision:  ☐ Proceed    ☐ Test    ☐ Redesign    ☐ Stop / escalate  ______________________________
Accountable owner:  ______________________________
Approvals / consultations:  ______________________________
Decision date and review date:  ______________________________
Evidence that would change this decision:  ______________________________


Completed illustrative example
This is a constructed teaching example, not an account of an employer project or actual results.
	Decision and realistic options
	Should we increase campaign volume, refine targeting or hold investment?

	Observed performance and baseline
	Priority-segment engagement increased; downstream outcome remains unchanged against the prior period

	At least two competing explanations
	A: target selection is weak. B: handoff into planned field activity is weak. C: outcome lags engagement

	Evidence needed to distinguish explanations
	Compare segment mix, content relevance, permitted field feedback and outcome time lag

	Resource trade-off, approval and accountable owner
	Option: small segmentation test before larger spend; commercial lead owns; finance and compliance consulted

	Decision threshold, due date and next review
	Review after a defined test cycle; expand only if a specified downstream measure improves


Example decision
Approve a bounded diagnostic test rather than expanding activity on engagement metrics alone.
Facilitator prompts
Which assumption is least supported by evidence?
Who can authorize the proposed action?
What is the smallest safe test?
What result would make us reverse the decision?
The views I share are my own and do not represent those of my employer.




