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2 TYPES OF BUSINESS 
DECISIONS 

PROGRAMED	DECISION	
•  •	Decision	that	is	relatively	structured	or	recurs	with	
some	frequency	(or	both)	

NON/PROGRAMED	DECISIONS	
•	Decision	that	is	relatively	unstructured	and	that	
occurs	with	low	frequency	
•	Managers	faced	with	such	decisions	must	treat	each	
one	as	unique,	investing	enormous	amounts	of	time,	
energy,	resources	into	exploring	the	situation	from	all	
perspectives.	





DECISION-MAKING 
CONDITIONS 

State	of	Certainty	
•  When	the	decision	maker	knows	with	reasonable	certainty	

what	the	alternatives	are	and	what	conditions	are	associated	
with	each	one	

State	of	Risk	
•  When	the	availability	of	each	alternative	and	its	potential	

payoffs	and	costs	are	associated	with	probability	estimates	
State	of	Uncertainty	
•  When	the	decision	maker	does	not	know	all	the	alternatives,	

the	risks	associated	with	each,	or	the	likely	consequences	of	
each	alternative.	





Who are decision-makers in 
the business context? 

LEADERS		 MANAGERS	



•  Leadership	requires	exceptional	
decision	making	skills!		

•  What	leadership	is	to	an	organization,	
decision	making	is	to	leadership!	

•  Great	leaders	understand	how	to	
balance	emotion	and	make	decisions	
that	positively	impact	themselves,	
their	employees,	their	customers	and	
stakeholders,	and	their	organizations.	

LEADERSHIP	AND	DECISION	
MAKING	



WHY LEADERSHIP? 

•  Heraclitus:	“The	only	thing	that	is	constant	is	
change”	

•  Plato:	“Everything	changes	and	nothing	stands	still”.	
•  “The	pessimist	complains	about	the	wind.	The	
optimist	expects	it	to	change.	

•  The	leader	adjusts	the	sails.”	John	Maxwell	
•  Leadership	is	the	art	of	motivating	a	group	of	
people	to	act	towards	achieving	common	goals	



Leader vs. Manager  



	
LEADERS	
1.	do	the	right	things;	
2.	see	people	as	great	assets;	
3.	seek	commitment;	
4.	focus	on	outcomes;	
5.	see	what	and	why	things	could	
be	
done;	
6.	share	information;	and	
7.	promote	networks.	

MANAGERS	
1.	do	things	right;	
2.	see	people	as	liabilities;	
3.	seek	control,	create	and	follow	
the	rules;	
4.	focus	on	how	things	should	be	
done;	
5.	seek	compliance;	
6.	value	secrecy;	and	
7.	use	formal	authority	(hierarchy).	

Warren	Bennis	and	Bert	Nanus	(1985)	listed	
several	key	differences	between	leaders	and	

managers.	

https://www.tlu.ee/~sirvir/Leadership/Leadership%20versus%20Management%20and%20Emerged%20Leadership/	
warren_bennis_and_bert_nanus_approach.html	







Decision-making and Leadership 
•  Leadership	requires	exceptional	decision	making	
skills!	

•  What	leadership	is	to	an	organization,	decision	
making	is	to	leadership!	

•  Great	leaders	understand	how	to	balance	emotion	
and	make	decisions	that	positively	impact	
themselves,	their	employees,	their	customers	and	
stakeholders,	and	their	organizations.	



Decisiveness? 

•  When	we	think	of	what	makes	someone	a	great	
leader,	one	characteristic	that	comes	to	mind	is	
decisiveness.		

•  We	do	not	envision	successful	leaders	standing	
around	appearing	unclear	and	uncertain.	

•  Making	good	decisions	in	difficult	situations	is	no	
small	feat	because	these	types	of	decisions	involve	
change,	uncertainty,	anxiety,	stress,	and	sometimes	
the	unfavorable	reactions	of	others.	



Recognizing	and	defining	the	decision	
situation	

Identifying	alternatives	

Evaluating	alternatives	

Selecting	the	best	alternative	

Implementing	alternative	and	evaluating	
the	results	

RATIONAL	DECISION	MAKING	



https://www.umassd.edu/fycm/decision-making/process/	



https://www.lucidchart.com/blog/consumer-decision-making-process	

EXAMPLE	-	SIMPLE	DECISION	MAKING	PROCESS	



Decision	making	in	complex	situations	is	never	easy	
But	businesses	can’t	afford	to	get	it	wrong.	

	
Leadership	decision	making	skills,	as	measured	by	“INSIGHT	Executive”:	
	
1.		Identify	critical	factors	which	will	affect	the	outcome	of	a	decision.	
Being	a	strongly	skilled	decision-maker	requires	having	excellent	analytical	and	
interpretive	 skills.	 These	 are	 used	 to	 determine	 the	 issues	 that	 must	 be	
addressed	and	accounted	for	in	the	deliberative	and	implementation	phases.	
	
2.		Evaluate	options	accurately	and	establish	priorities.	
Effective	leaders	can	assess	the	quality	of	alternatives	and	explain	the	reasons	
behind	that	evaluation.	



3.		Anticipate	outcomes	and	see	logical	consequences.	
Adept	strategists	draw	logical	inferences	in	precisely	defined	and	tightly	structured	
contexts.	This	allows	them	to	see	the	applications	and	the	implications	of	all	factors	
that	shape	and	constrain	decision	making.	Government	regulations,	policies,	basic	
assumptions,	core	principles	and	protocols	should	be	considered.	
	
4.		Navigate	risk	and	uncertainty.	
The	most	accomplished	managers	judge	the	most	probable	and	best	justified	
inferences	to	draw	in	uncertain	contexts.	Information	given	may	be	uncertain	or	
ambiguous,	and	the	best	inference	is	not	a	foregone	conclusion.		The	future	is	
always	unknown.	
	
5.		Reason	well	in	contexts	requiring	quantitative	analysis.	
Leaders	must	be	able	to	analyze,	interpret	and	evaluate	vital	information	as	
presented	in	charts,	graphs,	text	or	tables.		They	must	understand	what	the	
numbers	mean	and	how	this	impacts	their	options.	



The role of the  
Emotional Intelligence 

•  Emotional	Intelligence	-	the	ability	to	understand	and	manage	
your	emotions	and	those	of	others,	is	one	of	the	most	
important	qualities	a	leader	must	possess.		

•  According	to	the	authors	of	Primal	Leadership,	a	leader’s	
emotions	are	contagious.		

•  This	is	why	resonant	leadership	is	so	important—a	leader’s	
mood	will	resonate	with	others	and	set	the	tone	for	the	
emotional	climate	in	an	organization.	



EI role in  
decision making 

Emotional intelligence consists of: 
 
•  Self-awareness - the foundation for all aspects of emotional 

intelligence. It involves being able to accurately assess yourself. 
Before you can change, you must be aware of your thoughts, 
feelings, and actions.  

•  Self-management entails the ability to understand and control your 
emotions, adapt to change, and adopt an optimistic outlook.  

•  Social awareness is similar to self-awareness but the focus is 
external and involves understanding the thoughts, feelings, and 
actions of others, as well as how to relate to other people. 
Relationship management is crucial for great leadership and 
includes qualities such as being influential and inspirational and 
developing others. 





Decision-Making Styles 
“Greatness is not a function of circumstance. Greatness, it turns 
out, is largely a matter of conscious choice, and discipline.” 
 
– in “Good to Great” from Jim Collins 

https://leadersyndrome.wordpress.com/2013/10/13/effective-decision-
making-when-to-engage-the-team-or-not/ 



“Unilateral” or “Directive” 
decision-making style 

 
Description: 
•  the manager takes the decision unilaterally and communicates it to 

the team this style gives the full control of the decision to the 
manager and usually leaves no space for negotiation. 

•  It is frequently used by managers with a “leader control”-oriented 
leadership style 

 
When to use: 
•  to use for emergency cases under time pressure but only when the 

manager possesses the necessary expertise or experience to use on 
time sensitive issues with a junior team lacking experience or 
knowledge (or under unstable conditions)   

•  when the business at stake is high to use when it is a non-negotiable 
top-down decision where frame and context cannot be openly shared 



“Consultative” decision-
making style 

 Description: 
•  the manager requests inputs to his team members but takes the 

ultimate decision 
•  this style allows the manager to have a strict control on the decision 

while engaging his team members in the decision-making process by 
seeking and gathering their views and inputs. 

•  It is often used by managers with a “leader control”-oriented 
leadership style but also by managers with an “employee control”-
oriented leadership style when put under time pressure to decide. 

When to use: 
•  to use when the manager needs specific expertise that he does not 

have to decide 
•  to use instead of consensus decision-making when time is of an 

essence 
•  to use to initiate further engagement of an already experimented 

team that is though not yet mature enough for a consensus approach 



“Majority vote” or “democratic” 
decision-making style 

 

Description: 
•  the team members and manager provide several 

alternatives and the final decision will be based on 
the result of a vote with pre-defined parameters. 

•  this method shifts the power balance to the team 
since the final decision may completely differ from 
the one proposed by the manager. 

•  It is mainly used by managers with an “employee 
control”-oriented leadership style . 

When to use: 
•  to use with a team large and mature enough to 

conclude on several quality proposals as the range 
of possible choices for the vote and to generate 
active participation among the team members on a 
specific matter 



“Consensus” decision-
making styles 

 Description: 
•  All team members with their 

manager have to build together a 
decision that they agree to support 
without any exception. 

•  This approach lets the team build 
and support the decision with 
almost full autonomy 

•  It is commonly used by managers 
with an “employee control”-oriented 
leadership style leading a team that 
has reached maturity. 

 
When to use: 
•  to use with a mature team of experts 

to create further commitment and 
engagement 



 LEADER’S "MUST HAVE" 
Emotional Self-Control 
Great leaders are aware of their emotional 
state and are able to manage intense 
emotions so they can make smart decisions. 
 
Capability to Manage Uncertainty and 
Choices 
Why is it so difficult to make decisions? 
Perhaps it is because the variables and the 
outcomes are often uncertain. We do not like 
uncertainty. Uncertainty creates discomfort 
and analysis paralysis. 
We are often paralyzed by uncertainty and 
end up basing our decisions on things that 
aren’t even related. 
 
 

Source: Sheena Iyengar of 
Columbia Business School and 
Mark Lepper, chairman of 
Stanford’s psychology department 



Ability to trust their Intuition 
 
Excellent leaders often say that they go with 
their gut to make decisions. They are able to 
trust themselves and their expertise and not get 
stuck in the cycle of over-thinking. 
 

 LEADER’S "MUST HAVE" 
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QUESTIONS	AND	
COMMENTS?	


