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Decision-Making Tool for Managers
Instructions: Use this worksheet to define the problem, evaluate options, make a decision, and reflect on outcomes. Complete a new copy for each significant decision or challenge.
Section #1: Define The Problem	
	Problem/Decision Statement:
	

	Why it matters / Impact on team or organization:
	

	Deadline for decision:
	


Section #2: Gather Information
	Data or metrics to consider:
	 

	Stakeholders to consult:

	

	Other context or insight:
	




Section #3: Explore Options
	Option
	Pros
	Cons
	Risks/Impact

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Section 4: Make & Communicate the Decision
	Chosen Option:
	

	Reason / Rationale:
	

	Implementation Steps / Owners / Timeline:
	

	How will this decision be communicated to stakeholders?
	


Section #5: Reflection & Learning
	Initial outcomes / Team reactions / Unexpected effects:
	

	Lessons learned / What worked well / What could be improved next time:
	

	Follow-up actions needed:
	




Section #6: Decision Tips Checklist
☐  Problem clearly defined
☐  Relevant data collected
☐  Multiple options considered
☐  Pros, cons, and risks evaluated
☐  Decision made by the deadline
☐  Communication plan established
☐  Implementation steps assigned
☐  Outcome monitored and lessons documented
Section #7: Additional Notes
	







Instructions for Using the Decision & 
Problem-Solving Worksheet
This worksheet is designed to help you make thoughtful, structured decisions and capture what you learn along the way.
How to Use It:
1. Define the Problem: Clearly state the issue or decision to be made, why it matters, and your deadline for deciding.
2. Gather Information: Capture the most relevant data, metrics, and stakeholder input that will inform your decision.
3. Explore Options: List possible solutions, weigh pros/cons, consider risks, and assess feasibility.
4. Make & Communicate the Decision: Select the best option, explain why, outline action steps, and determine how you’ll share the decision.
5. Reflect & Learn: Document initial outcomes and reactions, note lessons learned, and identify any follow-up actions.
6. Use the Checklist: Confirm you’ve covered the essentials before moving forward.
7. Complete a new worksheet for each significant decision or challenge.
Sample Completed Worksheet
Section 1: Define the Problem
· Problem/Decision Statement: Team productivity has declined due to unclear task ownership.
· Why it matters: Work is being duplicated, deadlines missed, and morale slipping.
· Deadline for decision: End of this week.
Section 2: Gather Information
· Data / Metrics: Missed deadlines have increased by 25% over the past two months.
· Stakeholders: Team leads, two frontline employees, project manager.
· Other context: Upcoming client deliverables require tighter coordination.
Section 3: Explore Options
	Option
	Pros
	Cons
	Risks / Impact

	Assign tasks via shared project tool
	Increases clarity, easy tracking
	Requires initial training
	Some resistance to new tool

	Weekly task alignment meeting
	Real-time clarification, builds accountability
	Adds meeting time
	Meeting fatigue

	Manager assigns all tasks directly
	Immediate clarity
	Less ownership, bottleneck
	Reduced engagement



Section 4: Make & Communicate the Decision
· Chosen Option: Use shared project tool for task assignment.
· Reasoning: Provides clarity and visibility while encouraging team ownership.
· Implementation Steps:
· Train team on tool (PM lead – by Friday)
· Migrate current tasks (team leads – next Monday)
· Review progress after 2 weeks
· Communication: Announce during weekly huddle, follow up via email with instructions.
Section 5: Reflection & Learning
· Initial Outcomes: Within two weeks, task duplication dropped, and deadlines were met.
· Initial Reactions: Most employees appreciated the clarity, one expressed concern about “extra admin work.”
· Lessons Learned: Training upfront is key; need to schedule short refresher in one month.
· Follow-up Actions: Add refresher training and survey team feedback.
Section 6: Decision Tips Checklist
☐ Problem clearly defined
☐ Relevant data collected
☐ Options considered
☐ Pros, cons, and risks evaluated
☐ Decision made by deadline
☐ Communication plan in place
☐ Implementation steps assigned
☐ Outcome monitored and lessons documented
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