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How do decisions get made? The way decisions are made often illustrates the health,
readiness to lead and maturity of a group and its leadership. You can assess the quality of a
decision by how accepted and lasting it is by all who are affected by it.

Command, Consult, Consensus, Vote, Delegate, Defer

1. Command – One person decides, usually a person in authority. It is a useful and possibly
life-saving strategy when time is short and the stakes are high.

2. Consult – A person or group  is given the power to make a decision after first consulting with
stakeholders. Listening to the opinion of others does not require that you use that opinion in
the final decision, only that you have heard and considered the input or opinion. The way the
consultative listening process happens (e.g. low to high quality, minimal to thorough)  affects
the quality of the decision.

3. Consensus – Group members discuss until they arrive at a position that everyone can agree
to. This can take a long time, and can lead to many compromises before the final decision is
made. One option for building consensus includes developing agreement with members
noting reservations: “I can agree and fully support this decision, even if it is not my top
choice.” Other examples are listed in the footnotes.1

4. Vote – The group votes. Majority or Supermajority rules. The pros and cons of this include
that it sets up winners and losers. See the footnote for how a vote may have
unintended consequences. Winning isn’t winning if there isn’t enough support from all
affected by the decision.2

5. Delegate - A group or person delegates the decision to another person or group. That person
or group may use a consultative process to decide, or may use another one of the decision

2 “The process by which a decision is made can have as much impact as the decision itself. When those
making the decision—and those governed by it—consider the decision-making process fair, thorough, and
transparent, and when everyone involved has had a chance to have their voices heard, they are more
likely to honor and uphold the ultimate decision. But if an individual or subset of the group is seen by
others in the group to have used the voting process to circumvent or thwart the will of another subset, then
the outcome is more likely to generate conflict than reduce it.”
Source: https://www.engagedownership.com/articles/2020/8/5/voting-thresholds

1 Consensus process options
● Non-support but will support  (“I don’t see the need for this, but I’ll go along.”)
● Reservations (“I think this may be a mistake but I can live with it.”)
● Standing aside (“I personally can’t do this, but I won’t stop others from doing it.”)
● Blocking (“I cannot support this or allow the group to support this.”)

If a final decision violates someone’s fundamental moral or ethical values they are obligated to block consensus.
Source: https://commonslibrary.org/consensus-decision-making/

Web: Reveln.com, Deb Nystrom © 2023
Creative Common Attribution - No Derivatives 4.0 International (CC BY-ND 4.0)

http://reveln.com/
http://www.linkedin.com/in/dnrevel


options. Delegation assumes a decision or recommendation will be made unless the choice
is to defer.

6. Defer - Deferring as a decision choice is useful if the time and condition are not right for
making a decision that will stick and be supported by all or most parties involved.

Making good decisions is a developmental, and
challenging life task. Below are a few quotes to
ponder in parting when considering effective,
well-made decisions both as an individual and in a
group or team. For more about decisions in
groups vs. teams see Six Characteristics of
Teams vs. Groups and  Pseudo-Teams
(downloadable handout).  For types of leadership
styles that involve more or less “control” see:
Control Issues in Teams: How Do You Take
Charge?

Quoted: Perspectives on Decision Making

“On an important decision one rarely has 100% of the information needed for a good decision no
matter how much one spends or how long one waits. And, if one waits too long, he has a different
problem and has to start all over. This is the terrible dilemma of the hesitant decision maker.”

― Robert K. Greenleaf, The Servant as Leader

“Majority decisions tend to be made without engaging the systematic thought and critical thinking
skills of the individuals in the group. Given the force of the group's normative power to shape the
opinions of the followers who conform without thinking things through, they are often taken at face
value. The persistent minority forces the others to process the relevant information more
mindfully. Research shows that the decisions of a group as a whole are more thoughtful and
creative when there is minority dissent than when it is absent.”

― Philip G. Zimbardo, The Lucifer Effect: Understanding How Good People Turn Evil

“So. Tell me. What do you think? Which is better? To take action and perhaps make a fatal
mistake - or to take no action and die slowly anyway?” ― Ahdaf Soueif, The Map of Love

“Accepting trial and error means accepting error. It means taking problems in our stride when a
decision doesn't work out, whether through luck or misjudgment. And that is not something
human brains seem to be able to do without a struggle.”

― Tim Harford, Adapt: Why Success Always Starts with Failure
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