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In the Media

Institucion Futuro, an
independent Think tank
headquartered in Navarra,
Spain included Dr. Khadem
in its blog website
http://www.ifuturo.org/es/blog/.
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DECISION AND RESPONSIBILITY

By Riaz & Linda Khadem

During our consulting work with hundreds of executives we have observed two distinct modes of making difficult
decisions. In one scenario, major decisions are made by one person, often with insufficient information and without the
involvement of others. On the other extreme the decision making process is dragged out in the interest of building
consensus. We have noted that many leaders choose between the two leadership styles of command and consensus.
Usually the way decisions are made in an organization depends on the particular leadership style of the decision maker,
rather than the requirements of the decision.

Decision Model

We are proposing a decision making model that focuses on the nature of the decision, rather than the personal style of
the decision maker. This model consists of four types of decisions - each with a uniqueness that fits the requirements of
the particular situation. Each specifies who should be involved in the actual decision making process. This model
provides a guide for CEOs, Directors, and Managers in any organization. The four types of decisions we have identified
are the following: Command, Consultative, Consensus and Delegated.

Four Decision Types

A Command decision is one you make when you don't want anyone's input. You basically command that something be

https://ui.constantcontact.com/visualeditor/visual_editor_preview.jsp?agent.uid=1103598700152&format=html&print=true Page 4 of 6


http://r20.rs6.net/tn.jsp?llr=i9aj49cab&et=1103598700152&s=0&e=001BMx9JokXjPJOh09dVbA1SPWDs-Q9k_YgLXGzeIhJe5R8zcjOxkfkTf4HM_nziU7M0yhtKG9ic_aIx6XwQGhZ9W309lz6nGiKVUK3FWvSmVKsQf0nHYQPnFEvxs0qvkwt

Total Alignment Update 1/18/11 11:09 PM

done. Assuming that you have a position of authority, your collaborators and associates will no doubt obey your
command. This type of decision is appropriate in times of extreme emergency when time is of the essence. For example
when there is fire, the leader commands everyone to exit a building. When there is an urgent business crisis with no
time for discussion, a command of what must be done without delay could be necessary.

A Consultative decision is when you make the decision after consulting with your team. Your collaborators may have
valuable input or information to contribute, but the decision belongs to you. This type of decision is most appropriate
when involving others in a joint decision might potentially put them in a situation of a conflict of interest. For example,
when bonuses are to be distributed, involving the people who benefit from the bonus in the decision could put them in a
situation of conflict of interest. Another example is when a positive change initiative needs to be implemented, an
initiative that would require people to move from their comfort zone and work differently. In this situation, your decision
needs to be consultative, because if you involve them in the decision process, the necessary change initiative could be
derailed.

A Consensus decision is a decision made jointly with your collaborators, associates or others. An example of when to
use consensus decision making includes building a common vision for the organization or developing strategies to gain
market share. Another example is problem solving within a team where a joint action plan emerges to address the
problem.

A Delegated decision is a decision that you don't make. You have already delegated the topic to a collaborator.
Therefore you consciously avoid making this decision even if your collaborator requests it. In our book, Total Alignment
we have suggested guidelines for delegation, where outcome indicators for ongoing processes would settle to the person
at the lowest level of the organization who can directly impact the indicator, while indicators for strategic initiatives that
build the future rise to the highest appropriate levels of the organization to assure sufficient span of control for their
success. With this guideline each individual receives delegation for a mix of process indicators and project indicators.

What is a Healthy Pattern of Decision Making?

In medium to large organizations with layers of management, most decisions should be delegated with progressively
fewer consensus decisions, even fewer consultative, and very few if any command type. In very small organizations,
however, a pattern cannot be recommended as much will depend on the availability and competency of resources.

Responsibility & Accountability

How does responsibility or accountability enter the picture? We suggest that if you are confronted with a decision -
whichever type you use - you are responsible. The fact that your collaborators and associates share the joint consensus
decision with you should not diminish your responsibility. Nor should the fact that you have delegated a decision to a
collaborator diminish your responsibility for the decision he or she has made. This does not mean your collaborator is
not accountable to you and should not be required to explain the reason for the decision he or she has made and the
results obtained.

Related Responsibility

Since delegation works when there is competence, as a manager you acquire a related responsibility for the competence
of your collaborators. This means paying attention to and evaluating their level of competency in specific core skills, and
helping them move to higher levels. In many organizations line managers do not feel responsible for enhancing the
competency of the people they manage. They count on the Human Resources department to find them talent and train
that talent to do the work. Yet, they depend on the day-to-day decisions of these people they are managing.

The Total Alignment philosophy changes this traditional approach, and puts the responsibility for developing
competencies on line managers while requiring the Human Resource department to provide training and support as
needed. This management model is designed to build capacity at all the levels of the organization.

Success and Learning

When your command decision has produced positive results, don't ignore the opportunity for reflection and learning that
will improve your decisions in the future, and if the results have been worse than expected, then reflection and learning
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becomes even more essential.

When your consultative decision has produced positive results, don't forget to give credit to those people who provided
you with valuable input, and if the results have been worse than expected, then reflection and learning becomes
necessary.

When your consensus decision has produced positive results, don't take the credit yourself, but celebrate the joint victory
with your people, and if the results have been worse than expected, then engage them in reflection to determine what
was learned and then in a problem solving process to arrive at an action plan for the future.

When the delegated decision has produced positive results, give all the credit to the person you have delegated to, and
if the results have been worse than expected, request explanation of the root causes that contributed to the problem as
well as the plan of action for the solution.

Impact of the Model

When this decision model is understood in the organization, decisions will not be left to the personal style of a manager,
nor will they be unduly delayed. Decisions will be made at the right levels by the right people. The participants in the
decisions will be more motivated. They will be more candid in expressing their views and less concerned when their
views are heard but not adopted. The result of using this model is noticeable improvement in the efficiency, productivity
and the profitability of the organization.
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