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SIGNS FOR NAVIGATION 

❖ Group Exercise 

♦ Individual Exercise 

 

I. Introduction to the Training 

Of all the project manager skills, the ability to make important business decisions is 

perhaps the most valuable. In project management you make decisions on a daily basis. 

Most are relatively unimportant; some are critical and will cause the project to be 

successful or to fail. Strong decision-making skills are necessary to weigh the available 

options and choose the best course of action. Indecisiveness or poor decisions can put the 

brakes on a project, and also your career or your company. 

 

Decision-making is the act of choosing between two or more alternative options. In the 

wider process of problem-solving, decision-making involves choosing between possible 

solutions to a problem. The final decisions can be made through either an intuitive or 

reasoned process, or a combination of the two, depending on the nature of the decision. 

During the next two hours you will learn simple, yet very powerful tools and techniques of 

decision-making, which can by used by you directly, or among your project management 

team members. 
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II. Topic Presentation 

1. What was the best decision you have ever made and why? 

2. What was the worst decision you have ever made and why? 

 

In general, the decision-making process helps managers and other business professionals 

solve problems by examining alternative choices and deciding on the best route to take. 

Using a step-by-step approach is an efficient way to make thoughtful, informed decisions 

that have a positive impact on your organization’s short- and long-term goals. 

The business decision-making process is commonly divided into 7 steps. Managers may 

utilize many of these steps without realizing it, but gaining a clearer understanding of best 

practices can improve the effectiveness of your decisions: 

Step 1: Identify the decision:  

You realize that you need to make a decision. Try to clearly define the nature of the 

decision you must make. This first step is very important. 

Step 2: Gather relevant information: 

Collect some pertinent information before you make your decision: what information is 

needed, the best sources of information, and how to get it. This step involves both internal 

and external “work.” 

Step 3: Identify the alternatives: 

As you collect information, you will probably identify several possible paths of action, or 

alternatives. You can also use your imagination and additional information to construct 

new alternatives. In this step, you will list all possible and desirable alternatives. 

Step 4: Weigh the evidence: 

Draw on your information and emotions to imagine what it would be like if you carried out 

each of the alternatives to the end. Evaluate whether the need identified in Step 1 would 

be met or resolved through the use of each alternative. 

Step 5: Choose among alternatives: 

Once you have weighed all the evidence, you are ready to select the alternative that seems 

to be best one for you. You may even choose a combination of alternatives. 

Step 6: Take action: 

You are now ready to take some positive action by beginning to implement the alternative 

you chose in Step 5. 

Step 7: Review your decision and its consequences: 

In this final step, consider the results of your decision and evaluate whether or not it has 

resolved the need you identified in Step 1. If the decision has not met the identified need, 

you may want to repeat certain steps of the process to make a new decision. 



PMTC.  
Project Management Training Course for Small Non-profit Organisations in Europe  
Erasmus+2019-1-PL01-KA204-065494 

 
 

  

5 
 

 

Although following the steps outlined above will help you make more effective decisions, 

there are some pitfalls to look out for. Here are common challenges you may face, along 

with best practices, to help you avoid them.  

● Having too much or not enough information:  

Gathering relevant information is key when approaching the decision-making process, 

but it is important to identify how much background information is truly required.  

● Misidentifying the problem: 

In many cases, the issues surrounding your decision will be obvious. However, there 

will be times when the decision is complex, and you are not sure where the main issue 

lies. Conduct a thorough research and speak with internal experts who experience the 

problem firsthand in order to mitigate this. 

● Overconfidence in the outcome: 

Even if you follow the steps of the decision making process, there is still a chance that 

the outcome will not be exactly what you had in mind. That is why it is so important to 

identify a valid option that is plausible and achievable. Being overconfident in an 

unlikely outcome can lead to adverse results. 

 

Decision-Making Styles: 

Most individuals fall along a spectrum between being completely decisive or indecisive. 

Here are a few examples: 

● Completely decisive – Great leaders are often portrayed with the ability to make 

excellent decisions quickly in every situation. 

● Analyze first and then decide – This leader’s decision-making style is more 

analytical. Some project managers insist on having all the facts before they make a 

decision, no matter how long data-gathering takes. 

● Analysis paralysis – Project managers who suffer from this syndrome cannot reach 

a decision, even when presented with all the criteria. They are decisive only when 

forced by deadlines or emergencies. 
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III. SWOT Analysis 

In a SWOT analysis, you essentially take a long, hard look in the mirror and determine what 

your organization is really good at, what it could get much better at, areas for growth, and 

what external factors could undermine your efforts. The ultimate goal of SWOT analysis is to 

match strengths with opportunities to determine a clear path to success or uncover 

weaknesses that could be exploited so that they can be avoided in your organizational 

strategy. 

When you are planning to make a significant change in your business, SWOT diagrams can help 

you break down the situation into four distinct quadrants. The elements of SWOT are: 

● Strengths: What does your company do better than its competitors? Think of both internal 

and external strengths that you possess. 

● Weaknesses: Where can your company improve? Try to take a neutral approach and 

consider what factors may be hurting your business. 

● Opportunities: Look at your strengths and think of how you can leverage them to create 

new openings for your business. Also consider how eliminating a specific weakness could 

open you up to a new opportunity. 

● Threats: Determine what challenges stand in the way of achieving your goals. Identify the 

primary threats to your organization. 

A SWOT analysis can help you identify the forces that influence a strategy, action, or initiative. 

This information can then be used to guide you in the right direction and support your 

business decisions. To get the full picture, it is essential to take multiple viewpoints into 

account. When you enlist the help of other team members and stakeholders, it is easier to 

spot trends, patterns, and connections between the quadrants. Taking a collaborative 

approach can also offer deeper insight into potential opportunities and threats you may not 

have been able to identify alone. 

 

❖ To use SWOT analysis in practice, we prepared for you the exercise no.1 SWOT Analysis. In 

groups you will have to make a decision: Decide, whether to hire an intern for your new 

project or not.  

Provide all information needed from perspective of your element S, W, O or T. After the time 

for this analysis is over, you will make a group discussion and make a final decision. 

 

(Follow the trainer for more instruction on this exercise). 
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IV. Decision Matrix Analysis 

Decision Matrix Analysis is a useful technique to use for making a decision. It is particularly 

powerful where you have a number of good alternatives to choose from, and many different 

factors to take into account. This makes it a great technique to use in almost any important 

decision where there is not a clear and obvious preferred option. 

The Decision Matrix Analysis helps you to decide between several options, where you need to 
take many different factors into account. 

The Analysis consists of these 5 steps: 

Step 1: List your options and your factors: 

List all of your options as the row labels on the table, and list the factors that you need to 

consider as the column headings. For example, if you were buying a new laptop, factors to 

consider might be cost, dimensions, and hard disk size. 

Step 2: Assigning scores to each option: 

Next, work your way down the columns of your table, scoring each option for each of the 

factors in your decision. Score each option from 0 (poor) to 5 (very good). Note that you do not 

have to have a different score for each option – if none of them are good for a particular factor 

in your decision, then all options should score 0. 

Step 3: Determining weightings: 

The next step is to work out the relative importance of the factors in your decision. Show these 

as numbers from, say, 0 to 5, where 0 means that the factor is absolutely unimportant in the 

final decision, and 5 means that it is very important.  

Step 4: Calculate weighted scores: 

Now multiply each of your scores from step 2 by the values for relative importance of the 

factor that you calculated in step 3. This will give you weighted scores for each option/factor 

combination. 

Step 5: Calculate final scores:  
Finally, add up these weighted scores for each of your options. The option that scores the 

highest wins. 

 

♦ You should follow those above-mentioned 5 steps for exercise no.2. In groups you will 

have to make a decision: Decide for your new project video which external supplier will 

provide the service.  

 

 (Follow the trainer for more instruction of this exercise). 
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V. Decision Tree 

A decision tree is a map of the possible outcomes of a series of related choices. It allows an 

individual or organization to weigh possible actions against one another based on their costs, 

probabilities, and benefits. They can be used either to drive informal discussion or to map out 

an algorithm that predicts the best choice mathematically. 

A decision tree typically starts with a single node, which branches into possible outcomes. Each 

of those outcomes leads to additional nodes, which branch off into other possibilities. This 

gives it a treelike shape. 

There are three different types of nodes:  

● Root Node: This top-level node represents the ultimate objective, or big decision you are 

trying to make. 

● Branches: Branches, which stem from the root, represent different options—or courses of 

action—that are available when making a particular decision. They are most commonly 

indicated with an arrow line and often include associated costs, as well as the likelihood of 

them occurring. 

● Leaf Node: The leaf nodes—which are attached at the end of the branches—represent 

possible outcomes for each action. There are typically two types of leaf nodes: square leaf 

nodes, which indicate another decision to be made, and circle leaf nodes, which indicate a 

chance event or unknown outcome. 

 
Source: https://venngage.com/blog/what-is-a-decision-tree/ 

 

https://venngage.com/blog/what-is-a-decision-tree/
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❖ The goal of the exercise no. 3, is to make a decision, using the tree, considered individually: 

Whether to prolong the project due to covid-19 or not.  

 

For the exercise feel free to provide more wide decision tree. It means, ad more roots, 

branches and leafs of the tree to find the best solution for this task. 

 

(Follow the trainer for more instruction of this exercise). 
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VI. Pros and Cons Method  

Pros and Cons Method helps you calculate the positive and negative factors that have 

influence on or are characteristics of an object, system, situation or decision we need to 

take. Perhaps most compelling of all, the pros-and-cons list is generally well understood, 

requires no special computational or analytical expertise, and is elegantly simple to administer. 

This method also helps us by making the effort to think through all possible pros and cons of a 

given course of action, and then capturing them in writing, minimizes the likelihood that 

critical factors have been missed. Assigning weights to each of the pros and cons is an 

additional exercise that promotes deeper thinking and presumably leads to better-quality 

decision-making. 

On the other hand, this method is vulnerable to cognitive biases. Cognitive biases are common 

patterns of thinking that have been demonstrated to lead to errors in judgment and poor 

decision-making. 

♦ The Pros and Cons exercise, exercise no. 4, is very loosely based on a list of positive and 

negative aspects of a selected challenge. 

A pros and cons list is one of the simplest decision-making tools. As such, it requires no 

specialized equipment or skills to create when comparing two or more decisions, complete a 

pros and cons template for each option and compare the outcomes.  

 

(Follow the trainer for more instruction of this exercise).  
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VII. Feedback and Summary of the Session 

We hope that during the last two hours you have understood what it means to take a decision 

as a project manager and why this is crucial for project manager and project leader. We hope 

you have learned different techniques and tools, which will help you to make the correct 

decision that will help your teams, projects and company to grow. 

At the end of the session, please answer yourself these questions: 

● Which three points did you learn during this session? 

● Which tool and when will you apply to practice as first and why? 

● What was the AHA moment(s) for you? 

 

 

 

Team topcoach - SK 

  



PMTC.  
Project Management Training Course for Small Non-profit Organisations in Europe  
Erasmus+2019-1-PL01-KA204-065494 

 
 

  

12 
 

 

NOTES 

  

Your notes here 



PMTC.  
Project Management Training Course for Small Non-profit Organisations in Europe  
Erasmus+2019-1-PL01-KA204-065494 

 
 

  

13 
 

 

NOTES 

  

Your notes here 
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