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COLUMBIA COLLEGE 
 

Decision Making Step-by-Step 
 
 
 
Introduction 
This document was designed to assist members of our college to make effective decisions.  
While some decisions require immediate action such as when there is an emergency, most 
decisions should be made to solve a problem or to improve the efficient and/or effective 
operation of a department, program, or service. 
 
This decision making process consists of 5 steps (See Figure 1.1).  It begins at Step 1 with an 
item/issue/idea that needs to have a decision made about it. 
 
Step 2 is normally a period of discussion, questions, reflection, and then further discussion 
regarding the item.  Sometimes this step may be included with Step 1 if the decision is simpler.  
However, ideally, team members should be allowed time (one or more days/weeks) to reflect on 
the item before discussing it again. 
 
Step 3 consists of the development of a written draft that is shared with team members.  This 
step may involve changes in content and require a number of drafts.  Once team members are 
satisfied with the written draft, the next Step (4) is to share the most current version of the 
document with stakeholders outside a department that may be affected by this decision. 
 
Once all affected stakeholders are on side, the written document is presented to their supervisor 
who may or may not have the authority to put it into action (Step 5).  This individual may also 
consult with others outside the department for input and, when needed, approval (eg. 
Accounting may need to be involved if a decision requires financial support). 
 
As will be noted in Figure 1.1, the decision making process may move back one or more steps 
when needed prior to moving forward again. 
 

 
Figure 1.1 

 
 1  Introduction of Item/Issue/Idea 

 2  Verbal discussion(s) 

 3  Written Draft(s) 

  4  Stakeholder Engagement 

 5  Formal Approval  Implement & Evaluate 
    No  Yes  
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When Are These Steps Followed: 
 
Department members should follow these steps when revising existing or developing new 
department documents (eg. policies, procedures, regulations) that are to be followed by current 
and future department team members.   
 
These same steps should be followed when members of the organization are considering 
changes to existing organizational documents or developing new documents.  Economic or 
environmental conditions as well as changes to Government laws, policies, rules, and 
regulations may also require changes within the college. 
 
 
DECISION MAKING STEPS 
 
1.  Introduction of Item/Issue/Idea 
1. Identify an item/issue/idea that requires a decision to be made. 

1.1. Share the reason why a change may be needed (eg. what is the problem, challenge, 
opportunity, or improvement). 

1.2. Suggest what may be a possible solution or improvement. 
1.3. Handout related documents (if any). 
1.4. Answer questions regarding the item/issue/idea. 
1.5. Agree on a meeting date/time to continue this discussion.  Allow individuals time to 

review the material, reflect on the document(s) that were handed out, and prepare any 
relevant comments or questions. 

1.5.1. N.B.  Any team member as well as manager or supervisor who is considering 
introducing an item/issue/idea that may lead to formal change in their department 
may find it valuable to discuss their item/issue/idea with their supervisor prior to 
introducing it to team members or potentially affected stakeholders.  This initial 
discussion and/or counsel may save time in the long run. 

 
2.  Verbal Discussion(s) 
2. Meet to review the item/issue/idea further after allowing time for individuals to read, assess, 

reflect, and prepare to provide their feedback. 
2.1. Begin by re-introducing the item, the rationale for change, and the suggested solution. 
2.2. Discuss any handouts that were provided in Step 1. 
2.3. Discuss any other documents that others provide.  Unless these documents are very 

brief, allow time for individuals to read and reflect on them. 
2.4. If further time is needed for further reading and reflection then set a future date to 

discuss this item/issue/idea further.  Repeat this step one or more times until it is clear 
that this item/issue/idea can be put in writing. 

2.5. When appropriate, set up a meeting date that will allow the presenter time to write up 
their item/issue/idea, as well as time for them to circulate it to others, and time for them 
to read and reflect on it prior to the meeting. 

 
3. Written Draft(s) 

3.1. Meet to review the written draft. 
3.2. Discuss questions, comments, and proposed changes to the written document. 
3.3. Alternately, consider having individuals provide their feedback by marking them on the 

draft document and giving it back to the writer. 
3.4. Revise written draft as many times as needed and return to group each time for further 

review and feedback. 
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3.5. When the latest written draft receives at least 75% of team support, it should then go to 
the department head. 

3.6. The department head must agree with ‘all’ the content in the written draft before it goes, 
if needed, to other potentially affected stakeholders outside the department. 

 
4. Stakeholder(s) Engagement 

4.1. Any document that will impact other stakeholders outside the department must be 
reviewed by them. 

4.2. Stakeholders review the written draft and either mark down changes or meet with the 
department head to discuss questions and concerns. 

4.3. The department head will share content changes with their team members and 
determine if they have any issues with these changes.  This may require several 
discussions between the department, their team members, and other organizational 
stakeholders. 

4.4. They should also consider the impact this may have on customers (eg. students and 
employers), competitors, suppliers, etc. 

 
5. Formal Approval 

5.1. Once all affected stakeholders (within and outside the department) agree to the 
changes, a formal copy of the document should be presented to senior management for 
approval. 

5.2. Senior management should review the document and prepare to discuss any questions 
they have with the presenter(s).  These discussions may or may not affect further 
changes to the document. 

5.3. Senior management may need to check with other impacted departments such as 
Accounting to get their okay prior to signing it off.  Before a decision is made, senior 
management will also need to consider how this change will impact others outside the 
organization such as customers (eg. students, employers), competitors, suppliers, etc. 

5.4. When senior management is satisfied they will then sign off on the document and set a 
date of implementation. 
Note:  The ultimate authority to sign off on all decisions, in this organization, rests with 
the Board of Directors.  Their authority is normally transferred to the President, 
Department Heads, and Supervisors by way of their position descriptions or by special 
arrangement. 

5.5. A date should be established to evaluate and assess the impact this change had on the 
department/division/organization. 

 
 
ENHANCED DECISION MAKING SOLUTIONS AND CHALLENGES 
Some decision making processes may be more complex, more challenging, or may need the 
initiator or team to be more creative or innovative in identifying an effective solution.  When this 
occurs, the team may engage in one or more divergent or convergent thinking activities that 
could assist them. 
 
On the other hand, teams can experience other difficulties that negatively affect their decision 
making abilities. 
 
Jeff Butterfield recognized each of these possibilities and addressed them in his 2013 book, 
Problem Solving and Decision Making (Illustrated Course Guides).  A copy of six key pages 
from this book are found in Attachment #1. 
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Appendix #1 
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