DECISION METHODS

	METHOD
	Advantages
	Disadvantages
	When to Use

	Individual

The leader of the group makes the decision
	· Speed

· Simplicity

· Clarity
	· May waste group intelligence

· Invites resistance

· Lowers motivation for participation

· Creates messes
	· When one person’s content expertise far exceeds that of others

· When speed is of paramount concern

· When group is conflicted and time is short

· When a decision contrary to members’ interests must be made

	Consultative

The leader makes the decision after listening to all group members in a group meeting

	· Allows for input of others without taking undue time

· Most cost- and time-effective of all decision methods

· Guards against “group-think”

· Allows for quick action and high levels of action
	· May cause resentment in those whose advice is spurned

· Loses quality gain that comes from “give and take” and integration of differing proposals
	· When the leader is highly expert

· When leadership is clear and unquestioned

· When leader wants to take advantage of different ideas but does not want to invest the time required to work through to consensus

· When leader wants to retain control

· When speed is critical

	Consultative Consensus
The leader consults with other group members, seeking consensus yet still clearly retaining control of the decision.
	· Avoids deadlock in decisions

· Enables leader to lead, retaining sense of personal control, while still building consensus in group

· Group members in some cases may be more likely to support implementation
	· Time to attempt consensus

· “Murkiness” of mixing two decision methods

· Requires considerable skill if not to be perceived as manipulative
	· When one person is either highly expert or has a high degree of responsibility for the implementation of the decision

· When there is a desire to be collaborative and maintain a participative ethic

· When facilitation skills are high in leader or available through neutral facilitator

	Modified Consensus

The group members each agree upon a decision that all can support or at least “live with.”
	· Supports a more democratic, participative culture

· Forces dealing with all significant conflicting views and opinions in the group

· People have belief that it fosters more commitment
	· Time-consuming to work through all concerns

· Compromises necessary; often does not improve quality

· Often tedious to work through the process

· No hard data that Modified Consensus produces more intelligent results
	· When group agreement is considered critical

· When a participative ethic is highly valued

· When all group members are willing to invest the time

· On critical decisions that require high levels of agreement

· When those who will implement are in the group

· When a neutral facilitator is available

	Absolute Consensus

All group members are in absolute agreement that the decision is superior to what exists in the status quo.
	· Produces most intelligent decisions of highest quality

· Support for decision is unequivocal
	· Groups fail to achieve decision 2 out of 3 times Absolute Consensus is attempted

· May take a very long time; often emotionally difficult, stressful
	· When the cost of making less than the most intelligent decision is exceptionally high

· For strategic, safety, or survival decisions

· When the quality of the decision matters more than anything else

· When enough time is available

	Voting

Group members vote on alternative proposals and the alternative receiving the required number of votes (majority, 2/3, etc.) becomes the group decision.
	· Speed – when handled properly

· Perceived fairness

· Avoids impasses, deadlocks

· Anyone can lead

· May be only means possible when differences are irreconcilable

· Can help build a consensus if used as a process tool
	· Creates sides, factions; divides the group
· Encourages debate rather than dialogue

· Detracts from cohesion of group

· Entrenches people rather than expanding group IQ
	· When stakes are low; when almost any decision will work
· When little discussion or debate is required and any choice will probably work

· When consensus cannot be achieved and no leader is available as a fallback decision maker

· When you want to “poll” the group about several alternatives and then proceed with alternative selection


