
Formal Methods For 
High-Risk Business Decisions 
You are faced with high-risk business decisions and are unsure how to handle 
them. Tools and techniques are available to enhance your normal meeting 
processes and deliver a markedly better result. Drawing on years of experience, 
Martin Tate shows the way to find the option suitable for your company. 
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ired of projects that run 
for too long, occupying 
large committees of 
senior management, 

without conclusive decisions or 
delivering results? Does your 
organisation use the draw-shoot-
aim approach? Ever made a 
decision and realised something 
important was overlooked? Do 
you feel your organisation may 
suffer from Adam Smith’s 
principal-agent problem? 

Situations we address 
You need us if you hear this 
within your company. 

 “In this place, it’s all 
politics.” 

 “We wait for a decision and 
it never returns, or arrives far 
too late.” 

 “It’s like elephants mating.” 

Who we are 
A management consultancy 
specialising in decision-making, 
which delivers workshops and 
custom-built selection methods 
for organisational and strategic 
decision-making. 

 In short, we help steering 
committees, boards and 
senior managers make good 
decisions to time. 

We have applied our unique 
combination of methods to 
projects including: 

 IT procurement (supplier 
evaluation & system 
selection); 

 strategic decision-making 
workshops (post-M&A, new 
product development, 
industrial location); 

 investment assessment 
methods (venture & 
corporate capitalism); 

 life crossroads. 

Where we operate 
On commercial projects, 
provided our unique method can 
help organise all the significant 
factors. 

This is usually at the 
‘intersection’ of multiple 
options, multiple criteria and 
multiple decision-makers. 

Moreover, these high-risk 
decisions will cut across 
boundaries and provide few 
opportunities for trial-and-error. 

 See Figure 1. 
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Figure 1: The environment for enlisting our expertise 
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hat we bring 

We bring formality and rigour to 
the decision-making process. 

By joining your project to help 
you organise your thoughts, 
data, financials, projections and 
people, we apply the relevant set 
of proven techniques that help 
senior managers make the right 
decision – every time. 

What we provide 
Our contribution is four-fold. 

1. Process / method 
A large, complementary set of 
problem analysis and decision-
making techniques. 

 This yields speed, 
impartiality, audit, reliability 
and reduced risk. 

2. Content 
We provide start-up content 
relevant to the workshop and 
method – for instance, 
crystallised knowledge, 
templates and research. 

We usually help by presenting 
the client with a knowledge base 
from which to select. We call 
this ‘clarification by 
provocation’ and it reflects 
established psychology about 
how people retrieve knowledge. 

 This yields reduced risk and 
saved time. 

 

3. Project technology 
Work automation through 
modelling, analysis and 
workshop technology ensure 
constructed methods or decision 
products are effective. We 
usually work on a shared set of 
models during a workshop, 
projecting it so people all have 
the same/latest version. 
Effectively, the group 
collaborate by working on the 
‘balsa wood model’ of the 
decision. 

 This yields clarity and 
savings of both time and 
money. 

4. Facilitation / leadership 
Our facilitation (dare we say 
leadership) of projects and 
meetings, for instance credible 
presentations at Board level, 
ensure the people with 
information have a voice. This 
avoids extremism, sycophancy, 
management by rank, 
factionalism or ‘decibel 
management’ 

 This yields a collaborative 
decision informed by deep 
understanding of the 
business, circumstances, 
proposed changes and new 
technologies. 

Our use of tools 
We use a variety of techniques 
and tools – by the end of 2007, 
there were 387 of them. Most 
are adopted techniques, but 
some are proprietary. 

 Because we need to apply 
the relevant technique to the 
circumstances, we have 
created an in-house ‘tool to 
select tools’. 

 Because we regularly create 
customised decision-making 
methods for clients, we have 
also built a ‘meta-method’ – 
a method for building 
methods. This tool for 
creating tools means we are 
the toolmakers for the 
knowledge economy. 

See Figure 2 for our lifecycle for 
a decision-making project. 

Why work with us 
Timely decision-making can 
make the difference between 
success and failure, and 
sometimes not making a 
decision can be the most costly 
decision of all – we won’t let 
that happen. 

When a multi-departmental 
committee is asked to make a 
decision it often faces known 
difficulties: problems of politics, 
empire building and a fear of the 
unknown. 

Sometimes there is an incentive 
for a committee not to make a 
decision (in fear of making a bad 
one), so committees need tools 
to help them make decisions – 
good decisions, and promptly. 

By using an approach that is 
independent, and provably and 
manifestly fair, we can bring big 
improvements in just a few days. 

W 

“It’s just as well you are here, Martin, because if not we would have another twenty pages of flip-pad on the 
walls… and be no further forward.” Managing Director, during workshop to evaluate strategies. 
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Decision Evaluation offers a safe 
pair of hands to guide the 
decision-making processes 
without the client losing 
ownership of the decisions. 

Moreover, higher authorities 
such as capital approval groups 
are more likely to accept the 
decision if the working material 
shows a strong decision-making 
method. Your decisions will be 
auditable and provably rational. 

The human dimension 
Finally, although it is easy to 
concentrate on the ‘mechanical’ 
aspects of a method, don’t lose 
sight of the benefits to people 
inside the decision-making body 
and your wider team. 

The formal approach is 
empowering because operations 
people are consulted by decision 
makers. 

 Active listening means 
aspirations at all levels are 
captured. 

 The approaches collect the 
‘invisible’ knowledge that 
helps the company function. 

Formal scoring is intolerant of 
mis-matched options, so people 
are not lumbered with an 
impractical choice 

Decision-makers gain peace-of-
mind because they show a well-
researched and auditable choice. 

Specialists, such as financial or 
IT technicians, gain buy-in.      ♦ 

 

Authorise 
project

Snr Mgt Team

Determine 
scope

Project Board

Accept & 
roll out 
method

Project Board

Pilot
use

Team

Demonstrate 
& train

Team

Calibrate 
method

Team

Weight 
criteria

Project Board

Embody 
criteria

Team

Capture 
criteria 

(interviews)

Interviewees

Study best 
practice 

(desk search)

Team

Establish 
phasing

Project Board

Study 
feasibility 
inc cost

Project Mgr

Review 
& adjust

Project Board

 

Figure 2: Our decision-making method to create decision-making methods 

 
 
Our clients include Biwater, Bombardier, Castrol, DaimlerChrysler, LEGO, Pearson, RSA, SCA, Travelodge & Turtle Wax. 
Decision Evaluation Ltd www.decisionevaluation.co.uk +44 (0) 1772 752704 martin.tate@decisionevaluation.co.uk 



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


