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Models and Methods of
Decision-making
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Making decisions as a group is complicated to say the least. Having shared

understanding of roles, processes and methods for making decisions can greatly

improve a team's decision quality and speed.

 

This guide contains an overview of the RAPIDS decision roles, an example RAPIDS

template, the risk assessment matrix, and the Fist of Five method.

"No one enjoys when a decision gets overturned,
revisited or dragged on. It's an uncomfortable and
often frustrating position to be in no mater which

side of the situation you're on."
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Decision Risk Analysis
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Quadrant 1 - Low Risk: Delegate these decisions to those closest to the work. 

Quadrants 2 and 3 - Medium Risk: Consider if you can set the parameters and offer

input but let others make these decisions.

Quadrant 4 - High Risk: Consider if you must be the decider or if you can serve in the

roles of  recommending or agreeing. 

Impact: how visible and important is the impact or result of this decision? 

 

Changeability: How easy, fast and cheap is it to change the decision after it’s been made? 

 

"A clear decision-making
process increases

productivity because work
is streamlined, fosters
employee engagement

because people feel a sense
of ownership, bolsters

trust which has a positive
halo effect, and people
learn and grow which

prepares them for future
success.
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Often the challenge with decision-making is the ambiguity or misunderstanding about

who needs to be involved in what ways and at what times. To reduce the confusion, use

a RAPIDS model to assign and agree on roles at the start of a project or decision.

R: Recommend

The person or people who will offer options or make a recommendation. 

 

 

The people who must agree with a recommendation or decision before it can move

forward. 

 

 

The person who sets the parameters, criteria or boundaries of what qualifies as an

acceptable decision. 

 

 

The people whose input must be included and considered because they have relevant

or important information and perspectives.

 

 

The person or people who actually make the decision and own the outcome. 

 

 

The people who the decision needs to be shared with after it’s been made because it

somehow impacts them and their work.

RAPIDS - Roles in Decision-making
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A: Agree

P: Parameters

I: Input

D: Decide

S: Share
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RAPIDS TEMPLATE
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In a basic table, list all the key decisions for a project in the left-hand column.

Across the top row, list the 6 roles in RAPIDS.

For each decision, add the names or initials of the individuals who belong in each role. 

Create a draft and share it with your team and/or manager to get aligned. 

1.

2.

3.

4.
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"It's unfortunately all to common to end a
meeting and be unclear about a decision

because no one explicitly stated who had the 'D'."
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Each person has an equal voice in shaping the decision.

Each person must agree with the decision in order for it to stand.

Concurring Decisions
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Models for Group Decision-making

Each person can contribute to shaping the decision. 

No one can strongly disagree with or veto the decision in order for it to stand.

It's acceptable for people to feel neutral as long as they are willing to support the decision

and not undermine it later.

Consensus Decisions

There are no requirements for who participates in shaping the decision.

The decision stands when a majority (or designated percentage) of voters agree.

It's acceptable for people to feel strongly against a decision.

Majority Rules Decisions

Who will make the decision, who is providing input, and who must agree with the

decision

Which group decision-making approach are we using - Concurring, Consensus or

Majority Rules

Group decisions are rarely simple. To avoid confusion and frustration during a decision-

making meeting, clarify the following:
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When making a decision, Fist of Five is a great way to quickly gauge where each person

is at and identify the most critical issues that need to be addressed. 

To take a Fist of Five vote:

 1. Clearly state the decision, approach, or plan the group is voting on.

2. Remind the group if the decision will be affirmed when there are only 4s + 5s (concurring)

or 3s, 4s and 5s (consensus).

3. Review the Fist of Five process and what each number signifies. (Raise your had with the

finger count that represents your position.) 

5. Call the vote. Record the number of votes at each finger count if needed.

6. For anyone below a 3 (or 4), ask them to state their most critical concerns.

7. Focus the conversation on the unresolved issues. Take additional votes as needed.

Fist of Five


