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How to Make Good Decisions 
 

By David L. Flowers 
 

 
1. There are four common reasons why people do not perform the way they should: 
  

A. They do not know what they are supposed to do. 
B. They do not know how to do it. 
C. They do not know why they should. 
D. There are obstacles beyond their control. 

 
2. These four reasons why people fail to perform at their potential are all the 

responsibilities of leadership. 
  

A. The first three reasons deal with starting a job correctly. 
B. A training program, job description, proper tools, vision and 

communication skills will go a long way in meeting the first three issues.  
 

3. The fourth reason is basically problems that arise in the performance of the tasks 
of the job. 

 
A. The problem with problems is this: 

1. People do not like them. 
2. People weary of problems quickly. 
3. People will do almost anything to get away from them. 

 
B. This makes people give the reigns of leadership into your hands if one of 

two things is true. 
1. Are you willing and able to tackle the problem? 
2. Are you willing and able to train them to solve the problem? 

 
C. Your problem solving/decision making skills will always be needed because 

people always have problems. 
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4. Observations: 
  

A. We all have problems. 
B. Problems give meaning to life. 
C. Many of the most outstanding people in history had to overcome serious 

problems in their lives. 
 
1. Many of the Psalms were written in response to or in view a 

problem. 
2. Paul wrote most of the epistles while in prison. 
3. Florence Nightingale reorganized the hospitals of England while 

she was too ill to move from her own hospital bed. 
4. Louis Pasteur, semi paralyzed and under constant menace of 
apoplexy, 

                                    was relentless in his attack on disease. 
5. George Washington, Abraham Lincoln, Franklin Roosevelt, 

Glenn Cunningham, Booker T. Washington, George Washington 
Carver, Albert Einstein 

 
D. My problem is not my problem. 

 
1. There is a difference between a person who has a big problem and 

a person who makes a problem big. 
2. For many people their problem is not the real problem. 
3. Many people react wrongly to their problems and thereby make 

their problems “real problems.” 
4. What really counts is not what happens to me but what happens in 

me. 
 

E. A problem is something that I can do something about. 
 
1. If I can do nothing about it, it is not my problem. 
2. It is a fact of life. 
3. Be careful in resigning yourself to the position that there is no 

answer. 
4. The moment you accept a problem as a fact of life and someone 

else comes along with a solution, then you will have a problem. 
 

F. A test of a leader is the ability to recognize a problem before it becomes an 
emergency. 
 
1. A leader will sense it before they see it. (intuition) 
2. They begin looking for it and ask questions.  (curiosity) 
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3. They gather date.  (processing) 
4. They share their feelings and findings to a few trusted colleagues. 

(communicating) 
5. They define the problem.  (writing) 
6. They check the resources. (evaluating) 
7. They make a decision. (leading) 

 
G. You can judge the leader by the size of the problems they tackle. 
 
H. Solve task-problems quickly; people-problems will take longer. 
 

1. Make a time commitment to people.  Those who never take time 
to develop people are forced to take time to solve their problems. 

2. Never solve a problem for a person; solve it with that person.  Take 
that individual through the sequence that has already been given 
for recognizing a problem.  In fact, spend time with that person 
and study this entire lesson together. 

3. Climbing the ladder of leadership means that fewer but more 
important decisions will be made.   

4. A situation becomes a problem when one does not have sufficient 
resources to meet. 
 

“The size of the person is more important than 
the size of the problem.” 

 
5. How to effectively solve problems. 
 
 A. The right attitude. 

1. Positive thinking is how you think about a problem. 
2. Enthusiasm is how you feel about a problem. 
3. The two together determine what you do about a problem. 

 
“People need to change their perspectives, 

Not their problems.” 
 

B. The action plan. 
 

1. We know that life is not problem-free. 
2. Some people assume that the perfect, defect-free system can be          

developed for their lives. 
3. Others assume that something will go wrong, and they will need a 

backup system. 
 
6. Problem solving process. 
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A. Identify the problem. 
 

1. Too many times we attack the symptoms, not the cause. 
2. Should not try to put a band-aid on the issue. 
3. The real issues must be identified that lie beneath the symptoms. 

 
B. Prioritize the problem. 
 

1. Do not try to solve all the problems at once. 
2. Make the problems line up one-by-one so that you can deal with 

them 
one at a time. 

3. Do not approach the problem with a preconceived idea of what 
you hope to find there. 

4. Try to get the truth and realities that you will have to deal with. 
5. You may not like what you find. 
6. You may want to change it. 
7. However, do not deceive yourself.  What you do find may or may 

not be the real problem. 
 

C. Define the problem. 
 

1. In a single sentence, answer this question:  “What is the problem?” 
2. Understand that there is a difference between making a decision 

and  
solving a problem. 

3. A decision is a choice you make between two alternatives. 
4. A problem is a situation that is counter to your intentions or 

expectations. 
5. Use the four step process: 

 
Step 1: Ask the right questions. 

 Do not ask general questions. 
 Do not speculate. 
 Two important words: trends and timing. 
 

Step 2: Talk to the right people. 
 Beware of authorities with a we-know-better attitude. 
 They have blind spots and are resistant to change. 
 Creativity is a must in problem solving. 
 

Step 3: Get the hard facts. 
 Once the facts are clear, the decisions jump out at you. 
 Listen to what is not being said. 
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 Get hard data not generalizations. 
 

Step 4: Get involved in the process. 
 Most problems are not what they seem. 
 Do not just ask questions and gather hard facts. 
 Get involved in the process by doing the actual jobs of 

the people concerned and see what problems arise. 
 Problems should be solved at the lowest level possible 

because that is where they appear, and that is the level 
where they are most clearly defined. 

 
 
 

D. Select people to help you in the problem-solving process. 
 

  1. Before having a problem-solving meeting, ask these questions: 
 Is it a real problem? 
 Is it urgent? 
 Is the true nature of the problem known? 
 Is it specific?  (If people talk about everything, they will 

eventually talk about nothing.) 
 Has the group most competent to discuss the problem been 

invited and is each participant concerned about the solving 
this issue? 

2. Collect problem causes.  List all the possible causes of the problem 
by asking the following: 

 What caused the problem? 
 How can the problem be avoided in the future? 

3. Collect problem-solving solutions? 
 List as many solutions as possible.  The more the better. 
 There is seldom just one way to solve a problem. 
 Options are essential because a problem continually shifts 

and changes.   
 The leader without a back-up solution will soon be in 

trouble. 
4. Prioritize and select the “best” solutions.  Weigh all the solutions 

in light of the following questions: 
 Which solution has the greatest potential to be right? 
 Which solution has the best interest of the organization? 
 Which solution has momentum and timing on its side? 
 Which solution has the greatest chance for success? 

5. Implement the best solution. 
“Everyone who has ever taken a shower has an idea.  It is the 
person who gets out of the shower, dries off, and does something 
about it, who makes a difference.” 
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6. Evaluate the solution. 
 Let others test it out and punch holes in it. 
 If they punch intellectual holes (such as, “I do not think it 

will continue to work because….”) ignore them. 
 If they point out real operative problems you can observe, 

then you must make the adjustments. 
 Ask these questions to evaluate responses: 

a.  Were we able to identify the real causes of the problem? 
b.  Did we make the right decision? 
c.  Has the problem been resolved? 
d.  Have the key people accepted this solution? 
e.  Did I help the people to develop problem-solving skills 
to manage conflict in the future? 
 

7. Set up principles or policies to keep problems from recurring. 
a. A policy is something we always do or something we never 

do.   
 Policies work well for lower management and 

operational matters. 
 A policy should never be held onto and defended when 

it impedes the program and delays the change needed 
to make progress. 

 A policy’s intent is to give clear direction and allow a 
better flow in the organization.  Many operational 
problems will stay solved with the implementation of 
solid policy. 
 

b. Principles are guidelines for everyone and are more general. 
 Policies change when their use is no more essential.   
 Principles never change.  
 Example:    “Always take the high road.” 
 Meaning:  Whenever there is debate, question, tension, 

or confrontation between staff and people, I always 
expect my staff to give the benefit of doubt to others.   
 

c. To teach principle effectively, do the following: 
 Model them. 
 Relate them to staff by answering the question, “How 

can I use this in my life?” 
 Applaud my staff when I see the principles being 

applied in their lives. 
 

8. If you are always the problem solver and never teach the people 
around you to think and decide for themselves, you will have a 
dependent group of followers. 
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a. Never allow others to think you always have the best 

answers.  This will only make them dependent on you. 
b. Ask questions.  Help people to think through the entire 

process of their problem. 
c. Become a coach, not a king.  A coach brings out the best in 

others, helping them to reach deep down inside and 
discover their potential.  A king only gives commands. 

d. List their solutions on paper.  Integrate your ideas with 
theirs until they have ownership of them. 

e. Ask them to decide on the best solution to their problem. 
f. Develop a game plan. 
g. Ask them to take ownership and responsibility for the 

game plan.  Let them set up a time frame and 
accountability process. 

 


