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Gathering Information Worksheet
Do you struggle with determining where to find information and when you have enough data to make an educated decision?  Do you collect confirming and disconfirming information?  Use this activity to improve your information-gathering process.


Instructions
Use the following table to describe an upcoming decision you will need to make.

	Decision
	When Decision Needs 
to Be Made
	Desired Outcomes

	
	
	

	
	
	

	
	
	

	
	
	



Gathering Information Worksheet (cont’d)
Answer the questions in the following checklist to help you identify sources of information, check their reliability, and confirm that you have sufficient data.  Check off each step when you complete it.  You’ll use your responses to complete the worksheet on page 3.  
Determine sources
Who has knowledge or expertise in this area or has made similar decisions?
Are there existing databases or documents that might yield information 
(reports, studies)?
Who is closest to the situation?  (People most familiar with a situation probably understand it best.)
Who will be involved in implementing the decision?
What information could my customers or suppliers (internal and external) provide?
Who has a different or unusual perspective that I could tap into?  Who might provide information that disconfirms my preferences or those of the group?

Check reliability
Does the source have a personal stake in the decision?
Does the source have a reasonable amount of expertise in this area?
Is the source biased toward interpreting information a particular way?

Note:  If you answer yes to any of these questions, gather more information from a 
different source.

Confirm that I have sufficient information
Is the information starting to repeat itself?
Would stakeholders be confident in the amount of information I collected?
Is it worth my time to gather more information?
Have I collected information from all perspectives, including information that disconfirms my preferences or those of the group?
Do I have enough information to make the decision with confidence?


Gathering Information Worksheet (cont’d)
Use the following worksheet to identify information needed to make your decision.  Refer to Step 2 to help you complete it.


	What Information Do I Need to Gather?
	Where Can I Get It?
	Who Will 
Gather It?
	When Do I Need It?

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	





Interpreting Information Checklist
Instructions
Use the following questions to check that you have interpreted your information accurately and objectively.
	
	Yes
	No

	1. Have you acquired information that falls only within your scope of experience or expertise?
	
	

	Do you understand all the information you’ve collected?
	
	

	Are you confident that you’ve given appropriate weight to all
the information?
	
	

	Have you collected and accepted information that might disconfirm your opinions or preferences? 
	
	

	Have you involved people who could look at the information from different perspectives and provide different conclusions?
	
	

	Have you drawn conclusions about the information based on facts 
or expert opinions rather than just your intuition or personal experiences?
	
	

	Would colleagues, leaders, other department representatives, or customers agree with how you’ve interpreted the information?
	
	



If you answered no to any of these questions, you might be inclined to misinterpret the information.  To avoid this, ask others what conclusions they would draw from it.  You might check with:
Internal and external customers.
Colleagues who can approach the decision objectively.
Your leader.
Anyone who must implement the decision or who will be affected by it.
Informed people with a perspective different from yours.



Risk and Reward
	Use this tool to examine the levels of risk and reward of the alternatives you are considering.  You also can use it to think of ways to prevent or minimize the risk.  For each alternative, note long-term benefits, what could go wrong and the probability of this occurring, and what could be done to prevent or minimize these risks.  



	Decision Alternative #1:  

	What are the rewards or long-term benefits of this alternative?

	What could go wrong in choosing this alternative?
	Probable occurrence:
· Very unlikely
· Somewhat unlikely
· Somewhat or very likely

	How would you prevent or minimize the risks of choosing this alternative?

	Decision Alternative #2:  

	What are the rewards or long-term benefits of this alternative?

	What could go wrong in choosing this alternative?
	Probable occurrence:
· Very unlikely
· Somewhat unlikely
· Somewhat or very likely

	How would you prevent or minimize the risks of choosing this alternative?

	Decision Alternative #3:  

	What are the rewards or long-term benefits of this alternative?

	What could go wrong in choosing this alternative?
	Probable occurrence:
· Very unlikely
· Somewhat unlikely
· Somewhat or very likely

	How would you prevent or minimize the risks of choosing this alternative?


Impact/Effort Grid
This tool helps you choose actions that will achieve maximum results through minimum effort.  Use it:
· To decide which action(s) to take from among several alternatives.
· When you’re considering actions that require varying amounts of effort or expense and that will have varying results or impact.
· When you can take only a limited number of actions.
Instructions
1. Record your decision goal below.  This is what you want to accomplish by making the decision.  
2. List the options you’re considering in the table on the next page and then assign a number 
to them. 
3. Discuss what impact each option would have on the decision goal.  Rate each option as follows, and then write your rating in the Impact column of the table:
	H = High 
	M = Medium
	L = Low


4. Discuss how much effort and expense would be needed to carry out each option.  Rate each option as follows and write your rating in the Effort column:
	1 = Little
	2 = Moderate
	3 = Great


5. On the small grid below the table, plot each option number according to the rating you 
gave it.
6. Choose the option(s) that gives the highest impact for the least effort. 

	Decision Goal:  




Impact/Effort Grid (cont’d)
	Options
	Impact
	Effort
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	1
Little
	2
Moderate
	3
Great
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Interpreting an Impact/Effort Grid:  This tool helps you examine decision options by estimating the amount of time and cost each option will take to accomplish (i.e., the effort) compared to the results you hope to achieve (i.e., the impact).  In most cases, options with greater impact than effort are more desirable.  This tool does not include all factors used to make decisions, such as each option’s best-case/worst-case scenarios, time to complete, and organizational support.

Balance Sheet
This tool helps you decide between two or more options (an either/or decision) or whether to do or not do something (a go/no-go decision).
For an either/or decision:
Record the options you are considering.  If there are more than two options, use multiple Balance Sheet forms.
List the rationale that supports each option on the left (the PROs) and that does not support it on the right (the CONs).
Weigh the pros and cons to decide which option to choose.

For a go/no-go decision, use one table (i.e., “go” rationale in the PROs column, “no-go” rationale in the CONs column).
Option #1:
	PROs
	CONs

	
	



Option #2:
	PROs
	CONs

	
	



Criteria Screen
Instructions
Is your group having trouble choosing from among options that are of the same or similar type?  This tool will help your group evaluate and choose from among these options by rating them against criteria you’ve identified as important.  The best option then would be the one that best satisfies the criteria.  To use this tool, follow these steps:
1. In the space below, record your group’s decision goal—what it wants to accomplish by making the decision.  
In the left columns of the tables on the next page, identify the criteria that your options must meet and the criteria that are only useful, “nice to haves.”  Involve people outside of your group, if necessary, to help identify these criteria.  
Record the options along the top numbered row.
Rate how well each option meets the criteria, using the following scale.  Select the appropriate rating: 

	-1 = Does not meet criteria
	+1 = Meets criteria
	+2 = More than meets criteria



Add the ratings to arrive at scores for both “must-be-met” and “nice-to-have” criteria.
Evaluate the options based on the scores.

Note:  As you gather data about options, you might learn about features or constraints that you were unaware of at first, which might cause you to make changes.  Factor any new and revised criteria into your final choice.

	Decision Goal:  







Criteria Screen (cont’d)
	Criteria That Must Be Met
	Options

	
	1. 
	1. 
	1. 
	1. 

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Score
	
	
	
	




	Useful, “Nice-to-Have” Criteria
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Score
	
	
	
	



–1 = Does not meet		+1 = Meets		+2 = More than meets


Planning Your Implementation
	The guidelines and questions below help you develop a plan for communicating and implementing your decision.  They prompt you to identify specific actions you and others will take, needed resources, time frames, and points at which you will check progress.




Note:  Implementation planning is more effective when others are involved.  If you must develop a plan alone, have others review it before putting it into action.
Implementation Planning Guidelines
1. Brainstorm a list of everything that needs to be done to communicate and implement the decision, including how you’ll communicate it.  (Use the Communicating with Others:  Who and How? Tool on page 12 to think through who needs to know what and by when.)
9. Estimate time frames for each action you’ve listed.
10. Number each action to show the order in which the actions must be taken.
11. Make subcategories for each action as follows:
· Resources needed, such as people, money, equipment, supplies, or tools.
· Sub-steps—What supporting actions are needed to achieve each listed action?  
· Person responsible—Who has primary responsibility for completing the action?
· By when—How much time is needed for completion?  What is the deadline?

12. Identify critical checkpoints within the plan where you’ll want to check progress.

Implementation “Final Check” Questions
Have I considered all possible people resources to help with the implementation?
Have I planned how to communicate the decision, including any ongoing status or progress checks and reports?  (See the tool Communicating with Others:  Who and How? for help.)
Have I identified possible risks and actions to eliminate or minimize them?  (See the tool Risk and Reward on page 5 for help.)
Have I built in enough time for each action needed to implement the decision?



Communicating with Others:  Who and How?
	Use this tool to think about whom you will share your decision with, what they will need to know, and how you will communicate with them.  Consider the suggestions in the left column, and then note specifics for your decision in the right column.



	Tips and Prompts
	Specifics for Your Decision

	Who needs to know about the decision?
People who will implement it
People who will be affected by it
Senior managers and others whose support 
is needed to make it work
Current or potential customers
Internal partners
Suppliers 
Other stakeholders
	

	What do they need to know?
Original problem/opportunity (if applicable)
Final decision (described in appropriate detail)
Decision’s purpose and importance
Desired outcomes and criteria 
Information that was gathered
Process used to make the decision
People involved in the final decision
	

	How will you communicate with them?
Face-to-face, in groups, or one-to-one
Audio or video teleconference, in groups, or one to one
Memo, bulletin, letter, email, intranet/Internet
Voice mail/Broadcast message
	



Decision Postmortem
	These checklists help you examine decisions you’ve made to determine what went well or not so well and to apply lessons learned to future decisions.  Think through these items as soon as possible after you’ve implemented a decision and learned the results.  Respond to the checklists to assess your decision process and results.  In the right column, record what you would do the same or differently when making a future decision.  If appropriate, use the checklists for feedback from others involved in the decision.



	Check All That Apply:
	Note Lessons Learned:

	Did the decision:
Address a legitimate problem or opportunity?
Achieve desired outcomes?
Meet the established criteria?
Get implemented and remain in effect (without needing to be reversed)?
Have the support of the people who 
were involved in making it or were affected by it?
Avoid causing another problem or causing unexpected negative consequences?
In making the decision, did you:
Accurately anticipate the process and time frame needed?
Clearly and accurately describe the desired outcomes, criteria, and decision?
Involve the right people at the right time?
Make sure the people involved in making the decision clearly understood the situation?
Take an appropriate amount of time to reach a decision?
	Here’s what I’ll do differently or the same to plan, make, or implement future decisions:





Decision Postmortem (cont’d)
	Check All That Apply:
	Note Lessons Learned:

	In making the decision, did you:
Gather enough information from credible sources?
Interpret the information objectively and accurately?
Generate quality alternatives that met the decision criteria?
Evaluate alternatives against the criteria objectively?
Assess the risks associated with each alternative?
Avoid decision traps?
In implementing the decision, did you:
Communicate it to the appropriate people in a timely and appropriate way?
Identify the support and resources needed to follow through on it?
Monitor the implementation to ensure that the decision was being carried out and was effective?
Make necessary changes or corrections to it?
	Here’s what I’ll do differently or the same to plan, make, or implement future decisions:
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	About Development Dimensions International (DDI)
Since 1970, DDI has helped the most successful companies around the world close the gap between where their businesses need to go and the talent required to take them there.

Our areas of expertise span every level, from individual contributors to the executive suite:  
· Success Profile Management
· Selection & Assessment
· Leadership & Workforce Development
· Succession Management
· Performance Management
	Visit www.ddiworld.com
to learn more.
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