
Decision-Making
Session One

The Bibleʼs Five-Step Decision-Making Process

Step One: Correctly diagnose the issue or problem.
• If the issue or problem is not correctly diagnosed, the decision will be wrong because 

it was made on false assumptions.
• This principle is illustrated in the account of Moses sending out the twelve spies.

• God had already made it clear that He was giving the land of Canaan to the 
people of Israel (see Num. 13:1-2).

• The purpose of the spiesʼ trip was to ascertain the type of people, cities, land, 
and produce that were in their new homeland (v. 17-20).

• However, the majority of the spies incorrectly diagnosed the issue.
• They spied out the land to evaluate their ability to conquer its inhabitants.

• But that was not the issue.
• God had already said He was giving the land to the people of Israel.

• As a result of the spiesʼ misinterpretation, they decided they were unable to 
take the land because of the size and power of the people living within the 
walled cities.

• By incorrectly diagnosing the issue or problem, the majority of the spies made 
the wrong decision.

• If a person fails to diagnose the issues correctly, the decisions will be wrong 
and costly.

Step Two: Gather and analyze the facts.
• “Any enterprise is built by wise planning, becomes strong through common sense, and 

profits wonderfully by keeping abreast of the facts” (Prov. 24:3-4, TLB).
• As this Scripture suggests, gathering and analyzing facts plays an important part in 

the decision-making process.
• Proverbs 18:13 says it even stronger: “What a shame--yes, how stupid!--to decide 

before knowing the facts!” (TLB)
• When gathering and analyzing facts, the following questions should be 

answered:
• What does the Bible say on the matter?

• There is great value and reward in knowing and applying Godʼs Word.
• Joshua 1:8

• What does God tell me when I pray?
• Jeremiah 33:3

• Am I committed to doing the will of God in this situation?
• We are to be committed to doing Godʼs will in order to know His will (Romans 

12:1-2).
• What are my interests and desires in this situation?

• Psalms 37:4
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• What counsel do I get from people in this situation?
• Proverbs 11:14

• What do conditions and circumstances indicate in this situation?
• Proverbs 24:3-4

• Before developing possible alternatives, the Christian leader, manager, or business 
person should answer these six key questions.

• These questions help gather facts and information needed to make the right 
decision.

Step Three: Develop alternatives
• After the facts have been gathered and analyzed, the next step is the development of 

alternatives.
• Important decisions should never be made until several alternatives have been 

developed.
• Without alternatives to consider, the manager or leader chooses the first possible 

solution.
• And the first choice may not be the best.

• Developing alternatives forces the leader to evaluate all of the data and facts and take 
time to think through the various options.

• It also helps him avoid the temptation to solve problems quickly.
• For many managers this is one of their greatest weaknesses in decision-making.

• “It is not good to have zeal without knowledge, nor to be hasty and miss the 
way” (Proverbs 19:2).

• This verse certainly applies to the decision-making process.
• The person who hurriedly chooses the first option that appears frequently 

misses his way.
• The more alternatives the leader develops, the greater his likelihood of making 

the right decision.

Step Four: Evaluate alternatives pro and con.
• Once the alternatives have been developed, each should be evaluated in terms of its 

strengths and weaknesses, or pros and cons.
• This step becomes a self-eliminating process for some of the alternatives.

• Luke 14:31-32 provides a classic biblical example of this principle as taught by Jesus.
• “What king would ever dream of going to war without first sitting down with his 

counselors and discussing whether his army of 10,000 is strong enough to defeat 
the 20,000 men who are marching against him? If the decision is negative, then 
while the enemy troops are still far away, he will send a truce team to discuss 
terms of peace” (TLB).

• This passage points out the importance of evaluating the options in terms of 
their positive and negative impact.

• A negative evaluation means a no decision.
• On the other hand, a positive evaluation means a possible decision.
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Step Five: Select from among the positive alternatives.
• This may seem like a logical next step.

• However, it is frequently the most difficult.
• Many leaders and managers admit they procrastinate when it comes to decision-

making because they are not sure if they are really making the best choice.
• One Christian executive once said, “When it comes time to make the decision, I 

am usually tempted to decide not to decide.”
• When making the selection from among alternatives, the Christian leader should keep 

in mind Godʼs promise: “I will instruct you and teach you in the way you should go; I 
will counsel you and watch over you” (Ps. 32:8).

• He should also consider Isaiah 26:3: “You will keep in perfect peace him whose 
mind is steadfast, because he trusts in You.” 

Understanding the Climate within Which Decisions Are Made
• A certain climate always surrounds the decision-making process.
• Every manager should be aware of the elements of this climate and understand their 

impact on the decision-making process.
• The elements of the decision-making climate are:

• The need for action
• Degenerating conditions as action is delayed
• Insufficient data
• The element of risk
• The consequences of failure
• The rewards of success
• The existence of more than one workable solution

The need for action.
• Decisions result from a need for action.

• As the leader or manager goes through the decision-making process, he should 
ask himself, Is there a need for action?

• If the answer is yes, then there is a need for a decision.
• On the other hand, if the answer is no, a decision might be premature.

Conditions degenerate as needed action is delayed.
• If no decision is made when action is needed, conditions degenerate.

• As conditions degenerate, the leader is put under pressure to make a decision.
• As pressure increases, the possibility of making the right decision decreases.
• Therefore, in order to make good decisions and keep conditions from 

degenerating, the decision should be made as close as possible to the time action 
is needed.
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Insufficient data.
• In every decision-making situation, it is true that additional data, facts, and information 

could have been gathered and used.
• One never has the luxury of having all the facts when making decisions.
• As a result, many leaders and managers are reluctant to make decisions because 

they feel they have insufficient data, regardless of how much information is 
available.

• Therefore, researching information must be kept in balance in the decision-
making process.

• The “insufficient data trap” can lead to procrastination, which in turn causes 
degenerating conditions and potentially poor decisions.

The element of risk.
• The leader has no way of knowing the actual results of his decision.

• That means each decision contains an element of risk.
• Some leaders are reluctant to take risks, and as a result, have problems making 

decisions.
• The good decision-maker learns to calculate risks and make them work for him in 

the decision-making process.
• When evaluating alternatives, the leader should consider the risks involved in each 

potential decision.
• However, he should not try to eliminate all risk.
• The best decision is not necessarily the alternative with the least risk.

• As a general rule, risks decrease as facts and information increases.
The consequences of failure.
• The greater the consequences of failure, the stronger the feeling of risk.

• No one likes to fail.
• The fear of failure greatly inhibits the decision-making process.

• Therefore, the leader cannot allow himself to dwell on the consequences of failure 
when faced with the need to make a decision.

• He must accept the fact that failure is always a possibility, but he must not consider 
it a probability when making decisions.

The rewards of success.
• Every leader, manager, and business person knows his success depends on his ability 

to make good decisions.
• Just as there can be severe consequences for making the wrong decision, there 

can be great rewards for the right one.
• Success is never automatic.

• It is always the result of making the right decision at the right time.
• Therefore, in every decision-making situation, the possibility of success becomes 

the motivating drive behind the decision made.
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The existence of more than one workable solution.
• In most cases, more than one alternative will work.

• Many leaders struggle with decision-making because they feel they must find the 
one right decision.

• In reality, a poor decision properly implemented frequently works better than a 
good decision poorly implemented.

• Therefore, the leader must give as much emphasis to implementation as he 
does to the selection of alternatives.

Important Distinctions
• Decision-making can be defined as choosing between alternatives, whereas problem-

solving is the process of formulating and implementing a plan of action to eliminate a 
difficulty.

• The problem-solving process always involves making decisions.
• However, simply making a decision does not necessarily solve the problem.

• Equating problem-solving with decision-making is a common false assumption.
• After making a decision, many managers will say, “Well, that solves the problem.”
• My response is, “You may have made a decision, but you havenʼt necessarily 

solved the problem.”
• Decision-making is a mental process; problem-solving involves implementing and 

carrying out decisions in such a manner that the difficulty is eliminated.
• It is also important to understand the difference between problems and conditions.

• A problem can be solved over a fairly short period of time.
• On the other hand, a condition is a currently uncontrollable circumstance 

superimposed on the situation from the outside.
• Generally, a considerable length of time is required to change conditions 

noticeably.
• Assuming that conditions are problems creates frustrations, confusion, and low 

morale.
• Example: Congress imposes a hiring freeze on a federal agency. In addition, 

the agency is being required to double its productivity even though it could not 
add personnel.

• The agencyʼs project manager may say, “Our problem is we donʼt have enough 
people to handle the increased workload.”

• However, that is not the problem, it is a condition.
• Since Congress has imposed this situation on the agency and the matter is 

beyond their control, this was a condition he and his people had to live with 
for the time being.

• The condition had created several problems that could be solved.
• However, it was a waste of time to keep fighting the condition because 

that would not change until Congress lifted the hiring freeze.
• If a person mistakes a condition for a problem, he finds himself working on an 

uncontrollable situation.
• As a result, he becomes frustrated, confused, and discouraged because he 

fails to get results from the time and energy expended.

5



• Instead of banging oneʼs head against an uncontrollable condition, the leader 
should identify the problems created by the condition and work at solving them.

• Problems can usually be solved rather quickly, but conditions are 
superimposed, are outside the managerʼs control, and generally change slowly.

The Problem-Solving Process
• Problem-solving and decision-making go hand in hand.
• Problem-solving requires a method of eliminating a difficulty.
• The following problem-solving process has been used successfully by leaders and 

businesspeople in a wide variety of organizations and situations:
• First, determine if the situation is a problem or condition.
• Clearly state the problem.
• Determine what will be gained or lost in solving the problem.
• Identify alternative methods and solutions.
• State the cost of each alternative.
• Choose between alternatives.
• Delegate action steps and begin implementation.
• Evaluate progress.

First, determine if the situation is a problem or condition
• If it is a condition, then identify the problems created by the condition and proceed with 

the problem-solving process.
• Donʼt try to change the condition immediately.

Clearly state the problem.
• Many problems are never solved because they have not been properly defined.

• The person who can correctly identify the problem is well on the road to solving it.
• False assumptions produce wrong conclusions.

• And wrong conclusions usually generate bigger problems.
• Therefore, the leader should get as much input as possible to make sure the 

problem is correctly identified.
• This is especially important if the leader becomes emotionally involved in the 

problem.
• Emotions tend to distort reality.
• Therefore, the more emotionally involved the leader becomes, the greater the 

need for outside assistance and input in determining the real problem.
Determine what will be gained or lost in solving the problem.
• This is an important step in the problem-solving process.

• For example, will solving the problem produce a better working environment, more 
productivity, better employee morale?

• Or is it possible that solving this problem will create a bigger one?
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Identify alternative methods and solutions.
• Just as there is usually more than one workable decision, there is also more than one 

way to solve a problem.
• This is a critical step in the problem-solving process and requires as much input as 

possible.
• As a general rule, those affected by the problem should be involved in this stage of the 

problem-solving process.
• In addition, any other person or group with knowledge and expertise relating to the 

problem and possible solutions should be asked for input during this phase.
• “For lack of guidance a nation falls, but many advisors make victory sure” (Pr. 

11:14).
• This principle applies to business decisions as well as to national policy.

State the cost of each alternative.
• Every alternative has a unique cost factor--though not necessarily in terms of dollars 

and cents.
• One must consider the cost in time, energy, attitudes, and public opinion.
• The cost factor plays an important role in determining which alternative will be 

selected.
Choose between alternatives.
• This stage of the problem-solving process frequently requires compromise.

• The most effective solution may not always be the best solution, once the cost 
factors have been considered.

• Problem-solving usually requires a great deal of give-and-take.
• What is viewed as a solution by one may not be by another.

• Therefore, the leader should consider the following:
• Does this solution violate biblical truth or principle?
• Does this solution meet the needs of those affected?
• Will people support the implementation of this solution?
• Will this solution create other problems?
• Will this solution help avoid problems in the future?
• Why should this solution be selected over the others?

Delegate action steps and begin implementation.
• Problem-solving requires change.

• Therefore, the problem isnʼt eliminated by making a decision, but only by 
implementing actions that bring about needed change.

Evaluate progress.
• As the implementation process begins, each action step should be monitored and 

evaluated to determine if the action is contributing to the solution of the problem.
• Frequently a solution that looks good on paper does not produce the desired 

results when implemented.
• When this occurs, corrections or new alternatives must be developed, 

implemented, and evaluated until the problem is eliminated and the desired result 
achieved.

• According to numerous studies conducted by Management Training Systems, 
approximately ninety-five percent of the executiveʼs time and work is spent dealing 
with and solving problems.

7



• A top executive in an international Christian organization said, “It seems I spend all 
my time dealing with problems other people have been unable to solve. I have to 
admit I get awfully tired of it. If it werenʼt for our organizationʼs exciting mission, I 
would have quit my job long ago.”

• The Christian leaderʼs job is to serve the work-related needs of those under 
him.

• He can do this by helping them solve their problems.
• Thatʼs what Moses did.

• “The difficult cases they brought to Moses, but the simple ones they 
decided themselves” (Ex. 18:26).

• Moses became the problem-solver in difficult situations.
• His job was to serve others in this capacity.

• The effective Christian leader or manager gives himself to helping those under him 
solve problems they are unable to overcome alone.

• Therefore, the leader must acquire effective decision-making and problem-solving 
skills.

Conclusion
• Decision-making and problem-solving go hand in hand.

• The ability to make good decisions and solve problems effectively is among the 
most important skills a leader or manager can acquire.

• For the Christian leader, knowing Godʼs will is the foundation for decision-making and 
problem-solving.

• God has a specific plan for every individual and wants to make that plan a reality.
• In order to know Godʼs plan, we must first be committed to putting Godʼs will above 

our own.
• God not only promises to reveal His plan for us, but also to provide the resources and 

power needed to achieve it.
• The Bible gives us guidelines for making decisions and solving problems.
• We must remember that even though Godʼs plan for us is “good, pleasing, and 

perfect,” we are not exempt from problems in carrying out those plans.
• Trials and problems can help mature and perfect us (James 1:2-4).
• Therefore, we should not have a negative attitude toward problems but should look 

at them as opportunities for personal growth.
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