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Large companies have professional 
protocols, safeguards and a lot of 
checks and balances around their 
decision-making, but they still don’t 
always get it right.  
 
In a small business, it often comes down 
to you, the business owner, which can 
make it simpler but also more 
complicated. A lot of small business 
owners aren’t experts in business 
management, and because they are so 
close and connected to their 
businesses, their judgement can get 
clouded. 
 
How to Make Smart Decisions 
 
A good way to approach business decision-making is 
with a structured process. This will help you look at 
the situation logically, let you keep your emotions in 

check and will make you feel confident about the 
results. 
 
Here are six steps that can help guide the process: 
 

1. Identify the issue 
Make sure you understand the question you 
are asking. 
Have your overall business goals defined, and the 
goals for the particular situation you’re dealing with. 
For example, did you start your business to become a 
leader in the field, or to spend more time with your 
family? Those goals are easy to lose sight of, but will 
help guide your decision-making. 
 

2. Gather information 
You can’t make an informed choice without 
it. 
For example, if you want to launch a new product, 
make sure there’s a market for it. If you need new 
equipment, what particular piece of equipment will 
get the job done best, and where can you get the best 
deal? Do your research and do it thoroughly. 
 

 
 
 
 

Making decisions for a business is different 
from making decisions in other parts of your 
life. This resource will help make the process 
easier by showing you a framework you can 
use to develop a strong decision-making 
process. 
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3. Define the options 
Outline all the choices available to you and 
work out exactly what it would mean for 
your business. 
For example, if you want to hire someone full-time or 
to contract out some work, write down exactly who 
you’d be working with, their skill set, costs etc. Make 
sure you are thorough. If you’re not bouncing ideas 
off someone it can be tempting to choose the option 
right in front of you, but it might not be the best one 
when all the options are on the table. 
 

4. Make a List of Pros and Cons 
You’ve got the information and you’ve got 
the options - now rate them. 
Draw a line down the middle of a piece of paper and 
write the Pros on one side and the Cons on the other. 
What does it tell you? Do you need to do a risk 
assessment to weigh up what you can afford to lose 
and what you stand to gain? As a small business 
owner, you’ve got an advantage here. You’re not 
responsible for anyone but yourself, so work that 
makes more money but involves doing something 
you really don’t like, could go in the Cons column. 
 

5. Compare the Results 
Once you’ve gone through all the previous 
steps, this should be pretty straightforward.  
With all the information in front of you and using the 
pros and cons list, consider what the best decision is, 
and what impact it might have on your business.  
 

6. Create a Plan  
The plan needs to be a clear pathway to 
implementing the decision.  
This will help you make sure you get all the benefits 
of the decision and lets you mitigate the risks you 
have identified. It might also be a time to consider 
insurance and legal options, or talk to an accountant 

about budgeting for the future. The Many Rivers 
resources about Managing Risk could also help. 
 
Some decisions are ones that every small business 
needs to make, and some will be unique to your 
business.  If you make a poor decision, be clear on 
what went wrong, and if it’s a good decision, make 
sure you know why it was a good decision. 
 

If you need any support along the way, 
your Many Rivers business coach can 
help answer your questions and give 
you some tips, so get in touch with us 
and ask for help. 
 
 


