


The Leader’s Dilemma

Increasing involvement requires sharing more information, authority and
responsibility. There are benefits and risks to increasing employee
involvement in decision-making.

People may not know enough to
participate effectively.

*  You get good creative ideas.

“l am accountable for the results. But how
do Il increase involvement without losing
control?”

What am | afraid of losing control over?
...the nature and quality of the results?
...the process for getting there?

...how people behave?

...my own feelings?
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Factors to Consider

There is no one right way to make a decision. Facilitative leaders
make conscious choices about how much to involve others after
weighing several factors.

STAKEHOLDER BUY-IN

* How much do key stakeholders need to be involved so that they can confidently
support implementation of the decision?

TIME AVAILABLE

* How much time can be spent on making the decision?

IMPORTANCE OF DECISION

* How important (versus how inconsequential) is the issue to people in the
organization?

INFORMATION NEEDED

* Who has information or expertise that can contribute to making a quality decision?

CAPABILITY

* How capable and experienced are people in operating as decision makers or as a
decision-making team?

BUILDING TEAMWORK

» What is the potential value of using this opportunity to create a stronger team?
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Exercise: Maximum
Appropriate Involvement

Purpose ‘CJ |

One of the most demanding challenges of leadership is maximizing win-
win experiences by choosing an appropriate level of involvement. This
exercise will give you practice choosing the appropriate level of
involvement and communicating the rationale.

Instructions

Get into coaching pairs. One person will work through the situation from his/her
workplace identified on page 3. The other person will act as a coach and help the the
leader think through and complete the worksheets.

1. Complete a Key Stakeholders Analysis by filling out the chart below.

First identify the key stakeholders in this decision (include position titles or

responsibilities). Then describe what a “win” would be for each stakeholder in this
issue. A “win” means what value or advantage the person might get from
addressing the situation.

STAKEHOLDER/JOB TITLE WIN
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Exercise:

Maximum

Appropriate Involvement (continued)

2. Answer the questions below:

How much do key stakeholders need to be
involved so that they can confidently support
implementation of the decision?

How important (versus how inconsequential)
is the issue to people in the organization?

How capable and experienced are people in
operating as decision makers or as a
decision-making team?

How much time can be spent on making the
decision?

Who has information or expertise that can
contribute to making a quality decision?

What is the potential value of using this
opportunity to create a stronger team?

3. What level of involvement have you chosen for your decision?

4. What is your rationale?
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Gather Input from Team and Decide

The facilitative leader asks the team members to share their ideas in a meeting.
The leader decides after hearing from the team.

- More creative thinking because of - Takes more time.
group synergy.

- Increased likelihood of well informed - May surface issues or conflicts
decision. inappropriate for that meeting.

- People feel included and may be - If resulting decision is in conflict with
more committed to implementation. input, people may sabotage

implementation.

KEYS TO SUCCESS

- Explain how people will be involved in the decision-making
process and give your rationale.

- Set guidelines for the type of involvement and input you
want.

- Set a time limit for the discussion.
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Consensus

A consensus decision is one that each every member of the team is willing to
support and help implement. All key stakeholders have had an opportunity to
give theiropinion and to understand the implications of various options. All
members, including the leader, have the same formal power to support or block
proposals. If consensus cannot be reached, the leader has a fallback decision-

making option.

- Educates the team through active - May take more time.

participation.

- Higher level of support for decision. - Team members may not have the
collaborative skills needed to reach
agreement.

- Quicker implementation because - People may interpret leader’s choice

more people are already up and of consensus approach as
running on the issues at hand. weakness.

KEYS TO SUCCESS

Explain exactly what consensus means in the given situation
and why you have chosen it as the appropriate level of
involvement.

- Clearly outline the constraints, including time and financial
limitations.

- Identify a fallback level of involvement if consensus cannot
be reached within the specified time period.
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Seek Maximum Appropriate

Involvement
Connect, Reflect and Summarize

ho dolincrease involvement without
losing control?”
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