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Today, we’re tackling a crucial aspect which defines the success of any project: Effective
Decision-Making

The many complexities inherent in project management, introduce significant and numerous hurdles to
effective decision-making. 

That’s why: I want to share with you the 3Cs Framework for decision making. Use it to quickly
undertake decision making by systematically assessing the  problem, analyzing the critical components
and then coming up with a range of potential solutions.
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Projects, by their nature, involve a multitude of variables that demand careful consideration.

The pressure to meet deadlines intensifies the decision-making process, often making choices feel like
high-stake bets. Uncertainty in the business environment adds yet another layer of difficulty, as project
managers navigate through unpredictable circumstances. 

Striking a balance between the need for quick decisions and the requirement for thorough analysis is an
ongoing challenge. 

In addition, human factors, like cognitive biases and emotional influences, can impact objectivity. In
essence, decision-making in project management involves a delicate equilibrium between analysis and
intuition, speed and thoroughness, all within a constantly evolving environment.

Navigating these challenges is fundamental to achieving effective decision-making in project
management.

As project managers, we often find ourselves at crossroads, facing decisions that can shape the course of
our projects. The challenge lies in making the right decisions at the right time. 

https://acrobat.adobe.com/link/review?uri=urn%3Aaaid%3Ascds%3AUS%3A640d98b5-a90b-3848-846d-896144118fbb&utm_source=nicolas-newsletter-cf57b8.beehiiv.com&utm_medium=referral&utm_campaign=master-your-project-management-decision-making


There are a number of well respected models to support individuals in making better decisions.  In the
section below, I will outline the approach that I have found to be most beneficial in my own experience as
a project manager.

The 3Cs method is a simple concept that has its origins in Lean methodology. The 3Cs refer to:Concern,
Cause, and Countermeasure, it provides a simple framework that project managers can apply to any
situation. And use it to quickly undertake decision making by systematically assessing the  issue, analyzing
the critical components and then coming up with a range of potential solutions.

In an article shared by Rob Walley of the Bourton Group, a firm of specialist operational management
consultants, the 3Cs are outlined as follows:

What is the Concern? �: This is the first step in the problem-solving process. It involves identifying and
clearly defining the problem or concern that needs to be addressed. The problem should be stated in a
specific and clear manner, so everyone involved understands what needs to be solved. It’s essential to
have a well-defined concern to move forward effectively.

What is the Cause? �️♂️: Once the concern is identified, the next step is to analyze the underlying causes
of the problem. Understanding the root causes of the issue helps in developing a more effective and long-
lasting solution. This step often involves asking “why” multiple times to dig deeper and uncover the
fundamental reasons behind the concern.  Using a framework such as the ‘5-Whys-model’ can consistently
bring you to the root-cause of an issue, simply by challenging you to go one level deeper in your
assessment.

5-Whys Template – DOWNLOAD HERE

What is the Countermeasure? �: After identifying the concern and its root causes, the final step is to
develop and implement countermeasures to address the problem. Countermeasures are specific actions,
strategies, or solutions aimed at eliminating or mitigating the causes of the concern. These actions should
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be well thought-out, practical, and targeted at resolving the problem.

To enhance decision-making prowess, there are a number of specific actions that are universally
applicable.  

I have listed below several of the most common countermeasures at your disposal as a PM.  Consider
adding the following as your first line approach countermeasures:

Embrace Data-Driven Insights �: 

Base decisions on solid data rather than gut feelings. Leverage project management tools and analytics to
gather accurate, real-time information for informed choices.

Stakeholder Involvement �: 

Ensure key stakeholders are part of the decision-making process. Their insights can provide valuable
perspectives and uncover potential blind spots.

Risk Mitigation Strategies ⚠️: 

Anticipate potential risks and develop strategies to mitigate them. A proactive approach minimizes the
impact of unforeseen challenges.

Effective Communication �️: 

Create a culture of transparent and open communication. Clearly articulate the decision-making process
and outcomes to the project team, fostering a sense of involvement and shared responsibility.

Learn from Past Decisions �: 

Conduct post-mortem analyses on past projects. Identify what worked well and what didn’t. Apply these
lessons to refine your decision-making approach.

Instead of viewing decisions as isolated events, consider them as part of a continuous improvement
process. One that will help to strengthen and optimize your project’s progression. By using a framework
such as the 3C-model you can implement your decisions with greater clarity of thought, building
confidence in your operations as a project manager and credibility in your ability to lead, challenge and
address the uncertainty that is part of the fast-paced world of project management.

Choose the opportunities on your project to not only lead but to inspire.  Embrace a growth mindset, where
each of your decisions, whether successful or not, contributes to your professional development as well as
the overall success of your projects.

Here’s to confident leadership, continuous improvement, and the unwavering pursuit of
project success. Onward and upward!




