
As a business owner, you’re making
decisions virtually all the time. But
are you making them in a thoughtful
and clear-eyed way so you can really
pursue optimal results?

We find that a relatively small
number of accomplished
entrepreneurs have what seems like
an almost magical ability to size up
situations and make calculated,
effective decisions. Their outstanding
insights are often a function of an
intuitive grasp of the determining
factors at work in a particular
situation. 

KEY TAKEAWAYS

Force field analysis is
often used for early-
stage projects.
SWOT analysis is
often useful when
developing a plan for
a specific goal.
The pros-cons-
faults-fixes
technique can help
entrepreneurs
organize projects
logically.

Three Ways to
Make Better

Business Decisions

But most entrepreneurs don’t operate that way. If you’re like the vast
majority of business owners, your ability to make wise decisions is based
first on your ability to accurately describe the factors that shape your
decision. Then, based on careful considerations, you make your decision.
By gaining a solid grasp of the factors involved in determining the nature
of decisions, entrepreneurs often are able to make better-informed (and
therefore more meaningful) decisions.



Force field analysis
SWOT analysis
The pros-cons-faults-fixes technique

To help you along in your quest to make smarter decisions, there are many types of
decision-making support techniques. Some are straightforward; others are quite
intricate. 

Three of the decision-making support techniques that we see having the biggest
impact on successful entrepreneurs are:

Let’s explore each one in detail and see how you can use it in your business.

The aim of this technique—which is
often used in the early stages of a
business endeavor—is for the business
owner and team to identify and list the
forces in favor of and the forces opposed
to a problem or goal. 

Force field analysis helps people see
differing aspects of a situation and
motivates everyone to think through the
ways various forces are impacting the
problem or goal. It also promotes the
idea that forces are either supportive or
oppositional. By categorizing things this
way, it becomes easier to determine
strategies that would be useful to 1)
strengthen the power of driving forces
and 2) negate the impact of restraining
forces.

Methodology: The problem or goal must be
clearly defined (see Exhibit 1). Then, the
business owner and team brainstorm to

FORCE FIELD ANALYSIS
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specify the forces that impact the problem or goal. From here, they construct
two lists: One list comprises the driving forces and the other list consists of the
restraining forces. Finally, the business owner and team devise individual (and
sometimes interconnected) strategies that will increase driving forces as well as
those that will decrease restraining forces. 

SWOT ANALYSIS

S: Strengths
W: Weaknesses
O: Opportunities
T: Threats

This technique is often useful when the aim is to develop a plan or strategy for a
specific goal. SWOT is an acronym for:

Using this approach, the business owner
and team list all the company’s strengths
and weaknesses related to its ability to
achieve the stated goal. Then, they list the
different opportunities and threats in the
external environment that could
potentially impact the company’s ability
to reach the stated goal.

SWOT analyses are generally easy to
implement, and they often provide
perspectives and insights without a great
deal of effort. Commonly, we find that
the outcome of a well-executed SWOT
analysis is a specific course of action that
can have an impact fairly quickly. 

As the approach is directly tied to the
capabilities within a company, the
derived course of action is also usually
quite practical.

Methodology: Generally, SWOT analyses
involve three steps (see Exhibit 2). The
starting point is specifying the goal. The
more concrete the stated goal, the more
effective the analysis.



Then the business owner and team create a SWOT analysis matrix (see Exhibit 3).
The matrix can be sparse or filled with a great amount of material, depending on
the complexity of the issue at hand.

How can each strength help us achieve the goal?
How can each weakness be improved or avoided?
How can each opportunity be made beneficial in achieving the goal?
How can threats be avoided or minimized?

Lastly, the business owner and team identify possible strategies for achieving the
stated goal. Often, reviewing each quadrant and addressing the content accomp-
lishes this. The following questions can be useful in this regard:

THE PROS-CONS-FAULTS-FIXES TECHNIQUE

All too often, business owners jump to conclusions when making important
decisions. This can result in poor solutions that not only fail to solve the
problem but also can cause further complications to address. 

The pros-cons-faults-fixes technique is often very effective in shutting down
this tendency. The approach does not show which of two sides—the pros or the
cons—has the strongest argument. Instead, the business owner and team
determine the final answer. The technique helps organize the problem logically
and helps ensure that people carefully think through possibilities by being
objective instead of emotional.

Methodology: The starting point is to clearly detail a proposed course of action
(see Exhibit 4). Then the business owner and team list the pros in favor of the 



decision and cons against the decision. The pros are the many anticipated advan-
tages and benefits of enacting the decision, while the cons are all the possible 
reasons the decision will turn out bad. 

Next, the business owner and team
examine each con to see whether it can be
fixed, which entails coming up with ways
to mitigate any adverse effects and
possibly making the con a pro. Also, the
business owner and team look to see
whether they can find faults with the
pros. For example, they might ask: How
could the pro not work out as anticipated,
and what are the negative consequences if
that is indeed the case?

Lastly, the business owner and team weigh their findings and conclusions. The final
decision is based on the judgment of the business owner and team, who (ideally)
now have a better and more comprehensive understanding of the proposed
decision. 

We don’t know many business owners who couldn’t use some help from time to
time when it comes to making better decisions—especially about mission-critical
issues affecting their enterprises. Techniques such as the three profiled above have
proven to be very helpful in enabling business owners and their teams to do a better
job of attaining their goals and addressing problems. 

That said, these techniques don’t guarantee superior outcomes. But they may help
offset some of the very human failings and mistakes many of us make when we aim
to make smart decisions.

IMPLICATIONS
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