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Strategy Decision Record
You are not only choosing a direction. You are building the reasons it will be judged by.

1 · Name what is pulling against what
Which two legitimate objectives cannot both be met? If you cannot name a second one, this is probably a business case
rather than a strategic choice.

2 · Say why it is hard here
What makes this difficult in this organisation that would not be difficult elsewhere? Why has the obvious answer not
already been taken, and who would have to lose for it to be?

3 · Choose, and rule something out
Direction becomes real at the point of exclusion. What will not be pursued? Name who loses by it. If nothing costs anybody
anything, nothing has been decided.

4 · Check you are allowed to
Necessity is settled inside the organisation. Permission is settled outside it. Name who grants it, and ask whether they
would recognise your account of what you are doing.

5 · Set both clocks
How long can this be expected to hold, and what would reopen it? And by when must it be decided, set by whatever is
moving against you rather than by the diary.

The record

T H E  D E C I S I O N ,  I N  O N E  S E N T E N C E

T H E  I N T E N T :  T H E  C O N D I T I O N  W E  A R E  T R Y I N G  T O  C R E A T E

T H E  T E N S I O N ,  A N D  W H A T  K I N D  I T  I S

W H A T  W E  A R E  R U L I N G  O U T ,  A N D  W H O  L O S E S  B Y  I T

T H E  S T R A T E G I C  H O W :  T H E  M E C H A N I S M ,  N O T  T H E  P R O J E C T

W H A T  B E A R S  O N  I T  ( M A R K  E A C H  S E T T L E D  O R  U N S E T T L E D )

C O N F I D E N C E ,  D U R A B I L I T Y ,  A N D  T H E  D E C I S I O N  H O R I Z O N

R E C O M M E N D S  /  D E C I D E S  /  A C C E P T S  /  P E R M I T S  /  I M P L E M E N T S  /  R E V I E W S

R E V I E W  T R I G G E R
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