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Where we are

TODAY

YOU'RE  MOVING
UP IN  THE
WORLD

Congratulations! 

You have moved up the ranks in the
bureaucracy and are now a manager
with the power and authority to make
decisions.

The years of keeping your head down,
doing what you were told and doing
busywork with no business impact have
finally paid off! 

But the power and responsibility to
make decisions comes with new risks to
your livelihood.

To keep your job and thrive in this new
role, you must hone your ability to
identify the 4 levels of decision making
and choose the most appropriate
response.
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Level 1: Avoid

This should form the foundation of all
decision making as a
bureaucrat.  Remember, every time
you do not publicly make a decision,
you have dodged a bullet. If you can
avoid making a decision, that is the
path you must take.
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Level 2: Deflect

Constantly provide reasons as to why it is not within your department's
scope of work and deflect the decision making responsibility to the next
most relevant department. A good scapegoat would be any marketing or
sales team in the organization. Ultimately, any improvement in customer
service, product quality and processes should result in an increase in sales
or leads. Since they stand to gain the most, it is easier to shift the
responsibility to them.

Level 3: Stick to the default

If the decision pertains to your department, or it was specifically assigned to
you by someone far up the bureaucracy that you need to brown nose,
avoidance and deflection tactics will not work.

In fact, using them would make you look bad. This is where you need to
make a show of boldly "volunteering" to make a decision despite being the
only one who has the authority to do so.

At this level, you just need to find the default choice. To get you started,
simply ask yourself: "Has it been done before?"
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The best part about choosing the default choice is that it does not even
feel like decision making. If it results in failure, simply explain it was a
logical decision making process based on past successes!

It's unlikely that you will be blamed for making a logical choice, you're in a
bureaucracy after all.

Level 4: Defensive Decision Making

Given time, you might find yourself in a situation where you need to make
a decision on something that has never been done before.

Stay calm. Defensive decision making can help.

The aim of defensive decision making is not to maximize gain, but to
minimize risks to the decision maker in the event of a negative outcome. 

It is essential to understand that a good outcome will merely be expected,
but a negative outcome would have significant consequences. There is no
upside to choosing a riskier but ultimately more worthwhile option.

A business owner might make a different decision, one where they try to
maximize gain for the growth of their business. However, you are merely a
cog in a giant machine and need to choose the option that protects you,
the decision maker.

It may seem irrational, but think of it this way: A great outcome may lead
to a pat on the back, nobody cares about a neutral outcome and a negative
outcome could get you fired or hinder any future promotions.

When coming to a decision, always go for the most defensible option,
regardless of the outcome.
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SEEK TO MINIMIZE RISKS,
NOT MAXIMIZE GAINS
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The following matrix provides a visualization of why it pays to think
logically as a bureaucrat, instead of thinking innovatively like an
entrepreneur.
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Seek to Minimize Risks, Not Maximize Gains.

A satirical guide for newly promoted bureaucrats who suddenly
find themselves in a position of  authority where they constantly
have to make decisions and give approvals.

This guide provides a framework for decision making focused on
protecting the decision maker, which is ultimately more
important than the success of the organisation (at least to the
person making the decision).

Kenneth Chan is a marketing professional in the education 

industry where he has spent years making bureaucrats nervous with
entrepreneurial thinking.
He is ACTA certified and has a Master of Adult Learning from the Singapore
University of Social Sciences.

Connect with Kenneth on Linkedin
https://www.linkedin.com/in/kennethchanbingrui/
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