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Decision-Making Process for Construction Management Personnel

Construction projects are complex endeavors that involve a multitude of decisions at various stages, from
planning and design to execution and delivery. These decisions significantly impact the project’s outcome,
including its cost, schedule, quality, and safety. In this white paper, we discuss the decision-making steps
and tools that can help construction project managers and stakeholders make informed choices to achieve
project success. This white paper is intended to be used in conjunction with the Decision Rights Matrix.

1. The first step in the process occurs prior to construction. During the preconstruction conference, the
need for timely decisions and the personnel authorized to make decisions should be discussed. The
Preconstruction Key Personnel Form is to be filled out and distributed to everyone.

2. The Importance of Timely Decision-Making in Construction Projects
Effective decision-making at the lowest level of construction is critical for several reasons:

2.1 Budget Control: Decisions impact project costs directly. Poor decisions can lead to
cost overruns, while informed/timely choices can help optimize budgets.

2.2 Schedule Management: Timely decisions keep projects on schedule. Delays due to
indecision can result in missed deadlines. Decisions should be made at the lowest level
to maintain the schedule. Reference the matrix for the decision time -recommend before
escalation at each level.

2.3 Quality Assurance: Well-informed choices lead to better quality outcomes.

2.4 Risk Management/Mitigation: Proper and timely decision-making can mitigate risks and
prevent accidents, delays, and legal issues.

3. Decision-Making Steps in Construction Project Management
3.1 Define the Issue/Opportunity

Be proactive — Alert your counterpart of a potential issue that is foreseen early, preferably
face-to-face even if details are not known or remain unclear.

Reference the matrix for typical issue types and the roles and time frames for each member
of the decision-making team.

Follow up and clearly communicate the issue or opportunity that requires a decision, verbally
and in writing. Notify each person that should be involved, and request input as needed.
Offer solutions and potential consequences of those decisions.

Define the project’s objectives and limitations related to the decision (budget, schedule, etc.)



3.2 Gather and Review Information

Collect data and information relevant to the problem. Contact appropriate stakeholder(s) as
needed for information.

Review relevant plans, specifications, and contract details.

Consider historical project data, industry standards, and construction best practices when
compiling information.

3.3 Reference the Decision-Making Matrix

Determine if the decision falls within your level of responsibility for making the decision.

Escalate the decision to the appropriate tier within the time frame defined in the decision
matrix.

3.4 Identify Stakeholder(s)

Identify stakeholders involved in or affected by the decision, utilizing the decision matrix and
decision tree.

Understand the interests, concerns, and expectations of all stakeholders.
Involve key stakeholders early to assist in refining the issue.

3.5 Generate Solution(s)

Generate potential solutions or alternatives to address the issue or opportunity.

Include key stakeholders in the development of possible solutions.

Encourage diverse viewpoints from internal and external team members when developing
solutions.

Keep project personnel at all levels aware of the possible solutions and remain receptive to
suggestions for issue resolution.

3.6 Evaluate Alternative Solution(s)

Use decision criteria (decision matrix, previous project experience, mentors) to assess each
alternative.

Consider factors like cost, schedule, quality, and risk.

3.7 Make the Decision

Select the solution that best supports project objectives and stakeholder interests.
Document the decision-making process and reasoning.

Make the rank or score alternatives based on these criteria.

Make decision at the lowest level possible.

3.8 Implement the Decision

Develop an action plan to execute the chosen alternative.
Assign necessary resources and responsibilities.
Communicate the decision to stakeholders.



3.9 Monitor and Review

Continuously assess the implementation of the decision.
Adjust as needed to ensure the desired outcome/effectiveness of the decision chosen.
Keep stakeholders informed of progress.

4. Challenges in Construction Decision-Making

4.1 Incomplete Information: Lack of data and communication can hinder informed
decision-making and adversely affect the time it takes to reach resolution.

4.2 Complex Stakeholder Relationships: Differing interests among stakeholders can
complicate decisions. Effective communication and conflict resolution are essential.

Work to build trust among team members throughout the project.
Keep communication open and honest at all times.

4.3 External Factors: Changes in regulations, economic conditions, and unexpected
events can disrupt decisions. Maintain flexibility and adaptability.

INDOT communicates much of this information through their website, memorandums, and
other means. Review INDOT communications frequently to remain up to date.

4.4 Project Uncertainty: Construction projects often involve unpredictable market factors.
Develop contingency plans to address unforeseen challenges.

5. Conclusion

In construction project management, decisions play a pivotal role in determining project success. Following
a structured decision-making process, using appropriate tools and techniques, and being aware of common
challenges are essential for making informed and effective decisions. By prioritizing sound decision-
making, construction professionals can improve project outcomes, control costs, and enhance stakeholder
satisfaction.



