Session H: Better Decision-Making

This session’s material relates to Chapter 14 of Dreaming Bigger and is complimentary of
Chapter 15.

REVIEW:
Activity
Hang two sets of pages around the room, ideally each set should be represented by a different

color. Each color should represent a different category of decisions the participants might have
to make in life, one color being more serious decisions and the other more basic decisions.

For example:

® Serious decisions might be where to go to college, what to learn, where to live, what one
looks for in a life partner, how one should connect to Judaism, etc.

® More basic decisions can be which ice cream flavor to pick, whether to clean one’s room
each day or every second day, which sports team to support, should one do one’s
homework now or later, should one walk or take the subway, etc.

Each page should have the text of a different decision centered in big font, and then on the
bottom, repetition or an abbreviated version that you can cut into slits, and they can tear off to
pick that decision. It is recommended to prepare 6-10 decisions for each category.

Allow the participants to walk around the room, and survey the decisions of one type for a few
minutes and pick 1-2 of them. After they choose, invite them to sit down and write down the
steps of their decision-making process, or their considerations.

Invite the participants to do the same thing for the other color. Once everyone has completed

both stages, move on to discussion.

Additional Activity

In small groups go around the circle and design a typical day, purely through the lens of minor
decisions (for example, one person starts the “story” of the day and is in charge of 7-9, the next
person 9-11, etc, with each person giving an example of a minor decision made in that time. It
involves everyone and some amusing/ entertaining examples could come up).

Discussion

Was the same process used for both of the decision types? Should it be the same?
How many decisions do we make a day? Can we disregard some of them as unimportant
decisions? Which ones?

® [s it possible that some of the decisions we regard as less important can actually make a
big impact on our lives?

Explain
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We make tens of thousands of decisions each day, as many as 35,000 according to some
psychological journals (Psychology Today, The Leading Edge Journal and others). This averages
out to 2000 decisions per hour, or one decision every 2 seconds, assuming we don’t make
decisions in our sleep. Think about how many times we veer between choosing to study and
choosing to get distracted! We make decisions constantly and we aren’t even aware of many of
them.

Leaders are there to set an example, to guide, to rally or bring others up; and therefore, the
decisions they make, especially those that affect others, carry an extra degree of significance and
responsibility. A healthy decision-making process is therefore crucial for leaders, and the
respective chapter in the book gives quite a few good examples and suggestions. However, we
can’t use these suggestions for all decisions. So perhaps the first place we need to begin is being

aware of the decisions we make and how we make them.
Source: Mishna Avot (2:1)
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Rebbi Said: which is the straight path that a man should choose for himself? ....And be
careful with a “light” commandment as with a grave one, for you do not know the
reward for the fulfillment of the commandments.

While this line is said regarding mitzvot of different levels, can we apply the same logic for
decisions?

REFLECT:
Activity
Set out 9 A4 pieces of paper on the floor with the following times printed on them:

1 second

A few seconds
1 minute

2 minutes

5 minutes

10 minutes

20 minutes

30 minutes

1 ht. or more

Prepare a list of questions of seemingly simple decisions that we make on a day to day basis. For
example:

® Coke or Sprite with your order?
® What are you going to have for lunch?

® Which movie are you going to see?
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® Who’s house will you study at for the test
® Which emoji/gif to send?

® Deciding what to wear?

After reading out each question, ask each teen to place themself on or next to the page that
represents the amount of time they would spend on that decision. After going through all the
questions, have them regroup for a discussion.

Discussion

® Does the amount of time it takes to make a decision accurately represent the significance
of that decision?
® Are there some decisions that take more time than they really should?

® What are some decisions that you might be able to invest less time in deciding upon?
Explanation

Let us suggest the following divide regarding the decisions that we make; those which require
thinking and consideration before the decision is made, and those that are made in autopilot
mode. Israeli psychologist, economist and Nobel Prize winner Daniel Kahneman explains in his
book, ‘Thinking, Fast and Slow’, that there are two different types of thinking models that occur
within the human mind. He refers to them as system 1 and system 2:

® System 1 is quick, impulsive, reactionary and intuitive - similar to a programmed
autopilot.

e System 2 requires more time and effort, and involves a higher level of calculation and
contemplation.

The overwhelming majority of decisions we make stem from system 1. They are habitual, and
reflect the way we have become routined in certain situations. Going to the bathroom when you
feel you need to, taking a drink when you feel thirsty, or continuing to scroll down through social
media. These are usually the momentary decisions we don’t pay much attention to or remember
in the aftermath.

System 2 decisions would be those that we attribute more weight to, and therefore put more
thought into them, and are more memorable. It kicks in when the brain realizes that there is
more at hand than can be answered with reflexive instinct. Examples of these decisions might be:
choosing what clothing you want to buy, what do you say to your crush, which university should
you apply to, etc.

Using the wrong system for the wrong decision can lead to bad results and over-investing in
trivial matters, and take the focus away from important issues. As leaders, we need to make sure
that we are putting the right process into the right decision. What we can learn from Kahaneman
is that each decision presented demands an appropriate response. There may be decisions that
we dwell upon too much, and others that we don’t consider enough.

Source: Exodus (14:15)
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God said to Moses, “Why do you cry out to Me? Tell the Israelites to go forward
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Rashi quotes the rabbinic opinion to explain:
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“Why do you cry out to me.” We have learned the Moses stood and prayed. The holy one
blessed be he to him, now is not the time to pray at length, when Israel is in trouble.

As Moses was crying out to God at the Sea of Reeds, God replied in an odd manner. Of all
times, this would seem like THE time to start praying hard. But there is a time to pray at length,
and a time to move to action. Decision making can be similar in this regard and not every
decision needs to have a lengthy process preceding it - sometimes you need to move to action.

REVEAL:

Let’s revisit the first activity. Take the issues that the participants chose eatlier (or, alternatively,
the ones that remained), and discuss with them on two different levels:

1. For the more serious decisions -
a. What is the ultimate goal that you would like to accomplish through this
decision?
b. Which suggested method of decision making would you use for this issue?
2. For the more basic decisions -
a.  Which ones will require a thoughtful decision process?

Message

Leadership author and speaker John C. Maxwell writes, “Life is a matter of choices, and every

choice you make makes you.”

Decision making is not only a central principle in leadership, but also in building up one’s own
identity. Even the smallest of decisions we make can have a big impact on who we are, and what
will happen to the group we lead. This can be a daunting responsibility, but also an inspiring
opportunity. Imagine the positive influence that you, as leader, can bring into the world by
making just one small decision - to reach out to someone, to eat a little more healthily, to
exercise, to learn more Torah, to volunteer at your local community center or synagogue - the
options are endless. And if the small decisions can have a big impact, how much more so can the
bigger decisions.

Taking advantage of our decisions to make change and progress in the world requires the
appropriate decision making process. It takes perspective, thought, and sometimes courage to
make a good decision, and that’s what we can expect from leaders. What separates good
decisions from bad ones is the process - different from a right vs. wrong decision, which is based
on outcome. Even a good decision can be wrong, and it can be even better if one owns up to it
and learns from your experience..

Source: Deuteronomy (30:19)
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[Moses:] I call heaven and earth to witness against you this day: I have put before you life
and death, blessing and curse. Choose life—so that you and your offspring would live

We are placed in many situations, some good and some not so good. But along with that we are
given the enormous power to choose. This is not something to be taken for granted, nor taken
lightly. Ultimately, we are responsible for the decisions we make.

Let us encourage and guide our budding leaders to increase awareness of the decisions that they
make, help them develop their goals and decision making skills that will work best for them, and
build their confidence to make good decisions, and learn from their mistakes.
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