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1. Purpose
This process is to ensure a formal and structured approach is used in analyzing and making decisions among identified alternatives using evaluation criteria so that the basis of a decision is objective and the chances of meeting the desired objectives become more realistic.

2. Scope

Decision Analysis and Resolution is a process that is applicable to any situation where a decision needs to be taken. There are certain situations which need Decision Making. These areas can utilize DAR for effective business decisions. Few situations (Examples) where DAR should/ can be used are under:

Business Decisions:

· Personnel – hires, promotions, transfers, layoffs

· Budget Prioritizations

· Evaluate risks on acquisitions, divestitures, investments, IP

· Outsource or not? Co source? In-source? Multi-source?

Technical Decisions:

· Architectures

· Products, features (cost-benefit, build/buy)

· Designs, platforms

· Process tailoring (including life cycle selection)

· Technical Solutions

· Testing approaches

Thus, this process is applicable to both technical and service level concerns, examples of which are:

· Introduction of a new service line

· Modification in the existing services

· Design architectures

· Platforms

· Tools

And non-technical concerns, examples of which are
· Risk Mitigation strategies

· Selection of suppliers

· Make-buy-reuse decisions 

3. Intent

The intent of this process is to ensure that the decisions are taken objectively as per defined process by evaluating alternatives.

4.  Value

The Value of this process is to increase the objectivity of the decisions taken and ensuring required approvals to be taken as per defined process. It will increase the probability of selection of optimal solution to avoid cost of rework.

Key measures

	Measure
	Computation mechanism
	Source of information

	Deviation in required approval
	Approval defined as per process available or not
	Approval records


5. DAR Execution Criteria

Before you execute the process, you will need to have some rules on when to invoke DAR within your projects or the organization. Criteria might include:

· Business or technology decisions involving greater than a specific amount

· Technical and process life cycle options for any nontrivial new development project

· Selection from among risk handling options for high impact, high probability risks

· Any capital purchases
DAR will be maintaining and approved by the Sr. management and they are part of Project Kickoff and PMP approval. DAR reference is mentioned in PMP and all relevant stakeholders are mention during DAR process. Configuration will be maintained by TFS as well as PMP document. Training will be provided as per the Process.
6. Basic Decision-Making Approaches

	Approaches


	Primary Dangers


	Best Application

	Stake Holder’s Decision: Stake Holder decides alone and pronounces the decision


	Discourages involvement

Fosters dependence
	Emergency Situation
Confidential information

involved

	Consultative / Brain Storming Session: Leader gets ideas from members individually or in a meeting, then decides


	Stifles initiative

Discourages critical thinking


	Time deadline

Stalemate

Serious conflict

	Democratic/ Opinion Poll: Team members vote and majority rules


	Win-lose situation

Apathy or sabotage


	Routine issues

Very large team

Individual commitment not needed

	Past Experience: all members participate in a decision that all will support based on the past data

	Takes time

Requires skills


	Individual commitment needed

Synergy

Coordination required

Interdependence


7. A Basic DAR Process along with Practices
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Tasks to be performed while successfully implementing the above process diagram a DAR Practice are as under:
7.1. Initiate a DAR event
The Project Manager assigns an issue requiring a structured decision.  For example, during the initiation and planning phase for the project, a risk analysis can be used to define issues/problems that have high risk and impact to the project success. The project manager documents the issue as a risk, develops cost and schedule estimates for the analysis process, identifies the analysis team facilitator and members, and initiates the analysis at the scheduled time. 

7.2. Formulate decision objective and scope

The facilitator leads the team in defining the analysis objective and establishing the scope of effort for each of the tasks in the analysis process.  This activity uses project plan data to constrain the process.  The results of this activity are a definition of the level of effort for each of the activities to be performed in the DAR Process. This is necessary to ensure that the time, budget, and/or resources used are not excessive.

7.3. Generate criteria and weighting
The facilitator leads the team in performing the activities listed below: 

a. Define the selection criteria.  Possible criteria could include, but not be limited to; technology limitations, environmental impact, risks, total ownership and life-cycle costs.

b. Define the weight values based on relative importance for each selection criteria.  

c. Define scoring algorithms to determine the percent satisfaction for each selection criteria.  

d. Define the overall scoring thresholds of acceptability to support filtering alternatives for final analysis. 

e. Document the selection criteria and scoring method in an engineering notebook series.
7.4. Identify alternatives

The facilitator tasks the team to perform the activities listed below:

a. Search related technical and/or scientific domains for candidate alternatives.

b. Collect required selection criteria data for each 

c. Document the proposed alternatives along with any risks specific to each alternative.

7.5. Select decision-making method

The facilitator leads the team in determining the decision-making method to be applied in selecting an alternative.  Methods include, but are not limited to, those listed below:

a. Brain Storming Session / Consultative

b. Democratic/ Opinion Poll 

c. Past Experience

d. Stake Holder’s Decision

7.6. Assign Pro\Con Tag for each alternative

The facilitator leads the team in an analysis task that includes the activities listed below:

a. Assign Pro or Con Tag to each alternative.

7.7. Summation of Tags for the alternatives

The facilitator leads the team in the activities listed below:

Assemble the data for final selection analysis.

Document the assembled evaluation data. 

7.8. Provide Rationale

The results of the evaluation are generally put in the form of a report.  However, it may often be embedded in the technical or managerial document. The rationale for the decision taken should be provided. In providing the rationale, the following decisions may be considered:

· Criteria of evaluating alternatives: Certain factors should be kept in mind while chalking out alternatives for a decision. For e.g.: cost, technology, importance, etc. 

· Rankings of the criteria: These factors should be ranked according to their importance i.e. the degree of relevance they have in deciding.

· Evaluation method used: The rationale or the decision-making process involved in short listing should be documented.

· Evaluation results: Evaluate alternatives using the selected evaluation methods.

· Recommended alternative: Based on the evaluation results, the optimum outcome is obtained.

· DAR solution shall be approved by concerned stake holder in the meeting based on the rational.

· The risks associated with the selected alternatives shall be documented and mitigation is planned, if required.

8. Other Decision-Making Tools & Techniques
Some more Decision-making tools and techniques that can be utilized are as under:
· Decision Trees

· Six Thinking Hats

· Grid Analysis

· Pareto Analysis

· Cost/Benefit Analysis

· Matched Pairs

· Brainstorming
· Weighted Tables

· Delphi Technique

· Force Field Analysis

· Nominal Group Ranking Technique

· One Half Plus One

· Weighted Multi- Voting

· Opinion Poll
9. Reference

a) DAR Template

DAR Guidelines ~SVAM Internal 
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