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Decision-Making as a CEO: The Good, The Bad, 
and The Ugly 
By Sherese Duncan, CEO, Effició 
 
 

Introduction 
As a CEO, whether you've been in the role for a few years or 
are navigating new waters, making decisions is both a daily 
task and a significant responsibility. For business owners 
in particular, decision-making involves not only steering 
the company but also keeping it afloat amidst ever-present 
challenges such as limited resources, growing complexity, 
and constant pressures. 
 
This brief outlines the unique challenges CEOs face, categorizing decision-making into 
three segments: The Good, The Bad, and The Ugly. We’ll also discuss decision 
fatigue, a critical but often overlooked factor that can deeply impact performance. 

 

The Good: Effective Decision-Making Brings Clarity and 
Momentum 
In your role as CEO, good decisions act as a compass, offering a clear path forward, 
creating focus, and generating momentum. Over time, you'll develop a good rhythm for 
decision-making, learning when to trust your instincts and when to rely on data. Here 
are some key benefits of solid decision-making: 

• Confidence Boost: When decisions are clear, they can inspire confidence in 
both your team and your stakeholders. As the CEO, your ability to decisively 
direct the company allows others to feel secure in their roles and encourages 
collaboration across the board. 

• Increased Efficiency: Good decisions streamline processes. When you're not 
second-guessing yourself, you allocate time and resources more effectively, 
whether it’s investing in the right tools or cutting unproductive tasks. 

• Cultivating Resilience: One of the often-overlooked benefits of clear decision-
making is that it fosters resilience. Even when facing adversity, you’ll find that 
momentum builds as you take one step forward at a time. With each well-
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considered choice, you create an ecosystem where your business can adapt to 
challenges without collapsing under pressure. 

• Growth Cycles: Great decisions often lead to new opportunities. For a CEO, 
this might mean accessing new markets, expanding services, or unlocking higher 
revenue potential. When the foundation is solid, growth becomes a natural 
consequence, not a forced endeavor. 

Yet, good decision-making isn’t about always having the perfect answer. It's about 
consistency and the ability to assess and adjust. 

The Bad: Uncertainty and Trade-offs 
There is no way around it—bad decisions are part of the journey. In small firms, where 
every decision can have a more profound impact, bad calls can set you back, but they 
also offer invaluable lessons. The goal is to understand when bad decisions stem from 
unavoidable trade-offs versus lack of clarity or poor judgment. Here's how bad decisions 
often manifest: 

• Short-term thinking: CEOs in small businesses are frequently pressured by 
immediate challenges—cash flow issues, client demands, or operational 
bottlenecks. This can lead to decisions that prioritize the short term at the 
expense of the long-term strategy. While sometimes necessary, it’s essential to 
remain aware of the long-term costs. 

• Overconfidence: One of the dangers of past success is that it can lead to 
overconfidence. A CEO might assume that a similar approach that worked before 
will always yield the same results. This can blind you to emerging risks or 
evolving market conditions. Learning to temper confidence with careful analysis 
helps mitigate this. 

• Neglecting External Factors: Many CEOs get caught up in internal 
operations and fail to notice external shifts—whether they’re market changes, 
new competitors, or regulatory hurdles. The ability to step back and review 
broader trends is critical to prevent making decisions based solely on what’s 
happening inside your business bubble. 

• Human Factors: Bad decisions often come from neglecting the human 
element—whether it's pushing your team too hard, making hasty hires, or 
ignoring feedback from trusted advisors. Without careful attention to the people 
around you, even well-intended decisions can miss the mark. 

• Resource Misallocation: For small firms, every dollar counts. Bad decisions 
regarding where to invest limited resources—be it in technology, staffing, or 
marketing—can put significant pressure on other areas of the business. 
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Misallocated resources rarely yield the desired return, creating a domino effect 
that can hinder growth. 

The Ugly: When Decision-Making Breaks Down 
Sometimes, decision-making goes beyond a simple error or misjudgment. In these 
cases, poor choices accumulate or take on such significant weight that they threaten the 
stability of the business. This is where decision fatigue, burnout, and paralysis come into 
play: 

• Decision Fatigue: As a small business CEO, you’re responsible for a wide range 
of decisions every single day—from high-level strategic choices to small 
operational matters. Over time, the cognitive load can lead to decision fatigue, 
where the quality of your decisions deteriorates due to mental exhaustion. When 
you’re fatigued, you might become more impulsive, make fewer proactive 
decisions, or avoid decision-making altogether. 

• Paralysis by Analysis: On the other end of the spectrum, decision-making can 
grind to a halt when you’re overwhelmed by options. The fear of making the 
wrong choice or analyzing too many variables can lead to inaction, which is just 
as harmful as making a bad decision. CEOs of small firms often feel this pressure 
intensely, knowing that even minor choices can have significant implications. 

• Burnout: The role of a CEO, particularly in a small business where the margins 
for error are slim, can be isolating. Constant decision-making without the proper 
systems in place for support leads to burnout. When burnout takes hold, the 
ability to think clearly and make sound judgments deteriorates. This leads to a 
cycle of poor decisions, further compounding stress and anxiety. 

• The Impact on Team and Culture: Poor decision-making has a ripple effect 
on your team and company culture. Employees can sense indecision, insecurity, 
or impulsiveness from leadership, which erodes trust. Over time, this can create a 
toxic work environment where teams are disengaged, innovation stalls, and 
morale plummets. 

Combatting Decision Fatigue: Building Sustainable 
Systems 
To prevent the ugly side of decision-making from taking over, it’s essential to put 
systems in place that reduce your cognitive load and preserve energy for high-priority 
choices. Here are a few strategies: 

• Delegate Effectively: It’s crucial to trust your team with the decisions they are 
equipped to make. Delegating not only frees up your time but also empowers 
your team, leading to more autonomy and better outcomes. 
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• Prioritize Decisions: Not all decisions are of equal importance. Start by 
identifying the ones that are most impactful and focus your energy on them. By 
prioritizing, you can conserve your mental resources for the decisions that matter 
most. 

• Create Decision Frameworks: Implement structured frameworks for 
repetitive decisions. This might include creating a set of guiding principles, 
having standardized processes for common scenarios, or using decision matrices 
for comparing options. 

• Take Breaks: Stepping back can sometimes be the most powerful tool in your 
decision-making arsenal. Take regular breaks to refresh your mind and gain 
perspective. The time away can provide clarity that is otherwise elusive when 
you’re in the weeds. 

• Leverage Your Network: Reach out to trusted peers or advisors who can offer 
a fresh perspective. You don’t have to make every decision in isolation. 
Sometimes, simply talking through a problem can reveal new angles and 
solutions. 

For Solo CEOs: Navigating Decisions Without a Team 
To prevent decision fatigue when you're a solo CEO without the option to delegate, it’s 
important to adopt strategies that help reduce stress and resentment towards the 
decisions that need to be made. Many small firm CEOs still find themselves working 
alone, handling every aspect of the business. This can lead to feeling isolated and 
overwhelmed by the sheer number of decisions that must be made daily. 
 
While delegation might not be possible right now, there are still practical ways to 
manage decision-making effectively: 
 

• Automate Where Possible: Identify repetitive tasks and use automation tools 
to reduce manual effort. This frees up mental space for more strategic decisions. 

• Prioritize Ruthlessly: Not all tasks are of equal importance. Focus on 
decisions that have the greatest impact on your business and let go of or delay 
less critical ones. 

• Batch Similar Tasks: Group similar decisions or tasks together to minimize 
decision-switching, which can drain energy over time. 

• Set Decision-Making Boundaries: Limit the time spent on smaller, less 
important decisions. Set deadlines for making choices to avoid overthinking. 

 
When you're running a solo operation, the burden of decision-making can feel especially 
heavy. This is where Effició comes in. We can serve as a sounding board, helping you 
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talk through critical choices, offering clarity when you feel stuck, and even guiding you 
through hiring your first team member when the time is right. You don’t have to 
navigate these challenges alone—having a resource to lean on can significantly reduce 
your mental load and give you the confidence to make decisions that align with your 
long-term vision. 
 

Conclusion: Decisions Define Your Leadership 
As a CEO, decisions aren’t just tasks—they define your they define your leadership and 
the trajectory of your business. While the pressure to make the right choice can feel 
overwhelming, remember that decisions are rarely final. The key is to maintain 
momentum, stay adaptable, and learn from both your successes and missteps. By 
understanding the good, the bad, and the ugly of decision-making, you position 
yourself—and your company—for long-term sustainability. By putting systems in place 
to manage decision fatigue and maintaining clarity, you can navigate even the toughest 
decisions with confidence. 

 

 

 

 

Sherese Duncan, CEO of Effició, Inc., with over 20 years of experience 
in helping small firm leaders get to the CORE of their business and live 
the entrepreneurial life with style. 
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Executive Invitation 
If you want to discuss your decision-making process, we invite you to join us for an 
Executive Briefing. In this session, we’ll explore the factors impacting your choices, 
provide insights on how to optimize your decision-making, and develop a strategy that 
aligns with your company’s goals. 

Executive Briefing Details and Request 

If you're interested in advancing your strategies further, our CORE Seminar is the 
perfect next step for existing business owners looking to perpetuate their operations. 
You'll gain comprehensive insights that go beyond day-to-day decision-making. 

CORE Seminar Details and Registration 

For established entrepreneurs who wish to stay connected with thought leadership and 
engage with peers in strategic discussions, consider joining our Research Network. 
Here, you'll gain access to intelligence reports, research reviews, and a private 
community where you can discuss and tackle advanced challenges in a collaborative 
environment. 
 
Research Network Details and Registration 
 
 
Eager to explore how we can collaborate, 
 

 
Sherese Duncan 
CEO, Effició 
 

https://efficioadvisory.com/briefing/
https://efficioeducation.com/education/seminar/
https://efficio.org/research-network/
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