
Consistently making clear and sound decisions during times of certainty, calm and prosperity can have its 
challenges, but your margin for error is relatively wide when compared to decision-making in crisis. 
During moments when everything seems to be crumbling around you and your team is looking to you for 
guidance, you don’t always have the luxury of dutifully collecting every piece of data that you’ll need to 
make a smart decision and then carefully inspecting your findings for imperfections. Sometimes, you 
need to make decisions based on the information that’s available, not the information that you need. 

During these times, it helps to have a clear decision-making framework. We think of these decision-
making frameworks like a white-collared professional’s version of a football quarterback’s check down 
protocol. For the unfamiliar, most quarterbacks practice making a series of quick decisions when their 
planned play breaks down or when the defending team’s applied pressure is overwhelming their 
offensive counterparts. The check down play typically involves the quarterback reacting to pressure by 
attempting the shortest, most accurate pass available. Although we don’t always have the option of 
responding to crisis by completely abandoning our carefully laid plans, we can adopt our own version of 
the check down protocol.  

Here is one exercise that you can practice to identify your check down protocol. You’ll need a pen and 
journal (or another note-taking device) to complete this exercise.  

1. Spend some time considering the principles or values that define your company or team. 
• Maybe one principle is “Customer service is key” if you’re on a partnership team or one is “Top line revenue 

growth is key” if you’re on the business development team.  
2. In your journal, make a list of these principles - at least five of them. Then prioritize your list - with 

the help of a colleague or manager if possible - from the most important principle to the least 
important. 

3. Once prioritized, create a new list that converts each priority into a question (e.g. “Customer service is 
key” into “How will this decision effect customer service?”) 

4. The resulting list can serve as your check down protocol the next time you’re facing a critical, timely 
business decision.
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