
8-STEP DECISION MODEL 
The following 8-Step Decision Model provides an understanding of how decisions are made in 
the PTD.  It is a framework for engaging PTD values and provides expectations for behavior.  It 
also provides a known process that is consistently applied and makes it easier to communicate 
and manage our programs and projects.  This version of the 8-step model is designed for 
complex projects, projects that involve teams and partners, and/or projects with anticipated 
issues. 
 
A simpler version for small projects, meetings and one-on-one discussions is also available.  The 
simple version can be done quickly in your head or simply by jotting down a few notes. 
 
 
PROJECT NAME:  
Prepared By: 

  

STEP 1 – GOAL SETTING 
 

 

GOAL ALIGNMENT  

DESCRIBE THE PROJECT:  

WHAT GOAL ARE YOU PROPOSING 
FOR THE PROJECT? 

 

How does the proposed goal provide 
direction? 

 

How are the key values supported by 
the proposed goal? 

 

Describe how the proposed goal is 
tied to one or more strategic 

directives (see Attachment 1): 

 

How does the proposed goal align 
with WSDOT’s vision? 

 

 • Belief 
• Transparency 
• Customer 
• Team 

Key 
Values 



 

 

 

PROCEED TO STEP 2 

 

  

GOAL SHARING  

Describe how the proposed goal is 
meaningful to other organizations:   

 

What goals do our partners have that 
are reflected in the proposed goal? 

 

What would the goal be if it was 
written from our partner’s 

perspective? 

 

What are the common elements 
between your proposed goal and your 

“partner perspective” goal? 

 

GOAL ACHIEVABILITY  

How will you know if you’ve achieved 
the proposed goal? 

 

What outcomes will result if the 
proposed goal is achieved? 

 

What new opportunities may result 
from achieving the proposed goal? 

 

What issues may prevent reaching the 
proposed goal? 

 

Can the proposed goal be refined to 
eliminate issues and create more 

opportunities? 

 



 

 

 

 

STEP 2 – OPPORTUNITIES 
AND/OR  ISSUES 

 

GOAL PRIORITIZATION   

Is the goal a priority and for whom?  

Can you make it a priority?  

Does this help solve or support a 
statute or policy? 

 

IDENTIFY EXISTING TEAM  Use this table if you already have teams engaged. 

Who are the team members?    

What organizations are represented?  

What skills, resources, etc., do they 
bring to the project? 

 

Why should your existing team be 
used for this process? 

 

  

DEVELOP NEW TEAM Use this table if you are developing a team(s). 

Who can bring resources to this 
process (dollars, time, skills, 

information, and/or commitment)? 

 

What individuals should participate in 
the process?  (indicate specific skills) 

 

What organizations should participate 
in the process?  (indicate specific 

perspective) 

 

 • Customer 
• Adaptability 
• Learning 
• Trust 
• Team 

Key 
Values 

STEP 2 MAY REQUIRE TEAM INVOLVEMENT 

DECISION MILESTONE 
[Authority to Design] 

STEP 2 CONTINUES TO FOCUS ON THE GOAL 



 

RECOMMENDED GOAL:  

The above responses have been reviewed and this project has been granted the 
AUTHORITY TO DESIGN: 

[SIGNATURE] 
________________________________________ 
[NAME AND TITLE OF APPROVING AUTHORITY] 
 

  

Utilize your team(s) to identify opportunities to maximize performance and 
identify issues that may constrain your project. 
 

TEAM PROCESS  

Can the goal be broadened or 
narrowed to increase the likelihood of 

success and/or increase leverage 
opportunities? 

 

What issues may prevent reaching the 
goal? 

 

Can the project be linked to leverage 
partnerships of others? 

 

Who else can bring resources to this 
process (dollars, time, skills, 

information, and/or commitment)? 

 



 

 

 

 

 

STEP 3 – DEVELOP/DESIGN 
 

GOAL ACHIEVEMENT PLAN 

What is the timeframe for 
accomplishing the goal? 

 

How are our values reflected in the 
design/development and are they a 

part of the decision making? 

 

How will you engage your team in the 
implementation of your project? 

 

How are the opportunities and issues 
addressed in the design? 

 

What are the trade-offs and risks?  

  

PERFORMANCE PLAN  

What is your plan for measuring 
performance? 

 

What are the core performance 
variables? 

 

Describe how your performance 
measures are tied to the goal: 

 

What is the value we are creating for 
our customers? 

 

How will you monitor performance?  

 

• Innovation 
• Customer 
• Trust 
• Belief 
• Adaptability 
• Learning 
• Team 

Key 
Values 

STEP 3 FOCUSES ON PERFORMANCE 

DECISION MILESTONE 
[Authority to Implement] 



 

 

  

IMPLEMENTATION PLAN 
 

 

What is your plan for 
implementation? 

 

What is your plan for monitoring 
implementation? 

 

How is the customer central to the 
implementation plan? 

 

How will you coordinate with partners 
and key players during 

implementation? 

 

MEASUREMENT PLAN 
 
 

What is the schedule for measuring 
this project (include interim 

measures)? 

 

Of the data you collect, what are the 
fewest core variables that determine 

if the goal is achieved?   

 

How will you communicate the 
results? 

 

How will the results be used to make 
decisions? 

 

How have you reduced the cost of 
data collection and measurement? 

 



 

 

 

Use this table if funding is necessary to implement this project, including any costs to your 
partners. 

 
The above responses have been reviewed and this project has been granted the 
AUTHORITY TO IMPLEMENT: 
 
 
[SIGNATURE] 
________________________________________ 
[NAME AND TITLE OF APPROVING AUTHORITY] 
 

  

RECOGNITION PLAN 
 

 

What is you plan for recognizing your 
team? 

 

What is your plan for recognizing your 
partners? 

 

RESOURCE PLAN  

How much will it cost to implement 
your plan? 

 

Has a funding source been identified?  

What is the potential for this project 
to have a financial impact on our 

partners? 

 

What are the trade-offs and risks if 
left unfunded? 

 



 

 

 

The following questions are answered during implementation. 

 

PROCEED TO STEP 5 
 
  

STEP 4 – IMPLEMENTATION 
 

IMPLEMENTATION CHECKPOINTS 
 

 

What adjustments have you made to 
your implementation plan to achieve 

your goal or improve performance?   

 

Are you meeting the implementation 
timeline? 

 

Have issues been identified that 
prevent or impact implementation?  

How have you addressed them? 

 

 

Key 
Values 

• Belief 
• Adaptability 
• Customer 
• Learning 

STEP 4 FOCUSES ON SUCCESS 



 

 

 

PROCEED TO STEP 6 
  

STEP 5 – MEASUREMENT   

PERFORMANCE 
 
 

What is your measurement theory? 
How does the data you plan on 

collecting demonstrate performance? 

 

What are your data collection 
methodologies? 

 

At what points in implementation will 
you collect the data? 

 

Are all the data elements essential?  

Is your confidence in the data 
collected sufficient to determine 

performance? 

 

STEP 5 FOCUSES ON PERFORMANCE 

 
• Transparency 
• Innovation 
• Adaptability 
• Customer 
• Trust 
 

Key 
Values 



 

 

 

 

 

PROCEED TO STEP 7 
 

 

  

STEP 6 – RESULTS 
 

FINDINGS  

Describe your projects performance?  

What questions are raised and what 
conclusions can you make by 

reviewing the results? 

 

Key 
Values 

• Customer 
• Adaptability 
• Learning 
• Trust 

 

STEP 6 FOCUSES ON DECISION MAKING 

Address the following questions after the measurement phase 
of your project. 



 

 

 

 

 

The above responses have been reviewed and this project has been granted the 
AUTHORITY TO PROCEED TO STEP 8: 

[SIGNATURE] 
________________________________________ 
[NAME AND TITLE OF APPROVING AUTHORITY] 
 

PROCEED TO STEP 8 
  

STEP 7 – GOAL ASSESSMENT 
 

RESULTS DETERMINATION  

Did we achieve the goal?  

Did our partners consider this project 
a success?  Why or why not? 

 

Were other goals achieved?  

Were your team and partners 
recognized? 

 

If we do this again, what would you 
change? 

 

Key 
Values 

• Belief 
• Team 
• Customer 
• Learning 
• Adaptability 
 

 

Decision Milestone 
[Authority to proceed to Step 8] 

STEP 7 FOCUSES ON THE GOAL 



  

 

 

 

 
The above responses have been reviewed and this project has been granted the 
AUTHORITY TO REPLICATE, REVISE OR STOP: 

[SIGNATURE] 
________________________________________ 
[NAME AND TITLE OF APPROVING AUTHORITY] 

  

STEP 8 – OPPORTUNITIES 
AND/OR  ISSUES 

 IMPROVEMENT PLAN 

What opportunities have you 
identified? 

 

What issues have you identified?  

How should we address them?  

How would you recommend changing 
the project to respond to lessons 
learned (opportunities & issues)? 

 

Who should participate in setting goals 
for these opportunities and/or issues? 

 

Key 
Values 

• Belief 
• Team 
• Customer 
• Adaptability 
• Learning 
• Trust 

 

RETURN TO STEP 1 IF AUTHORIZED TO CONTINUE 

Decision Milestone 
[Authority to Replicate, Revise or Stop] 

STEP 8 FOCUSES ON IMPROVEMENT 

Utilize your team to Identify new opportunities and issues and to 
help communicate what was learned. 



ATTACHMENT 1 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

This is not intended to be a comprehensive list of our strategic directives.  It is an 
example of how the directives are tied to our goals. 

 

  



 

ATTACHMENT 2 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

DIVISIONAL VALUES 

• It is a framework for engaging values 

• It provides expectations for behavior 

• It provides an understanding of how decisions are made  

• A known process that is consistently applied makes it 
easier to communicate and manage 

8-STEP DECISION MODEL 
Outcomes / Benefits 

• BELIEF 

• CUSTOMER 

• TRUST 

• LEARNING 

• TEAM 

• INNOVATION 

• TRANSPARENCY 

• ADAPTABILITY 


