Decision Rights Mapping Worksheet
A practical worksheet to clarify who decides, who advises, and who needs to know.
How to use this worksheet
Use this worksheet for decisions tied to growth, risk, people, money, customers, AI, or strategy. Not every small decision needs a formal map. The goal is to make the path visible before the work gets stuck.
Assign one right per role. If a role plays two parts, use two rows.

	RADAR connection 
In the RADAR framework, this sits inside Decision Rights: who decides, who advises, who needs to know, and how decisions move through the business.



Step 1: Define the decision
Decision: ________________________________________________________________________
Decision type:  Select or type (e.g. Strategic / AI / Risk)

Context: ________________________________________________________________________
Timing: ________________________________________________________________________
Escalation trigger: ________________________________________________________________________
Communication method: ________________________________________________________________________
Step 2: Map the roles
	Role / Function
	Decides
	Advises
	Informed
	Notes
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	☐
	☐
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	☐
	☐
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Step 3: Test the map
Do we agree who decides?
Is the right advice being gathered before the decision?
Who needs to know once the decision is made?
Where could this still get stuck?
What would trigger escalation?
Role legend
	Role
	Function
	Question

	Decides
	Owns the final call
	Who is accountable for the outcome?

	Advises
	Provides input before the decision
	Whose expertise changes the quality of the call?

	Informed
	Receives the decision after it is made
	Who needs to act or adjust?


Escalation trigger checklist
☐ Spend exceeds an agreed threshold.
☐ Customer, employee, or financial data is involved.
☐ Legal, compliance, or security review is required.
☐ Margin impact exceeds a set threshold.
☐ The decision affects headcount.
☐ The decision changes customer commitments.
☐ The decision affects strategic direction.
☐ The decision sets a precedent the business may need to repeat.
Example 1: AI Tool Approval
Completed map
Decision: Should we approve this AI tool for team use?
Decision type: AI / Technology / Risk / Operational
Context: The team wants to use an AI tool to improve speed, but the workflow, data use, and oversight need to be clear.
Escalation trigger: Customer data, financial data, confidential information, automated decisioning, or third-party integration is involved.
Communication method: Decision documented in an AI tool register and shared with approved users.

	Role / Function
	Decides
	Advises
	Informed
	Notes

	Business Owner
	☑
	☐
	☐
	Owns use case and business outcome

	IT / Systems
	☐
	☑
	☐
	Advises on access, integration, and security

	Legal / Compliance
	☐
	☑
	☐
	Advises on regulatory, contractual, and data issues

	Finance / Operations
	☐
	☑
	☐
	Advises on cost, workflow, and control impact

	End Users
	☐
	☑
	☐
	Advise on practical workflow fit

	Leadership Team
	☐
	☐
	☑
	Needs visibility into approved tool use



Why this works: AI adoption is not just a tool decision. It is a workflow, data, accountability, and risk decision.
Example 2: Client Scope Change
Completed map
Decision: Should we approve a client scope change or exception?
Decision type: Customer / Financial / Operational / Risk
Context: A client request falls outside the original scope, timeline, or pricing model.
Escalation trigger: The change affects margin, delivery timeline, team capacity, contract terms, risk exposure, or precedent for future client requests.
Communication method: Decision documented in the client file, shared with delivery team, and reflected in the project plan or change order.

	Role / Function
	Decides
	Advises
	Informed
	Notes

	Account / Client Lead
	☑
	☐
	☐
	Owns client relationship and final recommendation

	Finance / Operations
	☐
	☑
	☐
	Advises on margin, capacity, and billing impact

	Delivery Lead
	☐
	☑
	☐
	Advises on timeline, staffing, and execution risk

	Legal / Compliance
	☐
	☑
	☐
	Advises if contract, regulatory, or liability terms are affected

	Executive Sponsor
	☐
	☐
	☑
	Needs visibility if decision affects strategic relationship or margin

	Client Team
	☐
	☐
	☑
	Needs clarity on what was approved and what changed



Why this works: The client lead owns the relationship, but the decision affects delivery, margin, timing, and risk.
A note on using this
The map only works if it lives where the decision happens. Write it down. Put it there. Use it when the decision comes back around. And it will.
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