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Introduction: Decisions Don’t Wait for Perfect Data 

In dealmaking, you rarely get complete clarity. 

Numbers are partial. 
Information is delayed. 
Answers are qualified. 

And yet… you still have to decide. 

Wait too long and the deal disappears. 
Move too fast and you miss something important. 

This report is about making sound, confident decisions when the picture is incomplete — 
and the pressure is real. 

 

1. Accept the Reality: You Will Never Know Everything 

There is no perfect dataset. 

You will always face: 

• Gaps in information 
• Conflicting inputs 
• Assumptions that can’t be fully tested 

Trying to eliminate all uncertainty leads to delay. 

Shift your mindset: 

• From “certainty” → to “sufficient clarity” 
• From “perfect decision” → to “good decision, well managed” 

 



2. Define What You Must Know (vs Nice to Know) 

Not all information carries equal weight. 

Must know: 

• Cashflow reality 
• Contract stability 
• Key-person dependency 
• Compliance risks 

Nice to know: 

• Minor client details 
• Non-critical operational nuances 

Action: 

• Create a short non-negotiables list before you start diligence 
• If a must-know is unclear → pause 
• If only nice-to-knows are missing → proceed with caution 

 

3. Set Clear Deal Breakers Early 

Pressure increases when boundaries are vague. 

Define in advance: 

• Maximum price or multiple 
• Minimum recurring revenue threshold 
• Acceptable risk levels 
• Required documentation standards 

When these are breached, the decision is made. 

No emotion. No negotiation with yourself. 

 

4. Avoid Analysis Paralysis 

Common signs: 

• Re-running the same numbers 



• Asking for more data that won’t change the outcome 
• Delaying decisions “just in case” 

Simple rule: 

If new information is unlikely to change your decision, stop asking for it. 

Set a decision deadline. 

 

5. Avoid Rushed Decisions 

The opposite problem is just as dangerous. 

Triggers include: 

• Artificial deadlines from sellers 
• Fear of losing the deal 
• Competitive tension 

Response: 

• Slow the tempo 
• Ask for time to review 
• Re-anchor to your deal criteria 

Urgency is often a tactic. 

 

6. Build a Simple Decision Framework 

Use a consistent structure for every deal. 

Example: 

• Financials: Do the numbers work? 
• Risk: What could go wrong? 
• People: Who is critical to delivery? 
• Structure: Can the deal be protected? 

Score each area quickly. 

If two or more areas are weak → proceed carefully or step back. 

 



7. Use Pattern Recognition (Without Guessing) 

Over time, you’ll notice patterns: 

• Similar excuses from sellers 
• Repeating issues in certain sectors 
• Familiar red flags in financials 

This is experience building. 

Important distinction: 

• Pattern recognition = informed judgement 
• Guesswork = assumption without evidence 

Always ask: “What evidence supports this?” 

 

8. Use Advisors — But Own the Decision 

You will consult: 

• Accountants 
• Lawyers 
• Sector experts 

They provide input. 

They do not make the decision. 

Best approach: 

• Gather views 
• Identify consensus and disagreement 
• Decide based on your criteria 

Outsourcing judgement weakens confidence. 

 

  



9. Manage Pressure in Negotiations 

Pressure shows up as: 

• “We need an answer today” 
• “There are other buyers” 
• “This won’t be available next week” 

Your response: 

• “That’s helpful to know. We’ll confirm once we’ve completed our review.” 

Stay calm. Stay consistent. 

Pressure is part of the process. 

 

10. Know When to Walk Away 

The hardest decision is often the best one. 

Walk if: 

• Key information remains unclear 
• Risks cannot be quantified 
• Boundaries are repeatedly pushed 
• Your instinct (based on evidence) is uneasy 

Walking away is not failure. 

It is discipline. 

 

11. The 24-Hour Rule 

Before committing to a major decision: 

• Step away 
• Review notes 
• Re-check against your criteria 

Time reduces noise. 

Clarity improves quickly once emotion settles. 



 

Final Thought: Confidence Comes from Structure 

Good decisions are not about instinct alone. 

They come from: 

• Clear criteria 
• Defined boundaries 
• Consistent frameworks 
• Calm execution 

You won’t always get it perfect. 

But if your process is strong, your decisions will be sound. 

And over time, that’s what builds successful dealmakers. 
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