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SOFT SKILLS REPORT: SEPTEMBER
Strategic Decision-Making Under Pressure

How Top Dealmakers Think Clearly When the Stakes Are High

THIS MONTH, you will learn:
e Why strategic decision-making matters in M&A
o The difference between reactive and reflective thinking

e Frameworks to make faster, smarter choices
e How to reduce regret and improve outcomes under pressure

Introduction: Dealmaking Is Decision-Making
Buying a business means making decisions constantly:
e Do I pursue this deal?
e Do I walk away?
e Is this price too high?
e Should I renegotiate or compromise?

And you’re rarely making these decisions with perfect information or unlimited time.

The best dealmakers aren’t the ones who always choose correctly — they’re the ones who
make decisions confidently, learn fast, and don’t get stuck.

This report shows you how.

1. The Danger of Overthinking

Over-analysis is one of the most common causes of deal failure. Not because the deal was
bad, but because the buyer never got out of their own head.

e They needed more data
e They wanted a second opinion
e They feared regret
By the time they circled back, the deal was gone.

In M&A, speed creates leverage. Confidence creates momentum.

Disciplined decision-making isn’t reckless. It’s structured. You know what to look for, how
to assess it, and when to move.



2. Fast vs Slow Thinking
Psychologist Daniel Kahneman distinguished between:
System 1: Fast Thinking
e Intuitive
e Emotional
e Snap judgments
System 2: Slow Thinking
e Rational
e Analytical
e Deliberate

Both have a role in dealmaking.

e When reviewing accounts: slow thinking
e When reading a seller’s tone or sensing tension: fast thinking

Smart dealmakers know when to switch systems. Too much speed = reckless. Too much
caution = paralysis.

3. The 70% Rule
Amazon founder Jeff Bezos uses this principle:

"Most decisions should be made with around 70% of the information you wish you had.
Waiting for 90% usually means you're moving too slow."

In business buying, waiting for certainty usually means waiting forever.
You will never know everything about the seller. Or the business. Or the sector.
But you can:

o Identify red flags

e Assess risk boundaries

e Make a plan and move

Imperfect action beats perfect inaction.

4. Use This Framework: The DEAL Filter

When you're under pressure, use this four-part framework to check your thinking:



D =Data

e What facts do I have?
e What assumptions am I making?

E = Emotion

e What am I feeling about this decision?
e Am I avoiding something because of fear?

A = Alternatives

e What are 2-3 other ways to handle this?
e Have I considered doing nothing?

L = Leverage

e What gives me the advantage here?
o IfI decide this way, does it strengthen or weaken my position?

Write out your answers. Then decide.

5. Decision Fatigue: Protect Your Energy
Every decision uses up mental energy. That’s why:
e Small choices feel harder late in the day
e Yousay "yes" too quickly after a long call
e You second-guess things more when tired
Top dealmakers:
e Make important decisions in the morning
e Don’t schedule back-to-back calls

o Use templates and checklists to reduce thinking

Smart decision-making isn’t just about logic. It’s about managing your mental bandwidth.

6. The Power of Pre-Mortems
Before making a big decision, ask:
"If this goes wrong, what would the reason be?"

Then work backward:



o What safeguards can I put in place?
e What blind spots should I double-check?
o Is there a low-risk way to test this decision?

Example:
You’re about to sign Heads of Terms. A pre-mortem might reveal:

e You haven’t clarified the seller’s role post-completion
e There’s no exclusivity clause

e Your deal team hasn’t reviewed the lease yet

Better to find these now than later.

7. Know When to Walk Away
Every dealmaker faces this decision eventually:
e You’ve spent weeks negotiating
e You’re emotionally invested
e You’ve visualised the outcome
But something’s off. The numbers don’t add up. The seller changes terms. Your gut says no.
Walking away is hard. But sometimes it’s the most strategic move.
Ask:
o If this business wasn’t already in motion, would I start again?
e What’s the real cost of continuing?

e Do I have enough deal flow to replace this?

Regret what you didn’t do /ess than what you ignored.

8. Case Study: The 72-Hour Decision Rule

Tom, a Deal Club member, had just completed due diligence on a recruitment business. The
seller had gone quiet. The lease looked restrictive. Tom felt stuck.

Instead of dithering, he used the 72-hour rule:

e Step 1: Write down pros, cons, questions

e Step 2: Sleep on it (twice)

e Step 3: Get feedback from his deal team

o Step 4: Make the decision, no looking back



Tom walked away. One week later, the seller came back with better terms. Either way, Tom
had taken control.

Final Word: Strategic Thinking Is a Skill

You don’t need to be a genius to make good decisions. You need structure. You need space.
And you need the courage to act without all the answers.

The best dealmakers aren’t perfect. They’re just decisive, informed, and always learning.
This month, practise:

e Slowing down just enough to think clearly
e Making calls with 70% data
e Reviewing your process, not just your outcomes

That’s how you become the buyer sellers want to deal with.

KEY POINTS

e Overthinking kills momentum — progress needs action
e Learn when to use intuition vs analysis

e Make decisions with 70% of the data

o Use the DEAL filter to test your thinking

e Decision fatigue is real — manage your energy

e Pre-mortems reveal blind spots before they hurt you

o Walking away is sometimes the strongest move



