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Working as a team towards a common goal requires a lot of decision-making. What projects 

should be prioritized? Who should be the point person for each project? What’s the best 

path forward for the individuals on the team and for the business as a whole?

These were the sorts of questions that the team at MUD\WTR, a nutritious coffee alternative 

made with organic ingredients, found themselves wrestling with. As the company grew, 

co-founder Paul DeJoe found himself getting pulled into the decision-making process for 

a number of initiatives. 

Paul knew there had to be a way to collectively get better at making decisions, so he thought 

it would be a good idea for a cohort to take the Decision by Design course together. He 

felt that the course would give the team the knowledge, frameworks, and tools to not only 

make the best possible decisions for the company but be confident about the process. 

Challenge
THE TE A M NEEDED TO MOVE FASTER AS THE COMPANY SCALED

When MUD\WTR was first conceived, it was never meant to become a business. Shane 

Heath, Paul’s co-founder, found himself drinking three cups of coffee per day and then 

crashing in the afternoon. He visited India and encountered Chai on every corner, which 

he loved. Shane created MUD\WTR, his own drink, using Chai as a base and mushrooms 

for taste and function. 

The product was created to scratch Shane’s own itch, but he soon recruited Paul. Today, 

thousands of others enjoy the product.

As the company grew, Paul noticed that the team members continually came to him to 

help make decisions. Though he was happy to help, he knew his time would be better spent 

if team members could confidently make decisions on their own.

“It’s very quick and easy to approve a project brief, but it’s hard to be 
presented with a problem and then have to wonder if that’s really the 
root problem, and then dig in with a team member to suss things out. I’d 
rather empower our team to make decisions on their own.”

Paul DeJoe, Cofounder

https://mudwtr.com/
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Paul also knew that getting more efficient at making decisions would help the business move 

faster.

“Speed is everything. You can recover from anything except being 
slow. When I started seeing questions taking a few days to answer with 
substantial debate, I felt we were moving too slowly. Empowering the 
team to be great at decision-making was vital in helping us go faster.”

Paul DeJoe, Cofounder

The team needed to get better at decision-making, so Paul began thinking about what 

resources he could provide that would help the team build their decision-making skills. 

He wanted to find a way to help the team feel more confident about their decisions because 

he saw crystal clear benefits from the business.

Solution
A COHORT TAKES DECISION BY DESIGN AND RE APS THE BENEFITS

Paul stumbled across the Decision by Design course and knew it would be a great solution 

for him and his team.

“When I saw the Decision By Design course, I looked at it, took it 
myself, and thought ‘Wow, our team would really benefit from this. 
This is so actionable and bite-sized. It’s not overwhelming and it’s 
very clear.’”

Paul DeJoe, Cofounder

He didn’t have formal plans– he simply surfaced it to a few members of his team, let them 

know about his experience with the course, and asked them if they wanted to take it 

together. Eight team members jumped on board.
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The biggest benefit of their approach was taking the course together. They met each week 

on Wednesday mornings to discuss the material and work through their own decisions. 

Matt Held, Senior R&D Manager at MUD\WTR, found that the experience of taking the 

course was incredible for team-building, especially since the team was remote.

“Taking Decision by Design was an incredible team-building 
experience. A lunch and learn event gets people together, but to 
have the incentive to learn about decisions in a group setting was 
one of the best team-building experiences that I’ve ever had.”

Matt Held, Senior R&D Manager

The benefits of the course went beyond team building for Matt. It also helped him make 

decisions. He highlighted an example of a decision the course helped him work through. 

He was researching the best possible ingredients for a new product and couldn’t decide 

how important it was for one of the ingredients to be organic. The principles of the course 

not only helped him present the decision to the leadership team but develop a framework 

for gathering information to make that decision.

Results
BET TER DECISION-M AKING, A FASTER PROCESS,  AND A GO -TO 
RESOURCE FOR FUTURE TE A M MEMBERS 

When Paul first introduced Decision by Design to that first group, he had no idea that it 

would become a staple of the employee culture at MUD\WTR. To date, more than 17 team 

members have taken the course.

The material itself has helped the team immensely, but they’ve also enjoyed how much 

it’s brought them together. By taking the course as a cohort, they’re able to discuss their 

own processes, wrestle with decisions, and ultimately make progress towards their goals. 

They’ve gained a common language within the company, as well. 
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“Taking the course together and meeting each week morphed 
into incredibly beautiful, almost therapeutic sessions for us. 
People brought in their own personal situations to discuss and we 
workshopped actual problems within the company as a team.”

Paul DeJoe, Cofounder

Not only that, but Paul feels that decisions are now made much faster than they were 

before. He doesn’t have to be involved as much, either. Team members are now more likely 

to make decisions on their own, or present tougher decisions to leadership in ways that 

are easy to understand and interpret. They rely on project briefs that summarize their 

recommendations, using the principles they learned in the course. Paul can just approve 

product briefs without getting in the weeds.

All in all, the team has benefited greatly from Decision by Design with plans to offer it to 

all employees as MUD\WTR continues to grow.




