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Decision-making has been a
critical component of man-
agement since Fayol identified the
major functions of management in
the early 1900s. Nearly a century
later, decision-making continues to
be an integral part of the success
(or failure) of managers. The na-
ture of the choices and the way
decisions are being made, however,
has undergone some significant
changes.

Decision-making is crucial at all
organizational levels. While the
type of decisions to be made may
vary with the position occupied
within the organization, the basic
principles remain the same. Top
managers generally make more
strategic decisions (with longer
time horizons) and middle manag-
ers tend to make more tactical and
operational decisions (with shorter
time horizons).

Decision-making is the choice
that is made among different
courses of action. Part of the de-
cision-making process for the man-
ager is to also decide who should

make the decision and how it
should be made.

Programmed And
Non-programmed Decisions

There are two major catego-
ries of decisions. Both are made
by the hundreds each day by ev-
eryone. Some are not even
thought about.

Programmed decisions are those
that are routine in nature. These
are the decisions that are not al-
ways thought about. There are
generally “canned” responses to
these situations that are used.
Since the problem was encoun-
tered before, a decision was made.
When the problem recurs, the same
decision is made — without really
even thinking about it.

Non-programmed decisions are
those that are new. They are
unique and have not been encoun-
tered before. These unique prob-
lems need new solutions. Creative
problem solving is required more
with non-programmed decisions to
arrive at these new solutions.

The Rational
Decision-Making Model
The rational decision-making

model is perhaps the most common
framework used for making deci-
sions. While it is appropriate for
some decisions, it is not appropri-
ate for every decision.

The first step in rational deci-
sion-making is to identify very
clearly what the problem is. Too
often the problem is misdiagnosed.
The decision-making that follows
will then be faulty if the wrong
problem is identified. Problems to-
day must be framed in a new per-
spective. Framing problems in
terms of what is already known can
predispose the decision-maker to
“old” solutions.

The biggest issue is identifying
symptoms as problems (instead of
root causes). When the issue is
emotional or needs a quick resolu-
tion, there is a tendency to short-

change the problem identification
stage. This will, however, bias the .

entire process. At this stage the

criteria to be met are also identi-
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fied. That is, the objéctives of the
solution are outlined.

The second stage 1s developing
a list of the alternative courses of
action. A good solution can only be
ultimately selected if ‘the list of
choices has been carefully gener-
ated. The key is to develop a list
with as many choices as possible.
Keeping in mind people will not
have perfect information, others
should be solicited for their input
to improve the quality of the alter-
natives generated.

The quality of the information
used in this stage will impact the
quality of the alternatives sélected
— and ultimately, the qualitiz of the
final decision. Information is
readily available today. Decision-
makers need to use the availability
of information to their advaniage.

Once a list of the alternatives
has been developed, a solution ifnust
be chosen from this list. This stage
has erroneously been identified as
“decision-making.” This, however,
is only one stage in a lengthier pro-
cess. The actual choice of the i‘gl-
ternative can only be successful
when the other stages have been
effectively utilized. The selection
stage requires a matching of the
alternative choices with the crite-
ria identified in the problem identi*
fication stage.

Sometimes there is no one alter—;
native that meets all of the criteria.
outlined in the problem identifica- 1

tion stage. This means there is no |

optimal solution — no one right :

answer to the problem. Instead, it
is more common that decision-
makers engage in satisficing. In this
process, the alternative that mini-
mally meets the most criteria is

selected as the best choice avail-
able.

While some believe the process
of decision-making is ended once
the choice is made, this is not ac-
curate when using the rational de-
cision-making model. The next
stage is implementation. Until the
decision is implemented, its effec-
tiveness is not really known. This
is a serious stage that is not always
given the time and attention it de-
serves. Poor implementation can
doom a good decision to failure.

To successfully implement the
chosen course of action, it is im-
portant to envision what this future
state looks like. Those who have
clear visions of this future state are
able to more effectively commu-
nicate to others what needs to be
done to reach it. Care must be
taken to identify each task that
must be completed to reach the
objective, what resources are re-
quired (in terms of people, time
and money), and who is account-
able for the tasks that were identi-
fied.

The final stage is the evaluation
of the choice. Even after imple-
mentation, the process is not com-
pleted until it is monitored to en-
sure it has indeed achieved what
it was supposed to. Once again,
the criteria developed in the first
stage are used to measure the suc-
cess of the chosen course of ac-
tion.

Creativity And Innovation

Organizations today are facing
new challenges. While some prob-
lems may be solved using the ra-
tional decision-making model, man-

agers need alternative models. To

better make non-programmed de-
cisions and to generate unique
solutions to old problems, creative
problem solving is needed. And
there are a number of steps that
managers can take to encourage
creativity in the organization.

Each organization has the po-
tential to be more creative. It can
begin on the individual level. Each
person can learn to be more cre-
ative. It is not a question of being
born creative. Training can en-
hance everyone’s creativity. And
there are a number of steps man-
agers can take to encourage cre-
ativity in the organization.

Encouraging Creativity

Creativity requires managers
not only become more creative
themselves, but they create an
environment that encourages cre-
ativity. The biggest difference can
be made with the people that are
hired. Watson, founder of IBM,
took great pride in hiring what he
called “wild ducks.” These were
creative individuals. Each man-
ager should seek out some cre-
ative individuals to hire. This pro-
vides an infusion of creative blood
in the organization and helps oth-
ers to learn to be more creative
as they work with these individu-
als.

Managers should also hire a
heterogeneous workforce. Hiring
all the same types of people re-
sults in the same types of think-
ing. A creative workforce is het-
erogeneous versus homogenous.
There is also a need to hire more
generalists instead of specialists
when trying to improve the cre-
ative level in the organization.
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A serious breach occurs if the
organizational climate says one
thing and does another. The big-
gest hurdle is often in the
organization’s response to mis-
takes. For creativity to thrive, mis-
takes will be made. Only by en-
couraging employees to try new
things without fear of the conse-
quences of mistakes can they be
successful. This means the orga-
nization must have a high tolerance
for risk and encourage employees
to take risks — to be creative.

Creativity requires flexibility. A
manager cannot dictate every de-
tail to employees using rigid pro-
cedures and then expect creative
output. Employees must be given
room to be creative. Part of this
flexibility also includes an oppor-
tunity to interact with others. Cre-
ativity needs input. People must
bounce ideas off others and ex-
change thoughts.

They also need time to be cre-
ative. If every minute of every day
is scheduled for employees, they
have no time to reflect and to be
creative. Creativity doesn’t just
happen in flashes of insight — as
is often thought. Instead, there isa
process of creativity that takes
time.

Technological Advances
In Decision-making
Computer-mediated decision-
making methods have grown in
popularity recently. They have im-

proved the quality of decisions in.

many situations. These meth,rodxs
include MIS, expert systems and
decision support systems.
Management inforg;iﬁtion Sys-
tems (referred to as MiS) integrate

;;

subsystems of information through-
out the organization. Information
can then be accessed by various
managers on personal computers
to make better decisions.

Expert systems computerize the
knowledge base of expert individu-
als. Users are guided through the
decision-making process by the
system. Decision-makers, then,
can actually handle more complex
problems without having the actual
knowledge.

Decision support systems pro-
vide additional help to decision-
makers by supporting the process
by which the decisions are made.
These systems can even be cus-
tomized for individual decision-
makers.

Expert systems and decision
support systems have provided aids
in making decisions today.

Improving The
Quality Of Decisions

Decision-makers must do their
homework. Decisions require re-
search. Seldom can effective de-
cisions be made off the top of one’s
head. Decision-making is a process
requiring reliable, timely informa-
tion as the input. The decision-
maker is responsible for gathering

that information. "
Good deci§i-0ﬁ;makers also
know when to make the decision
themselves and when to delegate
that decision to others. Sometimes

~“another individual is the best choice

and sometimes a group is the best
choice for making the decision.
Most importantly, the astute de-
cision-maker knows the options to
be used. Some problems can be
solved with the rational decision

making model, some with creative
problem solving and some with
new computer models. The deci-
sion-maker needs to know their
options and when each is the most
appropriate choice. 3
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