How do decision makers know what weight to assign to the decision criteria?
What's important here is the relative weight a criterion is given, not its absolute weight. So a number like 10 or 50 or 100 means nothing until you weight the other criteria.

How do you know what weight to give to a given decision criterion? Based on the importance you (and only you) give to it, you have to rate it against the others. When buying a car, the fact that I place a great deal of importance on prestige and you don't mean I'll give prestige a higher weight. And because you are more concerned with getting good mileage than I am, you'll give this criterion a higher weight. So these weights reveal personal values. In organizations, a strong culture is likely to influence managerial decision making by shaping the criteria chosen and the weights assigned. For example, if all the managers know the importance given to cost-cutting, decisions that are likely to result in lower costs will be given priority. This can help you to see why a manager who values expansion and revenue growth may not fit into an organization that is focusing on cost-cutting and downsizing. If the manager can't make the adjustment in his choice of decision criteria and weighting, he's likely to have a short career in this organization! 

Do most high-school seniors maximize or satisfy in making their choice of what college to attend?
I don't think there's a high-school senior anywhere who actually maximized their college decision. There are something like 3000 colleges and universities in the U.S. World-wide, the number is probably 10,000. Who could possibly consider each of these? So we satisfy.

In actuality, most of you probably followed something like this. Based on what you've read, learned from teachers and school counselors, and heard from relatives and friends, you identified a small set of possibilities. Then you sent for or looked up their catalogs and brochures. Maybe you went to their web sites. After reviewing these, you intuitively identified (or maybe even formally writing down) a set of criteria that you thought were important. They might have included factors like cost, proximity to family and friends, each school's reputation, entrance requirements, male: female ration, size of the town or city, course offerings in your area of interest, availability of financial aid, and the like. Using these criteria, and weighting them to reflect their importance to you, you narrowed your choices down to less than half-a-dozen. Then maybe you visited their campuses. With this information, you probably made a decision. Was it the optimum or maximizing choice? Probably not. But it was satisfactory and sufficient given the resources that you were prepared to commit to the decision. 

What role, if any, do you think politics plays in organizational decision making?
Politics probably play a major role in most organizational decisions, especially major ones. Why? Because organizations are made up of individuals and groups with different values, goals, and interests. This sets up the potential for conflict over resources. Departmental budgets, space allocations, project responsibilities, and salary adjustments are just a few examples of the resources about whose allocations organizational members will disagree. Resources in organizations are also limited, which often turns potential conflict into real conflict.

Maybe the most important factor leading to politics within organizations is the realization that most of the "facts" that are used to allocate the limited resources are open to interpretation. What, for instance, is "good" performance? What constitutes an "unsatisfactory" job? One person's view that an act is a selfless effort to benefit the organization is seen by another as a blatant attempt to further one's interest. This means that there is ambiguity in decisions. The facts don't speak for themselves!

Finally, because most decisions have to be made in a climate of ambiguity-where facts are rarely objective, and thus are open to interpretation-people within organizations will use whatever influence they can to taint the facts to support their goals and interests. That, of course, creates politicking. 

What, if anything, is wrong in using intuition in making decisions?
Intuition can improve decision making. But it needs to be combined with rational analysis.

As you gain experience and learn, first-hand, what does and doesn't work, your gut-feelings will gain increasing validity. That is, you'll gain an intuitive feel for what decision to make. When added to rational analysis, you can improve the quality of your decision.

Where intuition is likely to lead you astray is when you don't have the experience, or your experience isn't relevant to a specific decision. 

If a person's decision-making style is relatively fixed, how can organizations get managers to make decisions that are compatible with its culture?
This is a good question because it drives home the importance of hiring people whose decision style fits the organization's culture.

When hiring managers, the selection process needs to address the person-organization fit. Just because a manager has been very successful at Volvo, for example, doesn't mean he or she will do equally well at Porsche. The cultures are different. 

Decision style is relatively fixed. When push comes to shove, people tend to fall back on their inherent decision-making approach. If that style fits well with the organization's culture, there isn't likely to be a problem. But if there is a mismatch, don't expect the person to change. They might but that's not the way to bet. The place to address this problem is on the front-end, during the selection process. 

How do experience and creativity interact in the decision-making process?
Experience is valuable in decision making. It allows you to draw on previous decisions so you can make effective choices quickly. Creativity is valuable because it allows you to see problems others don't see and develop new and unique alternatives. Experience tends to be more helpful for handling routine decisions on structured problems. Creativity tends to be most beneficial for handling no routine decisions on unstructured problems.

But there's an irony here. The higher managers go in organizations, the more experience they typically have. But the type of decisions they make tend to be more of the no routine type. Conversely, lower level managers tend to have less experience. Additionally, because they haven't learned what won't work, they also tend to be more creative. Yet the types of problems they most often face are of the structured variety. 

So there's an irony here in that senior executives, who most probably need creativity, tend to display less of it. And lower-level managers, who confront mostly routine decisions which could benefit from experience, tend to have less of it. 

Satisfying seems like settling for second best. Is that true?
In complex decisions, satisfying might not only mean settling for second-best. It might mean settling for 45th best!! In satisfying, decision makers continue to review choices until they find one that is good enough. Then they quit. It might well be that a number of better choices exist but were never considered because the decision process was brought to a close before they were considered.

There needn't be a negative connotation associated with satisfying. Remember, a satisfying choice is satisfactory and sufficient. There is nothing wrong with it. And the incremental value that may exist between the satisfying choice and the optimizing one is often insignificant.

Most decisions in life and in organizations don't require the making of optimizing choices. This implies that there is one "best" choice. In reality, most decisions have a number of choices all of which are perfectly adequate. If you're looking to hire someone to keyboard full time, do you need to hire the fastest typist in the world? No! Does it matter that you chose someone who typed 120 wpm when, if you had invested more in recruiting, you might have found a person who could type 125 wpm? The extra 5 wpm probably isn't significant. The individual who could type 120 wpm may be second best. He or she might be tenth best. But the point is that they're good enough to do the job effectively. So using the satisfying model results in no significant loss in organizational performance. 

Policies seem kind of wishy-washy. What purpose do they serve?
Policies are guidelines. They create parameters that constrain managers but don't make the choices for them. The ambiguity that they include is what gives managers the freedom to make choices.

For example, a company's policy is to pay competitive wages. If the data shows that the pay range for a certain job in your community is $9.50 to $12.00 an hour, offering a new hire $8.00 or $13.00 would be inconsistent with the pay policy. But within the pay range, you have discretion.

A lot of companies call something a policy when, in fact, it's a rule. You go back to return a sweater at a department store. They tell you that it's against company policy to accept returns without a receipt. If there are no exceptions to this statement, then it's a rule, not a policy. It leaves no room for discretion. I think companies do this because "following policies" sounds less rigid than "following rules." 

Is there a best style of decision making? 

In an objective sense, there is no "best" decision style. Any style can be effective under certain circumstances. 

That said, I would be naïve if I didn't acknowledge that organizational cultures often favor one style over others. Regardless of the decision outcome, managers are often evaluated on the process. This style-over-substance issue is real. That is, organizations consider means as well as ends. The appearance of looking like you fit in-by making decisions "the way we prefer around here"-can be critical to a manager's long term success in an organization. 

What if the problem isn't solved by my decision? Did I make a bad decision?
It's not accurate to judge the quality of a decision by its outcome alone. We all can make perfect decisions after the fact. That's 20-20 hindsight. The key is whether the process allowed for an adequate assessment of the problem, it's causes, thoughtful consideration of critical criteria and their importance, careful development of viable options, and an objective assessment of the strengths and weaknesses of each option. If all this has been done and the problem isn't solved, you'll need to reassess the problem and do the decision process again. 

