Chapter- IV
The Manager as a Decision Maker

Decision Making Process

Herbert Simon, a Nobel Prize winner, has described the manager’s decision process in three stages:

1. Intelligence: the intelligence stage involves searching the environment for conditions requiring a decision.

2. Design: the design stage entails inventing, developing, and analyzing possible courses of action. 

3. Choice: the choice stage refers to the actual selection of a particulars course of action.

Analyzing the decision process by stages emphasizes the difference between management and non management decisions. Non management decisions are concentrated in the last (choice) stage.
Types of Decisions
Decisions are often classified as programmed or non programmed.
1. Programmed Decision: 

Programmed decisions are reached by following an established or systematic procedure. Normally, the decision maker is familiar with the situation surrounding a programmable decision. Routine and repetitive type decisions usually fall into this category.

2. Non Programmed Decision:

Non programmed decisions are unique and have little or no precedent. These decisions are relatively unstructured and generally require a more creative approach by the decision maker. Normally, non programmed decisions are generally more difficult to make than are programmed decision. Deciding on a new product, selecting a new piece of equipment, or deciding on next year’s objectives are all examples of non programmed decision.
3. Organizational Decision:

Organizational decisions are those that mangers make as a part of their organizational responsibilities. Organizational decisions ultimately relate to the organization’s purposes and objectives.

4. Personal Decision:

Personal decisions are the decisions that a manager makes that relate to individual goals. For example, a decision to leave an organization and join another would be a personal decision.

The Intransitive Approach to Decision Making
The intuitive approach means when managers make decisions solely on hunches and intuition. Unfortunately, this happens in many situations. Managers sometimes become so emotionally attached to certain positions that almost nothing will change their minds. Under such circumstances, managers, develop the “don’t bother me with the facts- my mind is made up” attitude. George Odiorne has isolated the following emotional attachments which can adversely affect decision makers:
1. They fasten on the big lie and stick with it.

2. They are attracted to scandalous issues and heighten their significance.

3. They press every fact into a moral pattern.

4. They overlook everything except the immediately useful.

5. They have an affinity for romantic stories and find such information more significant than any other kind, including hard evidence.

Such emotional attachments can be very real and can have serious consequences for the organization.

Odiorne offers two suggestions for managers and decision makers:

The first: to become aware of biases and make allowances for them.

The second: to seek out independent opinions. It is always good practice to ask the opinion of some person who has no vested interest in the decision.
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