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According to Peter Drucker, effective managers don't make many decisions.


Recognizing the impossibility of keeping up with the technology and information explosions of contemporary times, these managers do not concentrate their attention on what the decision will be so much as they concern themselves with deciding how the decision will be made.


This heightened awareness of the need to manage the process of decision-making represents one of the most radical – and least understood developments in modern management science.


That science was once learned only in the School of Hard Knocks.  Managers learned to make decisions for their organizations by trial-and-error, and through their many years of experience in the particular processes and technologies of their industry.  Managers, then, learned what to decide.
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Today, however, what used to be called Future Shock is now the norm, and managers must learn how to best go about producing good decisions in these rapidly changing times.  Often, too, a manager’s own experience and knowledge are no longer sufficient to ensure a “quality” decision.  Subordinates simply know more about the problem than the boss does.  The manager’s own experience, in fact, may become a handicap rather than an asset.


This is the hardnosed truth that is often overlooked by those who speak of “participative decision-making” in only the most disparaging terms.  Employees often must be called upon to make or share in decisions affecting their work. There are still some decisions that only the boss can make, but in many ways the manager’s job has become less that of decision-maker and more that of decision-facilitator.


The manager today must choose from a continuum of possible options the decision-making pattern most likely to produce an effective resolution.  And he or she must consider seriously the advice of industrial psychologist Norman Maier, who notes that effective decisions are the product of quality thinking times the acceptance of those who must implement the decision (ED=Q x A).


Clearly, the most elegant idea will not work without the commitment of those charged with making it work.  Participation in the decision can build that commitment, and, at the same time, can provide the critical thinking and new ideas that help produce the highest quality idea in the first place.


The range of decision-style options available call upon the manager to consider carefully the dual needs for commitment and for quality thinking, and to move decision-making toward those closest to the problem. 


The impact of time-urgency, the manager’s own comfort with consensus-style decision-making, and the long-range implications of the ultimate decision are among the other factors that must be considered.


Robert Tannenbaum and Warren Schmidt have described the range of appropriate decision-making options as a continuum between autocratic and “abdicratic:”
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(1) Tell: Manager simply makes the decision and announces it. Compliance is expected.

(2) Sell: Manager announces decision, gives rationale and facts to build support for compliance.

(3) Test: Manager announces a tentative decision, invites subordinates’ suggestions or asks for their support during a trial period after which the usefulness of the decision will be evaluated.

(4) Consult: Manager presents a problem, solicits subordinates’ ideas and suggestions, gets their reactions to his/her own ideas, and makes the final decision.

(5)
Join:  Following well-understood rules for consensus decision-making, manager presents the problem, with available information, defines limits, and participates with subordinates to jointly produce a final decision.
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To decide the degree to which a shared decision may be needed, you must have a starting point for determining which decision-style option is most likely to produce an effective decision.  Each of the five styles is appropriate under its own set of circumstances.


For each major decision required, rate the five factors below on the scales provided.  The resulting total “score” will give you an indication of which decision style may be most appropriate for this issue.  This is just a guide; any one factor could be so compelling, upon examination, as to dictate your choice.

1.
TIME-URGENCY


1                           2                                3                           4                             5
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Decision needed
Decision can be
Decision is

immediately
delayed somewhat
not urgent


=  ___________

2. MANAGER’S

TECHNICAL

EXPERTISE


1                           2                                3                           4                             5


Manager is
Manager’s expertise
Manager lacks current

acknowledged expert
is moderate
technical expertise


=  ___________

3. MANAGER’S

COMFORT WITH

CONSENSUS




1                           2                                3                           4                             5


Uncomfortable sharing
Comfortable sharing
Very comfortable

this decision with
this decision somewhat
with subordinates

subsordinates

sharing in this decision




=  ___________

4. NEED FOR

EMPLOYEE

COMMITTMENT 


1                           2                                3                           4                             5


Building subordinates’
Some need to build
High degree of sub-

acceptance not required
subordinates’ acceptance
ordinates’ acceptance


is required
is required


=  ___________

5. LONG-RANGE

MPLICATIONS


1                           2                                3                           4                             5


No significance for 
Some significance for 
Highly significant for

the long term
the long term
the long term


=  ___________


TOTAL =  ____________

(5 = ____________


� EMBED Word.Picture.8  ���





Appropriate decision style for this issue:





1             2             3             4             5





	Tell   	Sell  	Test  	Consult  	Join





Enter the number in box above at appropriate place in range-of-decision-styles line.
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