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1	You are a partner in a busy legal firm. An experienced secretary complains of continued headaches, drowsiness, a dry throat and occasional spells of fatigue and flu. She tells you she believes air quality in the building is bad and would like something done. Use the six steps of the decision-making process to demonstrate how you would respond.

The aim of this question is to encourage students to use the six steps of the decision-making process to solve this problem. The first step is recognition of decision requirement. 
(1) The manager must determine if there truly is a problem with the air quality that needs to be solved. 
Discussions with others and, if warranted, testing the air quality should help make this determination. 
(2) If a problem does indeed exist, the next step is the diagnosis and analysis of the causes of the poor air quality. The testing may reveal this. If needed, further tests by experts in the field should be made to determine the cause. 
(3) Once the cause has been determined, the development of alternatives to eliminate the cause should be developed. 
(4) The selection of desired alternatives is the next step, during which the risk must be considered and the pros and cons of each alternative must be weighed. A cost–benefit analysis is often helpful at this stage, but in the given situation, complying with occupational health and safety regulations are a given. 
(5) After an alternative has been chosen, it should be implemented. 
(6) After an appropriate time, evaluation of the alternative should be made and feedback provided.
2	Experts advise that most crises result from a series of small problems or mistakes. As a new, entry-level manager, how might you apply this understanding to help your organisation avoid making major mistakes?
Paying attention to the first step of the managerial decision-making cycle in Exhibit 9.3, ‘Recognition of decision requirement’, is the key. 

The step involves surveillance of the internal and external environments for issues that merit executive attention. 

· The manager can scan information from periodic financial reports, performance reports and other control systems that are designed to discover problems before they become too serious.

· Managers also take advantage of informal sources; talking to other managers, gathering opinions on how things are going for the organisation and industry as a whole, and seeking advice on which problems should be tackled or which opportunities embraced. 
· Subsequently invoking a communication approach that explains to other stakeholders the relevance of any discovered, emerging problems is also important.

3. List some advantages and disadvantages to using computer technology for managerial decision making.
Some of the possible advantages include easier sharing of information with a wider audience, which could offer greater potential for collaboration; the ability to collect, store, process and analyse a greater quantity and variety of data; reducing the costs associated with the collection, storage and analysis of data; artificial intelligence to replace or supplement fallible human judgement; and the development of organisation-wide systems.
Some of the possible disadvantages include information overload; complicated systems that require extensive training; marginalisation of human judgement; and the expense of new technology and breakdowns.
4	Do you think intuition is a valid approach to making decisions in an organisation? Why or why not? How might intuition be combined with a rational decision approach?
There is a strong case to argue that intuition is a valid approach to decision making in an organisation.
Intuition is going to be useful for non-programmed decisions characterised by uncertainty and ambiguity. Intuitive decision making is not arbitrary or irrational because it is based on years of practice and hands-on experience that enable managers to quickly identify solutions without going through painstaking calculations. When people build a depth of experience and knowledge in a particular area, the right decision often comes quickly and effortlessly as recognition of information that has been largely forgotten by the conscious mind.
Managers can use intuition in conjunction with a rational decision approach to determine when a problem exists and to synthesise isolated bits of data and experience into an integrated picture. They can also use their intuitive understanding to check the results of rational analysis. If the rational analysis does not agree with their intuition, managers can dig further before accepting a proposed alternative.


Case for critical analysis (7th Edition, page 300-301 /8th Edition, page 309)
The Office
1	What mistakes do you think John Mitchell made with the way he solved the problem of limited office space? Explain.
It seems obvious that John Mitchell settled for a satisficing rather than a maximising solution for the problem. His approach to decision making is based on the administrative model, which is considered to be descriptive, meaning that it describes how managers actually make decisions rather than how they should make them. The concept of bounded rationality and satisficing shapes this model. 
Bounded rationality means people have limits, or boundaries, on the amount of information they can process in making a decision. Because managers do not have the time or cognitive ability to process complete information about complex decisions, they must satisfice. Satisficing means that decision makers choose the first solution alternative that satisfies minimal decision criteria. Rather than pursue all alternatives, managers will opt for the first solution that appears to solve the problem. The decision maker cannot justify the time and expense of obtaining complete information.
Mitchell knew his decision would affect Acklen and her staff; in spite of which he ignored all the factors and the complete information regarding the issue. He did not consider it important to consult about the matter with Acklen to pursue other possible alternatives. 
2 What approach would you have used if you were Mitchell? Why?
The classical model of decision making would have been a better approach for Mitchell. This model is considered to be normative, which means it defines how a decision maker should make decisions. It is based on rational economic assumptions and manager beliefs about what ideal decision making should be. It does not describe how managers actually make decisions so much as it provides guidelines on how to reach an ideal outcome for the organisation.
The classical model is most valuable when applied to programmed decisions and to decisions characterised by certainty or risk because information is available and probabilities can be calculated. The classical model is often associated with high performance for organisations in stable environments. The four assumptions of this model include:
· The decision maker operates to accomplish goals that are known and agreed on.
· The decision maker strives for conditions of certainty, gathering complete information.
· Criteria for evaluating alternatives are known. 
· The decision maker is rational and uses logic to assign values, order preferences, evaluate alternatives, and make the decision to maximise goals.
3 What are Krista Acklen’s options for responding to Mitchell’s decision? What should she do now? Why?
Following are the possible ways in which Krista Acklen can respond to Mitchell’s decision:
· Start with brainstorming 
· Use hard evidence
· Engage in rigorous debate 
· Avoid groupthink
· Know when to bail 
· Do a postmortem.
One of the best-known techniques for rapidly generating creative alternatives is brainstorming, which possibly could also be the best option for Acklen to pursue now in order to come up with a solution. Brainstorming uses a face-to-face interactive group to spontaneously suggest a broad range of alternatives for decision making. The keys to effective brainstorming are that people can build on one another’s ideas, all ideas are acceptable no matter how crazy they seem, and criticism and evaluation are not allowed. The goal is to generate as many ideas as possible.
Case Project 9.1
Kain Samuel manages a group of eight aeronautical engineers at Absolute Air, Inc. His team is highly specialised and trained and is well respected by experts both inside and outside the company. Recently, one of Kain’s engineers suggested a new technique for the development and use of an argon laser. There appeared to be much potential for this technology, but Kain wasn’t certain that developing this technology was the optimum use of his limited resources. Kain was facing a significant decision.
a.		Outline the steps that Kain should use in making his decision.
b. 	If Kain used the classical model of decision making, which assumptions would he be making?
c.	How would the answer to (b) change if Kain was using the administrative model of decision making?
Suggested solution
a. 	(1) Sense and recognise the decision requirement. (2) Diagnose and analyse problem causes. (3) Create a set of alternatives. (4) Select the chosen alternative. (5) Implement the desired alternative. (6) Evaluation and feedback.
b 	(1) The decision maker is rational and uses logic in assigning values and evaluating alternatives. (2) The desired decision will maximise attainment of organisational objectives. (3) The decision maker strives for complete certainty, gathering complete information. (4) Problems are precisely formulated and defined. Using this model Kain should be able to maximise organisational outcomes and determine if the project is a worthwhile investment.
c. 	(1) Decision makers settle for satisficing as opposed to a maximising solution. (2) The search for alternatives is limited because of information, human and resource constraints. (3) Decision objectives are often vague, conflicting and lack consensus among managers. (4) Rational procedures are not always utilised. Under this model Kain will accept the first minimal decision and may go with his intuition. Consequently, it likely Kain will choose not to go with the new project.
2

2

© 2024 Cengage Learning Australia Pty Limited 		
