DECISION MAKING IN RELIGIOUS
COMMUNITIES

Some Guidelines from Behavioral Science,
Business Management, and Public Administration

by Gerarde Ty Veloso, 0.S.B.

Decision making conslitules a paramountly vital concern in the life
of a religious inslilule — as in any organization. Superiors, officials, and
the religious themselves constantly face the task of deciding questlions
hoth on malerial levels and specially are the spirilual levels, in regard
o people, things, and concepls.

The recenl decree from the Congregation for Relipious and Secular
Institutes (Fehruary 2, 1972; sec Boletin Eclesiastico de Filipinas, vol.
XLVI, number 514, April 1972, pp. 261f.) affords us an occasion to ofler
some¢  guidelines for making decisions, from the sectors of behavioral
science, business management, and public administration.

The saiill deeree answers two questions. To the first query: whether
the application of collegiality (o the ordinary government of religious
communilics might eliminale the persenal authority of the superior. the
Congregation answered in the negative. To the second query reparding
the cligibility of ex-religious men to hold ecclesiastical offices without
special permission from the Holy See. the Congregation answered in the
alflirmative.

Restrieting ourselves to the first question-answer., we nolice that the
Congregation in conscerving lhe personal authority of the religious supe-
rior {ace 1o face with collegiality stales as much as that cerlain mat-
iers shoutd still belong to the final decision of the superior.  Just the
same. religiows after Vatican Il play a role greater than before in
making the decisions poverning their life and apostolate.

THREE SECULAR SCIENCES

In their delicate office of making decisions, superiors and religious
might find some helpful points in the following recommendations we
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shall offer below laken from three secular disciplines. Dut first let us say
a few words about each of Lhese three profane¢ studies

Behavioral science investigates the palterns of human actions. In
connection wilh decision making, behavioral sciente swdies the factors
that lead the human person to decide one way or another, whether wisely
or unwiscly. An acquaintance with the laws of human conduet nol only
cnables one to make satisfactory decisions, but also forewarns him as
1o the reactions of others to his decisions.

Business management pursues the policy of making profjls with the
least ouilays of malerial, financial, and buman resources, at the leasl
investment of time. From business mentors holh superior and religious
certainly could learn not a few practice-proven canons in the art of
deciding malter—though superior and religious contemplale not so much
temporal gains as religious ends. In recent hislory, business doclrinaires
have worked out some sophisticated reliable techniques for waking
sound decisions. Religious administirators will de well to keep abreast
of such develoomenls in business sectors.

Public administration studies the ways and mcans whereby govern-
menl could function wilth greater facilily in serving the cilizenry. A
relatively new field of studies, public administration has borrowed much
from scienlific business management. However, public adminisiration
differs totally from business management by virtue of its goal: namely,
lo serve the people cfficiently. The religious institule as an organization
could profit much from the conclusions drawn hy ccholars of public
administration on decision making process in government offices.

From bchavioral science religious communilies could learn the why
and how people decide the way they do. From business management
they could employ the rules and techniques developedd by husiness theore-
ticians, not so much to make (emporal profils, as (o procure spiritual
teneflits.  From public administration superiors and religious alike should
find some cificacious instructions on how to scrve Llhe Church and souls
al large with greater results.

TWO WORDS OF CAUTION

However, religious instilules must always bear in mind the super:
rnalural dimensions of their socicties. The danger always exisls in
utilizing secular sciences of sinking to the. material level of these seiences.
One tends Lo overlook spiritual values, to underrate the workings of
divine grace in human aclions and reactions. Religious superiors and
communities in employing the guidelines taken from secular sciences
for making decisions should always keep in view the supernatural ob-
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jectives of religious life; and they should always regard persons, objects,
and values through the ‘supernatural looking .glass.

'Nonetheless, in the guidelines we shall offer below, the reader wili
come across hol a few pointers already brought up by saintly writers
aon the art of spiritual governance. The similarily of thoughts between
profane teachers and saintly authors points 1o the .uniiy and universality
of wisdom. Not rarely, lthe supernatural character ol an art derives
nol so much from itsell as irom the purposes for which one employs it.

WHO MAKE WHAT DECISIONS

In determining which superiors should make which decisions, one
should nol start [rom the hierarchy of authority but [rom the import
of the decision malter. A supcrior could lawfully decide any question
falling within the purview of his authority. DBut suthorily does not
guarantec that he will make the right decision or the best one. Lawiui
decisions need not Jie always wilh good decisions,

One should rather inspect the decision matler to discover whal
spectal skill it demands and which level in the organization il mosl
affects,  If the decision matter Fequices the experuse of a personnel
administrator, and i direclly touches the unskilled laborers of a company,
then not the higher official but the foreman directly in charge of the
laburers should make the decision. Speeilic expertise and proximiy of
involvement pinpoints  the decizion maker, nol the extent of formal
authorily.

BRIEFING AND REVIEWING

In placing a man ip any post il #oes witout saving that the superioe
must insurc that the man posscsses both training, skill, and concern
or interest required by his work, Jlowever, lhese faclors do nol scem
adequate 1o make sure that the subordinate nol only makes right deci
sions. but that he alse directs his decisions to fall in hne wilh the plans
of the official above him. In order (o obtain subordination and coordina-
tion belween the decisions of the inferior and the plans of the superior.
the latter must briel his subordinate and helper on what he expects from
bim. DMoreover, he must constantly review the decisions of his assistant
— not necessarily 1o countermand them, but 1o insure by progressive
instructions that his helper in making future decisions will converge
more and more into the decigns of his chief.

On the part of one newly installed in a position where he has to make
decisions that jibe with overalt policies and objcctives, some period of
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consulting the superior in order 1o learn his mind will prove wise, spe-
cially in the first decisions of his office. When he has learmed fully
the expectations of the superior, he could then bring to play his creative
talents, and possibly make better decisions in regard (o the wishes of
his suaperior, than this latier himsed could make 1o meet his own
cxigencies.

RESPONSIBILITY TO ONLY ONE HEAD

An official should account for his decisions to only one other person:
his immediate superior. He must have derived his authority from this
higher official; and therelore he should not feel obliged 10 answer o any
cther superiors bul 1o the immediale source of his compelence. No
man can serve Lwo or more masters without losing focus in the decisions
he will have to make. And without the singularity of vision necessary
for making good decisions, an official will either slep beyond the bounds
of his office (slep on the loes of others). or make movementis lacking
any well delined directions. All because he will cither want Lo satisly
superiors higher than his manager, or seck to please various heads of
dliverse departments on the same level wilh the superior.

In either case his decisions — though they might exhibit ¢onsummate
skill of tact and diplgmacy — serve no purpose on the operational basis.
The decisions made by him exceeding his compelence have no force.
And the decisions which say everything in gencral — in order to pleasc
all or not to displease anyone — and say nolhing in particular will defcat
any attempts al implementation. Sound decision making dictales tha!
the decision maker should answer to only one other person: his imme-
diale superior,

NO COUNTERMANDING ALLOWED

A superior should almost never counlermand the decisions made by
his subordinate, when the latler has acled within the limits of his com-
petence. Even though the superior mighi not consider the decisions of
his inferior better than the ones he would himself make; nonetheless,
once the inferior has made his decisions, the job of the superior consisis
in standing by his subaliern. The superior need not positively defend
the merits of his inferior’s decisions. Of course he could and should
point out to his inflerior the possibilily of making bhetter alterpatives
— in private.

Suppose the superior sees some greater bhenefits in subslituting his
inferior's decisions with his own, or even in inhibiting them, should he
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not act accordingly, in order to procure more good to the organization?
The advantages derived in specific instances will pever measure up o
the long term harms resulting from the decline of morale in the inferior.

UNDERMINING ASSISTANT'S MORALE

The superior will hbave lost an assistant. Though he might stay on,
his performance will !ag. He will tend to refer even matters within
his competence Lo the superior: either 1o play safe or oul of spile or
both. [f a lower official refers matiers within his purview to his superior,
then he has oullived the purpose of his exislence. The superior who
brought about such a posture in his subordinale by his habit of counter-
manding the latter's decisions must bear the responsibility himself for
losing the wutility of obtaining others in the personnel of his organization
to work with him.

If the superior must by all means change the decision of his sub-
ordinate, there exisls nonetheless a way (o do it withoul emasculating
the morale of his assistant. Let the inferior himse)f modify, suspend.
or cancel his own decision. In really very serious casces where pursuing
the decision of the inferior could not only fail to at'ain greater good,
but also lead 1o detriments for the enterprise, lhe superior could lay

the facts before his subordinate, and let him modify, suspend, or cancel
his own decision.

The superior will do even better if he refers people who wanl to
have the decision changed. deferred, or retracted, o the inferior, and
have them deal direcily with his subordinate. Superior and subordinate
should cven get together 10 find a way oul that would not detract from
the integrily, dignity, and authority of the inferior's office.

DELEGATION OF DUTIES

The task of the inferior does nol consisl in making those decisions
which not even the superior himself could authorilalively formulate. 1
the superior has no power lo make them, much less could the inlerior
cope with them. The job of the inferior consists raiher in lighiening
the burden of his superior. so that this could altend to more weighty
«~F general matters. If the soperior could conveniently make all the
decisions which he had assigned Lo his subordinate, then he does not
reed an assistant. Once must find the right helper to perform a neces-

Lary service, nol c¢reale unnecessary position to occupy superfluous
people.
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. If indeed the responsibility of lhe ‘superior reaches such dimensions,
that he must employ assistanis {o enable bim to carry out the fumctions
of his depariment; then when he has cbtained the competent subordinates,
he must relegale 10 them whatever they could perform for him, reserving
10 himself only those questions which call for his personal atteniion.

In accordance wilh this canon the superior will abstain from making
any decisions that his subordinates could make for him. Otherwise he
will defeat the purpose [or which subordinates exisi under him, and learn
that his performance and that of his department has declined — simply
because he could not possibly attend to ail the aetails of his office by
himself alone. 1If you want to do a job well, do it yoursell. Yes, if you
have nothing more important or more general to attend to. Otherwise,
let subordinates do what they can and should do for you.

KINDS OF DECISIONS

Whai kinds of decisions should a head relegale Lo his officials? Cer-
tain questions of an officg, eover routine matters; others entail strategic
factors. [toutline matlers follow familiar directions. They do nol concern
an extensive area of the organization.  Strategic decisions on Lhe other
kand occur with rare frequency. And they take a protracted time to make.
They swerve whole scetors of an eslablishment toward iew ventures. And
they affecl bolh the internal overall operations as well as external faclors,
like relations with the nublic,

A superior could casily assign deeision making power to subordinales
to handle routine questions; then he would have the time and mental
clarity to allend Lo strategie problems. Stirategic malters properly fall
1o him as t¢ a gencral who must plan and direet a campaign involving
various forces deployed over extensive space amd time.  Attending to
strategic matters means no less 1o keep abreast of develepments in the
other sectors of the organization, and gel acquainted with new discoveries
and trends outside that might enhance one’s department.

GOALS, WAYS, AND OPERATIONS

We corld distinguish decisions aceording to whether ilhey pursuc
goals and policies, or they have to do with general wzys and means, or
they deal with day to day operations. The top ofiicials of an enterprise
must concern themselves with decisions touching the goals and policies
of their organization. They must leave to inlermediary hcads to handle
decisions regarding wayvs and means for achieving the projecied ends.
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Finally, day to day operations should conveniently belong to foremen,
superintendents, and supervisors, ete. Such a hierarchy of decision making
authority works in huge institutions.

The trouble herc lies not at all with the lowly foreman telling the
board of directors what goals or policies t¢ pursue, as with the topmost
officials occupying themselves with the quality of brooms used by janitors.

PARTS AND WHOLE

Still another way of dividing decisions breaks them up into those
covering only one arca, those touching several seclors, and those affect-
ing the whole establishment. Decisions covering one area do nol eniail
much uncertainty due to their limited repercussions. They belong to the
head of the area concerned. Those involving several sectors contain
complex faclors. The official in charge of Lthese areas, who shonld have
A command of their sitvations, should make the best decisions to govern
them all. Lastly, those decisions affecting the whole enterprise require
the atiention of one, who should have general and total grasp of the

cntire organization, and he should proceed in terms of the eorporate
health.

DECISION MAKING BY ONE MAN

The one man decision has the quality of quickness 1o commend itsell
At least normally it should take less time for one head to make up his
mind than ior several. In an emergency, when it takes time to bring
different decision makers together and it lakes additional time for them
to ponder the queslion, one can see the advantage of having a single
brain 10 decide matters.

Morcover, the responsibilily of seeing 1o the execution of the gone man
decision lies with one person, who because the decision came from him
alone will [eel the full stimulus of carrying it out. In the case of a deci-
sion collectively issued by a group. most likely none in the group will
{eel himself responsible for the efficacious implementation of the corporate
decision. The minorily who submitted to the majority will experience
a most natural indifference, if not downright antagonism toward the
happy cxecution of the decision. Among the majorily, those who fought
for the adopted decision will not necessarily show the same fervor as
regards the responsibility of carrying it into effect. Not much leadership
exists in the implementation of a group decision.
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them. And in order to reach a definite decision, the joinml decision makers
have to make some mutval concessions, so that Lthey could come up with
4 solution acceptable to all. But a solution borr of compromise might
placate the objections of everyone, and yet still does not make up the
best or the betler decision.

The recourse Lo majorily decision serves effeclively to break tie im-
passe—if one can manage Lo obtain the required majorily. The decision,
however, of the majorily still need not represent the best or the better
course of action. Numerical superiority does nol warranl gqualitly,

Group decision making in which everyone erjoys an equal say tends
to break up the group itself, on account of inevitable conflicting views
and interests. The minority who lost to the majority will [cel alienatled.
They will tender their token assent, bul not necessarily their involved
cooperation in carrying out the decision. The divisive trend in group dccl
sion making conslitutes the most scrious objection against it.

THE ADVISORY GROUP

The advisory group in decision making makes up some middle way
between the one man decision process and the delerminalive group judg:
mentl.  Unlike the determinative group where each member enjoys equal
power wilh the rest, above the advisory group stands the chief who adopts
the final decision. The rest cssentially play the role of consultanis. Al
though the head normally echoes the mind of the group; nonctheless, he
need not follow the recommendations of the group—not slrictly. But he
must have very good reasons Lo lake a path dilferent or even against
the view of his advisors, specially when these have reached a consensus.

If no consensus prevails in the advisory group, lhe chicl could make
his mind from the recommendations given. Nol rarely the leader for-
mulates his decision from other data not accessinle Lo his advisory stafl.
Sometimes the head possesses knowledge which he could not share with
his subordinates. Thus the inferiors could discuss the divergent sides of
the question, but they know that the chief could, aiter listening lo their
debales, come up with a decision totally different from any of their sug.
gestions, and yet not really in disregard of their combined wisdom. The
leader exercises a unifying force in the group.

LEADERSHIP

But supposing that the head chooses a course of action patrenized
only by a faction of the advisory group or clearly unaceptable to the
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On the other hand, if a decision depends upon a single person, it
tends to savor of arbilrariness. Besides, one could certainly queslion the
inerrancy or at least the absolute impartiality of the sole decision maker.
Never can one man alone see all the pertinent angles of a question, fore-
cee all ils possible consequences, and meet the expectalions of every
concerncd party. Rarely does a single person possess vast and repeated
experiences required 10 make right decisions.

GROUP DECISION MAKING

Due to ihe shoricomings of the sole decision maker, it would scem
thalt several brains could do a betler job than one. However much col-
lective decision making has its disadvantages, it also carries some very
sound points as well. On ithe assumption that democracy excels aulocracy,
group decision making should produce more benefits, for it leads 1o a
decision of the people by the people and for the people —to some exlent.

Sinee the group decision comes from the group mind of several per-
*ons, it should obviously please more people than the ¢ne man decision.
The group decision should salisfy the people responsible for it. olherwise
they would not have articulated it.

When several brains gel together (o sludy a problem, they together
see more aspects of the problem than a single head. And if they re-
presenl specialties from dilferent fields, their jo.nt cexpertise will enable
them to penelrate more deeply the various {acels of a auestion. Finally,
several people will bring together a rich accumlation of experience that
will cerlainly broaden the vision of the entire group.

Although experience in a person not rarely narrows his decision mak-
ing faculties o the data of his limited past, preventing him from appre-
hending other possible allernatives; nonctheless, in a participative deci-
sion making process, the collective experience opens 1o the aggregated cere-
brum a multiplex range of considerations, coniingencies, and options.
In decision making the danger more often than not consists not in taking
too much inte account. but in not taking enough into consideration. This
peril plagues the group less than the solitary person.

MAJORITY VERSUS MINORITY

On the olher hand, the group must arrive at seme kind of common
cecision. Evidently, they could not simply agree to disagree agreeably
— which does not scttle anything: the matter sl awaits a decision. U
they have to make a decision, they must come up with one that represents
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whole body, will he not alienate some or all of his men? Here lies the
true test of leadership: the ability to persuade his followers as regards
the soundness of his decision, though it does ot appeai o some or to all
of his men.

If the chicf really stands as the leader of the group, the people under
him will not find it difficult to acquiesce to his judgment. If they do
rot look up to him as to their leader, a decision made by him not agree-
able Lo some or all of his subordinates will inevilably trigger a crisis of
confidence, or more appropriately, a crisis of leadership.

The advisory group under an unchallenged ieader on the one hand
avoids (he arbitrariness of the sole decision maker, and on the olher hand
reduces the divisiveness of decision making among a group of equals.
it has both the bencfits of the combined intellizence, expertise, and cx-
perience of many heads, and the integrative dymamism of one leader.
In this connection the advisory group in deeision making would seem to
relieve .1 certain renowned soldier-stateman of his quandary: which to
fear more: one bad peneral or two pood gencrals.

The leader who could persuade his advisors to accept his final deci-
sion different or even against their view proves himself indeed the master
of men. And if events should bear out the wisdom of his decision, he
should enhance his power tremendously, and the people will worship him.
But if events fail to back up his decision, and worse, should establish the
disastrous nature of his decision, then the leader has ended his leader-
ship days.

RATIONALITY IN DECISIONS

Good decisions have the quality of ratlionality. Rationality here means
the fusion of all those considerations that diclate the adoption of a
specific course of action in preference to others. Contrarywise, irrationality
in a decision making process means to fail to take all possibly available
informations into account—or al least nol sufficiently into account. In
order to make right decisions, one must increasc the rationality of the
decision making process and decrease any source of irrationality.

Mental concentration constitutes the first step in decision making. One
immust use intellect, imagination, memory, etc, intensively and exiensively.
To avoid hasly decisions with low rationality content, take time out 1o
think. An emergency does not dispense decision makers from taking
time oul to think. It means less time to ponder the pros and cons;hence
they maust think faster., Making quick decisions does not mean making
hasty decisions.
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Approach complex problems systematically. Dissolve Lhe aniricale
question into its component parts and aspects. Solve cach segment and
aspect of the problem and find out how the solulion would fit into the
whole question, before procceding to another.

CRUX OF THE PROBLEM

Not rarely the key to an intricate issue consists in locating its crux.
Once this essential point has surfaced, the rignt decision comes within
sight. The crux of the cnigma could lie in the least likely place.

For example the superior of a convent noticed that late comers have
inereased at conventual Mass, and some merely make a token appearance
toward the end of Mass. To him the problem seems onc of discipline and
ohservance. Should he decide to enforce punctuality by enacting penal
measures, he knows that the religious would rebel. So he studied the
possible circumsiances responsible for tardiness a! conventual Mass, and
learned that the crux of the problem lies with a new television program
aired nightly from 11:00 p.m. 10 1:00 a.m. He could counteract by is-
suing a rule against walching television afler 11:00 p.m., which more
probably would nol obtain compliance. He could remove the television
set from tha convent, which could provoke a revolulion.

Finally, he came up with a good solulion, which both retains the
television sel and procures punctuality at conventual Mass. Ile has the
program video-recorded and replayed the next evening during community
recreation. Now his religious go to bed early and go to Mass ecarly.

Religious houses not having video lape recorder in the audio visual
seclion of Lheir schools or other apostolates would have to look for some
other solutions, afler locating the erux of the problem. Jusit the same,
half of decision making consisls more often not 1 locating the c¢ruecial
factor.

OPTIMIZATION

Experis of scientific business management talk about optlimization,
suboplimization, maximization, and minimizalion in decision making. In
our present conlext, we could speak of optimization as the search for the
hest choice [rom among a number of alternatives. Suboplimization then
would mean thal in complex matters, the decision maker will break them
up nlo Lheir components and find out which oplion contains the best
components.

Both optimization and suboptimization involve the processes of maxi-
mizalion and minimization. Maximization consisls in speculaling on the
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most good results that the decision maker could oblain from the contem-
plated course of action. Minimization refers to how much of the evil
conscquences, that come with the adopted choice, the decision maker
could offset: he will seek to reduce them to th: minimum possible.

Somelimes maximization and minimizaticn dencle quite opposile
things. Maximization then means projecting the most things that could
o wrong wilh a decision; and minimization requires the decision maker
to expect the least good from the contemplated choice. If after maximiza-
lion and minimization of this kind fail to disrobe the contemplated deci.
cion of its altractive features, then the decision maker has a good gua-
rantec of its soundness.

INFINITY OF OPTIONS

To decyde means to select from a number of oplions. In order to
s¢lect, one must know the options. Hence, the more oplions the decider
knows the grealer his range of choice, and the more likely will he not
cnly pick the right one but the better one. The number of options in.
creases wilh the number of viewpoints from which Lhe decider could
look at ecach. He has to consider also the shorl range and the long range
vonsequences of his selection; the diverse sectors it will affeel. Neither
may he overlook its emotional, esthetic, morai, religious, and public
values or objectlions, in.concentrating on ils more immediate and jucrative
possibilitics.

In order to collect as much alternatives as possible, and in order 1o
see as many aspects of each alternative as possible, the decision maker
must seek the help of others, specially experts who have no personal
interest in idvocating one or another preference, but point oul only its
good and had sides,

Employing a think lank serves the purpose very well of penetrating
inte all the intricacies involved in choosing Lhe optimum answer. A
think tank Lrings togelher several people of the greatsst differences pos-
sible: in back-ground, ages, academic refinements, temperaments,
specializations, etc. Each one will coniribule whitever construc-
tive, deslruclive, positive, negative ideas that come to his mind toward
the solution of the proposed problem or against the materialized thoughts
of others. By this process of brain-storming, extensive discovery of pos-
sibilities and their evalvation take place; and the decision maker even-
tually sees the best way out.

SOME CONSTRAINTS

Constraints refer to those factors which disadvise the decision maker
rom embracing an option otherwise favorable. In thinking up all the
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possibilities, repercussions, and contingencies involved in making a deci-
sion, almost as many constraints come up as plausible solutions, so that
the most ncceptable alternative should implicate the least constraints.
There exist however (wo constraints which the decision maker and execu-
tive should bear in mind, in order to save himself time and trouble in going
through improbable answers. These two constraints cover the goal and
the struclure of the organization.

On the assumption that the goal and the struclure of the organization
musl not undergo change or compromise, any solutions that impugn the
goal! or the structure of the establishment by no means merit forther
consideration. Decision makers musi therefore use the goal and structure
constraints as iwo imperative guidelines in the choice of a decision.

On the cther hand, one could ask the question whether the establish-
ment’s goal and structure really and absolulely possess an untouchable
nature. Sometimnes the very survival of the organization depends upon
the introduction of new goals, if not the alteration of the original one:
or the restructuring of its operational mechanism.

PASSIONS AND INTUITION

Just as making pood decision requires men‘al concentration, so¢ also
making poor decisions stems from the neglect of rational approach. One
of the rules for making bad decisions runs thus: Make decisions when
cmolionally disturbed. The passions will lead you 1o make hunches, to
take your ckance and hope for the best. Somelimes not so much excited
emolions move Lhe decision maker Lo espouse or shun one or another
plan, as a cerlain vague presentiment for or apainst an idea, a thing.
or a person. In all such cases, the decision moker must deal with his
passions and intuitive leanings rationally.

lle must find out how much of his feat, hostilily. attachments, and
impulses could contribuie to the solulion or furlher embroilment of the
rroblem. Sometimes they could dictale good decisions, because they arose
from past cxperiences which created instinctive judgment for the evalua-
lion of good and bad. Oftentimes they simply cloud or limit the vision
of the decider. so that he could not see clearly the objective issues or
he would nol look bheyond the satisfaction of his personal emotions: fear,
anger, anlipathy, attachment to people, pride, cupidily. eote.

PREMATURE CLOSURE

An cffzetive way of making poor decisions ¢r at least not making
betler ones consists in foreclosure of the decision making process at the

first appearance of an adoplable suggestion. Native human indolence
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accounts for failures to explore further possibilities or Lo look inlo other
angles of the problem or of the sclution preferred. Undue optimism which
refuses to consider possible shortcomings or ‘hostile developments inde-
pendent of the decision explains also many instances of premature closure
of the decision making process. *'If only we had thought further, we
could have come up with some beller idea, then w2 should oblain more..."

In this connection, when possible, trial study of the few restant deci-
sions realized from a rigorous screeming process will disclose the best
¢optlion t¢ embrace.

PRE-SET MINDS

Bad decisions also come from pre-set minds men who have the habit
of choosing the option before going through the dccision making process.
In this event the decision making process serves not to find the best
answer to 2 question, bul 1o concoct the most convincing excuses for the
answer.  The self-deceiver authors an even greater iragedy il he suc-
ceeds in persuading others 1o accepl his self-delusion.

The pre-set mind would not tolerate the devil's advocale among his
advisers: and he gels only people who agree with his pre-set deecision.
Hence, he could not know the valid objections against his preemplive
selection, excepl until disaster takes place due w his narrow decision.

The sellfulfilling pl:ophecy represents one of the trends of the pre-set
mind. Businessmen would project so much profits for the coming period
of operalions. And then even though they come 1o lecarn of the hollowness
of their projections, they will nonctheless make their succeeding decisions
tend toward the achievement of their prophecies, straining their com-
panies precariously. They aiso succeed in unleashing a rash of ulcers
and not a rew nervous break-downs among thelv personnels. The vice of
self-fullilling prophecy generally afflicts people with megalomaniac len-
dencies, specially when forecasting results.

Pre-set mind also slems [(rom an obsession with sunk cosis. Since a
company (or a religious community) has invested so much in human
and material resources for a certain project, it seems a wasle to abandon
it or Lo pursue other directions. Hence the pra.ret mind would not see
further than the possibilities allowed for by sunk cosis, closing thereby
his creative imagination to the boundless horizon of othee feasible ventures.

TEMPORIZING

Because the pre-set mind makes decisions prior 10 the decision mak-
ing process, his decisions savor of haste. On the opposile side, the deci-
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sjon maker who temporizes in the name of forthcoming data makes an
cven bigger blunder, because he keeps everyone in a limbo. To make
a decision means lo move forward, Lo proceed in another direction, to
turn backward, or lo stay pul—one needs also to make a dccision 1o
maintain the status quo. The temporizing executive puts his people on
a razor edge where they neilher move in any direction nor do they
enjoy any sccure stability.

Procrasiination in decision making indicates a reluctance to assume
responsibility on the part of the decider. The cifice holder who defaulis
in issuing the required timely decision indeed fecrs the onus of pessible
reverses more than he hopes for the credit of success. But often he
fears as well the burden of commiitment: the work, time, and sacrifices
he would have to expend to see his decision all the way through.

Every new decision involves its author in new obligations, restricts
his liberty further, and makes his life more complicated, until he has
pursued it to ils denouement. The mean spiril prefers to temporize in
the face of challenge.

EXCESS OF TECHNIQUES

Bad decisions could come as well and no less ircm the excess of
decision making lechniques employed. Notwithstanding the conclusions
ol scientilic studies in the ficlds of human behavior, business manape-
ment, and public administration, common sense must still govern sound
decision making. A sensc of proportion will dicltale how much time, al-
tention, and technical experiise to devole to cvery decision. Even an
intricale gqucstion sometimes needs only little mental and material outlays
o solve, as long as common scnse sees at  once the key 1o ils secrels.

Sometimes the decider knows which deeisior: one way or another,
1o adopt. bul cither becauwse he does not want w0 bear the opprobrium
ol ils unplcasanl consequences to some people, or because he wants 10
enhance its marketlable worth, he will call on oulside experts, launch pro-
jeel studies, or make use of sophisticated methods, all consuming time

and money, in order lo finally formulate the decision which he knew all
along.

When common sense dictates the decision, decision makers should
nol waste time and money in compulers, operalions rescarch, quantifica-
lion, models, lincar programming. simulity, and come up with a poor
decision, Such an approach calls to one’s mind the supposedly primilive
method of preparing roast pork by burning dowa the house.
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SOME CONCLUSING OBSERVATIONS

Every decision must have the quality of firmness. Slill, if possible,
the provident decision maker will try to equip his decision with safety
valves: allowances for changes and even reversals should the decision
preve unworkable due to unexpected evelopments. The brave man will
make his decisions: but the braver man will change or retract them when
necessary.

No decision will please cveryone, No iwo dccision makers will make
the same decision when faced with the same problem. However, the
decision maker must sec to it that most people v:culd accept his deeision.
He should abstain from any decision ithat will surely earn the antagonism
of a good number of people under him, if not »l'; for then the decision
will serve no purpose on the operational level, excent as a stumbling
block to his personnel.

Due in the human mind’'s inability 1a see all the sides of a guestion.
io take all faetors into account, and (o forecast possible future develop-
ments, no decision ever meels all the Lests of the hypothetical best deei-
sion. And no decision evdéTr embodies exclusively good points. Every
decision involves some risks, some compromise between the good and
the bad. But the good decision maker sirives to reduce risks as much as
possible, to tolerale only the minimum evil unavoidable.
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