PART I

Making Hard Decisions:
Overcoming Serious Indecisiveness

by: Prof. Hussein Arsham
Decisions are at the heart of success and at times there are critical moments when they can be difficult, perplexing and nerve racking. However, the boldest decisions are the safest. This site provides useful and practical guidance for making efficient and effective decisions in both public and private life. 
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Chapter 00 – Decision Making 

A decision is a choice from among two or more alternatives. Decision-making, on the other hand, is the act of making a choice from among two or more alternatives. 

There is a tendency to view decision-making and problem solving as identical activities. While decision and decision-making are defined above, a problem can be described as an obstacle on the path toward a goal and problem solving as the act of overcoming or removing the obstacle on the path toward a goal.

Problem solving and decision-making are not the same. Decisions can be and are often made and implemented successfully in the absence of problems. Moreover, problems can be and often are identified and solved in the absence of decisions. This fact notwithstanding, decision-making and problem solving are often closely related. In this regard, Jerome Braverman notes:

Problem solving and decision-making are not synonymous. However, decision-making (often) involves problem solving and…problem solving (often) leads to some decision. The process of selecting a particular course of action from a set of alternatives (may constitute) a problem and (possibly) a difficult one…decisions (may be) the end result of a problem-solving process…Problems (may) result from attempts to achieve the (objectives) of the organization…But solutions by themselves do not achieve (objectives)…Without a decision a problem solution (may be) worthless. Consequently, problem solving and decision-making go hand in hand.
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The Decision Making Process 



Good decision-making is important at all levels in the organization. It begins with a recognition or awareness of problems and opportunities and concludes with an assessment of the results of actions taken to solve those problems. 

An effective decision-making process generally includes the seven steps show above. Although the figure shows the steps proceeding in a logical sequential order, managerial decision-making often unfolds in a quite disorderly and complex manner. Keep in mind that managers a influenced at each step in the decision-making process by their individual personalities, attitudes, and behaviors, ethics and values and culture. Below is a brief examination of each step:

Identifying and Diagnosing Problems. Decision makers must know where action is required. Consequently, the first step in the decision-making process is the clear identification of opportunities or the diagnosis of problems that require a decision. Managers regularly review data related to their area or responsibility, including both outside information and reports and information from within the organization. Discrepancies between actual and desired conditions alert a manager to a potential opportunity or problem. Identifying opportunities and problems is not easy considering human behavior in organization, or some combination of individual and organizational factors. Therefore, a manager must pay particular attention to ensure that problems and opportunities are assessed as accurately as possible.

The assessment of opportunities and problems will be only as accurate as the information on which it is based. Therefore, managers put a premium on obtaining accurate, reliable information. Poor quality or inaccurate information can waste time and lead a manager to miss the underlying causes of a situation.

Even when quality information is collected, it may be misinterpreted. Sometimes, misinterpretations accumulate over time as information is consistently misunderstood or problematic events are unrecognized.

Identifying Objectives. Objectives reflect the results the organization wants to attain. Both the quantity and quality of the desired results should be specified, or these aspects of the objectives will ultimately guide the decision maker in selecting he appropriate course of action. 

Objectives are often referred to as targets, standards, and ends. They may be measured along a variety of dimensions. Objectives can be expresses for long spans of time (years or decades) or for short spans of time (hours, days or months). Long-range objectives usually direct much of the strategic decision making of the organization, while short-range objectives usually guide operational decision-making. Regardless of the time frame, the objectives will guide the ensuing decision-making process.

Generating Alternatives. Once an opportunity has been identified or a problem diagnosed correctly, a manager develops various ways to achieve objectives and solve the problem. This step requires creativity and imagination. In generating alternatives, the manager must keep in mind the goals and objectives that he or she is trying to achieve. Ideally several different alternatives will emerge. In this way, the manager increases the likelihood that many good alternative courses of action will be considered and evaluated.

Managers may rely on their training, personal experience, education and knowledge of the situation to generate alternatives. Viewing the problem from varying perspectives often requires input from other people such as peers, employees, supervisors, and groups within the organization.

The alternatives can be standard and obvious as well as innovative and unique. Standard solutions often include options that the organization has used in the past. Innovative approaches may be developed through such strategies as brainstorming, nominal group technique, and the Delphi technique.

Evaluating Alternatives. The fourth step in the process involves determining the value or adequacy of the alternatives generated. Which solution is the “best”? Fundamental to this step is the ability to assess the value or relative advantages and disadvantages of each alternative under consideration. Predetermined decision criteria such as the quality desired, anticipated costs, benefits, uncertainties, and risks of the alternative may be used in the evaluation process. The result should be a ranking of the alternatives. 

The Act of Choice. Decision making is commonly associated with making the final choice. Reaching the decision is really only one step in the process, however. Although choosing an alternative would seem to be a straightforward proposition—simply consider all the alternatives and select the one that best solves the problem—in reality, the choice is rarely clear-cut. Because the best decisions are often based on careful judgments, making a good decision involves carefully examining all the facts, determining whether sufficient information is available, and finally selecting the best alternative.

Implementing.  The bridge between reaching a decision and evaluating the results is the implementation phase of the decision-making process. When decisions involve taking action or making changes, choosing ways to put these actions or changes into effect becomes an essential managerial task. The keys to effective implementation are (1) sensitivity to those who will be affected by the decision and (2) proper planning consideration of the resources necessary to carry out the decision. Those who will be affected by the decision must understand the choice and why it was made, that is, the decision must be accepted and supported by the people who are responsible for its implementation. These needs can be met by involving employees in the early stages of the decision process so that they will be motivated and committed to its successful implementation.

Monitoring and Evaluating. No decision-making process is complete until the impact of the decision has been evaluated. Managers must observe the impact of the decision as objectively as possible and take further corrective action if it becomes necessary. Quantifiable objectives can be established even before the solution to the problem is put into effect. 

Monitoring the decision is useful whether the feedback is positive or negative. Positive feedback indicates that the decision is working and that it should be continued and perhaps applied elsewhere in the organization. Negative feedback indicates either that the implementation requires more time, resources, effort, or planning than originally thought or that the decision was a poor one and needs to be reexamined.

The importance of assessing the success or failure of a decision cannot be overstated. Evaluation of pas decisions as well as other information should drive future decision making as part of an ongoing decision-making feedback loop.

Individual Decision Making 

Individuals in organizations make decisions. That is they make choices from among two or more alternatives. Top managers, for instance, determine their organization’s goals, what products or services to offer, how best to organize corporate headquarters, or where to locate a new manufacturing plant. Middle- and lower-level managers determine production schedules, select new employees, and decide how pay raises are to be allocated. Of course, making decisions is not the sole province of managers. Non-managerial employees also make decisions that affect their jobs and the organizations they work for. The more obvious of these decisions might include whether to come to work or not on any given day, how much effort to put forward once at work, and whether to comply with a request made by the boss. Additionally, an increasing number of organizations in recent years have been empowering their non-managerial employees with job-related decision-making authority that historically was reserved for managers alone. Individual decision making, therefore, is an important part or organizational behavior.

So every individual in every organization regularly engages in decision making: that is, they make choices from among two or more alternatives. Undoubtedly, many of these choices are almost reflex actions, undertaken with little conscious thought. The boss asks you to complete a certain report by the end of the day and you comply, assuming the request is reasonable. In such instances, choices are still being made though they don’t require much contemplation. But when individuals confront new or important decisions, they can be expected to reason them out thoughtfully. Alternatives will be developed. Pros and cons will be weighed. The result is that what people do on their jobs is influenced by their decision processes.

Group Decision Making 

We know that, today, many decisions in organizations are made by groups or committees. The communicative interaction in a group decision can either increase or decrease the quality of the decision over that made by an individual alone. We now look into the advantages and disadvantages of group decisions in contrast to individual decisions.

Advantages. Individual and group decisions each have their own set of strengths. Neither is ideal for all situations. The following list identifies the major advantages that groups offer over individuals in the making of decisions:

1. More complete information and knowledge. Two hands are better than one. There is more information in a group than typically resides with one individual. So groups can provide more diverse input into the decision.

2. Increased diversity of views. In addition to more input, groups can bring heterogeneity to the decision process. This opens up the opportunity for more approaches and alternatives to be considered.

3. Increases acceptance of a solution. Many decisions fail after the final choice has been made because people do not accept the solution. However, if people who will be affected by a decision and who will be instrumental in implementing it are able to participate in the decision itself, they will be more likely to accept it and encourage others to accept it. Participation in the process increases the commitment and motivation of those who will carry out the decision. Since members are reluctant to fight or undermine a decision they helped to develop, group decisions increase acceptance of the final solution and facilitate its implementation.

4. Increases legitimacy. Most societies foster democratic methods. The group decision-making process is consistent with democratic ideals and, therefore, may be perceived as more legitimate in democratic societies than decisions made by a single person. When an individual decision maker fails to consult with others before making a decision, the fact that the decision maker has complete power can create the perception that the decision was made autocratically and arbitrarily.

Disadvantages. Of course, group decisions are not without drawbacks. The following lists the major disadvantages to group decision-making:

1. Time consuming. It takes time to assemble a group. The interaction that takes place once the group is in place is frequently inefficient. The result is that groups take more time to reach a solution than would be the case if an individual were making the decision.

2. Pressures to conform. There are social pressures in groups. The desire by group members to be accepted and considered as an asset to the group can result in squashing any overt disagreement, thus encouraging conformity among viewpoints.

3. Ambiguous responsibility. Group members share responsibility, but who is actually responsible for the final outcome? In an individual decision, it is clear who is responsible. In a group decision, the responsibility of any single member is watered down and less clearly defined. 

4. Domination by the few. Group discussion can be dominated by one or a few members. IF this dominant coalition is composed of low-and medium-ability members, the group’s overall effectiveness will suffer.

Groupthink and Groupshift. Two by-products of group decision-making have received a considerable amount of attention by researchers. These two phenomena have the potential to affect the group’s ability to appraise alternatives objectively and arrive at quality decision solutions.

The first phenomenon, called groupthink, is related to norms. IT describes situations in which group pressures for conformity deter the group from critically appraising unusual, minority, or unpopular views. Groupthink is a disease that attacks many groups and can dramatically hinder their performance. The second phenomenon we review is called groupshift. It indicates that in discussing a given set of alternatives and arriving at a solution, group members tend to exaggerate the initial positions they hold. IN some situations, caution dominates, and there is a conservative shift. More often, however, the evidence indicates that groups tend toward a risky shift.

Chapter 1 - Introduction & Summary

"Somewhere along the line of development we discover what we really are, and then we make our real decision for which we are responsible. Make that decision primarily for yourself because you can never really live anyone else's life." -- Eleanor Roosevelt 

Enlightenment is man's emergence from his self-imposed immaturity. Immaturity is the inability to use one's understanding without guidance from another. This immaturity is self-imposed when its cause lies not in the lack of understanding, but in the lack of resolve and courage to use it without guidance from another. Have courage to use your own understanding! Enlightenment means taking full responsibility for your life. 

Fear is not in the habit of speaking the truth; when perfect sincerity is expected, perfect freedom must be allowed. Nor does anyone who is apt to get angry when hearing the truth should wonder why he does not hear it. For example, when I asked a business manager what had made his organization one of the best in his industry, he pointed to his CIO and said "Joe is a millionaire. He can quit any time. He says what he thinks is right!" 

Mind is what your brain does consciously. Our minds perform a series of information processing in order to form strategies needed to live our daily lives. This process is known as decision making. However, aside from making decisions, because of many kinds of uncertainties we also face a problem called decidophobia, which is the fear of making the wrong decisions combined with nervous agitation. Moreover, fear of judgement by others is a sure path to unhappiness which is a state of mind. 

Decisions are at the heart of success, and at times there are critical moments when they can be difficult, perplexing, and nerve racking. This site provides help and guidance for making efficient and effective decisions by putting to use a well-structured approach and well-focused process known as the modeling or paradigm process. The word paradigm comes from the Greek word paradeigma, meaning "model" or "pattern." A model represents a way of looking at the world, a shared set of assumptions that enable us to understand or predict behavior. Models have a powerful influence on individuals and on society because our view of the world is determined by our set of assumptions about it. To put it another way, our vision is often affected by what we believe about the world; our beliefs often determine the information that we "see." 

Decision-making is about facing a question, such as "To be or not to be?", i.e., to be the one you want to be or not to be? That is a decision. Humanity has always lived in the shadow of fears. Yet almost nothing was known about fear until Freud began the study of unusual phobias. A little later, some psychologists suggested that one dread is common to all mankind: the dread of death. 

Decisions, decisions and more decisions! The fear of making serious decisions is a new kind of fear, called decidophobia, proclaimed by Walter Kaufmann at Princeton University in 1973. The fear of making the wrong decisions is well known to any responsible manager. As Eleanor Roosevelt said, "You gain strength, courage, and confidence by every experience in which you really stop to look fear in the face." Wherever you see a successful business, someone once made a courageous decision. There has never yet been a person in the history of mankind who led a life of ease whose name is worth remembering. 

The Latin word Decido has two meanings. It can mean to decide and also to fall off. Hence plants are called deciduous if their leaves fall off in the fall. The word fall started as "leaf fall" for autumn in the 15th century. The expression "take the plunge" suggests the relevance of both meanings. Making a wrong decision provokes the fear of falling. 

In the serious decisions that mold the future of your business, freedom becomes tangible; serious decisions are objects of extreme dread. Serious business decisions that ultimately shape, guide, and direct our future are extremely fearful to business managers. These decisions involve norms, standards, and the comparison and choice of goals. Learning the structured, well-focused approach to the decision-making process lessens decidophobia. The gem of Applied Management Science is that it turns the old adage that "business managers are born, not made" into myth. If one can master management science applications, then no problem is too big nor any decision too overwhelming. The goal of management science experts is to wipe out decidophobia. 

Just being worried about making serious decisions is like sitting on a rocking chair--it gives you something to do but doesn't get you anywhere. Therefore worrying about making a decision is a waste of time. Moreover, making a decision and implementing one are two different things. Here is a question for you: Five frogs are sitting on a log. Four decide to jump off. How many are left? A protracted decision is only one part of the process of choosing because it lacks the commitment to implement the decision. There is a big difference between making a decision and implementing it. The measure of success is not whether you have a tough decision to deal with, but whether it's the same decision you had before. Decide like a man of action; implement like a man of thought. It does not take much strength to decide what to do, but it requires great strength to do things. 

Unlike deterministic models (risk-free decisions), the outcome of some decisions depends on the second party, as is the case in any advertising campaign strategic decisions in a competitive market. Therefore, one of the characteristics of decision analysis problems is that "good" decision-making does not necessarily bring about good outcomes. "How could I have been so stupid?" USA former president John F. Kennedy asked after he approved the Bay of Pigs invasion. 

A decision usually involves three steps: 

1. A recognition of a need: A dissatisfaction within oneself--a void or need; 

2. A decision to change-- to fill the void or need; 

3. A conscious dedication to implement the decision. 

So aside from that, we see that making the correct decisions is not only what we want to do, but includes what we have to do. The fear of making the wrong decision is what pushes and guides us to making a decision by utilizing a scientific approach. This is what Management Science is all about. 

One must distinguish between science facts and science fictions. Science fiction is a form of fiction that was developed in the 20th century and deals principally with the impact of imagined science upon society or individuals. Management science is a science fact which is evolving, self-correcting and, unlike science fiction, not valid for eternity. Whenever science is distorted, sensationalized or even reduced to a pseudo scientific level, a grave disservice is done to the public's attempt to understand scientific facts. 

Each and every business day the manager puts many decision questions to the test. The questions must first be identified as problems or opportunities, verified; scaled into mathematical models for which an answer will abound, and then controlled by updating the solutions because of the dynamic nature of business decisions. Mathematics has been recognized as an autonomous interior constructional activity which, although it can be applied to an exterior world, neither in its origin nor in its methods depends on an exterior world. The criterion of a good mathematical model is confined to its usefulness in making good strategic decisions. This is the absolute core of Management Science approach to decision-making, which is the science of decision-making. Not all science facts have practical usefulness. For example, Darwin's insight had no practical payoff, but he was a revered figure because he changed the way humans see their place in nature. 

It is this approach to decision-making that makes the business successful. But it is important to note that such a process does not come easily. Again, this process is of a three-fold origin that encapsulates doctrines of computer integration, mathematical scaling and modeling and finally re-entering new data transformations that will occur as time ticks onward. This is the complex analysis that will deduct our thinking in this regard. 

Management Science can help reduce or eliminate the fear of making wrong decisions by providing help with the decision-making process. In fact, management science's goal is to eliminate decidophobia. This is accomplished through the phased processes of management science that dissects the components of the decision into workable elements and allows one to proceed to the decision-making stage with sound knowledge on which to base one's choice. However, if you choose not to use management science, there are plenty of other ways to avoid making decisions. 

Further Readings:
Deutsch M., and P. Coleman, (Eds.), The Handbook of Conflict Resolution: Theory and Practice, Jossey-Bass, San Francisco, CA, 2000. 
Drucker P., Managing knowledge means managing oneself, a Leader to Leader, Vol No 16, Spring 2000. A very interesting article, warning that "... For the first time - literally - substantial and rapidly growing numbers of people have choices. For the first time, they will have to manage themselves. And society is totally unprepared for it." 
Fuller J., Managing Performance Improvement Projects: Preparing, Planning, and Implementing, Pfeiffer & Co., 1997. 
Janis I., and L. Mann, Decision Making: A Psychological Analysis of Conflict, Choice and Commitments, Free Press, 1977. 
Kaufmann W., From Decidophobia to Autonomy: Without Guilt and Justice, A Delta Book, 1973. 
McClure L., Anger and Conflict in the Workplace: Spot the Signs, Avoid the Trauma, Manassas Park Pub., VA, 2000. 
Siewert Ch., The Significance of Consciousness, Princeton University Press, 1999. The relationship between phenomenal and intentional thinking is explored. 
Steiner C., Scripts People Live: Transactional Analysis of Life Scripts, Grove Press, 1990. 

Chapter 2 - How to Avoid Making Serious Decisions?
In The Histories, written in 450 B.C., Herodotus makes the following statement: 

"If an important decision is to be made [the Persians] discuss the question when they are drunk and the following day the master of the house...submits their decision for reconsideration when they are sober. If they still approve it, it is adopted; if not, it is abandoned. Conversely, any decision they make when they are sober is reconsidered afterwards when they are drunk." 

What a strange way to make decisions, you might say. Perhaps it is, but there are even stranger methods of human choice. 




In the Misery of Indecisiveness 

Popular Strategic Methods: 

Recourse to someone or even something else: Examples are astrology (not astronomy which is a science), palm readings, looking up at stars, dialing 1-900 psychic friends, telepathy, telekinesis, the aura, crystals, dreams, colors, Feng Shui, numerology, fortune-tellers, etc. Physiognomy is any judgment about a person's character based on external appearance. Examples of physiognomy are: reflexology (your feet know), iridology (your eyes know). Physiognomy dates back to Aristotle. 

For example, in contrast to astrology, one must accept the fact that success is not due to a fortuitous concourse of stars at our birth, but due to a steady trail of sparks from the grindstones of hard work, determination, good planning, and perseverance. When it comes to the future, there are three kinds of people: those who let it happen, those who make it happen, and those who wonder what happened. 

In all these popular avoidance strategies, you are better off taking advice from Kermit the Frog. A New York City detective said, "I've gone into hundreds of fortune-tellers, and have been told thousands of things, but nobody ever told me I was a policewoman getting ready to arrest them." Fortune befriends the bold who make good decisions. 

False hopes: Hoping for something to happen over which we have no control over its outcome. For example, hoping your airplane lands safely while you are just a passenger not the pilot of the plane. False hope and fear are two sides of the same coin. We can promise according to our hopes that are under our control only (and have some degree of certainty on its outcome), however, we avoid making decision according to our fears of the outcomes. 

Do not think about it: The decision-makers who are waiting for something to turn up, might start with their shirt sleeves. You can either take action, or you can hang back and hope for a miracle. Miracles are great, but they are so unpredictable. Doing nothing about a problem on hand, will certainly get out of control and devour other elements of your business too. You've got to jump off cliffs all the time and build your wings on the way down. 

Do anchoring: Give disproportional weights to some information instead of waiting as long as possible, to have all the information. 

Sunk-cost conscious: Repeat the same decision because "you have invested so much in this approach (or your current job) that you cannot abandon it or make another decision (or look for a better position)." 

Failure to reflect on the problem: Reflection before action is often resisted by some managers. They often feel that reflection takes too much time, requires too much work, or they do not know much about decision problem/opportunity. Remember that: A man should always be already booted to take his journey. 

Look for confirming-evidence: Seek out the information to support an existing preselection and discount opposing ones. To put what you like against what you dislike is the hanky-panky of the mind. 

Pray for a miracle: Whatever we pray for, we pray for a miracle. Every prayer reduces itself to this: "Great God, grant that twice two be not four." A miracle is an event described by those to whom it was told by men who did not see it. As Emerson said "As men's prayers are a disease of the will, so are their creeds a disease of the intellect." 

The worse things get,
the harder people pray,
the worse things get.

Be over-confident: This makes you optimistic and then make high risk decisions. As Henri Poincare said, "Doubt everything or believe everything: these are two equally convenient strategies. With either, we dispense with the need to think for ourselves." 

Be too prudent: Be over curious long enough to delay the decision. If you are too careful, you are so occupied in being careful that you are sure to stumble over what you are going to decide. Our doubts are traitors and make us lose the opportunities, by fearing to make our decision. Indecision is debilitating; it feeds upon itself; it is, one might almost say, habit-forming. Not only that, but it is contagious; it transmits itself to others who depend on you. 

Misrepresentation: Use argument that "seems" scientific. For example, compute and use the average salary as a typical representative of salary rather than the median. 

Pass the buck: Pass off responsibility of making the decision to someone else. Do not make decisions by yourself. Bring in someone to blame if things go wrong. For example, for life's problems some may marry to constantly blame their spouse because it is easier than taking responsibility. Remember that it takes two to tango. 

Have second thoughts: Second thoughts have aborted more useful decisions than all the difficult circumstances, overwhelming obstacles, and dangerous detours fate ever could throw at you. Undermining your authenticity by succumbing to someone else's second thoughts is a sinister, subtle, and seductive form of self-abuse. 

Succumb to failure: Believe that the choices you will make are predestined and you are bound to fail (one gets used to failure) versus the result of hard work and thought. 

Set up a committee: To make decisions, try to set up a committee not necessarily consisting of experts. So if everything goes well, every member is proud of such a decision. But if everything goes wrong, nobody is responsible. Every member would say, "It was not I; it was the committee's decision. You see, we couldn't agree, therefore we voted". Put a face to a faceless group, call it "the committee." A committee is an animal with four back legs. The committee's members, who are wishing that just to vote in "either/or" fashion are those who are not able to contribute to the decision-making process, therefore shouldn't be trusted with an important decision. A group decision support system could be a technologically advanced version of this strategy. Of course setting up a committee could be done correctly with the proper experts. However, my experience has shown that committees are used more to displace blame and accountability. I see no good in having group decision makers. Let one person be the decision maker; let one person be responsible and accountable. A committee is a cul-de-sac down which ideas are lured and then quietly strangled. The greatest things are often accomplished by individual people, not by committees. 

False decentralization: Decentralization could take place when an authoritative manager delegates accountability to a new "director of…" for every new decision-making problem, but not delegating any authority. 

Failure to define the problem: This certainly lends to a wrong solution. Not knowing the problem, any solution is wrong. If you know the problem then, your solution might be good. 

Failure to understand the problem: This is caused, among others, by subjectivity, irrational analysis, lateness or procrastination, lack of sensitivity, and lack of focus. 

Complexity is confusing to the decision maker: Simplify and even change the problem to something which you have a strategic solution for (e.g. this is committed by many OR/MS/DS analysts when they change the model to fit their strategic solution algorithm). 

Rationalization to limit the course of actions: This strategy is very popular. Stack the cards to make one alternative clearly right and remove all risk. 

Reasoning by analogy: Analogies are not made for proof. 

Information: Information gathered is not valid. Decisions are often made first and information sought to support the solution, or much of the information gathered is irrelevant to the decision-making. 

False alternative: It attempts to box the decision-maker into a corner from which there is no escape except to accept the alternative. "If you are against abortion, you must work for a law against it." This is an example of false alternative, because you may think that a law against it is even worse. 

Decision is only symbolic: One will fight hard for a policy and then be indifferent to its implementation. 

The Decision maker has obligations: Sometimes decision makers act against integrity to meet some critical personal obligations. 

Toe the line: When faced with questions such as "What should I do?", "How should I live?", etc., you may "Toe the line", that is, follow the group, don't disagree and do what others are doing in your profession as men in uniform (i.e., one form) do. 

Best of all, decline responsibility: Some shrugged their shoulders as if to shake off whatever chips of responsibility might have lodged there. Stagnate or do nothing is another possible one. Some people do this in belief that the right strategic solution will eventually become obvious. Decline all responsibility, or better still, do nothing; i.e., status quoism. However, "not to decide is to decide". A business manager makes decisions. Whether they are right or wrong, they get made, and they are clear. A weak manager procrastinates and gives false signals, leaving subordinates to charge off in different directions. To avoid criticism do nothing, say nothing, be nothing. The choice not to choose is the choice to remain unconscious and, therefore, to wield power irresponsibly. 

Post-decision anxieties: The more highly desirable the alternatives that must be rejected and the faster the decision must be made, the greater are these anxieties (also known as cognitive dissonance). Most people accentuate the positive in their decision and deny or ignore the positive aspect of the rejected alternatives. 

Misattribution of causes: Attribute your own success to your skills and hard work and your failures to unavoidable external forces. Do the opposite for other people's success and failure. 

Your anxiety is directly proportional to your mental modeling process of reality, for you bring on yourself unlimited fears and unrealistic desires. Decision-making involves a series of steps. The mental modeling process begins with the formation of goals and proceeds to the identification of problems and alternative courses of action. It does not end until well after the decision or choice is actually made and the post decision anxieties have been experienced. Decision-making, however, is one management function that is important at all points in the process of management. 

The following second sets of reasons for avoiding decision-making are legitimate and appropriate reasons. These include: depression and other mental illness (which impairs decision-making functions), coercion, and brainwashing: 

When you should not make serious decisions: There are situations when you should not make serious decisions. For example, suppose a person in an executive position within a company has Depression, which is a mental disease, he or she should not be in charge of making serious decisions while being under medical treatment. Otherwise, it could be costly to the company For a well publicized case of the Norwegian prime minister depression situation. He conquered his depression to assume his usual responsibilities. Richard Nixon claimed that "I was under medication when I made the decision to burn the tapes." 

Coercive decision-making: Coercive persuasions are Mind Control tactics which are part of a Brainwashing practice which are designed to greatly modify a person's self-concept, perception of reality, and interpersonal relations. When successful, they influence the victim's independent rational decision-making ability. Brainwashing is a very intricate process that consists of two stages: 

· One is Conditioning and used for controlling the mind of the victim, e.g., inducing manipulative guilt, covert fear, intimidation, mental and moral confusion, eliciting confessions to uncommitted crimes, and propaganda. 

· The other is Persuasion to cause an inability to think independently, e.g., implanting suggestible impulses into the victim's mind. 

Coping with such an inhumane treatment by other people requires first of all that one should never allow the feeling that he/she is a victim but rather a survivor: 

· Victims ask for pity, Survivors look for challenge. 

· Victims worry about who is to blame, 

· Survivors find a way to make a difference. 

· Victims complain; Survivors take action. 

The most effective propaganda and indoctrination system is one where its victims do not think they are being propagandized and indoctrinated. We are all familiar with "mild" persuasive techniques used in commercial advertising campaigns to influence consumers' buying behavior. "They" tell us we’ll be healthier, happier, sexier, smarter if only we purchase their products. Many people are unhappy, and neurotic today partly because advertising has caused them to have unrealistic expectations of life, themselves, their jobs due to the fantasy-land products and services that are constantly pushed on them. 

Solving a problem by creating a new one: Often, because of deep frustrations in facing a difficult problem, one may unfortunately solve it by creating a bigger problem. This strategy tries to get rid of a present problem with the unfortunate byproduct of forming a new problem. For example using alcohol instead of facing the difficulties of the problem courageously will only result to the realization that if alcohol kills germs it also removes personal dignity. In reality, the "happy-hours" are followed by the misery of addiction. Every solution may have a problem. 

Further Readings:
Arsham H., Decidofobia: Miedo a la toma de decisiones importantes. ¿Cómo evitar tomar decisiones importantes?, Revista Inter-Forum, 16(3), 50-62, 2002.
De La Boétie E., The Politics of Obedience: The Discourse of Voluntary Servitude, Harry Kurz (Translator), Black Rose Books Ltd., 1998.
Leach J., Survival Psychology, Macmillian, 1994.
Meerloo, J., The Rape of the Mind, The University Library, 1961.
Rosen M., On Voluntary Servitude: False Consciousness and the Theory of Ideology, Harvard University Press., 1996.
Sargant W., Battle For The Mind, Heinemann, London, 1976.
Stephens L., and G. Graham, When Self-Consciousness Breaks: Alien Voices and Inserted Thoughts, MIT Press, 2000. Examines thought insertion as example of what the authors call "alienated self-consciousness."
Sun-Tzu, The Art of War, R. Sawyer (Translator), Barnes and Noble Company, 1994.
Sun-Tzu, and G. Michaelson, Sun Tzu: The Art of War for Managers, Pressmark International, 1999. 
Visit also the Mindful-Things Web site. 

Chapter 3 - How to Make Good Decisions
Unlike the strategies used in the previous section which tell you what to do, it is possible to learn how to make good decisions. It is possible to learn the process of making good strategic decisions by practiced deciding. This Web site is about practiced deciding, to which you must give enough thought. You will learn how to use your own abilities within a focused and structured decision process to actively and pro-actively make decisions. Active decision-making involves a responsible choice that you must make, while pro-active decision making is the practice of making decisions in advance just like "in the case of fire". 

Decision Problems or Decision Opportunities: At one time or another, organizations develop an over-abundance of decision problems. Sometimes they can be linked to organizational trauma, like down sizing, budget restraints or workload increases, but sometimes they evolve over time with no apparent triggering event. Increased complaining, a focus on reasons why things can't be done, and what seems to be a lack of active role characterize the "problem" organization. If the manager is walking negative and talking in a negative way, staff will follow. 

In many instances we forget to find positives. When an employee makes an impractical solution, we are quick to dismiss the idea. We should be identifying the effort while gently discussing the idea. Look for small victories, and talk about them. Turning a problem into an opportunity is a result of many little actions. Provide positive recognition as soon as you find out about good performance. Do not couple positive strokes with suggestions for improvement. Separate them. Combining them devalues the recognition for many people. It is easy to get caught in the general complaining and bitching, particularly in customers complains. 

Decisions are an inevitable part of human activities. It requires the right attitude. Every problem, properly perceived, becomes an opportunity. In most situations the decision-maker must view the problems as opportunities rather than solving problems. For example, suppose you receive a serious complaint letter from a dissatisfied customer. You may turn this problem into an opportunity by finding out more about what is wrong with the product/service, learning from the customer's experience in order to improve the quality of your product/service. It all depends on the decision-maker's attitude. A pessimist sees the difficulty in every opportunity; an optimist sees the opportunity in every difficulty. 

Each problem has hidden in it an opportunity so powerful that it literally dwarfs the problem. The greatest success stories were created by people who recognized a problem and turned it into an opportunity. 

A deliberate effort to broaden your experiences is the single most helpful effort in making good decision. By exposing yourself to a variety of different experiences causes you to look at things from different perspectives. This provides you with extra mind-eyes to see problems and issues and compare them to apparently unrelated situations and see new opportunities. 

Pros-Cons-Interesting implications method: Prior to the science of the making decision era most managers relied on the "Pros-Cons-Interesting implications method". In using this approach, simply write down the proposed decision and then below it, draw up a table with headings 'Pros', 'Cons' and 'Interesting implications'. In the column underneath the 'Pros' heading, write down all the positive points of taking the action. Underneath the 'Cons' heading write down all the negative effects. In the 'Interesting implications' column write down the extended implication of the action, whether positive or negative. The main weakness of this approach is that the score you assign can be entirely subjective. Therefore, this approach may not help you in defending yourself if the outcome of your decision is undesirable to those whom you are accountable. It is known that, Benjamin Franklin based all his important decisions using the Pros-and-Cons methodology. 

Search Process Approach by Diagramming: Most of your decisions can be made using your past experiences and some strategic thinking. You may encounter problems where one wrong decision could have adverse long-term effects and lead to severe mistakes and considerable failures. In many situations, small bad decisions turn out to have important consequences, as for example, in air traffic accidents. When things go wrong, one may try to discover the causes for it. In these types of decision problems that some historical knowledge and experience, the decision-maker may apply a search process to find the main factors that cause the problem. This will enable the decision-maker to make the appropriate decisions and take the necessary steps to remedy the situation. 

From the start of human history, diagrams have been pervasive in communication. The role of diagrams and sketches in communication, cognition, creative thought, and decision-making is a growing field. Consider the question: "why has profit declined?" The following diagram contains a search process by diagraming for this decision problem: 

Subjective and Objective Decision-Making: Your decisions might be categorized in two groups with possible overlaps in some cases. One category is subjective decision-making which are private, such as how you want to live your life, or decide on something just because "It feels good". In subjective decisions you might also consider your strengths, weakness, opportunities and threats. The other group of decisions is objective, purely unemotional decision-makings, which are public, and require one to "Step outside one" so that you can discount your emotions. For example, a CIO deciding for the company must ask among other questions "Can I convince the shareholders?" This group of decision-making involves responsibility, which requires rational, defensible and accountable decisions. Therefore, the first group consists of private decisions which might involve emotion, and the second's almost entirely based on rational decision-making. However, the really hard decisions involve a combination of both. The difficulty might arise from the fact that emotions and rational strategic thinking are on two different sides of the human brain, and in difficult decisions one must be able to use both sides simultaneously. The following table contains the two extreme approaches of human's mind, namely the pure-subjectivity and the pure-objectivity: 

	Subjectivity versus Objectivity of Human's Mind

	
	Subjectivism
	Objectivism

	Decision
	Voluntarism
	Determinism

	Ontology
	Nominalism
	Realism

	Epistemology
	Normative
	Positivism

	Methodology
	Ideology
	Experimental


The Decision-Making Process: A decision-maker must first decide on his/her values and set goals to insure a fruitful decision-making process. The environment you fashion out of your decisions is the only climate you will ever live in. Therefore, before taking any course of action one must discover/create a set of alternative courses of action and gather information about each. Having gathered the information with which to make a decision, one must apply information for each course of action to predict the outcomes of each possible alternatives and make a decision for implementation. Out of every good decision, comes forth a new problem that will require another effort. Each success only buys an admission ticket to a more difficult decision problem. 

In the decision-making modeling process we must investigate the effects of presenting different decision alternatives retrospectively; that is, "as if" you have implemented your strategy. The decision has already been made under a different course of actions. The key to a good decision is reflection before action, therefore, the sequence of steps in the above decision-making modeling process must be considered in reverse order. For example, the output (which is the result of our action) must be considered first. The following are the decision-making sequential steps with some possible loops: 

1. Value and the Objective: Consider the full range of objectives to be fulfilled and the values implicated by your action. 

2. Set of Actions: Thoroughly consider a wide range of possible alternative courses of action. 

3. Evaluate the Consequences: Carefully weigh whatever you know about the costs and risks of negative as well as positive consequences that could flow from each alternative. 

4. Gathering Information: Intensively search for new information relevant to further evaluation of the alternatives. Information can be classified as explicit and tacit forms. The explicit information can be explained in structured form, while tacit information is inconsistent and fuzzy to explain. 

5. Information Processing: Correctly assimilate and take account of any new information or expert judgment, even when the information does not support the course of action initially preferred. 

6. Action Assessment: Reexamine positive and negative consequences of known alternatives, including those originally regarded as unacceptable, before making a final decision. 

7. Implementation of Your Decision: Make detailed provisions for implementing and executing the chosen course of action, including contingency plans for known risks and adjustments. 

Finally, I would like to list some characteristics of "Good" decision makers: 

· Having a high tolerance for ambiguity. 

· Having a well-ordered sense of priorities. 

· Being a good listener. 

· Always building the consensus around a decision. 

· Avoiding stereotypes. 

· Remaining resilient with feedbacks. 

· Being comfortable with both soft and hard input. 

· Being realistic about cost and difficulty. 

· Avoiding a decision minefield. 

Further Readings:
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Covey S., The 7 Habits of Highly Effective People, Running Press, 2000.
David A., Models implementation: A state of the art, European Journal of Operational Research, 134, 459-480, 2001. Hogarth R., Judgement and Choice: The Psychology of Decision, Wiley & Sons, 1987.
Plous S., The Psychology of Judgment and Decision Making, McGraw-Hill, 1993.
Rubin T., Overcoming Indecisiveness: The Eight Stages of Effective Decision Making, Harper & Row, 1985.
Wickham Ph., Strategic Entrepreneurship: A Decision-making Approach to New Venture Creation and Management, Pitman, 1998. 
Zukav G., The Seat of the Soul, Simon & Schuster, 1999.
Zyman S., The End of Marketing As We Know It, Harper Collins, 2000. The author demonstrates why marketing is not an art but a science. 

Chapter 4 - Decisions Concerning Personal Life
Total quality begins with total personal quality, organizational empowerment begins with individual empowerment, and managing information system (MIS) means managing your life. The same decision-making process one faces in business arises in all other aspects of one's life, but they are obscured in other parts of life because they are not overlaid with as many complexities that arise in business. If you expect people who do not treat themselves well to treat the world well, you will be sorely and surely disappointed. 

In Lee Iacocca's words: 

Over the years, many executives have said to me with pride: "Boy, I worked so hard last year that I didn't take any vacation." I always feel like responding, "You dummy. You mean to tell me you take responsibility for an $80 million project and you can't plan two weeks out of the year to have some fun?" 

Business decision-making is a simple arena of choices expressed in dollar terms, and that simplicity is the reason for discussing the decision-making process in the context of business, though it can apply elsewhere just as well. Values, ethics, means, and social complexity must enter into the decision-making process along with the monetary evaluation such as cost-and-benefit analysis. 

We all know the difference between "right" and "wrong", and we can tell "good from "bad". But we also know that the more difficult decisions come when we have to choose between good and better. The toughest decisions of all are those we have to make between bad and worse. 

Many people believe that predetermined destiny rather than their own decisions govern the affairs of their lives. Personal mastery teaches us to choose. Choosing is a courageous act that entails opting for various courses of actions that will define one's destiny. Destiny is not a matter of chance. It is a matter of choice. Striving for goals (i.e., the objective of your decisions) that do not reflect your values and consequently do not make your life joyful is how we make ourselves unhappy. But if you do not know what you want, then how will you know how to achieve it? Have a very clear picture of what you want out of life and what it will take to get it. There is a popular, classic song in which a raspy female voice exclaims to her independent female audience, "use what you got.....to get what you want." 

Be realistic about your abilities. When there is a way, there is a will. The opposite is not true as many people unfortunately believe and have taken as the basis for decisions concerning their personal life. Thinking about strategies to strive after that are beyond your abilities can ruin your life. If a goal is unattainable and you go after it anyway, the consequential failure may cause you pain and diminish your energy (and resources of the organization). You do best in your profession and your personal life by doing well with respect to your capacity and values rather than trying to do better than another person or organization. Judge your success by what you had to give up in order to get it. 

He knows not his own strength that has not met challenge. When you are facing a decision, then you are sounding-out the depth of your own strengths and the richness of your resources. One is responsible for one's own life. Passivity provides no protection. 

All religions, arts, philosophy, morality, and sciences are branches of the same tree. All these aspirations have pondered the search for what constitutes a good life. Yet only in the last decades has the study of well-being become a scientific endeavor. The results indicate that the goals and values of personal life are very subjective and mostly cultural. Most people spend a lifetime searching for happiness. They chase idle dreams, addictions, religions, even other people, hoping to fill the emptiness that plagues them. The irony is that the only place they ever needed to search was within. 

One must decide for oneself: Leaders and followers face different problems. The leaders have to wonder if the followers will follow them faithfully and the followers wonder if the leader will bring them to the "promised land". In essence, the leaders and the followers are slaves to each other's needs. 

There are many factors that contribute to being a good decision-maker, the cardinal ones are: 

1. Self-esteem (not pride): Self-esteem is a big factor in making good decisions. Some people easily pressured into doing things by others are easily told what to do because they have very low self-esteem. Never feel sorry for yourself -- it has a deadly effect on your thinking. Recognize all problems, no matter how difficult, as opportunities for enhancement and/or affirmation of your life, and make the most of these opportunities. Creativity in making good decisions requires having a clear mind. 

2. Courage: Courage is to think for yourself. When one has low self-esteem one can be talked into doing almost anything because one depends on others too much for advice. This is all because one may not have strength and courage to listen to his/her own thoughts. There are many ways to escape from your own strategic thinking engagement. For example, have you asked yourself why you read newspapers? Could it be an escape device? As a reporter puts it "Fact that is fact every day is not news; it's truth. We report news, not truth." It may be a shock to most of us that, Thomas Jefferson said "I do not take a single newspaper, nor read one a month, and I feel myself infinitely the happier for it." You ought to never try to avoid the duty of making up your mind for yourself. If you do not make decision for yourself, others do it for you: "You're legally allowed to drink now so we figured the best thing for you was a car."

3. Of all the gifts that a parent can give a child, the gift of learning to make good choices is the most valuable and long lasting. 

4. It takes education and courage to gain more self-esteem to be positive or confident in decision-making. Listen to yourself and think for yourself. This won't get you into trouble because of someone else. Courage means the act of intelligent risk taking while looking forward into the future. 

5. Honesty: Honesty is to be the one you are. Be objective about yourself and others. It is important to identify your weaknesses as well as your strengths, and 

6. Love: Love means caring about yourself and other people. It means that you go to sleep at night knowing that your talents and abilities were used in making decisions that, served others. The wonderful thing about love is that it embraces, without binding. 

7. To be honest, you must fully accept that at this moment, you can only be what you are. no more, no less; however, with the inevitable passing of each moment of time, you will gradually, but surely change -- to become more or less, better or worse, stronger or weaker. Your choice is the direction of change: it is yours alone. The only true competition is the rivalry within your changing self. It is the very basis of a good decision making. 

8. Hard Decisions: Only you can change your life. No one can make decisions for you when it comes to serious questions, such as, What ought I to do?, What should I believe?, What can I know?, How should I live? What Ralph Waldo Emerson tells us is that the only good answers to such questions are personal and examined ones, rarely those adopted by large groups; conscious, reasoning minds should neither pray to strange Gods, nor encourage the vanities of the self. That alone can set us on the path to freedom. All the interest of your education should come together to make decisions for yourself. What is the use of education if you cannot face these questions to your own satisfaction? While you are making these decisions, you feel for the time being that your life is your own. Do not envy others, because who envies others does not obtain peace of mind. Everything starts with yourself -- with you making up your mind about what you're going to do with your life. 

9. Major decisions require courage. We must have courage to bet on our decisions, to take the calculated risk, and to act. 

10. Finally, in personal decision-making there is no one better to talk to than yourself if you really want to get things worked out. No other person has as much information about your problems, and no one knows your skills and capabilities better. 

11. Self-Realization: Maslow's work specifies that individuals have a hierarchy of needs ranging from basic needs for survival and safety to higher-level needs for esteem and self-actualization, as shown in the following figure:


1. Physiological Needs: These are primarily biological needs. They include such things as the need for adequate nutrition, shelter, warmth and medical care. 

2. Safety Needs: After physiological needs, the second most compelling needs that individuals face are safety and security. 

3. Belongingness and Love Needs: When physiological and safety needs have been addressed, the next set of needs -- those related to belongingness, affection and love -- can emerge. 

4. Esteem Needs: If the first three needs are fulfilled, the need for esteem may become dominant. This refers both to self-esteem and to the esteem a person gets from others. 

5. Self-Actualization Needs: The highest level of needs, those that individuals are able to satisfy when all other more basic needs have been met, is the need for self-actualization. Self-actualization is a person's need to be what he/she is. A musician must make music, an artist must paint, a poet must write, if he is to be ultimately at peace with himself. 

What does Maslow mean by his observation with respect to self-realization? My answer is: If it falls your lot to be a street sweeper, sweep streets like Michelangelo painted pictures, like Shakespeare wrote poetry, like Beethoven composed music; sweep streets so well that everybody will have to pause and say, Here lived a great sweeper, who swept his job well. 

Popular Strategies in Avoiding Personal Decisions: Decisions shape our personal lives, however decision-making can be a stressful, bewildering personal responsibility. Decidophobia is the fear of making your own decisions. The comparison and choice of goals and standards arouses the most intense decidophobia but the only way to insure stability in the strategic thinking is to engender fear. In the past few decades, the field of decision-making has concentrated on showing the limitations of decision makers - that is, that they are not very rational or competent and their thoughts are clouded with a plethora of possibilities, variables and outcomes. In short, there is the lack of a well-focused structured decision-making process. 

The following strategies or combination of them enable decidophobes to avoid making their own decisions. 

· Religion: Religion and the proclamation of what is good and evil is the most popular one. It is through this unity that the decidophobe avoids confrontation. Instead of inviting us to evaluate alternative standards, it gives us norms as well as detailed standards. 

Every religion too, is a model for questions such as: How should I live, What should I believe? How should I behave? What should I do and so on. In Islam, for example, a man may have more than one wife (officially up to four, at any given time), but he should not drink wine. In Christianity the opposite is allowed. Here you have a choice. 

Models are always changing to adapt to reality. For example, Martin Luther, and John Calvin among others, found a need for reformations and modified the Catholic model. The same happened with the Eastern models, such as Buddhism which is the reformed Hinduism. Models, in general, should be able to provide "insights" useful to cope with the decision problem. In the case of religious models, the question "how should I live?" is not a decision problem. The imperative and authoritative answers to almost all similar decisions are already given. However, there is only one big decision one must make first -- "the leap of faith." While the organized religions are life-enhancing for those who need their services, they are not life-affirming (e.g., concepts of origin sin and redemption as its cure). 

The source of all religion and metaphysics is the recognition of a higher power, such as god(s), or "the-thing-in-itself", respectively. Much of what passes for religious faiths, and metaphysics idols (i.e., ideas) amounts to a side bet, covering a vague belief that "there must be something" or that man needs to believe. Philosophy and religion are accustomed in constructing models such as, metaphysics of a higher world, and another-world, in order to despise this world. 

Believing in God, while is sometimes advantageous health-wise, can have the reverse effect: it can predict mortality. A study of 600 older hospital patients, 95% of whom were believers, found that people who felt alienated from God, or who blamed the devil for their illness, had a 19% to 28% increased risk of dying over the following two years. 

· Drifting: Instead of choosing how to live and what to believe, The drifting person simply follows the "status quo". On the opposite end of the spectrum is the person who has no ties, no code of conduct, or purpose. These types of individuals are afraid of making any decision, no matter how small. 

· Allegiance to a Movement: This strategy identifies the people who are dissatisfied both with traditional life styles and with being adrift, so they join a movement. This is an indication of a person's fear of "standing alone". 

· Allegiance to a School of Thought: This strategy helps to give one an identity. People of this nature share a way of thinking and deal with problems in the same way. 

· Exegetical Thinking: In this strategy one reads in the text, assumes that the text that one reads is right and therefore, treated as an authority. This enables the exegete to read his own ideas into the text and get them back endowed with authority. The exegetical thinker fears independence and independent thinking. 

· Manachaeism: For the Manachaeist, the decision is most important and generally makes itself; the choice is loaded. It is when all the odds are stacked, all the good is on one side, all the evil on the other. It ignores all other alternatives. 

· Moral Rationalization: The idea is that the moral rationalist, through rational thought, can make decisions. However, that moral rationalism may involve an inadequate conception of reason and responsibility. Man -- a reasoning rather than a reasonable animal. 

· Pedantry: This strategy emphasizes on a "microscopic distinction". Decidophobia engulfs the pedantic person, as they never get around to considering major decisions and do not look at, or see, the big picture. Action always generates inspiration. Inspiration seldom generates action. 

· The Wave of the Future: Although this strategy overlaps with religion, allegiance to a movement or to a school, and to ignore other alternatives and, like other strategies, there is a fear of standing alone and unsupported. Ideals are acceptable because they are "the wave of the future". Idealism increases in direct proportion to one's distance from the decision problem. 

· Marriage: One of the most popular strategies is that of marriage. This strategy is based on the premise that in marriage, the decisions are left, in most cultures to the husband. However, either spouse can succumb. Decisions are either a consensus of the two or there is a disagreement and one ends up "going along" with the other. 
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Chapter 5 - Problem of Determination of Values & Ranks Among Values
A question that has inspired many theories conveys the impression that the numerous theories of values and valuation are deeply heterogeneous, some being rational and some irrational, some seeing values as the mere effect of social inculcation, others the effect of emotional factors, as resentment. Moreover some theories attempt to derive values from self-interest, others from the constraints imposed by society on individuals. 

Rational Choice Model: Rational theory deals with one of the major "rational" theories used today to explain norms and values: the so-called "Rational Choice Model". In the expression "Rational Choice Model" the word rational is used in an indigenous fashion, as an equivalent of "instrumentally rational." An action is "rational" in this sense if it can be held as representing objectively a good way of reaching the goal the subject is following. While its supporters see it as a potentially universally valid theory, in other words as the only one actually able to explain indistinctly all human activities, this claim seems ungrounded. 

Relativistic vs. Naturalistic Theories: The interest and limits of these theory deal with the question of which values should be considered as the emanation of singular cultures and, for this reason, vary from one culture to another. These models are dominant today because they defend a relativistic view of values and treat the perception people have of the reasons as to why they endorse such and such values as illusory. Some opponents of the relativistic theories have instead a naturalistic theory of values. It takes its inspiration from sociobiology. 

Axiological Rationality: Axiological rationality was studied by Weber in distinction between axiological rationality and instrumental rationality. The instrumental rationality deals with the relations between means and ends, the notion of axiological rationality introduces the idea of a non-consequential type of rationality. This idea can be presented as a sequential type of rationality rather axiological rationality. The explanation of axiological feelings is concerned with the cases where social actors act in conformity with their values. 

Cognitivist Model: Cognitivist model is a generalization of the Rational Choice Model which starts from the idea that the notion of rationality has two very different meanings: The sense of the concept in economics, and the philosophy of science. It implies that some irrational people can be interpreted rationally, provided the notion of rationality is adequately defined. It is also concerned with the development of the "judicatory" or "cognitivist" theory of rationality. The cognitivist model is also applied to the analysis of the feelings of justice in an attempt to apply the judicatory theory of values to a well-circumscribed field: the feelings of justice. Philosophers, such as Rawls, propose implicitly a theory as to what people mean when they perceive a distribution of goods as fair or unfair. They are in some circumstances Kantian (that is, they tend to follow principles of universal value), while they are rather in other circumstances utilitarian (That is, they tend to follow their interest and hold principles as valid provided they can consider them as serving their interest). Concepts such as "local justice" or "bounded justice" are concerned with building a bridge between reality and theory on the feelings of justice. 


The following flowchart depicts the dynamic nature of the needs and values in personal decision-making process: 

The above chart represents the needs and values causal connections in both space and time, by bring isolated facts from two primaries and secondary sources together and help us construct a coherent understanding of the external world. This conditional knowledge is acquired from experience or learned and tie a flexible and highly interrelated network of links along which reasoning is possible and which can be applied to different decision making situations. 

With respect to decision-making, instead of saying that man is the creature of circumstance, it would be more accurate to say that man is the architect of circumstance. It is character, which builds an existence out of circumstance. From the same materials one man builds palaces, another hovels; one warehouses, another villas; bricks and mortar are mortar and bricks until the architect can make them something else. 

As my reader noticed by now, the major problems for the scientists are the problem of determination of values and the assignment of ranks among the values. 

The ultimate goal of human decisions is always the satisfaction of the acting man's desire, which is almost always "growth". There is no standard of greater or lesser satisfaction other than individual judgments of "values" and determination of "ranks" among those values. The values and their ranks are different for various people and for the same people at various times. 

A potential problem is deciding the importantness of the things you think about most of the time. The solution to this problem is to come-up with some criteria in evaluating the degree of the values you hold dear for achieving living well. We have to give meanings to our individual life, otherwise our lives are blank and senseless. 

The first task in making private and personal decisions is to find out what the "values" are, for what? The answer is for the enhancement and affirmation of your life. Moreover, one must decide about the "ranks" among these values and their relation to the other values. The following is an ordered three-category model: 

1. Group A: This most important group includes all the things that you can do for yourself and no one else can do for you. Examples include "a good night's sleep", learning to think for yourself, and your health. As a Spanish proverb says "A man too busy to take care of his health is like a mechanic too busy to take care of his tools." You know it well that "Your health is your wealth." 

2. Group B: The things, which are yours and could not have been anybody else's. For example, your child belongs in this group. 

3. Group C: All other things. Such as your house, your job, etc. 

Clearly, the question concerning what belongs to which group is highly subjective. For example, your job could become a member of group B if you like what you do and you believe no one else can do it as good as you do. Works of art for the artists belong to this group. 
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Hechter M., et al., The Origin of Values, A. de Gruyter, New York , 1993.
Keeney R., Value-Focused Thinking: A Path to Creative Decision Making, Harvard University Press, 1992.
Nozick R., The Nature of Rationality, Princeton Univ. Press, 1994.
Rawls J., A Theory of Justice, Belknap Press, 1999.
Chapter 6 - Thinkable Decisions and the Economy of Strategic Thinking
What do artists do? They make models of reality that are more beautiful than reality itself in order to make our existence bearable. However, as Michelangelo once said, "A man paints with his brains and not with his hands." Moreover, a modeler of reality is an artist with constraints. A Japanese proverb says, "Thinking without action is a daydream. Action without thinking is a nightmare." Therefore, there are two kinds of failures: those who thought and never did and those who did and never thought. 

Speechless thought moves over the fibers of our brain like water over the face of the deep. That we think, we know because we think. That we are, we know because we think; but what is it to think? And what is it to know that we think? What happens when you let your mind wander? When human mind has nothing specific to think about, it becomes chaotic, flitting from one thought to another in a random way. That's why thinkers are more often in a good mood while thinking than they are in their free time. 

When one faces a problem, one must always ask whether the problem is thinkable. Not every idea or concept is thinkable. Moreover, every thinkable idea deserves its own duration of time in your mind. 

Our senses furnish the mind only with materials of information; it is our thinking that converts information we receive to our useful knowledge for decision-making. Decision-making is described as the economy of thinking. There are six steps that must be considered in making a good decision. The steps are as follows: 

1. Is it thinkable? Is your problem thinkable? 

2. Is it my business? Is it really necessary for you to think about it? It seems like one of the hardest lessons to be learned in life is where your business ends and somebody else's begins. The moment a question comes to your mind, see yourself mentally taking hold of it and disposing of it. In that moment is your choice made. You learn to become the decider and not the vacillator. 

3. Do you have enough explicit information to start your strategic thinking? Information can be classified as explicit and tacit forms. The explicit information can be explained in structured form, while tacit information is inconsistent and fuzzy to explain. 

4. How long should I think about it? The key is in not "spending" time, but in "investing" it. Thinking does not stay in some minds very long because unfortunately they do not like solitary confinement that is needed. 

5. Implementation - taking action. Thinking without action is daydreaming. To think too long about doing a thing often becomes its undoing. 

6. Monitoring my action. Since everything changes, to be in control of my problem I have to adapt and update my thinking. The art of life is a constant readjustment to our situation. 

Following the above thinking process with its many loops, then it is very likely that good ideas spring into being in response to your analytical probing. This analytical thinking is the most powerful tool for the mind. Without this, recurrence relation will keep coming back to your mind to haunt you. 

What happens when you let your mind wander? When a human mind has nothing specific to think about, it becomes chaotic, flitting from one thought to another in a random way. That's why thinkers are more often in a good mood while working on model building than they are in their free time. 

The crux is noticed in Alices' Adventures in Wonderland: " ' How am I to get in?' asked Alice again, in a louder tone. 'Are you to get in at all?' said the Footman, 'That's the first question, you know.' " 

Remember that most people waste most of their time every day majoring in minors. Time is of no account with great thoughts. Obviously, the basic problem is this: Law firms, which bill by the hour, are more profitable when less efficient. As Goethe said "Things, which matter most, must never be at the mercy of things which matter least." Time is the scarcest resource and unless it is managed nothing else can be managed. 

If you work on a nonexistent problem there are much fewer obstacles to overcome. To accomplish something noteworthy, we should look to do something worth the effort unless we are trying to relax. In times of leisure, nonexistent problems usually need to be sought out! 

Here is an example of an unthinkable question/problem. Is there an after life? This question is not thinkable. You must think about it as much as you think about "life before life." We can ask primal questions, but we can never stand near the beginning or the end. 

In other cases, the questions are thinkable, however, one "wishes" not even raise any doubt about them that invoke strategic thinking . These cases include, e.g., our deepest beliefs. And in many cases, one even deliberately changes the perception of the problem in order that it suits ones preconceived desirable decision. This is unfortunate, but people lie much more to themselves than to others. 

I studied the lives of relatively great men and famous women, and I found that the men and women who got to the top were those who did the jobs they had in hand, with everything they had of energy and enthusiasm and hard work. 

On the duration of the strategic thinking , Albert Einstein said "I think and think for months and years, ninety-nine times, the conclusion is false. The hundredth time I am right." 

As a general rule for strategic thinking, if you cannot describe in writing to be understood by someone else about your decision problem and what you are doing as a process about it, then you do not know what you are doing. 

Being able to control the thought process is the hardest of all, and it takes discipline and training. One must develop the ability to engage in a consecutive, and a well-focused strategic thinking for a predetermined limited time in order produce a solution to a given well defined problem. It is not that things will necessarily go wrong (Murphy's Law), but rather that they will take so much more time and effort than you think, if they are not to. The cardinal aim is to uncover the underlying logical structure of the decision problem by means of a mathematical model. All branches of human knowledge are moving toward scientific representation. These include all the --logy subjects, such as sociology, and psychology, etc., usually being taught at our liberal art and humanity colleges. Nowadays, one expects a deeper understanding from studying sociometric, psychometric, and econometric, etc. 

Students often ask me if, as a thinker, I was rational or creative. Left brained or right-brained. I consider it, and ask in reply, do I have to choose? Is it possible to be both? I did not think I could afford to discriminate. You want to be good at designing a good solution strategy, and you need all the brainpower I had available. 

Well-focused strategic decision-making is the act of simultaneous thinking. However, there is no expedient to which a man will not resort to avoid the real labor of thinking. 

Remember that:


Birds fly; when they get tired, they land.
Man thinks; when he gets tired, he says "I understand." 

Thinking could be dangerous: The following metaphor illustrates how in some cases people prefer to not think in fear of being disappointed, adhering to the saying that "ignorance is bliss". There was a boy who lived his whole life on an iceberg. One day, he wondered what could be under the ice. He decided to dig in to find out for himself. To his greatest disappointment he discovered that he was actually living on water. From that day on, he never felt comfortable living on the iceberg and he wished he had not asked himself that question. 

Our stomach is wiser than our brain:. When one eats too much, the stomach rejects it by throwing up. However, the brain has no such mechanism. While mind controls the body, unfortunately, it is unable to control or give order to itself. The main cause for this is our habits, which are the centers of the gravity of the mind. Habits are weighing our mind down and therefore they are shortcuts that become comfortable means to avoid thinking. 

Process of thinking for yourself :. The critical thinking techniques enable us to evaluate arguments and question the quality of the reasoning that leads to a certain conclusion. Too often we accept what we see and hear, becoming passive absorbers of information rather than critical listeners or readers. We must guard our mind against adapting a belief as our own before examining the validity of arguments for or against. We should ask questions in order to reach our own personal opinion or decision including: 

· What are the issue and conclusion? 

· What are the reasons? 

· Which words or phrases are ambiguous? 

· What are the value conflicts and assumptions? 

· What are the descriptive assumptions? 

· Are there any fallacies in the reasoning? 

· How good is the evidence? 

· Are there rival causes? 

· Are the statistics deceptive? 

· What significant information is omitted? 

· What reasonable conclusions are possible? 

Unfortunately, pure uncritical thinking enables us to absorb a great deal of information and provides a foundation for more complex thinking at some future time. However, it is a passive exercise and therefore, does not require an exhaustive mental effort, just concentration and memory skills. Clearly, this approach does not provide us with a method for discerning the facts, which could have serious consequences. 

On the other extreme is the interactive approach to thinking that requires a "question-asking attitude" to determine the value of what is read and heard. If we are capable of thinking for ourselves, then the rewards are considerable and allows us to critically evaluate and then form personal opinions based on that evaluation of what makes sense and what is non-sense. We must also be aware that we bring our own personal experiences and values into the process and must not allow emotional involvement taint our ability to think in an open-minded manner. 

Further Readings:
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Gigerenzer G., Adaptive Thinking: Rationality in the Real World, Oxford University Press, 2000.
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Chapter 7 - How the Mind Works: From Deciding to Action
What is mind?       No matter.
What is matter?        Never mind! 

· - Homer    

·    
The many debates over mind and matter cover much of the history of human thoughts. The main engaging question, prior to the age of Enlightenment was how a nonphysical (i.e., mind) causes a physical (e.g., movements)? 

Spinoza was the first to question the concept of mind-and-body, i.e., physical and nonphysical duality dominated humanity for over twenty centuries. He recognized that there is no such separation, but a manifestation of two different moods of the same thing. For example, when you have sufficient physical energy, then your mind registers it as feeling joyful. 

For at least two reasons, we are interested in knowing how our mind works: 

1. Better decisions are made by knowing the mechanism of our mind. 

2. Happiness or unhappiness are the states of mind. 

Mind is what your brain does consciously, recall the often used phrases such as: never mind!, mind the gap, or mind your own business. A strategic thinking process is a neural network process inside our brains through many functional layers. The following figure depicts the brain and mind functionality: 


The focal point of practical reasoning is action, as the focal point of empirical reasoning is observation. Perceptual takings or 'judgments' are the thoughts which typically arise from the impact of the world on our mind through our sensory capacities. 

Consciousness thinking is self-knowledge, that is, knowing what you know. Moreover, the process of becoming conscious distributes what you know throughout your brain via the brain neural network branches, i.e., chains of thought. Unlike the connectivity between only two nodes of the network (what we call memorizing), the availability, and therefore expansion, of what you know throughout your neural network branches makes the information processing of your brain accurate. Thus, you possess a reflective, brilliant mental model of reality. However, one must be cautioned that the way we choose to see the world (i.e., modeling) creates the world we see. 

It is necessity to integrate your observations, your experiences, and your knowledge into a mental model. Your duty is whether the model is true or false, whether it represents reality rationally. Unfortunately, it might be a grab-bag of notions snatched at random, whose sources, validity, context and consequences you do not know, notions which, more often that not, you would drop like a hot potato if you knew. 

Human beings are basically electrochemically driven membrane processes. We take in oxidant and fuel, we change the form of it, things move through membranes, and we oxygenate our blood - that's how nature works. 

Neural connections, shown as the functional layers in the above figure, are formed in the brain at very early times in development, and at first they are present in an immature pattern of wiring that only grossly approximates the adult precision. In order for the adult pattern of connections to form, neural function is necessary. The adult brain consists of about 1 trillion (1012)-nerve cells, each connected to at least 20,000 other cells. The possible combinations are greater than the number of molecules in the known universe. Each neuron makes a very stereotyped set of connections with specific partner neurons. Unlike common belief that our mind works like a computer, a useful analogy is to think of nerve cells as rather like a telephone system. Our brains employ a mixture of chemical and electrical signals to send and receive phone calls within the brain. Each nerve cell sends a long process, an axon-like a phone line- to connect itself to other cells that can be located the equivalent of hundreds of miles away. The brain contains well over 1000 trillion connections. 

Learning can be defined as: The process of connectivity of the nodes within your neural network of the brain. The mind is like the stomach. It's not how much you put into it, but how much it digests. Knowledge is the only instrument of production that is not subject to diminishing returns. During brain connectivity development (i.e., education), all these connections have to be formed from scratch-nerve cells are made in different places in the brain by undergoing many successive cell divisions. Then each cell has to spin out its long process towards the appropriate target neurons. 

The process is much like stringing phone lines from one city to another-between New York and Philadelphia, for instance. First, trunk lines between the two cities must be laid down. Then, phones at specific addresses within each city need to be wired so that when a specific phone number is dialed, only that phone rings and not the wrong numbers. 

The brain first sets down a basic framework of circuits-rather like trunk lines according to strict circuit diagrams determined by a genetic blueprint. Then, long before the adult precise circuits are formed, the "switch" is turned on: brain function itself completes the wiring process by running test patterns on the circuits, thereby selecting correct connections and eliminating errors. Using the phone analogy, it is as if, once the trunk lines are strung between two cities, the first set of phone calls to be placed cause many phones to ring because many connections, including the correct ones, are formed initially. Then, a process of error-correction occurs, in which phoning it eliminates the incorrect connections and strengthens the correct ones. 

Special early cell types in the brain place these molecules in specific combinations and locations, and they are sensed molecularly by the growing axon tips of "pioneer" neurons as they spin out the first connections. Once these early connections are formed, neural function begins and neurons signal to each other by sending chemical-electrical signals over their long distance connections. In the phoning process itself, the frequent use of connections strengthens them with rewards of special nerve growth factors and other signaling molecules. The inappropriate use of wrong connections causes their elimination. It is in this second phase of wiring where experience of the world can have a profound influence on the selection and maintenance of connections. 

This observation forms the basis for the classic model of the critical period for brain development. Because different parts of the brain mature at different rates and times, neuroscientists believe there are different critical periods for different functions. A challenge for the future is to learn exactly what those periods are in terms of the specific development of brain circuits, for instance, for language acquisition, or reading. 

An initial activity-independent step in which the basic framework of connections is constructed strictly according to the genetic blueprint, followed by a step in which brain function selects and refines from a wealth of possible connections. This second step is a prolonged period that experience can profoundly influence the important details of brain circuitry. 

There are just not enough genes to account for the incredible precision of connectivity present in the adult brains (over 1000 trillion connections). An elegant solution is to "hard wire" the trunk lines with specific molecular guidance clues, but then flip the switch to "on" early and let neural function make the final decisions. And this flexibility in final decision- making, after all, is what lets us adapt to our environment. For example, the brain does not know if it is going to have to learn English, Spanish, or Japanese after birth. An elegant solution to the wiring problem is to establish the fundamental framework of language circuitry using strict molecular mechanisms and then sculpt out the details depending on specific experiences after birth. Without this superb flexibility, we could not learn or remember or adapt to our environment-in short, those properties that make us uniquely human. 

Not much useful theory has been developed to explain how "reason for decision" and "cause for action" are related. A primary reason for this lack of knowledge is that reason for decision is treated as a multi-faceted and rich construct, while cause for action is an external manifestation which is subject to interpretation. 

Categorization Process of the Memory: Categorization is the cognitive process by which distinct entities are treated as equivalent. It allows us to understand and make predictions about objects and events in our world. The categorization process is based on criteria to group together entities in the same category. These criteria include perceptual or structural similarity, and the commonalties of their elements that provide homogeneity about the entities that belong to them. 

The categorization of objects and concepts facilitate a common goal and serve the similar function. As we deepen our understanding of the external world, the representation of concepts and objects changes. Therefore, the categorization process is intimately tied to our new criteria, and the context in which the entities influence the way they are classified. 

Persistence of a Model: Mind retains a thought process of a model of an external world for limited duration, unless a new thought replaces it. For example, when someone is talking to you, his/her voice echos in your mind, till you replace it with new thought. It is evident that the mind retains vision for a split second. This accounts for the fact that when a motion picture flashes a series of progressive images, instead of the mind seeing the flashing of a series of images, it sees the illusion of motion. 

Motivation in Making Decisions: The mind is generally unwilling to allocate energy to decisions whose value it is not convinced. The unspoken and even unconscious questions "what is it good for?'' and "'will I be able to do that?'' can frequently stymie our efforts to take in a decision. Information versus Knowledge: Information is a commodity capable of yielding knowledge. Knowledge is information-produced by self. Information possesses a meaning which can only be interpreted in the light of knowledge. Purposeful action is based, not on information, but on knowledge. There are two types of knowledge: knowing that, and know how. We all know that 12X12 = 144. "Knowing how" is more critical since it captures "knowledge about" rather than "knowledge of" which belongs to memory. "Knowing how" requires systematic study and reflection, judgement, proposition, testing, and its integration with some other relevant forms of know-how. "Knowing how" is an ultimate source of strategic advantage within the organizational systems of the firm. Simply knowing how is not enough, because there might be other ways of achieving the same goal. For example, Nissan's plants in Japan, Mexico and the US use different mixes of technology and labor to create the same cars with almost similar overall productivity. 

Knowledge base which is a set of facts and rules (such as, if-then-else) obtained from experience and stored in our memory. Knowledge isn't how much you have committed to memory. It's being able to differentiate between what you do know and what you don't. It's the correct connectivity of the brain neural networks and how wide these networks are. 

As we age, we use different parts of the brain for memory tasks. Recent studies have found that older adults use their frontal cortex for simple short-term memory tasks. Younger people use that area for complex short-term memory tasks. Older adults also activate both hemispheres for spatial memory; younger people use the left hemisphere. 

Inference is a part of neural network of our brains that analyzes available data and the facts and rules stored in the knowledge base of the brain. 

Understanding is the integrated mind that is able to span the relevant functional areas across the brain by the neural network connectivity. What is it indeed that gives us the feeling of elegance in understanding? It is the harmony of the diverse parts, their symmetry, their happy balance; in a word it is all that introduces order, all that gives unity, that permits us to see clearly and to comprehend at once both the ensemble and the details. 

Non-sensory experiences represent almost all context information in consciousness. They condition most aspects of conscious cognition including voluntary retrieval, perception, monitoring, problem solving, emotion, and evaluation, meaning recognition. Many peculiar aspects of non-sensory qualitative context that resist being 'grasped' by an act of attention, are explained as adaptations shaped by the cognitive functions they serve. The most important non-sensory experience is coherence or "rightness." Rightness represents degrees of context fit among contents in consciousness, and between conscious and non-conscious processes. Rightness (not familiarity) is the feeling-of-knowing in implicit cognition. The experience of rightness suggests that neural mechanisms "compute" signals indicating the global dynamics of the neural network integration. 

Understanding is the ability to give meaning. In other words, understanding is possible only by an anticipation of meaning which is constitutes interconnectivity of a specific and limited neural networks. The interconnectivity exhausts itself to a resourceful finite thought called understanding. This implies that, if it takes a lot of words to say what you have in mind, give it more thought. 

Consecutive strategic thinking is a process which does not allow you to go out of the boundary of the subject of your thought. This focusing process should be taught at an early education. For example, a student in the class can be called upon to talk for five minutes about his/her uncle, when he/she goes out the boundary and talks about uncles' neighbor for too long the class will shout "you are out of focus" 

Focusing on one-thing-at-a-time The prefrontal cortex and other key areas of the brain handle tasks like a browser. When doing two things, those parts of the brain repeatedly switch from one task to another. Therefore, it's better to do one thing at a time rather than three things at once. Otherwise, you lost time when moving from one task to another increases even more with the complexity of the problem. Since activating the rules for each task takes several tenths of a second, therefore multitasking, in the end, takes more time than doing one thing at a time. 

Why do we need to analyze? We need analysis because our minds think about specific and limited ways, one thing at a time. Then, after the analysis process, we synthesize what belongs together to see the whole or to solve the problem. There are different moods of knowledge such as: symbolic knowledge, declarative knowledge, representation, and procedural knowledge. For example, symbolic knowledge is needed for development of mathematical and statistical thinking. 

Experiences and feelings are inherently conscious states. There is something it is like to feel pain, to have an itch, to experience bright red. Philosophers call this sort of consciousness "phenomenal consciousness." Even though phenomenal consciousness seems to be a relatively primitive matter, something more widespread in nature than higher-order or reflective consciousness, it is deeply puzzling. 

Why people are different? We are all different because we all have different history. Thoughts and emotions give us a sense of continuity, our identities, create our conscious selves, our personalities which are not "localized" components of the brain, but are a function of the organism's life-history, cumulative experience, the totality of memories stored, recollected, analyzed, modified, and retained in the physical configurations of the network-connectivity in the brain. 

Experience includes the collection of all the mistakes we have made in the past. Recently, a manager was asked if he was going to fire an employee who made a mistake that cost the company $600,000. No, the manager replied, "I just spent $600,000 training him. Why would I want somebody to hire his experience." 

Roots of decision-making: The West was born 500 years ago when Europe broke free of the centralized control of the Roman Catholic Church. Self and consciousness has diverse perspectives, including, Psychology, Sociology, Philosophy, Neuroscience, Cognitive Science, and Media Studies, etc. The active topics relevant to decision making in these areas are: 

· Where we came from: Self and consciousness in pre-human species. Are humans really unique? and through human history is there something special about modern self and consciousness? 

· Where we are now: Humans as biological beasts and cognitive creatures -- The brain and mind as biological and cognitive systems underlying self and consciousness. 

· Where we are now: Humans as social beings -- The social underpinnings of self and consciousness, including how self and consciousness emerge in face-to-face interactions over the course of development and how societal belief systems impact and often disturb the self and consciousness of individuals. 

· Where we might go: Where humans will likely go in the future, including how human selves and consciousness might be changed by interacting with computers and related electronic media. 

Perception of color, sounds and their physical reality: We see colors for a purpose and the act of seeing is part of what the later Wittgenstein called a language game. For instance, a good apple is an edible color, so it is wrong to reduce colors to waves, as their function is much wider. The same applies to sounds and airwaves; the growl of a bear is not really airwaves in the wider context of danger. Because they serve a functional purpose, sensible images cannot be reduced to isolated scientific facts but exist in their own right as primaries. Their perception is usually right because of evolution, whether we consider colors as wavelengths, or photon's states energy. The brain's perceived image and sound are a construct put together according to what we "expect" to see or hear. 
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