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  1. Introduction

  a) Background of Study
Decision Making is often the silent killer of an organization if its quality is not monitored and upheld.  At the same time it can be the lifeblood of an organization, propelling the company to higher ground - if it is developed, monitored and managed properly.  This is often a slow process (either way), and because of that it is often not handled with the respect and care it deserves.
Wisdom is the ability to consistently do what is best at an opportune time
Consistently making good decisions can bring about a momentum of success in an organization that over time is difficult to overtake.  At the same time it is true that while making bad decisions are often not immediately obvious, and do not punish the decision maker immediately with adverse consequences, over time it can be the main driver behind a slow disaster. In this regard a study will be done about the organizational decision making practices in National Credit & Commerce Bank Ltd.
  b) Rationale of Study
Decision making is not a well-defined field.

It includes to a variety of processes that are all intermediate steps between thought and action. They are the precursors to behavior. They express our ideas into their active consequences in the world. One of the reasons the field is so ill-defined is that we look at decision making in so many arenas like, career choices, health care, public policies, business, science, politics etc. And the scope of our decisions ranges from choices that impact lifetimes all the way down to decisions about where to eat lunch. That is why a study of the decision making processes should be made so that when we are faced with a tough choice we can make the right choice in the right way.
  c) Objectives of Study
  * to present the features of decision making
  * to find out the types of decision making processes
  * to discuss about the benefits of proper decision making in an organization
  * to gain knowledge about the decision making processes
  * to gain knowledge about the decision making processes in NCC Bank Ltd.

  d) Limitations of Study
There were limitations to this study like time constraint and narrow range of analysis. If longer time was taken it would have increased the quality of the study. In this study only the IT department was analyzed.
Profile of National Credit & Commerce Bank Ltd.
  a) History of the Organization
National Credit and Commerce Bank Ltd. bears a unique history of its own. The organization started its journey in the financial sector of Bangladesh as an investment company back in 1985. The aim of

the company was to mobilize resources from within and invest them in such way so as to develop the country's Industrial and Trade Sector and play a catalyst role in the formation of capital market as well. The company operated up to 1992 with 16 branches and thereafter with the permission of the Central Bank of Bangladesh converted into a full-fledged private commercial Bank in 1993 with paid up capital of Tk. 39.00 crores to serve the nation from a broader platform.
Since its inception NCC Bank Ltd. has acquired commendable reputation by providing sincere personalized service to its customers in a technology based environment.
The Bank has set up a new standard in financing in the Industrial, Trade and Foreign exchange business. Its various deposit & credit products have also attracted the clients both corporate and individuals who feel comfort in doing business with the Bank.

  b) Mission of NCCBL
To mobilize financial resources from within and abroad to contribute in Agriculture's, Industry & Socio-economic development of the country and to play a catalytic role in the formation of capital market.
  c) Vision of NCCBL
To become the Bank of choice in serving the Nation as a progressive and Socially Responsible financial institution by bringing credit & commerce together for profit and sustainable growth.
  d) Functions and Services of NCCBL
NCC Bank Ltd. currently has the following products and services: 
Loan & Advance Products:
  * Working Capital Financing 
  * Commercial & Trade Financing
  * Long

Term Capital Financing
  * House Building Financing
  * Retail & Consumer Financing
  * Agricultural Financing
  * Import & Export Financing
Retail/Consumer Loan Products:
  * Consumer Finance Scheme
  * Personal Loan
  * Education Loan
  * House Repairing & Renovation Loan
  * Home Improvement Loan
  * Car Loan Scheme
Deposit Products:
  * Current A/C
  * Savings Bank Deposit A/C
  * Special Notice Deposit A/C
  * Term Deposit A/C
  * Premium Term Deposit A/C
  * Instant Earnings Term Deposit
  * Special Savings Scheme
  * Special Fixed Deposit Scheme 
  * Money Double Program 
  * Special Deposit Scheme 
  * RFCD 
Remittance:
  * Wage Earners Welfare Deposit Pension Scheme
  * Overseas Employment Loan Scheme
  * Special Interest rate on Deposit and Loan 
Services:
  * NCCBL Securities & Financial Service
  * Treasury Service
  * Remittance Service
  * Locker Service
  * Off Shore Banking Unit
Cards:
  * Credit Card
  * Debit Card
  * MBridge Card
  e) Organogram of NCCBL

Findings and Analysis
A decision is a choice between two or more alternatives. If you only have one alternative, you do not have a decision. Webster’s 9th Dictionary adds some richness to the idea of choice by introducing the idea of uncertainty. It has this to say about the word “decide”, the root of “decision”; Decide: to arrive at a solution that ends uncertainty or dispute. From Latin decidere which means to cut off.
A typical thesaurus might use words like accommodation, agreement, arrangement, choice,

compromise, declaration, determination, outcome, preference, resolution, result, and verdict to try and give the concept of “decision” some dimension. In our minds Webster’s definition and these potentially illuminating synonyms seem to miss the driving idea behind a decision. A decision is an irrevocable allocation of resource.
This is where the concept of attention comes in. Attention implies the use of resource. It means you actually allocate some time, money, effort—something—to turning your intentions into action.
The concept of irrevocability means commitment: putting time, money, and/or resource on the line to put your decision into action. Having decided, you’re not going to re-litigate your decision every time someone has a new thought. Getting to that point with confidence is what separates low quality decisions from high quality decisions, and mediocre decision makers from good and great ones.
Often one difficulty facing an organization is that multiple divisions are involved in the overall decision making process. Making a decision can have different implications for each respective division. Gaining agreement from all stakeholders can be a challenge. When a company’s overall strategy depends on the support of all business units, organization wide support is crucial.
Key strategic evaluation and planning is crucial. This planning needs to address the overall strategic goals of the organization but also the end effects that impact workers outside of the decision chain. Organizational dysfunction and worker resistance

can result if proper thought and attention is not directed towards front line efforts. Organizational change professional deal specifically with these issues. Unifying the company at all levels is very important. A failure to calculate and anticipate the implications of key decisions can derail a company’s goals and objectives.
Decision-making is a crucial part of good business. The question then is ‘how is a good decision made?
One part of the answer is good information, and experience in interpreting information. Consultation i.e. seeking the views and expertise of other people also helps, as does the ability to admit one was wrong and change one’s mind. There are also aids to decision-making, various techniques which help to make information clearer and better analyzed, and to add numerical and objective precision to decision-making (where appropriate) to reduce the amount of subjectivity.
Managers can be trained to make better decisions. They also need a supportive environment where they won’t be unfairly criticized for making wrong decisions (as we all do sometimes) and will receive proper support from their colleague and superiors. A climate of criticism and fear stifles risk-taking and creativity; managers will respond by ‘playing it safe’ to minimize the risk of criticism which diminishes the business’ effectiveness in responding to market changes. It may also mean managers spend too much time trying to pass the blame around rather than getting on with running the business.
What sets great managers apart from mediocre

ones is their decision-making ability. The importance of decision making in management or any other field of human endeavor can never be underestimated. 

Smart decisions are the triumphs of judgment while bad decisions are opportunities to learn from and rectify our strategy. The importance of decision making in life is immense as what we eventually become, is a consequence of the decisions we made in the past. We are what our choices and decisions make us to be. 

Importance of Decision Making in Leadership

Leadership is perhaps one of the toughest tasks ever, because a leader makes decisions for all his followers. The fate of all followers is entwined with the decisions that a leader makes for them. He is the leader because of his higher level of understanding and experience. He must choose what is best for all his followers and then his own self. The fact that they trust his judgment puts immense responsibility on his shoulders. 

Who can know the importance of decision making, better than a leader? The leader's respect is heightened when the decisions he makes are validated by the test of time to be the best ones under the circumstances. He must consider all variables and possible paths to attain a collective objective and choose the one with highest success rate. His ability to study and observe situations deeply helps him in choosing the right path. He must trust his ability and soundness of reason when making a decision. Becoming a leader of men is the ultimate test of character!

Significance of Decision Making in Management

Management

is not just about taking care of businesses or corporations. It is a broad concept applied to every sphere that we are a part of, extending from the self and expanding through family, community and ultimately society. It starts with personal management skills. All of management boils down to two things which are creation of effective strategy and its execution. In short, it is all about making decisions and seeing them through to their end through execution.

Every decision made by the management of a business affects employee morale and performance, ultimately influencing the overall business performance. Management is all about getting things done in the most efficient manner. Every management decision needs to be made while making most judicious use of resources at disposal with economical use of the time factor. 

The importance of decision making in management is immense as the business policy and culture adopted, ultimately affects a company's output and performance.

Importance of Decision Making in Business

The fate of any business venture is decided by the decision-making ability of the business leadership, at the helm. They are the ones who captain and steer the ship to its destination. Profiting in a business is all about making the most of a window of opportunity that appears in a market place. Timing is of essence in business. Quick decisions on the spot need to be made by business managers to take advantage of opportunities when they present themselves.

You can't mull over decisions for too

long. In today's world, one needs business managers who can take snap decisions and execute the outlined strategy, despite obstacles. Sometimes, a loss or profit for a business boils down to one deciding moment of judgment! That is what business is all about, a combination of effective strategy executed with painstaking precision.

Significance of Decision Making in an Organization

The decision-making ability of the think tank of any organization, be it the local city council or United Nations, decides how effective a role it will play in the world. Many organizations exist for the sake of existing and despite phenomenal amount of resources available at their disposal, they hardly do any work. That is because there is no will or decision-making ability at the helm. An organization without people, who can't make decisions and take them to their logical conclusion, is doomed. However, when there is a decision-making will power, with tenacity to execute strategy, miracles can happen despite limited resources.
Techniques That Aid Decision Making

One of the simplest of time tested techniques that aids decision making, is listing out the pros and cons of a choice. Not only does it help you analyze the risks involved, but it also helps you weigh and compare the merit of individual choices, with respect to each other.

An unbiased opinion of a person, who is not part of decision-making process, who gains nothing from the consequences of a decision, but who knows a lot about the pertaining field can also help us arrive at a better situation.

Get

all the data or information you need, from diverse sources, before choosing a course of action. A single piece of vital information can totally change the direction of your thinking.

Studying case histories of people who found themselves in similar situations can help in predicting the consequences of complex decisions. Making a mind map of the connected aspects related to the subject, helps in understanding the problem and arrive at a better solution.

Lastly, thinking about long term gains, instead of short term profit is what separates the visionaries from others, when it comes to decision making. Ergo, we have to think long term and understand the consequences of our decisions.

The way to get better at making smarter decisions is learning from experience and not repeating the same mistakes again. No decision is perfect, in the sense that no decision can guarantee a 100% success rate in attainment of objective. However, you must choose the best course of action that has highest chance of success and is backed by logic and confidence in your own judgment. Decisions may turn out to be good or bad but none of them are wasted. Bad or good ones both add up to what we call wisdom if they are analyzed in the aftermath. One often realizes the importance of decision making only after making a couple of bad ones! Don't avoid making decisions on your own. Every decision that you make for yourself is an opportunity to grow and learn. 
Decision-making increasingly happens at all levels of a business. The Board of Directors

may make the grand strategic decisions about investment and direction of future growth, and managers may make the more tactical decisions about how their own department may contribute most effectively to the overall business objectives. But quite ordinary employees are increasingly expected to make decisions about the conduct of their own tasks, responses to customers and improvements to business practice. This needs careful recruitment and selection, good training, and enlightened management.
Types of Business Decisions
1. Programmed Decisions These are standard decisions which always follow the same routine. As such, they can be written down into a series of fixed steps which anyone can follow. They could even be written as computer program.
2. Non-Programmed Decisions. These are non-standard and non-routine. Each decision is not quite the same as any previous decision.
3. Strategic Decisions. These affect the long-term direction of the business e.g. whether to take over Company A or Company B.
4. Tactical Decisions. These are medium-term decisions about how to implement strategy e.g. what kind of marketing to have, or how many extra staff to recruit.
5. Operational Decisions. These are short-term decisions (also called administrative decisions) about how to implement the tactics e.g. which firm to use to make deliveries.

Figure 1: Levels of Decision-Making

Figure 2: The Decision-Making Process

The model in Figure 2 above is a normative model, because it illustrates how a good decision ought to be made. Business Studies

also uses positive models which simply aim to illustrate how decisions are, in fact, made in businesses without commenting on whether they are good or bad.
Linear programming models help to explore maximizing or minimizing constraints e.g. one can program a computer with information that establishes parameters for minimizing costs subject to certain situations and information about those situations.
Spread-sheets are widely used for ‘what if’ simulations. A very large spread-sheet can be used to hold all the known information about, say, pricing and the effects of pricing on profits. The different pricing assumptions can be fed into the spread-sheet ‘modeling’ different pricing strategies. This is a lot quicker and an awful lot cheaper than actually changing prices to see what happens. On the other hand, a spread-sheet is only as good as the information put into it and no spread-sheet can fully reflect the real world. But it is very useful management information to know what might happen to profits ‘what if’ a skimming strategy, or a penetration strategy were used for pricing.
The computer does not take decisions; managers do. But it helps managers to have quick and reliable quantitative information about the business as it is and the business as it might be in different sets of circumstances. There is, however, a lot of research into ‘expert systems’ which aim to replicate the way real people (doctors, lawyers, managers, and the like) take decisions. The aim is that computers can, one day, take decisions, or at least programmed

decisions (see above). For example, an expedition could carry an expert medical system on a lap-top to deal with any medical emergencies even though the nearest doctor is thousands of miles away. Already it is possible, in the US, to put a credit card into a ‘hole-in-the-wall’ machine and get basic legal advice about basic and standard legal problems.

Quality of Decision-Making
Some managers and businesses make better decisions than others. Good decision-making comes from:-
1. Training of managers in decision-making skills. 
2. Good information in the first place.
3. Management skills in analyzing information and handling its shortcomings.
4. Experience and natural ability in decision-making.
5. Risk and attitudes to risk.
6. Human factors. 
People are people. Emotional responses come before rational responses, and it is very difficult to get people to make rational decisions about things they feel very strongly about. Rivalries and vested interests also come into it. People simply take different views on the same facts, and people also simply make mistakes. 
Interdependence
Businesses are highly interdependent on each other, their suppliers and their customers. Decisions are not taken in isolation. The effects of any decision will depend critically on the reactions of other groups in the market. These have to be, as far as possible, taken into account before decisions are made.
A high quality decision comes with a warrant: a guarantee. Not a guarantee of a certain outcome but a warranty that the process we used to arrive at

a choice was a good one.
This level of confidence implies a process: a set of steps and rules that provide an assurance of thoroughness and rigor. This means breaking decisions down into component parts and doing one thing at a time.
Unless we’re unlike most people, it is our nature to do what we know how to do and to avoid what we don’t. That’s why we want a rational decision process: To defeat the natural behaviors and tendencies that can lead to low quality decisions.
Without a process, we are likely to drag decisions into our comfort zone, handling “this one” in exactly the same way we handled “that one,” even though this one and that one may have little in common. Without an organizational decision process, that same “stimulus/response, stay in our comfort zone” dynamic can easily become the predominate driver of your organization’s culture and effectiveness. As a leader, we’re either doomed to inspecting every decision, or to hoping that people don’t decide to do something stupid while we’re not watching.
With a process or framework, we have the mechanism we need to warrant the quality of our own decisions. Perhaps more importantly, we also have a common language and set of mental models that makes conversations about decisions more efficient and effective. This common understanding of decision processes, criteria, and roles avoids many of the common organizational decision traps, allowing people in our organizations to spend their conversational energies on creating better alternatives and validating assumptions and ultimately

warranting their own decisions.
The framework we use for breaking down and working decisions of virtually any size and complexity begins with two large ideas: declaring a decision and working a decision. Each of those larger elements is then broken down into three sub components, or what we call Decision Points, which are illustrated in the following diagram.

Declare
Decision Point 1: Frame the problem. What are we deciding and why? What shouldn’t we be deciding and why? What’s not in the box is as important as what is. Without a good definition of the problem or opportunity to be worked, there is no possibility that we'll reliably reach a high quality decision.
Frames are mental structures we create to simplify and organize our lives. They help us reduce complexity. That’s the good news and the root of another set of problems. Says J. Edward Russo in his book, Winning Decisions, “Frames have enormous power. The way people frame a problem greatly influences the solution they will ultimately choose. And the frames that people or organizations routinely use for their problems control how they will react to almost everything they encounter.”
Decision Point 2: The Right People. If we're a single actor, or hold all the prerogatives of a dictator, this one is easy. It's just us. In other cases, we'll want to put some thought into declaring who needs to be involved in what steps of this decision. Too few, or miss some, and we risk the problems of rework, low adoption rate and poor buy in. Too many—too much inclusion—and we invite

the possibility of an unnecessarily painful or drawn out decision process.
Decision Point 3: The Right Process. Will we flip a coin? Throw darts? Check with our boss? Make decision tables? Use a decision tree or a bubble chart? Build a business case? It would depend on the decision situation. Making a high quality decision doesn’t have to be time consuming. In some cases, the best process might just be a coin toss or relying on some rules of thumb. In other cases, the only way to work a decision is to really work it, and that will take time.
The only rule is that the mechanics of how we’ll work the decision to conclusion need to be appropriate to the size, significance, and complexity of the decision. How long is too long? When the cost of working the decision any further outweighs the benefits of making a choice.
This element of declaration pulls the frame and people together into a coherent whole that will govern how we will reason this decision through.
Work
Decision Point 4: A complete set of alternatives. “The more options we generate, the greater our chance of finding an excellent one . . . we should only stop generating more options when the cost and delay of further search are likely to exceed the benefit.”
What is the right number of alternatives? That depends on how we’ve framed the question. Two terms are helpful in this regard. “Collectively exhaustive” means that the alternatives we’re considering fill the frame: a rational observer would conclude that we’ve thought of everything that matters. “Mutually exclusive”

means that the alternatives are unique and different from each other: they’re not just restatements of the same choice.
Decision Point 5: Values against which to make tradeoffs. Values define our preferences among alternatives. They are our criteria. Values can be expressed by “attributes.” Attributes are characteristics of the outcomes that we find desirable or undesirable. They typically occur over time and may have some degree of uncertainty associated with them.
For each decision, particularly those involving others, we need to make our definition of value visible, clear, and distinct. In commerce, the acid test of a value is often that we can measure it.
Decision Point 6: Information that describes the value of each alternative. Good decision-making requires not only knowing the facts, but understanding the limits of our knowledge. The most valuable insights are often found in exploring uncertainties and “disconfirming” information. “The effective decision does not, as so many texts on decision-making proclaim, flow from a consensus on the facts. The understanding that underlies the right decisions grows out of the clash and conflict of divergent opinions and out of the serious consideration of competing alternatives.” (Peter Drucker, The Effective Executive)
We can wear ourselves out gathering and analyzing information. What we want is insight that will help us judge the relative and comparative value of the alternatives we’re considering.
Leaders should focus on creating the dynamics that support organizational decision

quality—on putting in place a decision framework and process that supports organizational decision quality—rather than raking through the detailed minutia of specific decisions. A high quality decision process highlights the frame, potential alternatives, and key assumptions the drive value. This allows leaders to spend their time declaring the right decisions, providing a set of common criteria, and testing the key assumptions of each decision.
Quite literally, organizations operate by people making decisions. A manager plans, organizes, staffs, leads, and controls her team by executing decisions. The effectiveness and quality of those decisions determine how successful a manager will be.
Managers are constantly called upon to make decisions in order to solve problems. Decision making and problem solving are ongoing processes of evaluating situations or problems, considering alternatives, making choices, and following them up with the necessary actions. Sometimes the decision-making process is extremely short, and mental reflection is essentially instantaneous. In other situations, the process can drag on for weeks or even months. The entire decision-making process is dependent upon the right information being available to the right people at the right times.
The decision-making process also involves the following steps:
  1. Define the problem.
  2. Identify limiting factors.
  3. Develop potential alternatives.
  4. Analyze the alternatives.
  5. Select the best alternative.
  6. Implement the decision.
  7. Establish

a control and evaluation system.
Define the problem
The decision-making process begins when a manager identifies the real problem. The accurate definition of the problem affects all the steps that follow; if the problem is inaccurately defined, every step in the decision-making process will be based on an incorrect starting point. One way that a manager can help determine the true problem in a situation is by identifying the problem separately from its symptoms.
The most obviously troubling situations found in an organization can usually be identified as symptoms of underlying problems. (See Table 1 for some examples of symptoms.) These symptoms all indicate that something is wrong with an organization, but they don't identify root causes. A successful manager doesn't just attack symptoms; he works to uncover the factors that cause these symptoms. 

  TABLE 1 | Symptoms and Their Real Causes |
Symptoms | Underlying Problem |
Low profits and/or declining sales | Poor market research |
High costs | Poor design process; poorly trained employees |
Low morale | Lack of communication between management and subordinates |
High employee turnover | Rate of pay too low; job design not suitable |
High rate of absenteeism | Employees believe that they are not valued |
|
Identify limiting factors
All managers want to make the best decisions. To do so, managers need to have the ideal resources — information, time, personnel, equipment, and supplies — and identify any limiting factors. Realistically, managers operate in an environment

that normally doesn't provide ideal resources. For example, they may lack the proper budget or may not have the most accurate information or any extra time. So, they must choose to satisfice — to make the best decision possible with the information, resources, and time available.
Develop potential alternatives
Time pressures frequently cause a manager to move forward after considering only the first or most obvious answers. However, successful problem solving requires thorough examination of the challenge, and a quick answer may not result in a permanent solution. Thus, a manager should think through and investigate several alternative solutions to a single problem before making a quick decision.
One of the best known methods for developing alternatives is through brainstorming, where a group works together to generate ideas and alternative solutions. The assumption behind brainstorming is that the group dynamic stimulates thinking — one person's ideas, no matter how outrageous, can generate ideas from the others in the group. Ideally, this spawning of ideas is contagious, and before long, lots of suggestions and ideas flow. Brainstorming usually requires 30 minutes to an hour. The following specific rules should be followed during brainstorming sessions:
  * Concentrate on the problem at hand. This rule keeps the discussion very specific and avoids the group's tendency to address the events leading up to the current problem.
  * Entertain all ideas. In fact, the more ideas that comes up, the better. In other words, there

are no bad ideas. Encouragement of the group to freely offer all thoughts on the subject is important. Participants should be encouraged to present ideas no matter how ridiculous they seem, because such ideas may spark a creative thought on the part of someone else.
  * Refrain from allowing members to evaluate others' ideas on the spot. All judgments should be deferred until all thoughts are presented, and the group concurs on the best ideas.
Although brainstorming is the most common technique to develop alternative solutions, managers can use several other ways to help develop solutions. Here are some examples:
  * Nominal group technique. This method involves the use of a highly structured meeting, complete with an agenda, and restricts discussion or interpersonal communication during the decision-making process. This technique is useful because it ensures that every group member has equal input in the decision-making process. It also avoids some of the pitfalls, such as pressure to conform, group dominance, hostility, and conflict, that can plague a more interactive, spontaneous, unstructured forum such as brainstorming.

  * Delphi technique. With this technique, participants never meet, but a group leader uses written questionnaires to conduct the decision making.
No matter what technique is used, group decision making has clear advantages and disadvantages when compared with individual decision making. The following are among the advantages:
  * Groups provide a broader perspective.
  * Employees are more likely

to be satisfied and to support the final decision.
  * Opportunities for discussion help to answer questions and reduce uncertainties for the decision makers.
These points are among the disadvantages:
  * This method can be more time-consuming than one individual making the decision on his own.
  * The decision reached could be a compromise rather than the optimal solution.
  * Individuals become guilty of groupthink — the tendency of members of a group to conform to the prevailing opinions of the group.
  * Groups may have difficulty performing tasks because the group, rather than a single individual, makes the decision, resulting in confusion when it comes time to implement and evaluate the decision.
The results of dozens of individual-versus-group performance studies indicate that groups not only tend to make better decisions than a person acting alone, but also that groups tend to inspire star performers to even higher levels of productivity.
So, are two (or more) heads better than one? The answer depends on several factors, such as the nature of the task, the abilities of the group members, and the form of interaction. Because a manager often has a choice between making a decision independently or including others in the decision making, she needs to understand the advantages and disadvantages of group decision making.
Analyze the alternatives
The purpose of this step is to decide the relative merits of each idea. Managers must identify the advantages and disadvantages of each alternative solution before making a final

decision.
Evaluating the alternatives can be done in numerous ways. Here are a few possibilities:
  * Determine the pros and cons of each alternative.
  * Perform a cost-benefit analysis for each alternative.
  * Weight each factor important in the decision, ranking each alternative relative to its ability to meet each factor, and then multiply by a probability factor to provide a final value for each alternative.
Regardless of the method used, a manager needs to evaluate each alternative in terms of its
  * Feasibility — Can it be done?
  * Effectiveness — How well does it resolve the problem situation?
  * Consequences — What will be its costs (financial and nonfinancial) to the organization?
Select the best alternative
After a manager has analyzed all the alternatives, he/she must decide on the best one. The best alternative is the one that produces the most advantages and the fewest serious disadvantages. Sometimes, the selection process can be fairly straightforward, such as the alternative with the most pros and fewest cons. Other times, the optimal solution is a combination of several alternatives.
Sometimes, though, the best alternative may not be obvious. That's when a manager must decide which alternative is the most feasible and effective, coupled with which carries the lowest costs to the organization. Probability estimates, where analysis of each alternative's chances of success takes place, often come into play at this point in the decision-making process. In those cases, a manager simply selects the alternative

with the highest probability of success.
Implement the decision
Managers are paid to make decisions, but they are also paid to get results from these decisions. Positive results must follow decisions. Everyone involved with the decision must know his or her role in ensuring a successful outcome. To make certain that employees understand their roles, managers must thoughtfully devise programs, procedures, rules, or policies to help aid them in the problem-solving process.
Establish a control and evaluation system
Ongoing actions need to be monitored. An evaluation system should provide feedback on how well the decision is being implemented, what the results are, and what adjustments are necessary to get the results that were intended when the solution was chosen.
In order for a manager to evaluate his decision, he needs to gather information to determine its effectiveness. Was the original problem resolved? If not, is he closer to the desired situation than he was at the beginning of the decision-making process?
If a manager's plan hasn't resolved the problem, he needs to figure out what went wrong. A manager may accomplish this by asking the following questions:
  * Was the wrong alternative selected? If so, one of the other alternatives generated in the decision-making process may be a wiser choice.
  * Was the correct alternative selected, but implemented improperly? If so, a manager should focus attention solely on the implementation step to ensure that the chosen alternative is implemented successfully.
  * Was the

original problem identified incorrectly? If so, the decision-making process needs to begin again, starting with a revised identification step.
  * Has the implemented alternative been given enough time to be successful? If not, a manager should give the process more time and re-evaluate at a later date.
Decision-making is one of the defining characteristics of leadership. It’s core to the job description. Making decisions is what managers and leaders are paid to do. Yet, there isn’t a day that goes by that we don’t read something in the news or the business press that makes us wonder, “What were they thinking?” or “Who actually made that decision?” That’s probably always been the case, but it seems exponentially more so in the opening decade of the new millennium where everything seems marked with, “too big, too fast, too much, and too soon.”
The reality seems to be that most organizations aren’t overrun by good decision makers, yet alone great ones. When asked, people don’t easily point to what they regard as great decisions. Stories of bad decisions and bad decision-making come much more readily to mind.
Some of that is due to our tendency to notice and recall exceptions vs. all the times things go as planned. For example, we’ve walked along side buildings more times than you could possibly count. Yet we remember vividly the one time we got nailed by a pigeon overhead.
That’s how we are about bad decisions. We’re also that way because the really bad ones tend to really hurt.
It’s not that people don’t have the capacity to

make high-quality decisions in them. Decision-making is a distinctly human activity. It’s what that great, big frontal lobe is for. We all make decisions all the time.
But the fact that we’re hard-wired to make decisions doesn’t by itself make us good decision-makers. That takes discipline: discipline to do at least four things all the time and well.
  1. Realize when and why we need to make a decision.
  2. Declare the decision: decide what the decision is, how we’ll work it, and who should be involved.
  3. Work the decision: generate a complete set of alternatives, gather the information you need to understand the possibilities and probabilities, and ultimately make a choice that best fits your values. 
  4. Commit resources and act.
Not everyone does those four things consistently or consistently well. If we look at some of the most widely regarded companies in the world:
  * There are some really wretched decision makers. For them, a good outcome is usually a matter of luck.
  * There are a lot of people who are reasonably competent decision makers. Their decision processes aren’t great, but they’re not bad, and the outcomes they experience track accordingly.
  * There is a small group of people who could be described as “good decision makers” These people are proactive and decision oriented. They’re able to focus attention on what’s important and critical. They know how to break a decision down into logical parts. They know how to work each of those parts in a high quality way. They know how to deal with possibilities

and probabilities. They’re able to see opportunities where others see problems. They’re able to make quality choices in the face of uncertainty. They’re able to turn thought into action.
  * There is a sprinkling of people we’d describe as great decision makers. Like other good decision makers, these people consistently make high quality decisions. Their “greatness”, a word that is probably way overused, comes from their ability to create the dynamics needed to ensure that the people in their organizations can do the same. 
Good and great decision makers expect high quality outcomes and they’re generally not disappointed. When they are, it’s usually because of some random thunderbolt or some unforeseen dynamic, not because they didn’t do a good job of working the problem. 

Constraints on Decision-Making
Internal Constraints
These are constraints that come from within the business itself.
- Availability of finance. Certain decisions will be rejected because they cost too much
- Existing Business Policy. It is not always practical to re-write business policy to accommodate one decision
- People’s abilities and feelings. A decision cannot be taken if it assumes higher skills than employees actually have, or if the decision is so unpopular no-one will work properly on it.
External Constraints
These come from the business environment outside the business.
- National & Central Bank legislation
- Competitors’ behavior, and their likely response to decisions your business makes
- Lack of technology
- Economic climate
Scenario

at NCCBL IT Division
NCCBL’s Information Technology division is comprised of 50 members. It is headed by the Head of IT and he is the key decision maker of the division. While many of the decisions we make on a daily basis are quite simple, some are not. These decisions may involve assimilating a huge amount of information, exploring many different ideas, and drawing on many strands of experience. And the consequences of the right or wrong decision may be profound for the team and the organization.
There's a limit to how much information any one individual can process, and a limit on how many perspectives one person can see. Many decisions need full group participation to explore the situation, provide input, and make a final choice. In NCCBL IT division most of the decisions are made with consensus of the internal teams like systems support, network, hardware, software support and system security teams.
When a key decision is to be made the Head of IT sits with the respective team leaders and after a thorough discussion comes to a final decision about a subject. Although we do not follow it to the book the decision making process is similar to the stepladder technique.
In the Stepladder Technique each team member thinks about the problem individually and, one at a time, introduces new ideas to the group leader – without knowing what ideas have already been discussed. After the first two people present their ideas, they discuss them together. Then the leader adds a third person, who presents his or her ideas before hearing the

previous input. This cycle of presentation and discussion continues until the whole team has a chance to add their opinions.
The benefit of this process is that everyone feels heard and acknowledged. Once all of the ideas have been presented, the team can look at ways to narrow the options down, and make a decision. On the other side in some situations, group cohesion and consensus can subconsciously become more important to people than reaching the right decision, with the result that the group may ignore anything that contradicts the newfound consensus. If this groupthink isn't recognized and corrected, it can lead to very poor decision-making and severe negative consequences.

Conclusion & Remarks
Using team input for decision making is challenging, and it takes preparation and time. As the saying goes, if we put three people together in a room, we'll often get four opinions. People can often see issues differently – and they all have different experiences, values, personalities, styles, and needs. Team decision-making strategies should therefore be used when we want to get participation and achieve consensus.
When time is of the essence, a good decision is one that's made quickly. That doesn't usually happen with full team decision-making. And when one or two people have the necessary expertise to make the decision, it doesn't make sense to involve the whole team – the experts provide most of the input and make the final choice anyway.
However, where the situation is complex, consequences are significant, commitment and

buy-in are important, and where team members can work together maturely, team decision-making is often best. 
To ensure even better decisions NCCBL IT division could utilize the Nominal Group Technique which provides an effective framework for ranking priorities and choosing the option that best fits those priorities. First, the team discusses the problem, then team members narrow down the issues to the key choices they must evaluate. From there, participants each rank their top choices. The team totals the rankings for each alternative, and the options with the highest ranking emerge as the group's priorities. Teams can often commit more enthusiastically to decisions reached through consensus. Using a variety of techniques, we can achieve this in such a way that everyone has a chance to contribute to the final result but before organizing full team participation we have to make sure that it's appropriate, and that we have the necessary time and resources for it.
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