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Warm-up 

I.  Lead-in
Answer the following questions.
1. So far have you ever made any significant decisions by yourself or just listened to others when you met something important? 
2. Have you ever regreted after making wrong decisions? And what decisions have you made?
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II.  Listening
Fill in the missing words according to what you hear.
Human performance in terms of decision has been the subject of active research from several    1   . From a psychological perspective, it is necessary to examine individual decisions in the    2    of a set of needs, preferences an individual has and values they seek. From a cognitive perspective, the decision-making process must be    3    as a continuous process integrated in the interaction with the environment. From a normative perspective, the analysis of individual decisions is    4    with the logic of decision making and rationality and the invariant choice it leads to. 
Yet, at another level, it might be regarded as a problem solving activity which is terminated when a satisfactory solution is found. Therefore, decision making is a reasoning or   5   process which can be rational or irrational, can be based on explicit assumptions or tacit assumptions.
Logical decision making is an important part of all science-based professions, where specialists    6    their knowledge in a given area to making informed decisions. For example, medical decision making often involves making a    7    and selecting an appropriate treatment. Some research using naturalistic methods shows, however, that in situations with higher time    8   , higher stakes, or increased ambiguities, experts use intuitive decision making rather than structured approaches, following a recognition primed decision approach to fit a set of indicators into the expert’s experience and immediately arrive at a satisfactory course of action without weighing    9   . Recent robust decision efforts have formally integrated uncertainty into the decision-making process. However, Decision Analysis, recognized and included    10    with a structured and rationally justifiable method of decision making since its conception in 1964.     
(269 words)
Text A  The Effective Decision
Peter F．Drucker
Effective executives do not make a great many decisions. They concentrate on what is important. They try to make the few important decisions on the highest level of conceptual understanding. They try to find the constants in a situation, to think through what is strategic and generic rather than to “solve problems.”
Effective executives know when a decision has to be based on principle and when it should be made pragmatically, on the merits of the case. Especially they know that decision making has its own systematic process and its own clearly defined element.
Sequential Steps
The elements do not by themselves “make” the decisions. In this article I shall describe the sequence of steps involved in the decision-making process.
The Classification
The effective decision maker asks: Is this a symptom of a fundamental disorder or a stray event? The generic always has to be answered through a rule, a principle. But the truly exceptional event can only be handled as such and as it comes.

First, there is the truly generic event, of which the individual occurrence is only a symptom. Most of the “problems” that come up in the course of the executive’s work are of this nature. 
The second type of occurrence is the problem which, while a unique event for the individual institution, is actually generic.
But there is the truly exceptional event that the executive must distinguish.
Truly unique events are rare, however. Whenever one appears, the decision maker has to ask: Is this a true exception or only the first manifestation of a new genus? 
All events but the truly unique require a generic solution. They require a rule, a policy, or a principle. Truly unique events, however, must be treated individually. The executive cannot develop rules for the exceptional. 
The effective decision maker spends time determining which of the four different situations is happening. The wrong decision will be made if the situation is classified incorrectly.
The Definition
Once a problem has been classified as generic or unique, it is usually fairly easy to define. “What is the all about?” “What is pertinent here?” “What is the key to this situation?” Questions like these are familiar. But only the truly effective decision makers are aware that the danger in this step is not the wrong definition; it is the plausible but incomplete one.
Effective decision makers always test for signs that something is atypical or something unusual is happening, always asking: Does the definition explain the observed events, and does it explain all of them? They always write out what the definition is expected to make happen, then test regularly to see if this really happens. Finally, they go back and think the problem through again whenever they see something atypical, when they find unexplained phenomena, or when the course of events deviates, even in detail, from expectations.
The Specifications
The next major element in the decision process is defining clear specifications as to what the decision has to accomplish. What are the objectives the decision has to reach? What are the minimum goals it has to attain? What are the conditions it has to satisfy? In science these are known as “boundary conditions.” A decision, to be effective, needs to satisfy the boundary conditions.
A decision that does not satisfy the boundary conditions is worse than one which wrongly defines the problem. It is all but impossible to salvage the decision that starts with the right premises but stops short of the right conclusions.
Above all, clear thinking about the boundary conditions is needed to identify the most dangerous of all possible decisions: the one in which the specifications that have to be satisfied are essentially incompatible. In other words, this is the decision that might — just might — work if nothing whatever goes wrong. 
The Decision
The effective executive has to start out with what is “right” rather than what is acceptable precisely because a compromise is always necessary in the end. But if what will satisfy the boundary conditions is not known, the decision maker cannot distinguish between the right compromise and the wrong compromise — and may end up by making the wrong compromise.
The effective executive knows that there are two different kinds of compromise. One is expressed in the old proverb, “Half a loaf is better than no bread.” The other, in the story of the judgment of Solomon, is clearly based on the realization that “half a baby is worse than no baby at all.” In the first instance, the boundary conditions are still being satisfied. The purpose of bread is to provide food, and half a loaf is still food. Half a baby, however, does not satisfy the boundary conditions. For half a baby is not half of a living and growing child.
The Action
Converting the decision into action is the fifth major element in the decision process. While thinking through the boundary conditions is the most difficult step in decision making, converting the decision into effective action is usually the most time-consuming one. Yet a decision will not become effective unless the action commitments have been built into it from the start.
The action must also be appropriate to the capacities of the people who have to carry it out. The action commitment becomes doubly important when people have to change their behavior, habits, or attitudes if a decision is to become effective. 
The Feedback
Finally, information monitoring and reporting have built into the decision to provide continuous testing, against actual events, of the expectations that underlie the decisions. Decisions are made by people. People are fallible; at best, their works do not last long. Even the best decision has a high probability of being wrong. Even the most effective one eventually becomes obsolete. 
This surely needs no documentation. And every executive always builds organized feedback — reports, figures, studies — into his or her decision to monitor and report on it. Yet far too many decisions fail to achieve their anticipated results, or indeed ever to become effective, despite all these feedback reports. A decision cannot be fully and accurately evaluated by studying a report. That is because reports are, of necessity, abstractions.

(1037 words)
New Words
	conceptual /((((((((((((/ a.
	being or characterized by concepts or their formation 概念上的

	constants /((((((((((/ n.
	1. 不变的事物
2.【数学、物理学】常数；常量，恒量

	strategic /((((((((((((/ a.
	1. relating to or concerned with strategy 战略上的
2. highly important to or an integral part of a strategy or plan of action especially in war 战略性的，有战略意义的

	generic /(((((((((/ a.
	relating to or common to or descriptive of all members of a genus 一般的，普通的；通用的

	pragmatically 

/(((((((((((((/ ad.
	in a realistic manner 注重实效地

	pragmatical /((((((((((((/ a. 
	1. of or concerning the theory of pragmatism实用主义的
2. concerned with practical matters 实际的

	sequential /((((((((((/ a.
	in regular succession without gaps 有顺序的，连续的，相继的

	decision-making process
	决策过程

	symptom /((((((((/ n.
	1. 征候，征兆；2. 症状

	occurrence ((((((((((, -(((-( n.



	发生；出现；事件；发现

	manifestation ((((((((((((((((( n.
	1. a manifest indication of the existence or presence or nature of some person or thing 表现形式，证明
2. a clear appearance 表明，显示

	genus (((((((((( n.
	a general kind of something 种，类

	pertinent ((((((((((( ( a.



	相关的，相干的；中肯的；切题的

	atypical ((((((((((((, -((( a.
	not typical; not conforming to a type 非典型的；不合类的；异型的

	deviate ((((((((((, ((((((((( vi.
	(often foll. by from) turn aside or diverge (from a course of action, rule, truth, etc.) 背离；偏离；离题（行动路线、规则、真理等）

	boundary conditions
	边界条件，限制条件

	salvage (((((((((( vt.
               n.
	1. save from a wreck, fire, etc. （海难、火中等）抢救，救援

2. retrieve or preserve (something favorable) in adverse circumstances （在困境中）挽救，挽回，保存
1. the rescue of a ship, its cargo, or other property, from loss at sea, destruction by fire（对船只、船上货物或其他财产的）海上救助，火中救助 

2. the property etc. saved in this way（从海上或火中）抢救出的财产等

	premise ((((((((( n.
(((((((((( vt.
	a statement that is assumed to be true and from which a conclusion can be drawn 假设，前提
(foll. by on) base on 以……为前提

	incompatible 
((((((((((((((( a.
	1. without an equal; matchless 无比的
2. (often foll. by with, to) not to be compared 不能相比的

	precisely (((((((((((( ad.
	1. just 正是
2. in a precise manner; exactly 精确地，准确地

	convert (((((((((( vt
              vi.
              n.
	使转变；转换……；使……改变信仰
转变，变换；皈依；改变信仰
皈依者；改变宗教信仰者

	proverb (((((((((( [image: image4.png]2



n.
	谚语，格言；众所周知的人或事

	feedback ((((((((((n[image: image6.png]2





 



	反馈；成果，资料；回复

	monitor ((((((((( v.
	1. act as a monitor of 监控；监测
2. maintain regular surveillance over 密切注视

	fallible ((((((((( a.
	1. capable of making mistakes会犯错误的
2. liable to be erroneous 容易出差错的

	obsolete ((((((((((, ((((((((((( a.
	disused, discarded, antiquated 不用的；抛弃的；过时的


Phrases and Expressions
	think through
	全面考虑（问题等）

	on the merits of the case
	按照事件的是非曲直

	come up
	（事件等）发生，出现

	in the course of
	在……期间, 在……过程中

	classify as
	把……分类为

	test for
	对……测验，探测

	write out
	写出

	start with
	从……开始

	stop short of
	决定不做某事；未到达；缺乏

	start out
	着手，出发

	convert into
	使转变；把……转化成；折合

	build into
	使固定于；使成为组成部分


Notes to the Text

1. Peter. F. Drucker: 彼得·德鲁克，现代管理学大师，对世人贡献卓越，影响深远，被尊为“大师中的大师”、“现代管理之父”。2002年6月20日，美国总统乔治·W·布什宣布彼得·德鲁克为当年的“总统自由勋章”的获得者。
2. Effective executives know when a decision has to be based on principle and when it should be made pragmatically, on the merits of the case. 有效的管理者知道何时根据原则作出决策，何时根据事件的是非曲直务实地作出决策。
3. But the truly exceptional event can only be handled as such and as it comes. 但是真正特殊的事件出现时只能按此处理
4. It is all but impossible to salvage the decision that starts with the right premises but stops short of the right conclusions.  几乎不可能拯救始于正确前提而没有得出正确结论的决定。
5. The effective executive has to start out with what is “right” rather than what is acceptable precisely because a compromise is always necessary in the end.  有效的管理者必须从什么是“正确的”开始，而不是从什么是可以接受的开始，就是因为妥协最终是必要的。
6. Half a loaf is better than no bread.  半个面包总比没有好。（聊胜于无。）
Exercises
I.  Answer the following questions (1-5) and mark True (T) or False (F) statements (6-8).
1. What should the effective executives do while making decisions?
2. What is the sequence of steps involved in the decision-making process?
3. What does it mean — “Half a loaf is better than no bread” and “half a baby is worse than no baby”?
4. Why does the author say “A decision that does not satisfy the boundary conditions is worse than one which wrongly defines the problem”?
5. What is the most time-consuming in decision making? Why?
6. Effective executives are overly impressed by speed in decision making.
7. The most time-consuming step in the process of decision-making is not making the decision but putting it into effect.
8. The executive can develop rules for the exceptional.

II.  Put the following sentences into Chinese.
1. Effective executives do not make a great many decisions. They concentrate on the important ones.
2. But there is the truly exceptional event that the executive must distinguish. 
3. They always write out what the definition is expected to make happen, then test regular to see if this really happens. 
4. A decision will not become effective unless the action commitments have been built into the decision from the start.
5. A decision cannot be fully and accurately evaluated by studying a report. 
6. Most of the “problems” that come up in the course of the executive’s work are of this nature. 
7. The action must be appropriate to the capacities of the people who have to carry it out.
8. A decision, to be effective, needs to satisfy the boundary conditions.
III.  Cloze

Fill in the blanks below with words from the following list. However, not all of the words should be used. And change the forms where necessary.

	approach
proceed
route wonder
	held
pace
swollen
	less
evolving
compare
	dim
care
care
	resembles
accelerate
behind 
	choose  
alternative


Decision making in the 1990s will be even more of an art and    1    of a science than it is today. Not only is the world growing more complex and uncertain at a faster and faster    2   , but the old decision-making models are failing, and we can expect their failure to    3    as well.

If executives once imagined they could gather enough information to read the business environment like an open book, they have had to    4    their hopes. The flow of information has    5    to such a flood that managers are in danger of drowning; extracting relevant data from torrent is increasingly a daunting task. Little    6    that some beleaguered decision makers — even outside the White House — turn to astrologers and mediums.

Yet from this swelling confusion, a new decision-making model is    7   , one more attuned to a world that    8    not so much as open book as an entire library of encyclopedias under perpetual revision. This new    9    — in fact a very old approach in modern dress — understands that executives must often    10    with only partial information, which, moreover, they have had no time to fully process or analyze. I call this model “humble decision making”.
In this simpler age, the principle governing business decisions was    11    to be rationalism. Rationalists argued that decision makers should and could explore every    12    that might lead to their goal, collect information about the costs and utility of each, systematically    13    these various alternatives, and choose the most effective course. Executives were then urged to throw the full power of their headship    14    the chosen path. The rule was: Implement! Overcome every adversity! This called for the kind of assertiveness shown by Israeli army commanders when they order subordinate to storm and take a roadblock: “I don’t    15    if you go over it, under it, around it, or through it, just see that it’s ours by the end of the day.”
IV.  Group-discussion 
Work in groups to discuss the following questions.
1. Why is the feedback so important in decision making?

2. After learning the text, what do you think of the saying “Think twice before you do.”?

Text B  The Hidden Traps in Decision Making
John S. Hammond, Ralph L. Keeney, and Howard Raiffa
Making decisions is the most important job of any executive. It’s also the toughest and the riskiest. Bad decisions can damage a business and a career, sometimes irreparably (不可挽回地) . So where do bad decisions come from? In many cases, they can be traced back to the way the decisions were made — the alternatives were not clearly defined, the right information was not collected, the costs and benefits were not accurately weighed (权衡) . But sometimes the fault lies not in the decision-making process but rather in the mind of the decision maker. The way the human brain works can sabotage (妨害) our decisions. 

In this article, we examine a number of well-documented psychological traps that are particularly likely to undermine (破坏) business decisions. In addition to reviewing the causes and manifestations of these traps, we offer some specific ways managers can guard against them. It’s important to remember, though, that the best defense is always awareness. Executives who attempt to familiarize themselves with these traps and the diverse forms they take will be better able to ensure that the decisions they make are sound and that the recommendations proposed by subordinates or associates are reliable.
The Anchoring Trap

How would you answer these two questions?

Is the population of Turkey greater than 35 million?

What’s your best estimate of Turkey’s population?

If you’re like most people, the figure of 35 million cited in the first question (a figure we chose arbitrarily) influenced your answer to the second question. Over the years, we’ve posed those questions to many groups of people. In half the cases, we used 100 million. Without fail (无疑), the answers to the second question increase by many millions when the larger figure is used in the first question. This simple test illustrates the common and often pernicious (致命的)  mental phenomenon known as anchoring. When considering a decision, the mind gives disproportionate weight to the first information it receives. Initial impressions, estimates, or data anchor subsequent thoughts and judgments.

Anchors take many guises. They can be as simple and seemingly innocuous (无害的) as a comment offered by a colleague or a statistic appearing in the morning newspaper. They can be as insidious (隐伏的) as a stereotype about a person’s skin color, accent, or dress. In business, one of the most common types of anchors is a past event or trend. A marketer attempting to project the sales of a product for the coming year often begins by looking at the sales volumes for past years. The old numbers become anchors, which the forecaster then adjusts based on other factors. This approach, while it may lead to a reasonably accurate estimate, tends to give too much weight to past events and not enough weight to other factors. In situations characterized by rapid changes in the marketplace, historical anchors can lead to poor forecasts and, in turn, misguided choices. Because anchors can establish the terms on which a decision will be made, they are often used as a bargaining tactic by savvy negotiators. 
What can you do about it?

The effect of anchors in decision making has been documented in thousands of experiments. Anchors influence the decisions not only of managers, but also of accountants and engineers, bankers and lawyers, consultants and stock analysts. No one can avoid their influence, but managers who are aware of the dangers of anchors can reduce their impact by using the following techniques: 
·Always view a problem from different perspectives.

·Think about the problem on your own before consulting in order to avoid becoming anchored by their ideas.

·Be open minded. Seek information and opinions from a variety of people to widen frame of reference and to push your mind in fresh directions.

·Be careful to avoid anchoring your advisers, consultants, and others from whom you solicit (征求)  information and counsel.

·Be particularly wary of anchors in negotiations. Think through your position before any negotiation begins in order to avoid being anchored by the other party’s initial proposal.  
The Status-Quo Trap

We all like to believe that we make decision rationally and objectively. But the fact is, we all carry biases, and those biases influence the choices we make. Decision makers display, for example, a strong bias toward alternatives that perpetuate the status quo. On a broad scale, we can see this tendency whenever a radically new product is introduced. The first automobiles, revealingly called “horseless carriages,” looked very much like the buggies they replaced. The first “electronic newspapers” appearing on the World Wide Web looked very much like their print precursors (先驱).
The source of the status-quo lies deep within our psyches, in our desire to protect our egos from damage. Breaking from the status quo means taking action, and when we take action, we take responsibility, thus opening ourselves to criticism and to regret. Not surprisingly, we naturally look for reasons to do nothing. Sticking with the status quo represents, in most cases, the safer course because it puts us at less psychological risk.
What can you do about it?
First of all, remember that in any given decision, maintaining the status quo may indeed be the best choice, but you don’t want to choose it just because it is comfortable. Once you become aware of the status-quo trap, you can use these techniques to lessen its pull:

· Always remind yourself of your objectives and examine how they would be served by the status quo. 

· Never think of the status quo as your only alternative.

· Ask yourself whether you would choose the status-quo alternative if, in fact, it weren’t the status quo.

· Avoid exaggerating the effort or cost involved in switching from the status quo.

· Remember that the desirability of the status quo will change over time. 

· If you have several alternatives that are superior to the status quo, don’t default to the status quo just because you’re having a hard time picking the best alternative. Force yourself to choose.
 (998 words)

Notes to the Text

1. John S. Hammond is an authority on decision making, negotiation, and corporate strategy. He is an internationally known management consultant who has spent over 40 years in consulting, industry, and academia. As a Harvard Business School faculty member for more than a decade, he taught decision making, pioneered the teaching of negotiation, and wrote over 100 cases. He also taught corporate strategy to executives and MBA students at MIT’s Sloan School of Management.
2. Professor Keeney is the author of many books and articles and has served on the editorial boards of several journals. He is co-author of Decisions with Multiple Objectives (reprinted by Cambridge University Press, 1993) with Howard Raiffa, which won the ORSA Lanchester Prize, and a co-author of Acceptable Risk (Cambridge University Press, 1981), and Value-Focused Thinking: A Path to Creative Decisionmaking, (Harvard University Press, 1992), which received the Decision Analysis Society Best Publication Award. His latest book Smart Choices: A Practical Guide to Making Better Decisions (Harvard Business School Press, 1999) with John S. Hammond and Howard Raiffa also received the Decision Analysis Society Best Publication Award. It has been translated into thirteen languages.
3. Howard Raiffa is Frank P. Ramsey Professor (Emeritus) of Managerial Economics , a joint chair held by the Business School and the Kennedy School of Government at Harvard University. Professor Raffia is the author of The Art and Science of Negotiation, and co-author of Negotiation Analysis, Smart Choices and many other books on negotiation, decision-making, and game theory. For more information on Professor Raiffa, please see his biographical summary on the Program on Negotiation web site.
4. But sometimes the fault lies not in the decision-making process but rather in the mind of the decision maker. 但是，有时候过错并不在于决策过程而在于决策人的心理。
5. In this article, we examine a number of well-documented psychological traps that are particularly likely to undermine business decisions. 本文中，我们将检查一些证据充分的、尤其可能给经营决策带来破坏的心理陷阱。
6. Executives who attempt to familiarize themselves with these traps and the diverse forms they take will be better able to ensure that the decisions they make are sound and that the recommendations proposed by subordinates or associates are reliable. 试图了解这些陷阱以及这些陷阱表现出的不同形式的管理人员将更能确保他们所做出的决策是合理的，他们的下属或同伴提出建议是可靠的。
7. A marketer attempting to project the sales of a product for the coming year often begins by looking at the sales volumes for past years. 试图规划来年产品销售额的营销人员经常通过看往年的销售量开始计划。
8. We all like to believe that we make decision rationally and objectively. But the fact is, we all carry biases, and those biases influence the choices we make. 我们都喜欢相信我们会做出合理的、客观的决策，但事实是我们每个人都带有偏见，而这些偏见会影响我们做出的选择。
9. The source of the status-quo lies deep within our psyches, in our desire to protect our egos from damage. 现状的来源深藏在我们的心中, 深藏在保护自我免受损害的欲望中。
Exercises
I.  Match the following expressions in Column A with their Chinese versions in Column B.
	Column A
a.  decision-making
b.  business decision
c.  in business
d.  sales volumes
e.  frame of reference
f.  status quo
g.  well-documented
h.  marketplace
	Column B
1.  市场
2.  参照标准
3.  决策
4.  经营决策
5.  经商
6.  证据充分的
7.  销售量
8.  现状


II.  Mark the following statements True (T) or False (F).
1. Bad decisions come from the decision-making process. 

2. Managers who realize the danger of anchors can reduce their impact by using some   techniques.  

3. We all carry biases in decision making. 
4. Anchors are often used as a bargaining tactic by savvy negotiators. 
5. The source of the status-quo lies deep in our desire to protect our egos from damage. 



Text C  Introduction to Decision Making
Robert Harris 
We all make decisions of varying importance every day, so the idea that decision making can be a rather sophisticated (复杂的) art may at first seem strange. However, studies have shown that most people are much poorer at decision making than they think. An understanding of what decision making involves, together with a few effective techniques, will help produce better decisions.
Some definitions of decision making.

A good place to start is with some standard definitions of decision making.
1. Decision making is the study of identifying and choosing alternatives based on the values and preferences of the decision maker. Making a decision implies that there are alternative choices to be considered, and in such a case we want not only to identify as many of these alternatives as possible but to choose the one that (1) has the highest probability of success or effectiveness and (2) best fits with our goals, desires, lifestyle, values, and so on.
2. Decision making is the process of sufficiently reducing uncertainty and doubt about alternatives to allow a reasonable choice to be made from among them. This definition stresses the information-gathering function of decision making. It should be noted here that uncertainty is reduced rather than eliminated. Very few decisions are made with absolute certainty because complete knowledge about all the alternatives is seldom possible. Thus, every decision involves a certain amount of risk. If there is no uncertainty, you do not have a decision; you have an algorithm (算法) — a set of steps or a recipe that is followed to bring about a fixed result.
Kinds of Decisions

There are several basic kinds of decisions.
1. Decisions whether. This is the yes/no, either/or decision that must be made before we proceed with the selection of an alternative. Should I buy a new TV? Should I travel this summer? Decisions whether are made by weighing reasons pro and con (正反双方). The PMI (采购经理人指数) technique discussed in the next chapter is ideal for this kind of decision.
It is important to be aware of having made a decision whether, since too often we assume that decision making begins with the identification of alternatives, assuming that the decision to choose one has already been made.
2. Decisions which. These decisions involve a choice of one or more alternatives from among a set of possibilities, the choice being based on how well each alternative measures up to a set of predefined criteria.
3. Contingent (视条件而定的) decisions. These are decisions that have been made but put on hold until some condition is met.
For example, I have decided to buy that car if I can get it for the right price; I have decided to write that article if I can work the necessary time for it into my schedule. Or even, we’ll take the route through the valley if we can control the ridge (山脉) and if we detect no enemy activity to the north.
Most people carry around a set of already made, contingent decisions, just waiting for the right conditions or opportunity to arise. Time, energy, price, availability, opportunity, encouragement — all these factors can figure into the necessary conditions that need to be met before we can act on our decision. Some contingent decisions are unstated or even exist below the awareness of the decision maker. These are the type that occur when we seize opportunity. We don’t walk around thinking, “If I see a new laser printer for $38, I’ll buy it,” but if we happen upon a deal like that and we have been contemplating getting a new printer, the decision is made quickly. Decisions made in sports and warfare are like this. The best contingent and opportunistic decisions are made by the prepared mind — one that has thought about criteria and alternatives in the past.
A critical factor that decision theorists sometimes neglect to emphasize is that in spite of the way the process is presented on paper, decision making is a nonlinear (非线性的) , recursive (循环的) process. That is, most decisions are made by moving back and forth between the choice of criteria (the characteristics we want our choice to meet) and the identification of alternatives (the possibilities we can choose from among). The alternatives available influence the criteria we apply to them, and similarly the criteria we establish influence the alternatives we will consider. Let’s look at an example to clarify this. 
Suppose someone wants to decide, should I get married? Notice that this is a decision whether. A linear approach to decision making would be to decide this question by weighing the reasons pro and con (what are the benefits and drawbacks of getting married) and then to move to the next part of the process, the identification of criteria (supportive, easy going, competent, affectionate, etc.). Next, we would identify alternatives likely to have these criteria (Kathy, Jennifer, Michelle, Julie, etc.). Finally we would evaluate each alternative according to the criteria and choose the one that best meets the criteria. We would thus have a scheme like this: decision whether ... select criteria ... identify alternatives ... match criteria to alternatives ... make choice 
However, the fact is that our decision whether to get married may really be a contingent decision. “I’ll get married if I can find the right person.” It will thus be influenced by the identification of alternatives, which we usually think of as a later step in the process. Similarly, suppose we have arrived at the “identify alternatives” stage of the process when we discover that Jennifer (one of the girls identified as an alternative) has a wonderful personality characteristic that we had not even thought of before, but that we now really want to have in a wife. We immediately add that characteristic to our criteria. Thus, the decision making process continues to move back and forth, around and around as it progresses in what will eventually be a linear direction but which in its actual workings is highly recursive. Key point, then, is that the characteristics of the alternatives we discover will often revise the criteria we have previously identified. 
Every decision is made within a decision environment, which is defined as the collection of information, alternatives, values, and preferences available at the time of the decision. An ideal decision environment would include all possible information, all of it accurate, and every possible alternative. However, both information and alternatives are constrained because the time and effort to gain information or identify alternatives are limited. The time constraint simply means that a decision must be made by a certain time. The effort constraint reflects the limits of manpower, money, and priorities. (You wouldn’t want to spend three hours and half a tank of gas trying to find the very best parking place at the mall.) Since decisions must be made within this constrained environment, we can say that the major challenge of decision making is uncertainty, and a major goal of decision analysis is to reduce uncertainty. We can almost never have all information needed to make a decision with certainty, so most decisions involve an undeniable amount of risk. 
 (1186 words)

Exercise

Choose the best answer to each of the following question.

1. Every decision making has its own ____________, and decision making is the process to reduce it rather eliminate it.

A.  alternative







B.  uncertainty

C.  process







D.  certainty

2. What does “weighing” mean in the sentence “Decisions whether are made by weighing reasons pro and con”?

A.  take into account





B.  have a certain weight

C.  compare







D.  be equal to

3. “If you’ve got enough money and decided to buy a house, but you didn’t purchase it just waited for its price falling.” This kind of decision-making belongs to ________. 

A.  Decisions whether





B.  Decision which

C.  Contingent decision





D.  Both A and C

4. One key factor of decision making is that the process of decision making is a ________.

A.  linear








B.  circuit
C.  recursive







D.  pictogram

5. The time and effort to gain information or identify alternatives are limited, so information and alternatives are _________.
A.  unlimited







B.  effective

C.  reasonable







D.  constrained
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