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52 Who Has the D? How Clear Decision Roles
Enhance Organizational Performance
Paul Rogers and Marcia Blenko

Decision-making bottlenecks can erode performance
even in highly successful companies. The most impor-
tant step in unclogging them is to clarify roles and re-
sponsibilities. A practical approach sorts out who makes
recommendations, who must agree, who gives input,
who makes the final decision, and who gets it done.

62 Evidence-Based Management
Jeffrey Pfeffer and Robert I. Sutton

Where do most managers turn for guidance when they
have decisions to make? Surprisingly, just about every-

where except the latest and best knowledge of what actu- 88 Decisions Without Blinders
ally works. It’s time to change that. Max H. Bazerman and Dolly Chugh
Even when spared a deluge of data and given ample
76 Stop Making Plans; Start Making Decisions time to make decisions, most executives fail to take into
Michael C. Mankins and Richard Steele account the most critical information at the right time.

Understanding such bounded awareness is the first step

Your company’s strategic-planning process may look toward overcoming it.

good on paper, but chances are it’s being sidestepped
by senior executives because it focuses on business . "
units instead of issues. Here’s how to create a process 98 Competing on Analytics

that can really help you make informed decisions. Thomas H. Davenport

A new breed of competitor is dominating rivals by
amassing and analyzing mountains of data. Inside this
type of organization, technology serves strategy, and
employees live and breathe the numbers.
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COMPANY INDEX

FROM THE EDITOR
Did You Ever Have to Make Up
Your Mind?

Managers spend their days making (or
avoiding) choices and are judged on

the outcomes. Yet most managers have
only the foggiest idea how they came to
those choices. Hence this special issue
of HBR, devoted to giving executives
clear frameworks and processes for mak-
ing better, faster, and smarter decisions.

HBR CASE STUDY
All the Wrong Moves
David A. Garvin

Executives at Nutrorim used to make
decisions smoothly. However, a series of
egregious business mistakes and a sud-
den PR crisis have brought problems in
the company to the fore. Can Nutrorim’s
decision-making process be saved?

A Brief History of
Decision Making

Leigh Buchanan and
Andrew O’Connell

From oracles and entrails to the scien-
tific method, executive information
systems, rock-paper-scissors, and gut
instinct, our efforts to improve the way
we make decisions have hardly marched
straight toward rationalism.

FRONTIERS
Decisions and Desire
Gardiner Morse

The closer scientists look into our brains,
the clearer it becomes how much we’re
like animals. We have dog brains, basi-
cally, with human cortexes stuck on top.
And these ancient dog brains confer
with these modern cortexes to influence
their choices—for better and for worse—
without us even knowing it.
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BEST OF HBR
Conquering a Culture of
Indecision

Ram Charan

Leaders set the tone for a decisive or
indecisive corporate culture. The ones
who insist on honest dialogue and
follow-through will be rewarded with
organizations that execute consistently
and well.

BEST OF HBR

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. But hidden flaws in
the way our minds work can undermine
even the most carefully considered deci-
sions. Discover eight mental traps that
managers often fall into, and get practi-
cal suggestions for avoiding them.

LETTERS TO THE EDITOR
People can feel like impostors not just
because of gender or family pressures;
racial differences and a spiritual discon-
nect in the workplace also play a part.

EXECUTIVE SUMMARIES

PANEL DISCUSSION
The View from Above
Don Moyer

Only a few are empowered to make the
big-picture decisions that move entire
companies, but everyone can benefit
from an understanding of where his or
her particular decision piece fits into
the larger puzzle.
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“Your horoscope says, ‘You need diversion. Acquire a new business.
Think poultry: You could become a chicken magnet.”
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DECISION MAKING >> FROM THE EDITOR

Did You Ever Have to
Make Up Your Mind?

ABASEBALL PLAYER IS A SUPERSTAR
if he makes the right decision at
the plate a third of the time. A neuro-
surgeon had better be correct nearly
always. For managers, the margin for
error falls somewhere in between.
William Jovanovich once told me that
a person who was right 51% of the time
could rise — as Jovanovich did — from
being a textbook salesman to being
the CEO of a Fortune 500 publisher.
And, of course, the number of correct
decisions a person makes often mat-
ters less than the relative value of those decisions.

Decisions are the essence of management. They’re what
managers do-sit around all day making (or avoiding) deci-
sions. Managers are judged on the outcomes, and most of
them — most of us—have only the foggiest idea how we do
what we do. After-the-fact accounts of a decision are almost
always fictive rationalizations. This same “retrospective co-
herence,” as a friend calls it, is seen in group decisions. In
most companies, consultants Michael Mankins and Richard
Steele say, what’s called strategic planning really serves as
a mechanism for ratifying and funding decisions that were
made ad hoc months before.

Hence this special issue of HBR, devoted to the art and
science of faster, better, and smarter decision making. We
can rarely anticipate precisely the decisions we’ll face; deci-
sion making is a kind of fortune-telling, a bet on the future.
Perhaps it’s appropriate, then, that we begin the issue by look-
ing back, with a history of decision making—from reading en-
trails to data mining — compiled by HBR editors Leigh Bu-
chanan and Andrew O’Connell. Appropriate, too, that the
next article in the book looks forward. In “Decisions and De-
sire,” HBR’s Gardiner Morse describes how neuroscientists
literally probe the brain to watch how its rational and primi-
tive parts interact as an individual makes up his or her mind.

The contest between rationality and gut instinct per-
vades the research on decision making. You can find even
mathematicians on both sides of the fence. One, Blaise Pas-
cal, argued: “The heart has its reasons of which reason
knows nothing.” Another, Lewis Carroll, said: “Use your
head” The right approach is to seek the insights of both.
Thus, in “Evidence-Based Management,” Stanford profes-
sors Jeffrey Pfeffer and Robert Sutton demonstrate why
managers reach for half-forgotten half-truths when better,
proven ideas are available. This month’s case, written by

12

Harvard Business School’s David Gar-
vin, asks why some people and groups
can’t ever seem to make decisions
well. Garvin’s colleague Max Bazer-
man has long studied the phenome-
non of bounded awareness—a quirk of
cognition that leads us, time and
again, to base decisions on too narrow
a worldview. In “Decisions Without
Blinders,” he and doctoral candidate
Dolly Chugh explain how to avoid
these self-set traps. Babson College’s
Tom Davenport, meanwhile, describes
the formidable decision-making style of companies that
create competitive advantage out of analytics.

Good decision making depends foremost on accounta-
bility. Whose decision is it? That’s the subject of a knowing
and practical article called “Who Has the D?” by Bain con-
sultants Paul Rogers and Marcia Blenko. | daresay that any
organization that uses the authors’ method to clarify deci-
sion rights will be better managed as a result.

One of the pleasures of putting together a special issue
of HBR is the chance to search past issues for articles to re-
publish. We’ve chosen two standouts: Ram Charan’s “Con-
quering a Culture of Indecision” and “The Hidden Traps in
Decision Making” by John Hammond, Ralph Keeney, and
Howard Raiffa. But making choices inevitably means leav-
ing something out. An important aspect of decision making
is unrepresented in these pages. Every decision has an eth-
ical dimension. Do we promote Mary or Martha? Invest
in India or Indiana? Boycott sweatshops or reform them?
Reprints editorial director Jane Heifetz has compiled a spe-
cial set of articles that provide a searching look at the
ethics of decisions. You can find this collection online at
www.ethicsofdecisions.hbr.org.

As this issue was being put to bed, Peter F. Drucker,
HBR’s most prolific—and influential — contributor, died at
the age of 95. The February issue will include a tribute to
this remarkable man. In the meantime, this special issue is
surely an appropriate, if unplanned, acknowledgment of
a thinker whose work can be read as an extended essay on
the art and discipline of effective decision making.

)l

Thomas A. Stewart
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