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Abstract

Knowledge is a category that includes many past decisions. They could be good for the past but it is a
question if they can work in the future. We can talk about programmed and non-programmed decisions.
When a predetermined situation triggers a predetermined response we can talk about a programmed deci-
sion. If one wants to make a non-programmed decision he/she must search for information, identify the
problem, evaluate possible alternatives, and act. If the process is more complicated, programmed decision
will be more effective. Our research has revealed that future managers in Slovenia possess knowledge that
involves more programmed that non-programmed decisions. This may indicate that they will have a lot of
difficulties with decision making in complicated organisational systems. However, they cannot learn how
to take decisions (even if they want to) because they do not know what they actually need. If they are suc-
cessful at non-programmed decisions they want more knowledge from the same area; in fact they would
need more knowledge about programmed decisions - and vice versa.
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Knowledge and Mode of Decision Making

Knowledge may be considered as an overview of past decisions that proved to be effective. Thus, knowl-
edge is past in its very nature. People are being educated in order to make today's decisions effective in
the future. However, today's decisions cannot comprise all circumstances that may emerge in the future -
at the time of their implementation. Therefore it is not difficult to refer to the proverb, namely that "eve-
rybody can be the general after the battle". Historians, however, know all the circumstances while the de-
feated general could not envisage.

A lot of decisions are taken in every organisation. They are also very diverse. Despite, all types of deci-
sions may be classified in two categories that differ essentially: programmed and non-programmed deci-
sions.

Programmed Decision Making

Referring to computer terminology every decision is the one that defines a specific task for the computer.
Thus, system of stocks is a programmed decision. Minimum stocks are defined in advance. When they
reach the bottom line the computer "decides" and writes an order form. So, when a predetermined situa-
tion triggers a predetermined response we can talk about programmed decisions. There are numerous ex-
amples from practice. When people go home from
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cannot remember anymore. How could they possibly come home? In a programmed way. The whole way
was certainly full of decisions but all reactions were programmed. People are learned to stop in front of
red traffic light, to turn left or right when needed, to turn the steering wheel, to press the brake or the
clutch, to change gears - and we can do that unconsciously, in a programmed way. Woe to us, if our pro-
gramming fails! It would mean that an individual should think about how to drive home from work every
single time. Those who act exactly like this (for different reasons) are potentially responsible for traffic
accidents.

Non-programmed Decision Making

Non-programmed decisions are taken when people do not have enough information or when they find
themselves in previously unknown situations. Anyway, people must search for appropriate information,
identify the problem, evaluate possible alternatives and act adequately. We will take as an example the
same situation as for programmed decisions. You are driving home and somebody suddenly drives in the
middle of the crossroads while there is a red light on. Since this is not in accordance with the rules there is
no "in-programmed" decisions ad you should search for appropriate information about his/her speed,
about his/her direction, whether this influences your driving etc. You have to make a decision among al-
ternatives: whether to speed up, to stop, or to turn left or right etc. However, you can act only after the
process of collecting information and evaluating decisions is completed. In this case no piece of informa-
tion is known in advance. Non-programmed decisions require creativity and readiness to take risk. If a
person is not creative he/she cannot define the course of the action and neither can he/she understand that
the situation is unusual and thus a non-programmed decision is required. Although a programmed reaction
may whitewash you at the court in this case, the problem of collision has not been solved. Many entrepre-
neurs fail by reacting in a programmed way without knowing that different decisions are required in dif-
ferent situations - the decisions that have not been programmed yet. When we drive along unknown roads
through unfamiliar towns we have to make non-programmed decisions that require creativity (to create
and evaluate alternatives) and risk (which alternative to choose).

Decision Making and Education

If a simple explanation about programmed and non-programmed decisions is applied to enterprises we
can realise that the more complicated the system grows the more effective programmed decisions become.
Thus, too much time would be spent to take non-programmed decisions in enterprises where a lot of peo-
ple are employed and where a lot of synchronised activities must be performed. We could probably wit-
ness a real mess! Non-programmed decisions, on the other hand, are more popular in organisations where
every employee works in his/her own professional area without special links with other colleagues.

Mode of decision making is also interwoven in individual's behaviour pattern. Regardless of how this pat-
tern is created, we can talk about a relatively stable mode of decision making. Thus, it is possible to notice
one's mode of decision making from learning his/her behaviour pattern. Besides, it is possible to notice
his/her aspiration for certain type and certain content of education.

Behaviour Roles

If we borrow Adize's definition and classification of behaviour pattern, we could realise that a person
whose behaviour pattern includes behaviour role indicated by P will subordinate his/her decisions to
short-term effectiveness. Progress is not important for this person. For him/her it is important that as
much as possible is being done in a certain moment - although it is about performing senseless of even
stupid activities. For this person all decisions are in-programmed. He/she knows exactly how something
can be done in the fastest way. Effectiveness of his/her decisions is measured by quantity of completed
activities.
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A person whose behaviour pattern includes behaviour role indicated by A will subordinate his/her deci-
sions to tendency towards short-term efficiency. It is important for him/her that every detail is envisaged
and possibly noted down in different rule books. His/her decisions are subordinated exclusively to pro-
grammed decisions. He/she is very unhappy and even confused if decisions are not programmed and
noted down in advance. He/she considers the need for non-programmed decisions as disorderly system
which he/she constantly criticises.

A person whose behaviour pattern includes behaviour role indicated by E aims at long-term effectiveness.
Or he/she at least believes firmly that he/she must perform differently and that every decision must be
based on pre-established information. His/her continuous non-programmed decisions produced by a num-
ber of his/her ideas make him/her believe in better future, in effectiveness that will be obvious only some
time afterwards.

Future success is also expected by a person whose behaviour pattern includes behaviour role indicated by
I. His/her decisions are subordinated to long-term efficiency which is viewed as appropriate human re-
source management by such person. He/she also tends to take non-programmed decisions. In this case
people cannot control the effects of his/her decisions since the results may only be seen some time after-
wards.

Behaviour Roles and Education

Behaviour roles within an individual's behaviour pattern strongly influence attitude towards education. A
person with behaviour role indicated by P may thus believe that work itself is the best teacher. It means
that one should be educated (trained) in a practical way by using the method of attempt and failure, and
learns it on one's own cost. Every type of education outside his/her working premises is a mere waste of
time for such a person. Work - an you can learn everything you need!

A person whose behaviour pattern includes behaviour role indicated by A believes that one should be
given the rules laid down by others and he/she should follow them strictly. Learning new rules and regu-
lations seems to him/her the only type of education that makes sense. Attending courses and other types
of education should be conditioned by regulations. Typical question that may be asked by this type of per-
son: Is he/she entitled to this type of education/training; is it in accordance with the rule-book?

Behaviour role indicated by E, which may be found in an individual's behaviour pattern, requires that an
individual tries to transfer his/her, ideas to other people himself/herself. This tendency is so impetuous
that he/she conceals ideas until he/she manages to create problems in people; then he/she triumphs by re-
vealing pre-prepared solutions. He/she attends only those types of education/training where he/she can
reveal his/her ideas. He/she is not interested in other people's ideas or he/she considers them invaluable.
He/she is not interested in education/training which he/she considers as a mere transfer of programmed
decisions.

People whose behaviour pattern includes behaviour role indicated by I are above all interested in topics
where people are educated/trained in how to work with other people. They consider every activity aimed
at people as an art of communication. Regardless of what problems people might have such persons be-
lieve that knowledge of communication is a proper solution. This tendency is completely understandable
for them because they can approach people only by help of communication.

This is how people are and nothing is wrong with that. Relationship between behaviour roles included in
behaviour patterns of every individual can help us understand the issue why every individual acts in the
process of education and/or training in a different way.
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Education/Training and Organisations' Behaviour Patterns

It is essential for every organisation that it is oriented towards future as well as towards present and that it
aims to effectiveness and productiveness. Therefore those organisations that employ people with all roles
in behaviour patterns (although such perfection cannot be found in one person) seem to be the most effec-
tive. If people with same behaviour roles in their behaviour patterns were employed in an organisation,
this organisation could not be effective. Therefore organisations have to find out which behaviour roles
they lack in their behaviour patterns first and then develop education and training programmes that will
help them fill the gap in their behaviour structure. Besides, education and training programme providers
should be aware of which behaviour roles should be reinforced and how this could be achieved.

However, we may face the first serious problem already at the starting point: Those people who belong to
certain behaviour roles in their behaviour patterns usually believe that they need only those knowledge
and skills that arise from their behaviour pattern instead of considering organisational needs. Therefore
they will develop and order educational and training programmes that are based on their behaviour pat-
terns without considering organisational needs because these people are simply not aware of other needs
than their own. Serious educational and training institutions, that offer such programmes, should offer
what organisations need. But it is definitely much easier to sell what organisations offer.

The second problem appears when programmes are being implemented. People with specific behaviour
roles in their behaviour patterns should reinforce behaviour roles that have not been detected. So educa-
tional and training institutions should do something against participants' will because they themselves do
not know what they need. Unfortunately, such attempts have mostly been evaluated as an educational or
training failure. However, we know the ways to evoke a behaviour role that has not been implied in one's
behaviour pattern.

If we wanted to develop P and A role people should be given work that requires application of behaviour
role P and A. Considering the fact that they aim mostly at short-term effectiveness (P) and short-term effi-
ciency (A), it is necessary for the development of behaviour role P to assign a person such tasks that offer
an instant possibility of establishing whether they have been completed or not. Or: Success may be in-
stantly ascribed to a person who has completed the tasks. Behaviour role A requires a system order, de-
tails, programmed decisions, envisaged events and enjoyment in routine. Therefore behaviour role A can
be developed when a specific task is assigned to a learner and when he/she has to programme decisions
himself/herself. Envisaging events is thus required by a task. There are more than enough tasks like this in
every organisation.

While organisations are relatively successful at development of P and A behaviour roles, they are less
skilful in development of behaviour roles E and I in employees' behaviour patterns. In many organisations
future directions, future effectiveness and efficiency are left to directors or top managers. If they do not
have such people they are searching for them outside their organisation. This may even impede eventual
natural development of behaviour roles E and I in employees’ behaviour patterns. On the contrary, at
schools and at universities these two behaviour roles are being strongly developed by allowing pupils and
students to solve different tasks in their own way. Creativity as a result of a range of ideas may be re-
leased in this case. Since tasks are often performed in groups it is necessary to use various communication
channels. Outwardly, the type of education and training that helps develop behaviour roles I and E may
be perceived as a problem solving activity based on one's own experiences; however, it is less appropriate
for those who need this type of education and training (P and A).

Finally, regular development of all behaviour roles in employees' behaviour patterns is one of the pur-
poses of a learning organisation.
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Behaviour Patterns of Future Managers

We were interested in behaviour patterns of students at The Business School, Faculty of Economics in
Ljubljana. An extensive research, which included about 800 students, indicated that the major part of this
cohort is oriented towards future concerning efficiency as well as effectiveness. In other words, behaviour
roles E and I were most frequently found in their behaviour patterns while behaviour roles P and A were
often missing.

If these findings are connected to the previously described principles, they may indicate that students are
mainly inclined to non-programmed decision making, i.e. decision making where the choice among alter-
natives should be made, where no information is known in advance and where creativity and risk are re-
quired. This may be a result of methods of education where individual, group or team problem-solving is
common practice. At the same time, their behaviour patterns possibly influence university professors to
use teaching methods that allow students to test the development of ideas individually. Creativity is a
category that is extremely appreciated by students.

Frequent absence of behaviour roles P and A could mean that making programmed decisions may be a
very serious hindrance for these students. Short-term efficiency and effectiveness are also less interesting
for them. Difficulties of this kind may be noticed mainly by those types of tasks where a specific report or
another concrete product should be completed according to pre-determined programmed procedures. Ab-
sence of such types of tasks is very common.

Conclusions

If we presume that behaviour patterns of present students will not be significantly altered in practice or
that only people of such behaviour patterns could occupy top management positions (it is only a theoreti-
cal presumption) and thus take decisions about how and in relation to what their employees can be edu-
cated and trained they would probably act in accordance with their behaviour patterns. They would try to
transfer their own ideas to others themselves. However, they would participate in education and/or train-
ing only if they could reveal their own ideas to other people. They would not be interested in other peo-
ple's ideas. They would not impede their colleagues' education and/or training but they would also leave
development of education and training programmes to other people. There would be at least two indispen-
sable themes in each programme: communication and human resource management.

From the aspect of prevailing opinion in Slovenia there is nothing wrong with such behaviour of future
managers or it is even perceived as desired behaviour. However, it is critical that behaviour roles P and A,
which indicate short-term effectiveness and efficiency, are thus neglected. There is not a promising situa-
tion for any staff if behaviour roles P and A in staff's behaviour patterns are missing. Therefore an essen-
tial question should be asked: How to convince managers of the described behaviour patterns that they
also need people who will take programmed decisions efficiently and thus ensure effective and efficient
day-to-day work? This may only be realised by an attempt to develop roles P and A in those managers
who are responsible for education and training in organisation - at least to an extent that they will be able
to understand, to appreciate and to involve actively people with roles P and A in their behaviour patterns.

Considering our findings that programmed decisions are more efficient in more complex organisational
systems, we can establish that abilities of those people who are able to take mainly non-programmed de-
cisions may be doomed to failure unless such organisations are managed by people who master pro-
grammed way of decision making to an excellent level.
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