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CHAPTER 1

SOCIAL AND CREATIVE DECISION MAKING

Research on human decision making is at the presenl time undergeing rapié changss.
From previously being much focused on models and approaches with an origin in
economy, much of the present day research finds its inspiration from disciplinary
approaches concerned with incorporating more of the context that the decision making
takes place in. This context includes psychological aspects of the decision maker and
social-cultural aspects of the situation he or she acts in. All human decision making cccurs
in dynamically changing contexts. One factor contributing to this is that human beings or
groups in many situations acl as entrepreneurs wying to improve the situation for
themselves or their organization. Given that this is the case, it is of increasing interest for
both researchers and practitioners interested in the social aspects of decision making to
consider the relation between creativity and decision making.

In the present volume we have included chapters that deal with social and creative
aspects of decision making. Such aspects have, to some extenl, been neglected in
- psychological research on decision making. This is partly due to the historical domination
of the SEU (Subjective Expected Utility) tradition in judgment and decision making
research. The SEU tradition has its roots in economic theory. This may be one reason why
this tradition appears as quite static and too limited in its nature L0 be able 1o explain such
phenomena as, for instancé, innovation, By improving our understanding of the creative
and social aspects of decision making the present volume contributes to the integration of
theories, concepts and results from different research traditions and in this way helps to
better our understanding of the decision making. The volume hereby complements research
achievements that have been presented under different names such as naturalistic decision
making, distributed decision making, and applied creativity. The chapters help (o provide a
more realistic understanding of the conditions for creative social decision making. For this
reason they also have important practical implications, for example with respect to how
creativity can be promoted in organizational decision making.

Given the disciplinary specialization that, just as in other research fields, has developed
in decision research in different disciplines, we have found it important to gather in one
place a somewhat broader spectrum of contributions to decision making research compared
with what is commonly found i a single volume. Most of the contributions are from
psychology but there are also confributions from management science, health science,
education, policy and planning, and informatics. Different perspectives on decision making
will, just as different measurement methods, help to bring oul more aspecls of the
phenomenon and thus improve our understanding.
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Several of the authors to the chapters in this volume address basic and general issues
with regard to the social and creative dimensions of decision making. For instance,
Stoycheva and Lubart provide an interesting review in which they describe important
seneral featores of creative decision making. Wilke and Kaplan, in their review, especially
focus on group processes, whereas Basadur reviews the literature relevant for
organizational and managerial decision making while making theoretical extensions of his
own. Taking their point of departure from the research literature, Pfister and Bohm'’s give
interesting arguments for why new scientific approaches are needed in the area of
environmental decision making research.

Other authors in the volume are more concerned with aspects that are especially
relevant for our personal lives. Ameng others, Willén provides an example of how theories
of decision making and creativity may be applied in the area of family studies. Salo and
Svenson highlight features of the decision process that play an important role in health care
sudents’ choice of education. In addition, Takemura shows that notions of decision
making, which stress the importance of descriptive variance, are highly relevant for
understanding the behavior of everyday consnmers.

Finally, several authors in this volume are concerned with aspects that are of
importance for management and the organization of work life. For instance, Badke-Schaub
and Buerschaper [ocus on how professional designers solve problems and make decisions
in the organization. Selart and Boe give an account of how CEO’s of small information
technology companies view Lheir use of different aspects of creative thinking in their daily
work. Vinkenburg, Koopman and Jansen present a field experiment and describe important

' features of managerial efficiency. The aim of Jénsson, Edstrom and Ask’s contribution is

to draw conclusions from. a micro analysis of the accounts given by the various members of
the project team of an incident in an R&D car industry development project. Hedelin and
Allwood present a study in which they stress the seliing in of a decision alternative as a
fundamental and under-rescarched aspect of decision making processes in organizalions.
Finally, Engestrém shows how the development of a structure for the social framework for
health care administration and decisions takes place through a struggle between the
different involved parties where the parties aim to establish their cwn platforms in the
decision process.

DIFFERENT DIMENSIONS IN THE CHAPTERS

The chapters in the book can be iocated on a number of different dimensions. Some af
these will be discussed next.

INDIVIDUAL AND INSTITUTIONAL PERSPECTIVES

As noted, alt of the chapters share a concern with decision making in social contexts.
However, the chapters differ with respect to whether they treat decision making from the
perspective of the sndividual or from that of a socially organized institution. When decision
making is seen from the perspective of the individual, his or her mental processes are
brought to the foreground. Research guestions pursued from this perspective concern for
example how a possible decision starts to develop in an individual’s mind (chapter by
Willén), how the individuals weigh together evidence at the final stage before the decision
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SOCIAL AND CREATIVE NECISION MAKING

Zow the decision is viewed by the decision maker after the decision is
made (Salo & Svenson) and which features of the individual’s cognitive and motivational
properties, decision making process, or of the decision itself, contribute to making it
creative (Plister & Bohm; Stoycheva & Lubart). Although these contribufions concern
social decision making in the sense that they concern decisions taken in a social
environment, they do not to any large extent consider how different features of the social
environment, institutional or other, affect the decision process.

The chapter by Wilke and Kaplan takes more of a middle position on the dimension
fom individual to institution. Here the authors describe processes in conneclion with
ive decision making Lhat occwrs in small group setiings. Somewhat more towards the
end of the dimension, some chapters report studies on decision making in
oe; Vinkenburg et al) bui without very much relating to
the institutional features of organizations. Closer to the end of the dimension more of the
institutional context that the decision maker operates in is brought into focus. For example,
the chapters by Badke-Schaub and Buerschaper and by Ionsson, et al. describe and analyze
creative decision making in industrial design processes, and the chapter by Hedelin and
Aliwood analyzes the decision making processes 0CCUTTing within organizational settings
of @ifferent kinds. Finally, at the very end of the continua, the chapter by Engestrém
analyzes the development of an institotional framework for tbe distribution of
responsibility for decisions concerning the care of child patients with fong-term diseases,
between the home, the speciatist physician and the oper care unit.
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DIFFERENTIAL EMPHASIS ON DECISION PROCESS AND ON CREATIVITY

The different chapters also differ with respect to the Tocus they put on creativity and on
decision making. Five of the chapters focus foremost on the decision making process and
draw conclusions about creativity in the decision process mostly on the basis of the
findings about the decision process. Here are the chapters by Engestrdm on the
development of social structuzes for decision making, by Willén on divorce decisions, by
Hedelin and Allwood on organizational decision processes, and by Jénsson et al on the
a design conlext. Likewise, the focus in Takemura’s chapter on the
terion is foremost on the decision process. Other
chapters with a focus on decision making put greater emphasis on atlempts (0 identify the
creative aspects of the decision making process. Examples here are the chapters by Salo
and Svenson on individuals’ choice of professional education, by Pfister and Boéhm on
environmentally friendly decisions, and by Selart and Boe on the role of habits in decision
making.

In four of the chapters an approximately equal amount of attention is paid Lo creativity
and decision making. In one chapter (Basadur) this 18 accomplished by focusing on
probiem solving (or thinking) and seeing creativity and decision making as integral parts of
this larger process. Basadur’s chapter focuses on how thinking in organizations can be
organized (o become more creative. In a similar manner, the chapter by Badke-Schaub and
Buerschaper deals foremost with a larger collective design process and analyzes which
points in this process are the more creative. The chapter by Vinkenburg et al, focuses on
the question of why managers do what they do, Here, decision making and creativity are

seen as integrat parts of the processes leading up lo managers’ behavior. Finally, ths
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chapter by Stoycheva and Lubart also provides a fairly good balance between creativity
and decision making but by use of a different approach. Here, the authors very
conscientiously analyze the relation between creativity and decision making. First they
analyze the role of creativity in decision processes and then the role of decision processes
for creativity.

Finajly, the chapter by Wilke and Kaplan, dealing foremost with creativity in group
processes, focus more on creativity as such. Decisions and decision processes are here seen
as part of the group problem solving or thinking process and are nct focused on

specifically.

DIFFERENT THEORETICAL PERSPECTIVES

The chapters in the book represent a range of theoretical perspectives. Not afl of them
are easy Lo classily. However, at least one chapter, the one by Takemura, to a large extent
represents the, by now, classical behavioral decision making paradigm. Some of the other
chapters represenl more recent specific approaches in psychological decision making
research. This is the case for the chapters by Salo and Svenson and by Willén which
represents  applications  and developments of Svenson’s Diff-Con  theory and of
Montgomery's dominance structuring theory, respectively. Both of these approaches
concern the mental work of individual decision makers and can be seen as tocated within
the naturalistic decision making approach, broadly taken. Other chaplers {Badke-Schanb &
Buerschaper; Plister & Béhm; Selart & Boe; Stoycheva & Lubart) are clearly inspived by
the parts of cognitive psychology dealing with problem solving, creativity theory, process
tracing approaches to decision making and theory concerning the automatization of skills.
The chapter by Wilke and Kaplan relays on theories from social psychology on group
interaction. One chapter uses organizational theory (Vinkenburg et al.) and two others are
at least inspired by it (Basadur; Hedelin & Allwood). Finally, two chapters use other
approaches from the social sciences, more specifically ethomethodology (Tonsson et al)
and activity theory (Engestrém).

THEORETICAL AND EMPIRICAL FOCUS

The chapters can also be located on a dimension running from theoreiical to empirical,
An indication of this is that the chapters differ with respect to the extent to which they
present a specific empirical study. Five of the chapters are foremost theoretical (Basadur;
Pfister & Bohm; Stoycheva & Lubart; Takemura; Wilke & Kaplan). However, all of these
chaplers use previous empirical research Lo substantiate their ideas. Possibly the distance
hetween the theorstical arguments and the empirical data is somewhat greater in the
chapter by Pfister and Béhm on eavironmental friendly decisions and o some extent also
in the chapter hy Basadur presenting a program for creative decision making in
organizations, compared o the other three chapters in this group. Theses chapters, i.e., the
chapter by Wilke and Kaplan on different types of creativity in group processes, the
chapter by Stoycheva and Lubari on the refation between creativity and decision making,
and the chapter by Takemura presenting a theory about information integration in decision
making all push theoretical ideas. However, there is also an emphasis on providing an
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overview of previous research in their respective areas.

The chapters by Selart and Boe on the rote of conscious and controlled habits in human
decision making and by Vinkenburg et al on the role of situational and personal factors in
organizational decision making, first present literature overviews of their areas and then
describe an empirical study by the authors that further expands the argumentation in the
chapter.

The remaining six chapters, presented by Badke-Schaub and Buerschaper on design
processes in organizations, by Engestrom on the development of ingticutional structures for
distributing responsibility and powes in the care of a specific medical patient category, by
Hedelin and Allwood on leatures of high ievel organizational decision making, by Jénsson
et al. on a specific event in the design of a car model, by Salo and Svenson on individual’s
choice of professional education and finally by Willén on couples’ decisions 1o divorce
more clearty focus on a specific empirical study. The conclusions from these chapters are
to a large extent drawn from, or mediated via, the empirical data in the presented study.

The empirical research methods of the more empirically focused chapters differ. Four
of the chapters use questionnaire data, coilecied either by the use of an elecironical
questionnaire (Selart & Boe) or by the use of a traditional booklet (Badke-Schaub &
RBuerschaper; Salo & Svenson; Vinkenburg et al.). In the chapter by Salo and Svenson
questionnaire data was collected for the same individuals on several occasions. The other
chapters in this group relay either on interviews (Badke-Schaub & Buerschaper,
Engestrém, Hedelin & Allwood; Iénsson et al.; Willén), document analyses (Badke-
Schaub & Buerschaper; Engestrdm), direct observation of the decision process studied
(Badke-Schaub & Buerschaper; Ténsson et al.), or on computer simulation (Badke-Schaub
& Buerschaper). Thus, some of the chapters presenting empirical studies (Badke-Schaub &
Ruerschaper; Engesutm: Jeénsson et al.) combine different types of data collection
methods.

Most of the chapters mainly take a descriptive or an explanatory approach. However, at
least two of the chapters (Basadur Pfister & Bohm) take a more normative or
“prescriptive” standpoint. AS will be Further detailed below, this relates to their definition

of creativity.

CREATIVE ASPECTS OF THE DECISION PROCESS

The stance taken in the chapters towards creativity show both similarities and
differences. Most of the chapters agree that creativity can pertain both to the decision
process and to the decision product. Considering the decision process first, it is clear that
many parts of the decision process have a potential for being creative. Starting with the
carly stages, identifying what is the decision problem (or decision opportunity, as argued
by Keeney, 1992) (0 he solved is pointed out by many of the authors (e.g., Badke-Schaub
& Buerschaper; Basadur: Salo & Svenson; Selart & Boe; Stoycheva & Lubart) as having a
high potential for creativity (the highest according to Badke-Schaub and Buerschaper,
Basadur, and Stoycheva and Lubart).

Nexi, the construction of new decision aiternatives, or the restructuring of old ones, is
also identified as Hable for creative thinking (Pfister & Bohm; Salo & Svensen; Selart &
Bee). Some of the authors point out that these aspetls can be affected by a creative
restructuring of ong’s values, or goals (Pfister & Bohm; Salo & Svenson; Selart & Boej.




CHAPTER |

3

Stoycheva and Lubart suggest that a creative formulation of the decision problem “is
related to the construction of a holistic, relational representation of the problem™ (p. 23},
and that the creative generation of aiternatives includes “focusing atlention on the more
unusual aspects of the stimulus problem when searching for alternatives.” (p. 22).
Vinkenburg el al. suggest thal creative managers have a well-developed ability to read the
situation in order to identify relevant aspects of the situation. Stoycheva and Lubart suggest
that “intuitive” processes are important for the creation of decision alternatives and
Engesutm talks about improvisation and bricolage.

‘Adter this follows the evaluation and choice of a decision alternative. Here creativity is
assumed to involve for example the generation of many evaluation dimensions (Stoycheva
& Lubart) and to integrate atributes in a creative way (Takemura). With respect to
integration of attributes, Takemura notes that his involves a creative construction, or
“anvisionment” of a criterion (“mental ruler”) against which to evaluvate the different
alternatives considered in the decision situation. Such a construction involves being
creative when finding out which attributes are important to integrate and in the next step to
ingrate these atlribules in creative way.

The idea held in much previcus research that evaluations are counteractive to creativity
is not accepted by most of the authors in this book. In contrast, for example Badke-Schaub
and Buerschaper claim that “the essence of creative thinking is not to withhold judgment
but may be to evaluate critically with respect to the problem content.” (p. 192).

Although sometimes allocated foremost to specific parts of the decision process, some
aspects or processes comumon to atl or most stages of the decision process seem to be
important opportunities for creativity. Creative idea generation and evaluation are both
considered to be carried out in a “flexible” and “adaptive” way. Further suggestions of this
kind given by Stoycheva and Lubart are “io discriminate between salient and significant
attributes [...]J, to reason at a high level of abstraction, [.. to) tolera[te] ambiguity during
decision making (o avoid premature closure [... and] being motivated 10 invest as much
cognilive efforl as necessary to make creative choices.” (p. 29). In the latter context Selart
and Boe discusses the necessity of deep involvement. In addition to these suggestions,
Willén stresses Lhe importance for creativity of “restructuring and perspective shift” (p.
131) and J6nsson el al. and Badke-Schaub and Buerschaper mention the application of a
good solution from one area to another.

CREATIVE ASPECTS OF THE SPECIFICALLY SOCIAL PARTS OF THE
DECISION PROCESS

Some authors specifically discuss creativity in parts of the decision process that are
foremost social. For example, Badke-Schaub and Buerschaper note that “we often {ind
creativity in a joint problem solving process, as an explicitly collaborative activity” (p.
177). For Basadur creativity in organizations is associated with adaptivity and innovation
but also with open system organization. The opposite appreach is a closed system
organization, aiming at internal efficiency and optimizing day-to-day routines.

Witke and Kaplan discuss social creativity which is said to refer o “methods to
coordinate group members’ effort and to enhance their motivation to produce ideas in
sroups that are unexpocted and nevel” {p. 35). These authors conirast creative and non-
creative {(group) processes. Creative processes are characterized as being influenced by
properties in the snmuli (“informational influence™), i.e., information in the decision task
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per se and non-creative processes are regarded as highly influenced by pressure to conform

(o the group majority (“pormative infiuence’™).

Hedelin and Aliwood perceive creativity emerging as an interaction between the
decisien maker and the situation, in the sense that “when there are difficulties there may be
more need for creativity.” (p. 274y, More specitically, they argue that “Skill in on-fine
handling of the pnexpecied can be seen as an important type of creativity in organizational
decision making.” (p. 278). They also stress that creativity often is important in the social
communication carried out when selling in a proposed decision to other parties inside and
outside of the organization. Basadur mentions a similar aspect. Jonsson et al. also reiate
creativity in the decision process 1 the wider range of social processes going on, pointing
out that creativity “in one part of the project may generate frustration in another.” (p. 253)-
For this reason, these authors suggest that creativity may be easier 10 allow in early phases

of a project than in tater parts.

CREATIVE ASPECTS OF THE DECISION PRODUCT

Most of the chapters explicitly argue that creative products (inciuding decisions or
problem solutions) involve novelty (Badke-Schaub & Buerschaper; Basadur: BEngestrdm;
Phister & Bohm; Salo & Svenson; Stoycheva & Lubart Willén Wilke & Kaplan).
Stoycheva and Lubart argue that the creative option, being novel, is also risky. In addition,
wnost of the chapters contend that decisions or problem solutions, in order 1o be creative,
have to have high quality (e.g. Basadur; Plister & Bohm; Selart & Boe:; Stoycheva &
{.ubart; Takemura; Willén). For many of the authors this means to be socially useful and
adaptive (Basadur; Selart & Boe; Stoycheva & Lubart). For instance, Stoycheva and Lubart
note “that the creative approach to social issues recognizes the imporance of people’s
values and preferences, focuses on understanding each of the interacting/conflicting parties
as well as societal norms, and seeks win-win soluticns.” (p. 16). They also note that the
creative option “is both anusval and useful.” (p. 17). For Plister and Bohm high quality is
synonymous with being environmentally friendly.

It seems clear that the demand for a creative decision or problem solution to have high
quality to some extent involve a value judgment and because of this may involve taking a
pormative approach. As noted above, the chapter by Pfister and Bshm openly take such a
normative approach in a prescriptive variety. However, they also argue that by making
environmentaily friendly decisions the individual can free him- or herself “from being
stuck in a social or moral dilemma.” (p. 103). Likewise, Badke-Schaub and Buerschaper
argue that “The dimensions of creativity seem Lo be categories which initiate growth and
progress of mankind.” (p. 177). Willén suggests that a decision in order to be creative
should be anchored in reality, it should be practical and realistic. Stoycheva and Lubart
concur: ““thinking and acting go hand in hand.” (p. 16.

One way of introducing normative claims without infroducing one’s own values is 10 let
a panel judge whether the product is of high quality or not. A few of the chapters aiso
discuss different societal processes that may determine whether a product is seen a5 of high
quality in specific social arenas (Stoycheva & Lubart, Wilke & Kaplan).

It is of interest to note that the authors of one chapter (Salo & Svenson) explicitly deny
lity in order 1o be creative, According Lo Lhese authors

that a decision has to have high qua
=1
normatively g()()d solution.

“A crealive decision is not necessarily a prescriptive or
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Creative solutions can be quite poor both for the decision maker her or himself as well as
for others.” (p. 149). For example, Salo and Svenson suggest that seif-decelving reasoning
may be regarded as creative. However, these authors do not clearly argue why quality
aspects should not be considered as a constitutive part of creativity.

CONCLUDING REMARKS

This volume presents research that relates decision making Lo creativity with a focus on
the social context in which these processes occur. The volume is addressed to academic
readers as well as to professionals with a scientific interest in the field. The organization of
the volume is primarily based on the individvalfinstitutional coatinua. Thus, the first
chapters. are mainly written from theoretical and, mostly, individual perspectives whereas
the last chapters are more wriiten from an empirical and organizational viewpoint. The
major goal for the present volume has been to give recognition to the fact that human
decision making typically occurs in changing, dynamic, social contexts, and that
researchers interested in decision making in a social context therefore will benefit by
considering the relation between creativity and decision making.
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