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	Policy Statement
	Convert all of the manager’s decisions to programmed decisions except decisions involving major production expansion, unit price changes, and high cost financing.


	Objective
	To simplify the decision-making process by developing formulae and rules of thumb to determine final numbers for each decision variable.


	Rationale
	Good programmed decisions can be made more quickly than good non-programmed decisions. The ability to make good decisions quickly will be imperative to the success of RGC as a company. With due diligence being put into the creation of formulae for the calculation of quarterly decision parameters, the risk of individual managers making panic decisions about parameters, due to tight time constraints, is greatly reduced. The danger of this approach is that it may make it more difficult to react quickly to changes in market conditions, hence managers are encouraged to continually review their formulae to ensure that the market conditions under which it was developed still hold true. 

	Measurement
	If each manager can demonstrate that the decisions that they make for the quarter are the result of a carefully constructed formula or rule of thumb, then this policy will have been a success.
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	Policy Statement
	For the remaining non-programmed decisions, the company management as a whole will need to approve the decisions.


	Objective
	For decisions involving major production expansion, unit price changes and high cost financing, the respective manager will need to generate alternate solutions to the given problem and be able to not only give the group a recommendation on their desired course of action, but to justify to the group why this course is preferable to others.


	Rationale
	Major decisions such as these will affect every aspect of the company, and it is important that every member of the management of the company understands the effects of every one these decisions. Price is included as a ‘major decision’ because of its central importance in our mission, and the fact that small price changes will have a significant affect in all areas of the company.

Decisions such as these are the best place for the group to direct its energy and innovative thinking, as they will have the largest influence on the ultimate direction that the company will take.

	Measurement
	If all managers understand the ramifications of major decisions on their areas, and if no major decisions are implemented without group consultation, then this policy will have been achieved.
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	Policy Statement
	Reduce the required inter-management communication to a one-way flow of information, going from the secretary, to the marketing department, to the production department, to the accountant, and finally to the finance officer. 

	Objective
	To make the decision-making process more efficient by providing a framework for communication of information between managers.

	Rationale
	To compute the required decision parameters each week, managers will require certain information calculated from some other manager. By regulating the flow of information between managers, it makes it easier for the CEO to ensure that the different managers have all the necessary information as soon as it becomes available. With regards to the choice of a one-way flow of information, it is possible that this will result in sub-optimal decisions, where more optimal decision parameters could be produced if feedback were introduced. The solution to this is the generation of different pricing and production options coming from the marketing and production departments, and the selection of the best option from the available scenarios. This method should result in very reliable, quick decisions, whilst avoiding the possibility of rushed decision making due to running out of time whilst attempting to optimize every decision parameter. 

Note that this policy is more of a guideline to ensure that once a given decision parameter is fixed for a quarter, it is not necessary to change these decisions and start a new flow of information. An example of information flow that would be discouraged by this policy is as follows: the production manager decides that it is not possible to meet the expected sales demand this quarter, and expects the marketing manager to revise price, advertising and sales commission to lower the expected demand. Situations such as these will be avoided by ensuring that production will always be able to meet demand through effective long-term sales forecasting.


	Measurement
	If all the required information has been given to the required managers by the quarter’s meeting, then this necessarily means that the policy on information flow has been successful. The policy will not have been met if some manager’s decisions are not ready by the quarterly meeting.
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	Policy Statement
	To have a meeting once per quarter to complete the decision-making process for that quarter, at least one day before the decisions are due to be entered.

	Objective
	The main purpose of this policy is to ensure that decisions are completed on time, with the quarter’s decision set completed well before the decisions are due to be entered.

	Rationale
	To be able to have the decision set completed by the end of the quarterly meeting, it is imperative that the various managers adhere to the previous three policies. If too many non-programmed decisions are required to be made, then this would mean another meeting would have to be scheduled, leaving the most important decisions to be completed just before the decisions are entered, increasing the chance of a panic decision being made. Likewise, if there is a communication breakdown between managers, then information will not be available to managers further down the line, making it impossible for those managers to make their decisions before the quarterly meeting. 

	Measurement
	It will be fairly evident if this policy is not adhered to, as we either complete the decision-making process by the end of the meeting or we do not. Note that the one-day rule on the actual time of the meeting may have to be violated once three decisions a week have to be made, depending on the deadlines for decisions to be entered.
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	Policy Statement
	The CEO shall be provided with, and be able to use, all the formulae related to each manager’s programmed decision-making for the week.

	Objective
	To reduce the possibility of managers not being supplied with the data they require to make their decisions, which would make it impossible to have the decision completed by the end of the quarterly meeting. 

	Rationale
	While it is preferable that the individual manager perform all the tasks related to their own area every quarter, there may be (and have been) circumstances where managers are unable to perform their quarterly tasks. Our company’s policy on the flow of information in our company is highly vulnerable to interruption, as the loss of one step in the process will make it impossible for further decision-making to be done. By making sure that the CEO is also able to do each manager’s weekly tasks, the likelihood of breakdown in the flow of information is greatly reduced.
This policy also has the benefit of providing the individual managers with feedback on how their policies fit with the policies of other areas of the company. A good example is the way the marketing department has made specific policies that, with the help of seasonal factors, result in step increases in sales so that sales increase every second and fourth quarter, and stay roughly the same for the first and third quarters. This fits in with the production department’s policy involving meeting sales demand every quarter rather than using level-mode production- if sales were to decrease significantly on seasonally down quarters, then some way of reducing production for those quarters would need to be implemented.

	Measurement
	If the decision-making process breaks down because of the unavailability of a particular manager, forcing the rest of the group to make a panic decision, then this policy would have failed. If, in the event of a manager being unavailable, the CEO is able to step in, complete the required decision making and forward the required information to the next manager in the flow of the decision-making process, then the policy will have been successful.
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