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Decision-making in Organizations

by: Susan J. miller, David j. Hickson and David c. wilson

This chapter attempts to show how competing view and alternative theoretical frameworks of the way which decisions are made have shaped both the methods of enquiry of subsequent explanations. The central concepts of rationality(هل القرار عقلاني) and power(ما مدى تأثير القوة في اتخاذ القرار) in decision-making.

· Why should decision-making be studied at all?

       -   we studied it because of:

· the increasing complexity of ‘modern organization’ which needed both differentiation and integration of central operational and transformational process were required. Mordent organizations need decisions to be made in order that they can function effectively; managers spend much of their time in making decisions at both the operational and the strategic level.

· Decision can be viewed as being fundamentally concerned with the allocation and exercise of power in organization. 

Managerial rationality in decision-making

· Neo-classical economic assumption lie at the heart of rational choice models of decision-making.

·  They says that individuals normally act as maximizing entrepreneurs, decisions are through to be arrived at by a step-by-step process which is both logical and linear. 

· The decision-makers identify the problem or issue about which a decision has to be made, collect and sort information about alternative potential solutions, compare each solution against predetermined criteria assess degree of fit, arrange solution in order to preference and make an optimizing choice.

· Zey says that this kind of logic is no means new.

· he claim that there has increasingly dominated many sears of government and business over the last 20 years. Especially in U.S.A and western Europe.

·  He claim that if individuals behave in accordance with rationality then littlie or no interference is required by any super ordinate bodies.

· Simon provide a comprehensive critique of the limitation of ‘rational economic man’ or the ‘rational actor’ model. 

· He claim that there is constrained as they were by the complexity of modern organization to operate under condition of perfect rationality.

· Decision likely to be unavailable, incomplete or misrepresented; and criteria by which potential solutions are to be evaluated are often uncertain or not agreed.

· searching for better choices can simply take too long, the net result of these constraints is that the outcome is likely to be a ’satisfying’ rather than an optimizing choice (one which both satisfies and suffices in the circumstance, for the time being).

· 'Bounded Rationality' takes up where Administrative Behavior left off-attempting to understand decision making in its most general sense and, in particular, to show that economics and psychology could contribute to illuminating organizational decision-making processes.
· Programmed decisions are often made lower down in the organization hierarchy; they are the operational decisions which can be safely left to subordinated.

· Non-programmed decisions are those which are unfamiliar; they have not been encountered in quite the same way before, they are to some extent novel, unusual.

· Programmed/ non-programmed dimension represents an early but significant step in distinguishing the characteristics of decisions and associating them with types of process.

Decision-making as the enactment of power

· Simon definition of the term ‘Bounded Rationality' is the result of human and organization constraint; the role of power and political behaviors in setting those constraints.

· Many writer accurately see decision-making as a game of power in which competing interest groups vie with each other for the control of scarce resources. Then the means by which decision are made may be separable rational while the ends may not be.
· Power is an ever-present feature of organization life. Legitimate power is allocated to positions of authority in the hierarchy.

· To explain the power play you have to see it as the inevitable outcome of the way we organize. 

· Organization as an open system, it interacts with its environment in order to survive, is crucially dependent on obtaining resource from suppliers. Power accrues to those part of the organization that can control the flow of resources, especially if these are scarce and critical for organization functioning.

· E.g. a market department which can iron out fluctuations in demand by shrewd pricing and advertising gains influence.

· Friedberg says, that organization can be seen as individuals and groups jockey for position in a hierarchy which is mediated by ongoing negotiation and bargaining.

· Pluralist position are predicated upon the notion of unequal but shifting institutional arrangements.

· Schattsneiders says that, all forms of political organization have a bias in favor of some kind of conflict and the suppression of others because organization is the mobilization of bias.

· Schattsneiders says that some issue are organized into politics while others are organized out. This is turn implies that to gain an even deeper understanding of power in organization we need to look beyond what is readily observable- second face. “this mean that some decisions do not go onto the agenda”.

· Baratz  maintain that non-decisions are equally if not more important than the decisions which are overtly made he says that Non-decisions are the covert issues about which a decision has effectively been taken that hey will not be decided.

Process, prescriptions and explanations

· Lindblom study decision-making in public institution he found that decision-making was a linear, sequential process.

·  Decision were made in a halting(stop) ‘incremental’ way with period of recycling, iteration and reformulation. The process was a non—linear one.

· instead of final choice being arrived at after the full rational process of search and evaluation is completed, small adjustments are made to ongoing strategies. The full range of alternative solutions is not considered, only one which do not differed markedly from the status quo.

· Decisions processed by a series of small step, rather than attaining and implementing the complete solution in one large step. And because each step, in itself, is not too dissimilar from what is already being done, it does not upset too many stakeholders they do not feel threatened to radical change so it is possible to gain commitment for what is being done and escape the process completing funding solution.

· Quinn’s development of this concept into ‘logical instrumentalism’ (مذهب يقول إن فائدة الشي هي التي تقرر ثمنه) which can be found in private sector organization. He says that it appears that all kinds of decision-makers operate in an incremental fashion.
· Mintzbreg studies 25 decision in variety of Canadian organization. He found ever clearer evidence of cycling and recycling f information and alternatives, again showing that the making of this level of decision is likely to require constant adjustment and reappraisal. his studies distinguished seven kind of process : simple impasse, political design, basic search, modified search, basic design, blacked design, and dynamic design process.

· Dutton, claim that in periods of crisis decisions can be made in relatively speedy and straightforward way.

· The Broadfors studies: finding explanation for process: 

· Not all decision-making are made in the same way. Why??? Why are decision process the way that they are?? What factors influence process?? 

· Broadfors  studies decisions making in 30 organization in England, to answer these questions. He found that there are three kind of process were found, labeled sporadic(متفرقة-بشكل متقاطع), fluid (تباعد نسبي) and constricted(متجمعة).

· Sporadic process are subject to more disrupting delays than either fluid or constricted process. The information used will be uneven in quality, some good, some band, and will come from a wide range of sources, and there will be scope for negotiation.

· fluid processes are almost the opposite of sporadic ones. There is much less informal interaction and the process flows more through formal meeting with fewer impediments and delays. These process are rather faster and the decisions is likely to be made in months, rather than years. In short a fluid process is ‘steadily paced, formally channeled and speed’

· constricted process share some o the characteristics of each of the other two but have features distinctive from both. They are less fluid than the fluids and less sporadic than the sporadic, but constricted in a way that neither of the others is. They tend to revolve around a central figure such as a finance or production director who draws in a wide range of expertise in other department before arriving at a decision. In short they are narrowly channeled.

· It is the political and complex nature of what is being decided which is all-important. With regard to politically, all decisions draw in a specific ‘decision set’ of interests: those from inside and outside the organization like; individuals, department, divisions, owner, suppliers, government agencies and so on. But not all interests are equally influential and not every decision draws in the same number or configuration of them.

· In short, the concept of politically and complexity are the primary explanation of why strategic decisions follow the processes they do.

Strategies and garbage-cans: Chaos and disorganized order

الاستراتيجيات و نظرية قمامة العلب المعدنية : الفوضى وعدم النظام
· The garbage can model of decision making (Cohen et al 1972)
· The feature of this model is:

· No agreement on neither goals nor the means of achieving them
· Uncertainty and ambiguity.
· Environment and technology poorly understood
· Key actors move in and out the decision making process
· Complex organisations, internal processes not understood even by those who work in them
· Means and ends of decisions become uncoupled (Weick 1976):
· Actions do not lead to expected outcomes
· Problems, participants, solutions and choice situations come in a haphazard way
· Decisions don’t meet the problems
· Solutions exist before the problem
· There are underlying patterns:
· Chaos and complexity theory
· Garbage-cans are found predominantly in ‘organized anarchies’, complex organizations whose internal processes are not really understood, even by people working in them. In these situations the means and ends of decisions become ‘uncoupled’.

· So that action do not lead to expected outcomes, but are hijacked along the way by other decisions and other actions

· The main components of decisions-problems, solutions, participants and choice situations- flow into the organization garbage-can in a seemingly haphazard way ( by chance), a stream of demands for the fluid attention and energy of decision-makers. if problem, solution participant and choice situation happen to collide appropriately , then a decision occurs.

· This picture is one of seeming chaos, of disorder. And yet there are some patterns under the confusion and these can be modeled once the parameters are known.

· The process is not truly random and can be predicted to some extent, although it can feel like chaos to participants. Decisions do get made, although the process is about as far removed from ration choice prescriptions as it is possible to get.

Mapping the terrain of decision process research

· The range of work on decision-making in this chapter may be contrasted along two key dimensions. One is concerned with the nature of the decision process itself over time, the other with the involvement of various interests in the process. They may be termed the dimension of process action and the dimension of political interests.

· The principal researchers are ‘mapped’ on them (figure)  to present an overview of research and researchers; who may have different views on where particular work should be positioned. 
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all the authors in this figure have focused on decision-making per se. they might started from the decision as the unit of analysis around which other factors might vary. Decisions may vary in content ( what they are about) and in process importance ( operational or strategic). The comment feature, however, is that the concept of decision is the primary unit of analysis. 

· The action dimension: decision-making may be viewed as running from the more coherent to the more chaotic. Authors who take a predominantly coherent view of process subscribe to the notion that decision process trajectories can be relatively sequenced and linear, and reflect attempts by decision-maker to achieves step-by-step progress toward stared goals or objectives.

· Coherent view:
·  decision making process relatively sequenced and linear
· Intended rationality
· Chaotic view :
·  Coherence a myth, decision making random
·  Processes part of the embeddedness of the organization and not always in control
· The interest dimension: the more political interest dimension runs from a purely problem-solving view to a negotiated order view in which diverse interests give a political color to decision-making.

· Problem solving:
· Goals are specified, targets set, satisfactory solutions sought
· Political:
· All activity is politically driven
· Stimon’s description of decision-making as a ‘new science’. It is ‘new’ because Stiomn rejected the prevailing orthodoxy of his coeval economists, who believed economic models of individual choice behaviors could be applied directly to organizational decision processes. It is ‘scientific’, however, since Siomn still held centrally the notion of problem-oriented behaviors from those involved.

- suppose that the decision itself cannot be taken for granted? Suppose that the very ideas of ‘a decision’ is misleading?

The concept of ‘a decision’

· Mintzgerg argue that there are inherent problems with the concept, one of these being that while decisions imply a commitment to action there are situations where actions are taken without decisions having been made.

· He argue that to see organization shift in terms of the deliberate making of decision over-concretizes the rather ambiguous, uncertain processes of change and underplays the continual redefinition, reshaping and reformulation which commitments to action constantly undergo.

· He claim the notion of decisions is particularly unhelpful when thinking about strategies which organizations pursue. This opens up a large area which has not yet received full attention. 

· He defined strategy as a  ‘pattern in  a stream of decision’, he claim that thus strategies may emerge rather than be deliberately decided in advance. Organizations may find themselves going in a particular strategic direction without anyone explicitly having decided that they should do so.

· At a macro level, organization can be seen to be imitative whereby their  management follow leads taken by other organization in the sector and sometimes outside it. This follow-my-leader approach has some appeal, since competing firms within the same business sector will be likely to adapt and react to each other’s strategies and may be seen to be following one another.

· Keat, study fellow-my-leader approach, and amply his study by socio-political factors, argue that although individual strategic decisions may vary in topic content they will fit into this overall pattern if a wide enough frame of reference is adopted.

· Child, argue that managers do have a choice. They are not, he argues, deterministically led by the actions of other organization.

- Now, the debates are open to these question; do managers have the content and process of decision imposed upon them? Or do they exercise a degree of strategic choice?

good Luck !
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