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Decision-making as political process

by: Andrew M. Pettigrw 

· ‘people will readily admit that governments are organizations’.

· (Long 1962) says ‘Its true, organizations are governments but rarely considered’ 

· Long, gives two main reasons fro this neglect:

· A lack of concern with the ‘political’ structure of power and legitimacy

· A heavy reliance on a psychological orientation with a lack of emphasis on sociological analysis

· In the present study the organization is considered an open political system

· The division of work in an organization create sub-units. These sub-units develop interests based on specialized functions and responsibilities. Although such sub-units have specialized tasks, they may also be interdependent. This interdependent may be played out within a joint decision-making process. Within such decision-making process, interest-based demand are made.

· The success any claimant has in furthering his interests will be a consequence of his ability to generate support for his demand.

· It is the involvement of sub-unit in such demand- and support-generating process within the decision-making process of the organization that constitutes the political dimension.

· Political behavior is defined as behaviors by individuals, or collective terms, by sub-units, within an organization that makes a claim against the resource-sharing system of the organization.

· As long as organization counties as resource-sharing systems where there is an inevitable scarcity of those resource, political behavior will occur.

· If the dominant occupational ideology defines success as career mobility and if people continue to be rewarded for that mobility, they will attempt to influence the procedures for mobility established in any occupation.

· Such political behavior is likely to be a special feature of large-scale innovative decisions. These decision are likely to threaten existing patterns of resource-sharing. New resources may be created and appear to fall within jurisdiction of a department or individuals who has not previously been a claimant in a particular area.

· The theoretically most developed analyses of organizational decision-making, those of March and Simon(1958) and Cryet and March(1963) are lacking in certain respects.  What are the problems with their theories? ?

· The above theories are virtually untestable on an aggregate basis because they are presented in a universal and non-structure form. Theories, even in a universal from, should be specified in a societal context and related to social stature and organization

·  Decision are not made by individuals or by role occupants, but via processes which are affected by properties of the unit or units in which the decision is to be made

· information failures that characterize ‘bounded rationality’ are rooted in structural problems of hierarchy, specialization and centralization, and do not just reflect the malfunctioning of though processes.

· Although Cryert and March(1936) discuss conflict they are never specific about its determinants. They offer only vague discussions of sub-goal identification. Their model of coalition formation, while smacking of realism, lack depth of presentation.

· There is no mention of the organizational structure of the firm, nor therefore of the membership of the bargaining sub-groups in the coalition.

· Littlie attention is given to how and why coalitions are formed and changed, or to the generation of support and how the structure of the organization might limit such a process.

Power and organizational decision-making

· One of the main problems is gaining access to do research about power in organization is that:

· Sociologist rely upon the co-operation and financial support to those who control the organization they seek to study

· The groups would systematically oppose and hinder the sociologists attempts to bring into the open the power structure and political struggles taking place in the organization. 

· There are as many different definitions of the concept of autority and power as there are of the concept of role

· Talcott parsons, authority refers to the legitimate position of an individual or group: ‘authority is essentially the institutional code within which the use of power as medium is organized and legitimized’. 

· in short to parsons, basis of power, in fact the only basis of power, rather than a kind of power.

·  The use of power is restricted entirely to the achievement of collective goals.

· Giddens holds that parson collectivistic orientation to power share some of the basic difficulties and deficiencies of his general theory.

· Clearly, positions of power offer to their incumbents definite material and psychological rewards, and thereby stimulate conflict between those who want power and those who have it.

· This bring into play a multiplicity of possible strategies of coercion, deceit, and manipulation which can be used either to acquire or to hold on to power.

· The formal structure of power and legitimacy is regarded as problematic 

· A position may give leader authority, but the exercise of authority requires interaction. It is at this point that the leader’s problems begin.

· Balu says that, a superiors’ ability to exercise authority depends on the willingness of his subordinates to obey him. The superior not only control but is controlled

· Crozier says, that we have considers subordinates as ‘free agents who can discuss their own problems and bargain about them, who not only submit to a power structure but also participate in that structure’.

· If certain groups within a social system compare their share of power, wealth and status with that of other groups and question the legitimacy of this distribution, discontent and overt conflict are likely to ensue.

· The present, questions is, however. How superior’s attain and sustain legitimacy. The key issue is the norms and values adhered to by both superior and subordinate.

· Bula says, as a group representative the superior will be expected to some extent to symbolize the value and standards of the group. And yet the contact the superior has wit the norms and the external environment, coupled with his need for some acceptance by that environment if he is to be an effective group representative. May bplace on him pressures to conform to norms contrary to his group’s.

· Michels, suggest that ‘ deproletarianization’ (is a characteristic strategy of capitalist  restructuring or unfree labor ) is a special problem for minority group leader.

· But Kaplan says that, data will be presented shortly to demonstrate that the head of a management services department is faced with a similar problem.

· Hollander says that, leader’s interest in group members and interest in group activity were significantly related to group member willingness to have him continue in that position.

· Power structure rest primarily not on a social consensus concerning expectations about privileges or rights between superiors and subordinates, but on the distribution of the resources by means of which compliance with demand can be enforced.

· Dahl says,  power involves‘ A having power over B to the extent that he can get B to do something that B would not otherwise do’. Power is , then a property of social relationship, not an attribute of the actor an essential aspect of this theory of power is the notion of dependency.

· Dependency is then, a product of an imbalance of exchange between individuals and the ability of one actor to control other through his possession of resources.

· Mechanic says, organization dependency can be generated by controlling access to the resources f ‘information, persons and instrumentalities’

·  Skyes describe dependence, he give example of person guards on inmates, he says, although guards could report prisoners for disobedience, too many report from a particular guard would give his superiors the impression that he was ineffective. the result was a trading agreement whereby the guards allows violation of certain rules in return for cooperative behaviors.

·  Control over information is critical resource for mobilizing power in a decisions-making.

· McCleery, has provided interesting data on power in a relation in a prison. His main point is that the formal system of authority relations could be considerably modified by the location and control of communication channels. Because all reports has to pas through the custodial hierarchy, this group was able to subvert the industrial and reform goals represented by the prison processional services and industry programs. The head of the custodial hierarchy the prison captain, was for the same reason able to exert considerable control over decision made by his immediate superior, the warden.

· Macleery concludes that while ‘ the institutional autocrat is not responsible to his subordinates, he is not less responsible than any other executive to those who define the premises of his discretion.  

· Under what condition is a superior likely to be most dependent on his subordinates?

· Walter says, the influence of subordinates over superiors on non-programmed choices is greater than the influence of superiors over subordinates.

· His reasons for this were somewhat inconclusive: ‘ this outcome is apparently a function of the subordinate’s greater knowledge, or, perhaps, the shared presumption by superiors that subordinates know more than they do’

· Expert can maintain a power position over high-ranking persons in the organization as long as they are depend upon him for special skills and access to certain kind of information.

· It is expected that innovative decision will be characterized by uncertainty, such uncertainty can be used as a major power resource by the expert 

· The position the expert occupies in the structure of relationship in the organization will affect his ability to control and direct the actions of others, as will his position in the communication structure of the organization. But executives generally have ultimate power to hire and fire experts.

· A superior may attempt to reduce his dependence on any group of experts by arranging to pick up the specialist information they possess from other source. In doing so, however he will create an exchange imbalance in his relationship with them. He may, of course, attempt to coerce his experts into given him advice or, alternatively, resign himself to doing without it.

· Crozer hypothesizes says, ‘ in the long run, power will tent to be closely related to the kind of uncertainty upon which depends the life of the organization.

Theoretical bearings 

· The present analysis seeks to complement existing work by exploring the nature of the ‘political’ in the content of an innovative decision process.

· Such political behaviors is likely to be specially pronounce in the uncertain task environment surrounding an innovative decision. The political dimension will be analyzed with reference to authority and power relations in the decision making.

·   By Individuals  ability to exert power over others,  Individuals can change or maintain structure as well as the norms and expectations upon which these structure rest

· an Individuals behaviors is therefore governed not only by the structure of the situation in which he participates but also by his ability to shape and mould that structure to suit his own interests.

· Individuals can do this only if he has sufficient power to impose his will on others despites their opposition.

· The weapons for such contests are the resources that individual possess, control and can manipulate, and the ties of dependency that they can form with relevant others.

· Within decision-taking process, power strategies are employed by the various interested parties through their demand.

· Wildavsky says, Strategies are the links between the intentions and perception of officials and political system that impose restraints an created opportunities for them.

· Eston says, ‘a demand is subject matter should or should not be mad by those responsible for doing so’.

· The more complex, heterogeneous and differentiated a political structure is, the more likely are disparate demand to be made. Such a disparities are a product of organizational position, professional training process involving an inclusive leadership systems and an innovative subsystem will be characterized by disparate demand.

· Not all demand can be met. A competitive struggle will develop in which the innovating subsystem ( which may be differentiated itself) will attempt to utilize its various resources to generate support for its demands.

· The processing of demand and the generation of support are the principal component of the general political structure through which power may be wielded. The final decisional outcome will evolve out of the processes of power mobilization attempting by each party in support of its demand. 

good Luck !
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