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Namaskar. We will be continuing with our discussion on ‘Decision Making’. In the previous

lectures, we have discussed the Concept of Decision Making, the Definition of Decision

Making, the Different Types of Decisions; We have also spoken about Organizational

Decision Making, Employee Involvement in Decision Making, An Analytical Model of

Decision Making; and in the previous lecture, we have discussed Individual Decision

Making, where we discussed the various approaches - the Rational Approach, the Bounded

Rationality Perspective, and Creativity, Heuristics; and we also , you know, said that decision

making is not fully rational; people take decisions based on logic, facts, which may often be

limited and so, it is also a gut feeling, intuition, creativity, and we also talked about

Heuristics, and we said that the decisions which organizations or individuals arrive at in

organizations is; or even in their personal lives is something which is a reasonable solution - a

‘satisficing’ one, rather than always an optimal one. So, this is where we had stopped, and in

today’s lecture, which is Module VII, Lecture IV, we shall be covering a lot of things. We will

be talking about Group decision making, Individual decision making versus Group Decision

Making. We will discuss Organizational decision making processes, and we will be

concluding with; concluding this lecture with a Contingency Decision Making Framework.

(Refer Slide Time: 02:05)
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So, let us begin with our discussions.

So, we will start with group decision making and we will not only define what group

decision making is, but we will discuss some techniques of group decision making. Then we

will compare individual decision making versus a group decision making; What are

advantages? What are disadvantages? What is more effective and efficient; then we will talk

about organizational decision making processes, where I will be speaking about four different

approaches , you know. We will be talking about the Management Science Approach, the

Carnegie-Mellon Model, the Incremental Decision Process Making, and the Garbage Can,

and then we will be discussing a Contingency decision making framework.

(Refer Slide Time: 02:54)

So, to start with group decision making. Now, as I said in my previous lecture also,

that in an organization, decisions are made both individually as well as in teams or in groups,

and decision making happens in every level of the organization, whether it is the top

management or the middle management or the lower level management. Everybody is taking

decisions, and some of these decisions are individual decisions; some of these are group

decisions.

So, when we talk about group decision making, we are actually, you know, building

on a premise that two heads are better than one, you know, and in the case of group decision

making people interact with each other simultaneously, and they arrive at a solution. Of

course, whatever solution is arrived at, or whatever decision is taken, is either a based on a

majority or on some kind of compromise and on a consensus amongst the members.
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So, in the previous lecture, we spoke about individual decision making, and today, in

this lecture, we will be emphasizing on group decision making. So, in group decision making

people will interact with each other, and discuss with each other; there will be generation of

ideas, you know, and the group would then choose one of the alternatives or one of the

options to solve a particular problem, and the decision would be either based on a majority or

on a consensus.

So, people interact simultaneously, and arrive at a decision choice; they arrive at a

solution. Now, group decision making involves the same steps as, you know, we have in

individual decision making, like identification of a problem, searching for alternatives and

options, evaluating the alternatives and choosing one of the alternatives.

But, the in the case of individual decision making, it is done by a person. But in the

case of a group decision making, a lot of deliberation, a lot of discussion happens with

respect to the problem, with respect to the alternatives, and with respect to selection of one of

the options and so, decisions are either based on a majority or on a consensus. And this

process is not a fixed process, it is a very dynamic process. There are large number of people

involved in decision making. It is a group decision making; so large number of people.

People come from different backgrounds. Age-wise, they may be different. They differ with

respect to age. They differ with respect to gender. They differ with respect to socio-economic,

cultural backgrounds. They differ with respect to their experiences, their knowledge levels,

their literary levels, their educational background and so many other things. And so, people

come with their views and their diverse opinions; they have diverse perspectives and

orientations. And so, the process is a very complex process; and the events and relationships

are very complex, very dynamic, continuous and flexible. And there are a series of

interactions, series of, you know, interactive processes, very sequential in nature to be able to

finally arrive at a solution, which is either based on a majority or on a consensus.

(Refer Slide Time: 06:08)
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So, there are certain group decision making techniques, which we will be discussing.

The first is an interacting group. Now, an interacting group technique is one in which people

interact verbally and non-verbally with each other, generally face-to-face. Of course, now, it

is moving towards online interaction. So, we also have electronic meetings, and during this

interaction, individual members share their ideas, share their opinions. They come forward

with different perspectives to the problem. They bring to the discussion table, a large number

of alternatives, options; large number of options, large number of alternatives to be evaluated

and then, you know, there is huge amount of discussion, huge amount of deliberation and

decision choices made. Now, during interaction, it may so, happen that individual members

are pressurized for conformity of opinion so that they can actually arrive at a decision.

This is particularly so, when, you know, there are divergent views on the problem, and

there is huge amount of discussion and debate, with respect to the alternatives under

consideration and the best alternative. So, in this case, individual members may be

pressurized for conformity of opinion.

(Refer Slide Time: 07:24)

660



The second technique is Brainstorming. Now, in brainstorming, the group leader or

the moderator shares the problem with the group. People deliberate and discuss the problem,

and the different alternatives and options. Open discussion is encouraged so that maximum

options can be generated; so that maximum alternatives can be generated. So, open

discussion is encouraged, so as to generate as many alternatives as possible. No criticism is

required. One person speaks and presents his idea; that idea leads to another; he stops;

another speaks, s that it leads to another idea; and this keeps on happening, and things keep

on getting discussed till an agreement is reached, but no criticism is allowed. And people are

not pressurized for conformity. In fact, while people are brainstorming, there are a large

number of alternative getting generated; there are a large number of views, you know, a

person presents his views, and building on that, another person presents his views, and

another person presents his views. So, there is huge amount of open discussion that happens;

a large number of alternatives are generated, and finally, after discussion and deliberation, an

agreement is reached.

(Refer Slide Time: 08:41)
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The third technique is called a Nominal Group Technique. People meet face-to-face,

but interpersonal communication is restricted. It is in fact, referred to as a paper group. It is a

‘group’ in name only, as no verbal exchange is allowed. So, it is referred to as a paper group.

Why? Because it is a group in name only, as no verbal exchange is allowed. You cannot talk

to the other person. People pool in their, you know, their understanding of a problem and their

perspective, and their individual judgment independently in a systematic manner. And

because the verbal exchange is not allowed, you know, the technique does not stifle

independent thinking and judgment. People are noting down their own views about a

problem, and they are generating their own alternatives, their own options, and they are

writing it down on a paper.

(Refer Slide Time: 09:47)
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And once they are done with it, they are asked to present their ideas one by one. So,

the group leader, or the moderator shares the problem with the group. People independently

write down their ideas. So, there is a silent generation of ideas. So, you know, once the group

leader or the moderator shares the problem with the group, people or the group members

make note of the problem. They start writing and making notes about their understanding of

the problem, about the various alternatives or the options. they feel that they can be that can

be considered. And so, they write down their ideas, and there is silent generation. No verbal

exchange is allowed. And so, this process does not stifle individual thinking at all. After some

time, people are asked to present their ideas one by one, and one while they are presenting

their ideas, again nobody is allowed to talk.

So, person A will present his ideas, and person B presents his ideas; feedback is taken

from the group members who record each idea on a flip chart or on a blackboard. After the

process is over, the ideas are discussed for clarification and evaluation. Every member must

prioritize the ideas by rank ordering; and individual voting on priority ideas is done. The idea

that gets the highest rank is chosen.

So, a solution is arrived at through rank ordering or through rating. So, in this way,

people meet face-to-face, but interpersonal communication is absolutely restricted. And it is a

‘group’ in name only, as no verbal exchange is allowed. So, we also refer to it as a ‘paper

group’. People pool in their individual judgments independently in a systematic manner.

Ideas are discussed for clarification and evaluation. Every member must prioritize the ideas

by rank ordering, and individual voting on priority ideas is done, and the idea that gets the

highest rank is chosen. So, a solution is arrived at through rank ordering or through rating.

(Refer Slide Time: 11:47)
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The fourth technique that we have is the Delphi technique. Now, in the case of Delphi,

a group of experts is formed but they do not meet face-to-face. The problem is shared, you

know, by the group leader or the moderator, through questionnaires, and these questionnaires

are designed which are sent via postal mail or by email to the group of experts asking for

their views. Each member is asked to suggest solutions. Individual members share their ideas

and opinions separately, and pool their judgments independently in a systematic way. And

based on the feedback of the group members, the composite feedback is prepared and shared

with everybody. So, the group of experts is identified. They do not meet face-to-face. The

group leader or the moderator shares the problem with the group of experts and, you know,

through the questionnaire, and seeks their opinion and seeks their advice, through the

questionnaires, and these questionnaires are either sent by post or by email. Each member is

asked to give their solutions to the problem. Each member is asked to give their views on the

problem and provide solutions. So, individual members share their ideas and opinions

separately, and they pool their judgments in an independent manner. And based on the

feedback of the group member, the moderator or the group member will prepare a composite

feedback, and share it again with the people. So, based on the feedback of the experts, based

on the feedback of the virtual group members or the experts, a composite feedback is

prepared by the moderator or by the group leader, and it is shared by the with the experts

again as a second iteration.

(Refer Slide Time: 13:42)

So, again every panel member would receive a composite feedback which he has

received from others, from the moderator, and another round of suggestions or another

iterated process goes on, and the iterative process continues till the issues are narrowed down,
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and an agreement is reached. So, in a nutshell, decisions are arrived through written

communication, which is filling up the questionnaire, which is received from the experts and

kind of iterations that follow, and there is huge amount of anonymity.

So, group of experts is identified. The moderator or the group leader, will share the

problem with these experts through email, or through post and send them a questionnaire, and

ask them to, you know, suggest a solution and give their views through the questionnaire. The

questionnaire is sent back to the moderator who compiles the feedback, and shares it with the

group members again and again, asks them for their opinions. And so, this iterated process

continues till the issues are narrowed down and an agreement is reached. So, decisions are

arrived through written communication received from the experts, and through the series of

various iterations, and there is huge amount of anonymity.

(Refer Slide Time: 14:55)

Now, these are the different techniques of group decision making.

Now, we come to, you know, contrasting individual decision making with group

decision making. So, we will discuss the advantages of group decision making, and the

disadvantages of group decision making, and then we will see what is it that makes decisions

more effective and efficient.

So, advantages of group decision making is that because there are a large number of

people, there is more information and knowledge that can be pulled together. Brainstorming

can result in a broad range of views you know; diverse perspectives can be obtained, and

consensus and participative decision making lead to an increased, you know, acceptance of

the solution or of the decision, and greater commitment, you know, for the implementation of

the same.
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So, because people are participative in the decision making process or in the problem

solving process, and because they have arrived at a consensus, there is an increased

acceptance of the decision, or increased acceptance of the solution, and greater commitment

for implementation. So, this leads to satisfaction of the people, of the workforce, of the group

members, because it is they who have reached the solution, and it is they who have arrived at

a solution. So, they will be more committed to implement the same, more committed to, you

know, towards implementation of the decision and so, it results in greater satisfaction.

(Refer Slide Time: 16:22)

What are the disadvantages of group decision making? Now, you know, it is seen that

very few members actively participate, and others remain passive. So, there is always a

tendency in the group to be dominated by a few people who are active or who are outspoken.

Some people do not speak at all. They remain passive and they do not get a chance to voice

their opinion, either because of their personality trait of being introvert, or because they do

not want to participate actively. And because of this, you know, there is a tendency that the

discussion gets dominated by a few.

Also, another disadvantage of group decision making is that conflicting views may

arise which may lead to conflict and, you know, amongst the group members, and they may

be pressures to conform and comply.

Also, when decisions are taken in a group, there is a diffusion of responsibility. So,

nobody wants to take responsibility if something goes wrong, and there is a diffusion and of

course, in the case of groups, decision making can be time consuming, because getting people

on the discussion forum or discussion table, and then going through huge amount of

discussion and, you know, deliberation can be time-consuming.
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We have something called a groupthink and risky shift, which are again problems

with respect to group decision making, which we shall discuss now.

(Refer Slide Time: 17:57)

So, talking about groupthink and group shift, we also call it risky shift. So, you have

groupthink. Now, groupthink is a phenomenon in which the desire to reach a consensus

predominates the realistic appraisal of the different alternatives or of the different options. So,

it is an inclination of a cohesive group, to bring individual thinking in line with the thinking

of the group.

So, such group pressures for conformity will stifle minority, novel, unpopular and

critically, you know, assessed views. So, you know, so what happens is reaching an

agreement, becomes more important than arriving at a well-thought out decision. So, we also

call it the levelling effect. Now, what happens here is that, you know, people have diverse

opinions, diverse views, and while they are discussing, you know, they realize that it is either

getting dominated by a few, or they are losing out on time. So, very often people resort to

groupthink. I repeat, when people deliberate or discuss in a group, there are diverse views,

there are diverse perspectives. Now, we see that sometimes the discussion gets dominated by

a few, and there is a lot of time which is getting consumed. So, for an easy way out and to,

you know, reach out a solution in an amicable manner, or with lesser amount of time wasted

on the discussion, or spent on the discussion, people you know, try to bring individual

thinking in line with that of the group. So, while there are few dominating ones, who are

presenting their views, even one person who has something different to this to propose; but

this person who has something different to propose is gradually made to think in line with the

others in the group; think in line with the other dominating members in the group. So, it
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stifles individual thinking. So, the desire to reach a consensus predominates a realistic

appraisal. It may so be that the person this individual who has been thinking out of the box, or

thinking differently, may have actually proposed something which is a very, you know,

practical solution or is a very good option to choose from, you know, is one of the best

solutions to the problem, but because he has been thinking differently and he is 1 or 2 people,

, you know, vis a vis the majority thinking. So, what happens? There is a tendency of the

majority in the group to bring individual thinking in line with the group thinking. So, the idea

or the solution proposed by this individual, may just get stifled because, you know, the

tendency of the group will be to bring this individual thinking in line with the group thinking

and this individual or one or two of such people may be pressurized for conformity. So,

conformity to the decision taken by the other group members or by the dominating group

member. So, groupthink is a phenomenon in which the desire to reach a consensus,

predominates a realistic appraisal of the alternative so it is an inclination of a cohesive group

to bring individual thinking in line with that of the group. So, such group pressures for

conformity will stifle a minority view. This person who had a good idea, his idea gets stifled.

This person had a novel idea that gets stifled. So, in other words, reaching out on an

agreement by the majority, becomes more important than arriving at a well-thought off idea

even if that idea was just proposed by one person and supported by maybe or one or two

other people. So, we also call it the levelling effect.

(Refer Slide Time: 22:15)

The next, we come to is Group shift. Now, group shift is a phenomenon in which a

change in the amount of risk taken is witnessed between a group decision and an individual

decision, and it can be either towards conservatism or towards greater risk. This is because in
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case of failure, the responsibility can be diffused across members of a group. So, in most

cases, people are willing to take risks as a group, rather than individually.

When it comes to individual decision making, they may not be ready to take that kind

of risk which they are ready to take when they have to operate in a group, or when they have

to decide as a group. So, there is a change in the amount of risk taken between a group

decision, and an individual decision, and it can be either towards conservatism, or towards

greater risk. So, why does this happen?

This happens because in case of a failure or a wrong decision, you know, the blame

can be, you know, diffused across everybody. The responsibility for the failure or a wrong

choice can be diffused among all the members of the group. So, in most cases, people are

willing to take risks as a group rather than as individually. We also call this as risky shift.

(Refer Slide Time: 23:29)

(Refer Slide Time: 23:36)
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Now, what are the determinants of usage of individual, you know, individual

decisions or group decisions. So, what are the determinants of usage of individual and group

decisions? So, one, it depends upon the nature of the problem. Is the problem a programmed

problem or a non-programmed one? Naturally, in case of programmed decision making,

standard operating procedures are already there in the organization. Problem is clear,

well-defined, repetitive, routine, and so, individual decision making can be resorted to but in

case the problem is a non-programmed one, a complex, non-routine, a new, novel, for which

there are no precedents, or standard operating procedures do not exist - in that case, such

problems may be handled, or maybe dealt with through group decision making. So, both

individual and group decision making, you know, are relevant. In the case of programmed

decision making, individual decision making may be resorted to, but in the case of

non-programmed decision making, the organizations would rely on, or the team or the group,

would rely on group decision making.

Second is leadership style - autocratic versus democratic and participative. So,

depending upon the organizational culture and the leadership style that is followed, you

know, autocratic, you know, organizations would be inclined towards using individual and/or

group decision making techniques. When it is more of an autocratic style that exists in

organizations, decisions will be individual. On the other hand, when the culture is more

towards democratic and participative, decision making or democratic and participative

leadership styles, in that case, group decision making would be adopted.

Again the third determinant is organizational culture - a supportive culture versus

competitive culture, and finally, the time and resource constraints.
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So, all of these four determinants will actually help us in deciding which of the

techniques of decision making should be used - should individual decision making be

emphasized upon, or group decision making be used.

(Refer Slide Time: 25:51)

Coming through the effectiveness and efficiency of group and individual decision

making, the first is accuracy. So, group decisions are found to be more accurate as compared

to individual decisions, because when it is group decision making, there are large number of

people involved, and there is a greater pool of knowledge, and huge amount of discussion,

deliberation; people can discuss wide and divergent views, and then they arrive at a decision,

either on majority or on consensus. So, these decisions have been found to be more accurate.

Second is speed of decision making. Of course, individual decision making is faster as

compared to group decision making, because in group decision making, there is a huge

amount of discussion, deliberation which would mean that a lot of time gets consumed and

so, individual decision making is faster, as compared to group decision making.

(Refer Slide Time: 26:40)
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Creativity. Group decisions are more creative, again because there are a number of

people in the group, they come up with their diverse ideas; many of them have novel ideas,

and so creativity is higher in group decisions as compared to individual decisions.

Fourth is degree of acceptance. A degree of acceptance of a solution again is higher in

the case of group decision making, because in case of group decision making, the solution is

arrived at through deliberation and discussion amongst the group members followed by a

majority vote or a consensus. And so, if people are a part of decision making, there is greater

commitment on their part to accept the decision and implement the decision. So, the degree

of acceptance of solution by employees is higher in the case of group decision making.

Now, all of the above make a decision more effective, whether it is accuracy, whether

it is creativity, whether it is degree of acceptance, whether it is speed.

So, all of them make a decision more effective, but effectiveness also necessitates

efficiency, and in terms of efficiency, individuals are more efficient as decision makers. So, I

repeat, whether it is accuracy, or whether it is, you know, speed of decisions, or creativity, or

degree of acceptance - all of these make a decision more effective; but effectiveness also

necessitates efficiency, and in terms of efficiency, individuals are more efficient as decision

makers.

(Refer Slide Time: 28:13)
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Now, we come to the organizational decision making process and there are four types

of organizational decision making processes. We have the Management Science Approach,

the Carnegie Model, the Incremental Decision Process Model and the Garbage Can Model.

So, we will be discussing each of these approaches, each of these processes subsequently. So,

we first start with the Management Science Approach.

(Refer Slide Time: 28:13)

Now, the Management Science Approach is equivalent to the Rational Approach of

decision making of individual managers. Remember, when we did individual decision

making, we spoke about the Rational Approach. So, the Management Science Approach is

equivalent to the Rational Approach of decision making by individual managers. It gained

importance during the Second World War for military application, when a large number of

quantitative techniques, both mathematical and statistical quantitative techniques were used
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to solve military problems. And thereafter, the approach was adopted by businesses, by

organizations for problem solving.

(Refer Slide Time: 29:18)

So, the advantages of the Management Science Approach are that the constructs and

variables can be identified, can be measured, and problems can be analysed quantitatively.

So, while the quantitative results that are derived can act, you know, as an input to decision

making, there is also an element of the qualitative aspect. So, it is both qualitative and

quantitative, and so, it is a composite approach. Disadvantages with a Management Science

Approach is that the quantitative data, ignores that part of knowledge which primarily deals

with human experience and human judgment, and decisions based on pure quantitative data

may not always be feasible, or may not always be correct. So, this is the disadvantage of the

Management Science Approach.

(Refer Slide Time: 30:05)
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The next is the Carnegie Model. Now, the Carnegie Model was proposed at the

Carnegie-Mellon University. It is based on the works of Richard Cyert, James March and

Herbert Simon, and the model is based on Bounded Rationality. If you remember when we

discussed individual decision making, at that time, we mentioned about , you know, we spoke

about Bounded Rationality and we said that all decisions may not be entirely logical as full

facts and figures may not be available; people have limited cognitive capacities and

capabilities; and so, decisions may not be purely and purely rational and logical and so, that

gives importance to what we refer to as the concept of Bounded Rationality wherein

decisions are based not only on facts and figures, but they are also based on, you know,

intuition, gut feeling, past experiences and judgments. So, the Carnegie Model actually is

based on the Bounded Rationality model which we discussed during individual decision

making.

And according to the model, organizational level decisions involve several people and

so, management coalitions are required, and the final decision arrives out of a coalition

among several managers, the logic being that many heads are better than the one. So, you

know, in one of my previous sessions, I spoke to you about coalitions also, and a coalition

here is defined as an association among groups of people who have shared organizational

goals and priorities. So, in the case of the Carnegie Model, the final decision choice arises out

of a coalition among several managers, and the coalition is actually an association among

group of people who have shared organizational goals and problem priorities.

(Refer Slide Time: 32:03)
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So, what are the effects of a coalition formation. First is satisficing. Now,

organizations tend to accept a satisfactory solution rather than an optimum one. If you recall,

when we discussed the concept of Bounded Rationality in individual decision making, we

said that individuals may not have access to full facts and figures, or they may not have

access to the entire information, and they also are limited with respect to their cognitive

capacities and thinking abilities. And so, an optimal solution may not be arrived at all the

time, and people may not be able to reach an optimal solution all the time, and what they look

for is a workable, reasonable, satisficing solution. So, organizations tend to accept a

satisfactory solution, rather than an optimum one.

The second is problematic search. Now, problematic search pertains to the immediate

environment with the objective of solving a problem quickly. So, the emphasis is upon speed,

rather than upon, you know, perfection, and people are more driven towards solving a

problem quickly. So, the focus is on the speed. Now, the search for solutions is restricted to

producing a satisfactory solution, a reasonable solution, which can be acceptable to all and

so, a satisfactory solution emerges. Conflicting goals at the department level, or the

organization level, may require some kind of a negotiation so that problems can be identified

for discussion, and can be prioritized for the solution.

(Refer Slide Time: 33:43)
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Now, the elements in the Carnegie Model are 1, uncertainty; 2, conflict; 3, coalition

formation; 4, search for information; and 5, satisficing.

(Refer Slide Time: 33:52)

So, we will discuss each of these now. First is uncertainty. So, managers face

uncertainty. There is limited information. They have their constraints of time, and of money,

and of other resources. The second is conflict. Managers have diverse goals, views, opinions,

values and experience. So, uncertainty and conflict lead to coalition formation. Now,

coalition formation is the third element where managers jointly discuss. They form a

coalition; they jointly discuss; they understand the goals; they share the thoughts and

opinions, prioritize problems, they gain support, and arrive at solutions. So, the coalition

formation leads to search for information. Now, the search for information here, meaning a

simple search for information is conducted. Already existing procedures are used, and a
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solution is arrived that. So, the search for information leads to satisficing, and satisficing

here, is that managers adopt the first solution that is acceptable to all, comprising the

coalition. So, we start with uncertainty and conflict which leads to coalition formation.

Coalition formation leads to search for information and search for information, leads to

satisficing, which is when managers adopt the first option that is acceptable to all comprising

the coalition.

So, this particular model, the Carnegie Model which was proposed at the

Carnegie-Mellon University, is actually based on Bounded Rationality and so, it believes that

organizational level decisions involve several people and so, coalitions are required, and final

decisions arise out of a coalition amongst several managers. Both uncertainty and conflict

lead to coalition formation. Coalition formation leads to search for information, and search

for information, leads to a satisficing decision, satisficing solution. So, managers adopt the

first option, that is acceptable to all members in the coalition.

(Refer Slide Time: 36:07)

The third model which we talk off is the Incremental Decision Process Model. Now,

the model explains a very well-thought out planned sequence of activities which starts from

the identification of a problem to the solution. So, it proposes that a sequence of small

choices combines together to arrive at a major decision and the model gives lesser importance

to political and social factors as proposed in the Carnegie Model.

(Refer Slide Time: 36:38)
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Now, rather than evaluating all the possible options, all the possible alternatives, and

selecting one, as proposed by the Rational Model, the Incremental Model plays emphasis on a

sequence of incremental changes. So, small changes, small decisions, leading to a major one.

So, the model proposes that organizations move through several decision points, and they

face barriers in the path, and these barriers are referred to as decision interrupts. So, a

decision interrupt means that the organization, you know, has to go reverse gear, and then go

back to a previous decision and try something new. In cases of relatively stable environments,

this model is highly suitable. Now, see what we are talking of is that unlike the Rational

Approach, which said that identify all alternatives and choose one, and that alternative will

help you solve a problem, the Incremental Model talks about a sequence of incremental

changes. So, it basically means a sequence of small choices, combining together to arrive at a

major decision. Now, in order to solve a bigger problem, some small steps are taken. As those

steps are being taken, there may be a barrier; this is a decision interrupt. So, as the barrier or

the obstacle comes in, the manager may have to take a reverse gear, go back, think

differently, do the same thing again, and then move forward.

As he moves forward, again, there may be an obstacle or a barrier. This again

becomes a decision interrupt. So, he comes back, thinks differently, takes another small

decision, moves forward. So, a decision interrupt means that the organization has to go in the

reverse gear. So, the model proposes that organizations move through different decision

points - small, small, small decisions are taken. As they begin to implement those decisions,

they get barriers in the path. This is a decision interrupt. Decision interrupt would mean the

person would have to go one step back, and again try out something different. And then go
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forward, as he moves a little forward, he may face another barrier, and then you will have to

take a step back again.

(Refer Slide Time: 39:01)

(Refer Slide Time: 39:06)

So, according to the model, there are three major decision phases - the identification

phase, the development phase and the selection phase. And when we talk of the identification

phase, it is the recognition and diagnosis of the problem; the recognition here meaning that

the managers become aware that there exists a problem, and that they must look for a solution

to the problem; So, this is the recognition. The diagnosis is that additional information is

gathered, so that the problems situation can be better defined. So, you have the identification

phase, which is recognition of the problem and the diagnosis of the problem; recognition here

meaning the manager becomes aware that there is a problem and so a solution is needed. The
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diagnosis here is with respect to the fact that additional information must be gathered, so that

the problem can be defined.

The second step is the development phase. In the development phase, we are talking

about searching of alternatives, screening of alternatives and designing. So, search is that

there is a search for alternatives within the organizations database of solutions, in case there

are precedents. Screening means it involves screening of options and design; if there is no

precedent and the problem has arisen for the first time, then a solution has to be devised; a

solution has to be arrived at step-by-step incrementally.

The third phase is the selection phase, which is evaluation and choosing among

alternatives. So, this is the stage when the final solution is arrived at, and the choice involves

a customized solution, and not one which is the solution amongst several other alternatives. It

has to be typically customized to suit the needs of the hour or to suit the nature of the

problem, or to solve the problem. So, you have the three phases - identification phase which

is recognition of the problem and diagnosis of the problem; then you have this development

phase, which is searching, screening and designing alternatives, when in the search stage,

there is a search for options, alternatives within the organizations database; in the screening

stage, there is a screening of options; and in the design stage, in case there is no precedent,

then a solution has to be arrived at step-by-step; you have to design a solution, step-by-step

incrementally, and the third stage which is the selection stage, you evaluate and choose

amongst alternatives, and this is the stage when a final decision is made and the choice will

involve a customized decision, a customized solution, and not something which is, you know,

one amongst several alternatives. So, selection here could be as a judgment; could be as an

analysis; could be as a bargaining, you know, in the way that, you know, the judgment here is

something which pertains to, you know, a single decision maker. And analysis is when things

are being evaluated. Bargaining is when there are several decision makers either as

individuals or as groups, and they all must negotiate and arrive at a compromise, and reach a

solution to the problem, or conclusion to the problem, and when once a decision is accepted,

authorization is done by somebody higher in the organization.

(Refer Slide Time: 42:10)
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So, this is what the Incremental Decision Process Model is.

Now, we move to the fourth model, which is the Garbage Can Model. Now, the

Garbage Can Model was proposed by Cohen, March and Olsen. It was proposed by Michael

Cohen, James March and Johan Olsen. And this model explains decision making in situations

of high uncertainty, something which happens in most learning organizations.

(Refer Slide Time: 42:35)

So, the proponents of this theory - they term highly uncertain conditions, as organized

anarchy and they say that such organized anarchies arise when problems, when alternatives

and options to the problem are all ill-defined. So, according to the proponents of the theory in

case of organized anarchies, the standard a vertical hierarchy of authority and bureaucratic

decisions is not followed. So, in case of an organization anarchy, there is vagueness at every

step in the decision making process. The record of past decisions is not available. Cause and
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effect relationships with respect to the problem are not clear. Employee attrition rate is very

high, and employees have limited time with respect to decision making, and there is very

limited participation in decision making.

So, the Garbage Can Model, you know, was proposed for conditions of high

uncertainty and the proponents of this theory termed highly uncertain conditions as organized

anarchies, and such organized anarchies occur when the problems, as well as the alternatives

or options to resolve the problem, are all ill-defined. So, according to the proponents, in case

of such uncertain conditions, and in case of organized anarchy, the standard authority

relationships always cannot work out. The standard vertical hierarchy of authority cannot or

may not be workable, and bureaucratic decisions cannot be followed. So, in case of organized

anarchies, there is a vagueness; there is ambiguity at each step of the decision making process

because problems as well as the options and alternatives to solve the problem are all

ill-defined; you know, past data is not available; a repertoire of decisions made in the past is

not available. Cause-and-effect relationships with respect to the problem are not clear.

Employee attrition rate is very high. And there is limitation of time with respect to decision

making, and there is limited participation of people in decision making as well.

(Refer Slide Time: 44:56)

So, the organization is like an organized anarchy. Decision making is highly

unstructured. Problems, solutions are all independent events, vaguely defined, ill-defined

complex. So, in contrast to what the Rational Model proposes that decision making starts

with problem identification, the Garbage Can Model proposes that it can also start from the

solution side, because everything is unclear; everything is vague; and as solutions are arrived

at, problems may arise, further problems may arise. So, the model lays emphasis on the
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whole organization and on decisions in the organization and across. So, because of conditions

of high uncertainty, the organization is like an organized anarchy - ill-defined problems,

vague, alternatives, ill-defined, you know, alternatives for problem solving, decisions

problems, and solutions are all independent events very ill-defined and complex. And the

decision making is highly unstructured, and in contrast to a Rational Model where, you know,

problem is identified and then you move towards solution, in the Garbage Can, decision

making can also start from the solution side. So, as solutions are arrived at, problems may

further arise. So, the model lays emphasis on the entire organization, and all the decisions

which take place in the organization and across.

(Refer Slide Time: 46:27)

So, while the Incremental and the Carnegie Model deal with how a single decision is

made, the Garbage Can Model deals with a whole stream of several decisions; a

configuration of stream of several decisions, which are taken in the organization, which is an

organized anarchy. So, problem, solutions and various coalitions merge together in the

Garbage Can. Different coalitions will propose their own alternatives to decision making, and

these alternatives are based on the interests of the coalition. They are based on the

self-interest of the coalitions, and the choice of an alternative depends upon the bargaining

power of the coalition, which means that it depends upon the fact as to which of the coalitions

is most dominant, most powerful at a particular point in time. So, chance and timing plays a

very, very important role. So, your problems, your solutions, and the various coalition merge

together in the Garbage Can.
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They compete with each other. Different coalitions will propose their own alternatives

to decision making. All of these alternatives which they propose are for solving this

self-interest. And these alternatives that are proposed are based on self-interest, and the

choice of the alternative will depend on the fact as to which of the coalition is most powerful

at that point in time, most dominant at that point in time. So, chance and timing have a big

role to play.

(Refer Slide Time: 47:53)

Now, coming to the Learning organization decision process modelling. So combining

the Incremental process and the Carnegie Models, in cases where problem identification and

problem solutions are uncertain, we will see what is workable. So, in cases where there is

uncertainty with respect to problem identification, the Carnegie Model may be applied. Both

political and social processes are required. And it is important to build a coalition and arrive

at an agreement, and solve problems pertaining to goals and to problem priorities.

So, in cases where there is uncertainty, with respect to problem identification, the

Carnegie Model is used. In cases where there is uncertainty with respect to the problem

solution, the Incremental Decision Process Model may be applied, which talks about problem

solution as a step-by-step process. So, problems are solved step-by-step incrementally, and

through trial and error, and in case of an obstacle, or in case of hurdles, you know, it involves

going one step back, and then recycling or re-planning, and retrying till the problem gets

resolved. And then of course, learning organization also involves the Garbage Can Model. As

we just said that learning organizations operate in huge amount of uncertainty, and so, the

Garbage Can Model can be immensely useful.

(Refer Slide Time: 49:17)

685



Finally, we come to a Contingency decision making framework. So, the kind of

decision making approach that an organization chooses is contingent on the type of

organization setting, and organizational characteristics that determine what kind of decision

making approach must be used depends upon two things - problem consensus and technical

knowledge about the need to solve a problem.

So, what we are trying to say is that while all kinds of decision making approaches

have their advantages and have their disadvantages, the kind of approach that an organization

chooses is contingent upon the type of organizational setting, and organizational

characteristics which determine the kind of approach to be used will depend upon two things

- one is problem consensus, and other is technical knowledge about the need to solve a

problem.

(Refer Slide Time: 50:08)
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So, when we talk about problem consensus, it refers to the unanimous agreement

regarding the nature of the problem or the existence of an opportunity, and the goals and

results which must be pursued. The scale could range from complete agreement to complete

disagreement. In cases where managers tend to agree, there is little uncertainty. In cases

where managers tend to disagree, there is huge uncertainty.

So, in cases where managers tend to agree, there is little uncertainty; else there is high

uncertainty; and little uncertainty is characterized by clear problems and goals of the

organization, as well as the standards of performance. And high uncertainty exists, is

characterized by unclear problems and goals, and unclear performance expectations. So, the

first determinant is problem consensus. It refers to the unanimous agreement regarding the

nature of the problem and/or the existence of the opportunity, and the goals and results that

must be pursued. There could be complete agreement or complete disagreement. In cases

where managers agree, there is little uncertainty; in cases where they do not agree, there is a

high amount of uncertainty. And little uncertainty is characterized by clarity of problems and

goals, as well as standards of performance, and high sensitivity is characterized by ambiguity

and vagueness with respect to problems and goals, and as well as performance expectations.

(Refer Slide Time: 51:42)

The second is technical knowledge about solutions. So, this deals with understanding

and agreeing about the manner in which problems need to be resolved. Once this is done, you

know, appropriate or suitable options or alternatives can be recognized with some amount of

certainty; else, there will be uncertainty. So, technical knowledge about solutions deals with,

you know, understanding and agreeing about the manner in which the problems need to be
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resolved. And once this is done, suitable options and alternatives can be identified with some

degree of certainty; otherwise there will be uncertainty.

(Refer Slide Time: 52:20)

So, when the problem consensus is certain and solution knowledge is certain; when

the problem consensus is certain, and solution knowledge is certain, at the individual level,

decision making must be rational, but at the organization level, decision making may be

based on the Management Science Approach. So, when the problem consensus is certain and

the solution knowledge is certain, decision making may be rational at the individual level,

and decision making must be based on the Management Science Approach at the

organizational level. When the problem consensus is certain, and the solution knowledge is

uncertain so, at the individual level, decision making must be based on Judgment; must be

based on Trial and error. At the organization level, it may be based on the Incremental

Decision Process Model. So, when problem consensus is certain and solution knowledge is

uncertain, a decision making maybe based on Judgment and Trial and error if it is at the

individual level, and it must be based on the Incremental Decision Process Model, if it is at

the organization level. When the problem consensus is uncertain, and the solution knowledge

is certain, so, decision making must be via bargaining and coalition formation at the

individual level, and it must be based on the Carnegie Model at the organization level. Again

I repeat, when the problem consensus is uncertain and solution knowledge is certain so, at the

individual level, decision making may be via Bargaining and Coalition formation, but at the

organization level is based on the Carnegie Model. And when the problem consensus is

uncertain and solution knowledge is also uncertain, in that case, at the individual level,

decision making will be based on Bargaining, Judgment and Imitation. And at the
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organizational level, it may be based on the Learning organization, the Carnegie and the

Incremental Decision Process Model evolving to the Garbage Can. So, when both problem

consensus and solution knowledge is uncertain, so decision making may be based on

Bargaining, Judgment and Imitation at the individual level, and on the Learning organization,

which is the Carnegie, and the Incremental Decision Process Model evolving to the Garbage

Can in case of the at the organizational level.

(Refer Slide Time: 54:33)

(Refer Slide Time: 54:38)

So, with this, I come to an end of this lecture. We shall continue with the topic in the

next lecture. Thank you.
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