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Abstract

The senior-level decision-making process of a large
organization undergoing a turnaround in financial affairs
was examined and the factors which were found to best
describe its decision making were found to be the movement
between phases, the way the members of the Committee
involved themselves in the process, and the leadership
activity of the chairman of the Committee.

The phases o0of the process were described as five:
presentation, identification, familiarization,
formulation, alternative assessment, and choice. In each
of these phases information was processed in distinct ways
and each phase appeared to present a task to accomplish
before the process moved on to other phases. Movement was
found to cycle amongst phases as choices were made.

Members of the Committee involved themselves in the
process through various activities. Many of these
activities concerned the way personal perspectives were

presented and separated along with, or apart from, more
objective information.

o

The leadership of the process had considerable influence
in shaping its direction. As the leader, and president of
-the company, instituted ~, discipline, enforced
accountability and directed the pace and direction of the

process, he shaped organizational values, and influenced
the outcome of decisions.

The most significant event in the life of the company was
its turnaround from near bankruptcy to profitability. The
decision process was seen to have considerable influence
in bringing this about, as well as factors related to the
content of decisions, and the context within which the
organization was set.
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Chapter 1

Background and Purpose of Research



For the 1983 fiscal year, National Sea Products (NSP) of
Halifax, Nova Scotia, Canada reported a loss of 17.4

million dollars. The results for 1984 were no better, in

fact, the loss was even greater - 19 million dollars!
Yet, one year later, year-end 1985, thé company'’s net
income had risen dramatically to 10 million dollars.
Nineteen eighty-six’s results were even more impressive -
a net profit of 36 million dollars (ﬁétional Sea Products
- Ltd. Annual Report, 1986)- Du.l_:t;ingwthis time, the value
of the company’s common shares rose from a low of 5
dollars per share to a high of 40 dollars on the Toronto
Stock Exchange.

The company’s performance was notable given the
magnitude of the recovery and the size of the company.
National Sea Products is one of the world’s largest fully-
integrated, harvesters, processors and marketers of fish
products; North America’s largest supplier of seafood
products; and Atlantic Canada’s largest private employer
with eight thousand employees.

The company’s performance attracted much attention and
praise from the fishing industry, food trade, financial

community, and the general public.



Little more than a year ago, National Sea Products
seemed headed towards bankruptcy and there were
rumblings of it being turned into a Crown
Corporation. Today, the situation has turned
around completely . .. . (Atlantic_ Business
Magazine, April, 1986, p.20).

After nearly going bankrupt two years ago, NatSea
has forged a spectacular turnaround (The Financial
Post, December 8, 1986, p.21).

. « .« National Sea Products has made a text book
corporate recovery . . . (The Halifax Chronicle
Herald, August 17, 1985, p.1l0).

While some firms that were formerly in trouble
have recovered miraculously (National Sea
Products, for instance), . . . (Block et al.,
1988, p.17).

Its financial and operating turnaround complete,

the company has entered a period of strong,

visible earnings growth (Richardson Greenshields.
Canadian Research Report, October 1, 1986).

" The worlél-’wide fishir_lg -industry has always been
’fvulnerable to dramatic s;ings“iin performance depending
upon availability of stock, foreign currency exchange
rates, and international competition, but the rebirth of
profitability at NSP was attributed not only to the riding
of a new crest in a returning wave of industry prosperity,
but to management’s ability and, in particular, to the
decisions made and the strategy implemented by the senior

management under the leadership of its new president.

Several local and national publications presented it in

the following manner:

Gordon Cummings [president of NSP] puts“Nétional
Sea Products back on course (Atlantic Business
Magazine, April, 1986, p.20).

NatSea a winner wunder Cummings (The_ Halifax
Chronicle Herald, July 1, 1987 p.10),



It’s a classic MBA problem. You find out where
you are losing money. You cut back. They'’ve done
that . . . . They’ve done everything they had to

do to make money (The Halifax Chronicle Herald,
August 17, 1985, p.1l0).

The source of most of the significant decisions made

during this time was the Operating Committee, the senior-
level decision making group of the company. In its weekly
meetings significant operational matters were routinely
monitored and changes made where deemed necessary, as
well, strategii: plans were formulated for extending the
company’s business into new areas. The president and
senior vice presidents of the company constituted the
membership of the committee and, sybject to the broad
guidelines and periodic scrutiny of the board of
';:lirectors, this group mad; the"’major decisions affecting
the strategic direction and daily operation of the
company. t

From August 1985 until June 1986, I had access to the
weekly deliberations of the Operating Committee and to its
members. Through observation of these meetings and
interviews with the president and the senior vice
presidents, I was able to ?gain an inside view of the
details and dynamics of the signifiéanﬁ issues during this
critical period. I also had a panoramic view ;:af the scope
of the éompany, its structure , its business, and its
relationships with the vital political, social and

economic constituents of its environment. Even more
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important for the research I wanted to do, I _was able to

view and gain some insight into the decision makinc

process which was at the center of this transition.

In beginning my research, my intent was to seek out
and negotiate involvement with an on-going, high level,
decision-making group within the context of a publicly-
traded corporation. There were several issues I wanted to
explore in relation to the decision-making activity of
such groups. Of primary interest to me was the gaining of
an understanding of what occurs duriﬁg an oh-going
decision process by first describing and then analyzing
what seemed to me to be the key .aspects of the process.
In reiation to this, "several quesiionS' regarding the
-f:focess interested me: is there a structure, or less
formally, a flow, to the decision process; are there
phases the decision process goes through, and, if so,
what occurs during these; what are helpful and unhelpful
modes of participation by individuals; in what overt and
subtle ways is the process managed by its leader; what
part is played by such covert structures as values; can
evaluative statements be made about what is an effective
process; what factors become important in the
investigation of an on-going group as opposed to the one
time examination of particular decision; and what can be
learned from this study of a particular ‘group which might

aid the understanding of the decision process of other

groups.
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In gaininag access to the senior-level decision making
at National Sea I obtained a bonus = being inside a
company_ qgqoingc trilrouh a crucial and significant period of
its history. This situation made the study energizing and
because <the Operating Committee was involved in the
setting of a new direction, it made their activity even
more important and worthy of study. I feel I was
extremely fortunate to have had this opportunity. From a
research perspective, it is rare to have such access_to a
high-level group making decisions which héve considerable
and direct influence upon the fortunes of a company. 1
had some immensely interesting and important data opened
up to me and evoked in mé has been an Jappreciation of the
.richness of this opportunity and a commitment to treat it

in a disciplined and informed manner.

Company Background

In this study of the decision process of the Operating
Committee, the objective was to enter into the situation
and to understand its interior dynamics. -As will be
discussed in Chapters 3 and 4, a qualitative methodology
was chosen as the most appropriate means for carrying out
this kind of investigation. Qualitative research strives
for a balance between description and analysis with the

role of description being ". . . to establish the context,
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structure, and process to be explained" (Pettigrew, 1985b,
p.247). Background and context are vitally important to
the process of understanding and interpreting qualitative
data (Patton, 1986, p.9), therefore a brief history of the
company and the formation of the Operating Committee 1is
given. This will be referenced throughout the description
and analysis of the decision-making activity of the
Operating Committee in subsequent chapters.

National Sea Products had its origins in 1893 as a
small Nova Scotian fishing company. It g;:ew considerably
larger in the subsequent years through mergers and
acquisitions to a place where, in 1985, it had one of the

~world’s largest off-shore fleets :fsixtyhone vessels
fincluding an extgpded-ranée factory freezer trawler (the
only one 1licensed in Canada), sales of 500 million
dollars, and eighteen processing plants located in Canada
and the United States as well as interests in £fish
processing operations 1in Uruquay and Australia. It
produced and marketed a wide range of raw and processed
fish products in both the traditional and current-trend
forms. It also expanded into other high protein food
products such as pasta and frozen chicken (of which it had
one-quarter of the Canadian market in 1984).
Approximately nine percent of its 1985 sales were
international and two-thirds of these to Portugal, France,

and Japan.
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In 1977, it was taken control of by a much smaller
company - H.B. Nickerson of Sydney, Nova Scotia through
the purchase of a controlling block of its common shares.
As their own business became mired in financial
difficulty, Nickersons started to take a more direct part
in the management of National Sea (interview with the
former president of NSP). Various agreements were made SO
that National Sea could lessen some of Nickerson’s
financial problems. These arrangements were promoted
primarily by Nickerson'’s bankers who, it is said, saw
National Sea as security to cover their loan exposures to
Nickersons. National Sea was to buy their inventory and
market. their 'pro;:luéts as well as to pﬁfchase any long-term
-assets which Nickersons’s wighed to dispose of and
National Sea wantéd (interviews with NSP vice presidents).

Apart from Nickerson’s difficulties and interventions
into the affairs of National Sea, National Sea had its own
problems., By the early 1980’s, the whole east coast
fishery was in demise. Nineteen-seventy eight and 1979
had been years of record sales and profits, but from this

level, the fortunes of the larger off-shore companies,
like National Sea, began to decline. A number of factors
accounted for this. In the period 1977 to 1979 the
industry had expanded rapidly. In 1977, Canada had
extended its coastal economic zone from twelve to two
hundred miles. This greatly increased the stock of fish

available to Canadian fishermen by excluding virtually all

14



other nations from the area. Nineteen seventy-eight and
1979 were years of record profits for the fishing
companies, largely as a result of this extended supply of

raw product. East coast companies expand their fleets and

land-based processing plants to take full advantage of

what looked like a prosperous future. What followed had
not been expected -~ a reduction in quotas to help reverse
a trend of gradually depleting fish stock; record high
interest rates during the period 1980 - 1984 (the prime
rate peaked at 22.75% in 1981) which esc;lated the costs
of highly leveraged companies whose expansion had been
funded mainly through debt; falling US prices (60% of
Canadian fish products were éxpofted to the United
.States); and incr§asing costs, egpecially fo; trawler fuel
0il ("Canada’s A;:lantic Fishery." The Canadian Banker,
Vol.92, No.6, December, 1985).

A federal task force chaired by Senator Michael Kirby
identified further problems. The study concluded that the
management skills of fishing companies were excellent for
running small to medium-sized companies, but were
inadequate for running what was now big business. ( Kirby,
1983.)

Losses for National Sea in 1983 were substantial - 17
million dollars. These were due to' adverse -industry
conditions, the dispossession in 1983 of an unprofitable
insurance subsidiary, and the unloading of inventory*at

" below market prices (interview with former president). As
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part of the highly cyclical fishing industry, National Sea
had gone through previous periods of distress but this

time the company’s desperate financial condition brought

it +to the edge of Dbankruptcy and potential
nationalization. In 1383, the federal and provincial
governments considered a plan to restructure the company
along with the other stricken, large east coast fishing
companies. At stake for the government was the survival
of substantial corporate entities, Jjobs, and social
stability. The restructuring was to *happen with an
infusion of public funds. The plan called for, amongst
other things, the dismantling o{.Nickersons and the sale.
of its assets to National Sea. ‘Preferring to avoid
.government ownership, tHe president of -National Sea
approached a groué of private investors in March of 1984.
The investors quickly responded with a proposal for a
private restructuring (interview with former president).
The plan was accepted by the major creditors and
governments. In the private restructuring much of National
Sea's debt was exchanged for preferred shares or
rescheduled. The private group purchased fifteen million
dollars worth of new common equifya The debt and assets
of Nickersons were absorbed by National Sea, and one of
the main figures in the private group became chairman of

the board of directors of National Sea.

The restructuring brought immediate relief from

burdensome interest payments and assured the company of a
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future in which they could wait and hope for ameliorating
industry conditions to solve some of their own internal
problems. But the results for 1984 were even worse -« a
loss of 19 million dollars! In June of that same year,
when a loss for the year seemed inevitable, the Chairman
of the Board acted in a concerted effort to bring
improvements. G.E. Cummings, a senior partner in the |
national consulting firm of Woods Gordon was hired by the
Chairman to do a senior management audit. After
completion of this task he was engaged‘ on a permanent
basis. The relationship was formalized in his appointment
as Vice President and Chief. Operating Officer in
De_cember, 1984, and then as PrésidenE H:I.n August, 1985.

‘ Cummings, on becoming €hief Operating Officer,
instituted a new procedure for senior management decision
making - weekly Operating Committee meetings,

History of the Operating Committee.

Prior to the establishment of the Operating Committee as
the senior-level decision making body, the Management
Committee, under the chairmanship of the former president,
was the designated forum in which senior-level issues were
aired and decisions made. The interviewing of corporate
personnel, some of whom were members of both committees,
produced the clear: impression that the agenda, the
leadership, the membership and process of decision making

were markedly different in the two groups.
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The Management Committee was comparatively large.
Those interviewed did not agree upon its exact size but
suggested its membership ranged between ten and sixteen.
The discrepancies in estimates can best be accounted for
by the fact that the size and membership varied over time,
and, as well, there was a practice of inviting in other
company officials during particular meetings for the
discussion of specific issues related to their expertise.
It appears that people sat on the Committee as a result of
their titles and/or long-term associ;tion with the
company. There was no attempt at consistent
representation of all the functional areas, and rank in a
department was not always a cri.terio'n# for inclusion. One
vice president w}}p sat on' both. the Management Committee
and the Operating Committee suggested that he should not
have been on the Management Committee, his superior should
have been, but he was not because of personality conflicts
his superior had with other personnel on the Committee.

All those interviewed, including the Chairman of the
Management Committee, suggested that the committee was too
large. The size, some believed, made for lengthy
meetings, too many opinions, discussions which were too
long and few decisions. Another vice president, a member
of both committees, said the numbers were too large to fit
around the conference table and this created an "inner"
and an "outer" circle. Those on the "inner" circle had

more influence, while those who sat on the "outer" ring
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were mainly observers. One interviewee suggested that
only about three-quarters of those attending participated
and the meetings were dominated mainly by three or four
key people.

In interviews, a consensus about the decision process
of the Management Committee readily emerged. It was felt
that little seemed to ever get decided. Few concerted |
efforts were ever made to act upon recommendations or
initiate action plans which had been formulated. One of
the main decision management techniques“ was to appoint
committees to discuss and report on any issues which the
meeting could not resolve. When a decision was made, very

"often it would not be ‘followed up'ts’éee if, and how, it
_. haﬂd been implemeflted. Accoun,téability was - felt to have
been almost non-e:;istent. One person interviewed referred
to the meetings as "deferral city," alluding to the number
of decisions which were postponed and never consummated in
a specific choice. Some felt that too often decisions
were made on the spur of the moment with little ground
work or preparation preceding them. Little long-range
planning or budgeting was done.

Meetings were not necessarily a weekly event. The
Chairman of the Committee suggested that if there were no
important items to discuss, there would be no meeting that
week. One attender suggested that the meetings rarely

stuck to the agenda.
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within the meetings it was reported that there was
~little open disagreement. One. person suggested that <the
Chairmaﬂ'presengéd himself as the "benevolent dictator."
There was a feeling that most of the major decisions were
made in the president’s office but offered to the
Committee as if they hadn’t been. He sought consensus and
when none was forthcoming, no decision was made. Another,
recalled with a sense of frustration that there was much
of "spinning of wheels" in the meetings. A vice president
intimately involved in the restructuring said the Chairman
decided to keep these negotiations secret from the
Committee because he felt they couldn’t handle it and "it
was none of their business." This vice president went on
to say that he thought the dectision was probably right -
the Committee was not used to dealing with such matters.
One of the results of this kind of direction and
decision management at the highest level appears to have
been a lack of coordination at the organizational apex
where it was needed. It appears that there was a lack of
awareness of what each department was doing as well as a
failure to involve all relevant people in decisions which
were cross-functional. It was suggested that there was
little sense of participation or involvement in the
business as a whole. Individuals tended to stay in their
own parochial areas and were concerned with issues only

relevant to their function. Over time, some officials of

the company felt something important was lacking and began
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to believe that the heads of the functional areas ought to
meet on a weekly basis to receive and review operating

information and to coordinate activity. Two of the vice
presidents initiated the forming of the Operating
Committee, which was to be a sub group of the Management
Committee. Cummings was asked to chair it.

During the years in which the financial condition of
the Nickerson company began to worsen and the senior
officials of that company became more involved in
directing the affairs of National Sea, t-he attention of
the Management Committee seems to have been distracted and
its action even less efficient., The Chairman of the
Management Committee sugges*ted ‘that "this kept them away
from leadership §nd managing *their own business. 1 One
participant in those meetings said that an inordinate
amount of time was spent on going over the minutes of the
previous meetings. Minutes contained elaborate details
and those from the Nickerson organization were especially
concerned that they were "correct." They wanted to assure
that matters which had not been their responsibility did
not appear as such nor that anything was said which might
displease their creditors.

After the restructuring, the opportunity was provided
for senior management to get back to the basgsics of the
business of National Sea and to make some long range
plans. Instead of improvements, however, more losses

ensued. The financial loss for August, 1984, alone, was
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five million dollars. It is reported that the president
was surprised _by the size of the loss and insisted for a
while that it was an accounting "aberration" and not a
true economic loss. Some perceived an attitude of
endurance and determination to "ride out" this downturn
with the optimism that the trend would soon reverse itself
as it had before in the past. Much to the disappointment |
of some in senior management, no plan was proposed for
improving the situation. Many feel that it was at this
point that the major stock holder decide& to replace the
president of the company.

Cummings had been brought in___; as a consultant. After
his app‘ointment‘ as Chief Operating afficer, he began to
work with indivigual vice pre'sh;\ldents and the Operating
Committee. It soon became his resf:onsibility to chair the
Operating Committee and gradually the Management Committee
was dissolved as vice presidents changed their reporting
responsibilities to him. This phasing over reflected the
giving over of the senior management of the company to
Cummings, away from the former president.

Members were added to the Operating Committee and an
immediate difference was noted by its members in the way
in which it made decisions, compared with the former
Management Committee. The following 'differences were

suggested by vice presidents: it was more "streamlined";

"people were rqade to do things ".7 and the new Cﬁaiman was
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seen as "more organized, set goals and reinforced
accountability."

During the time Cummings was assuming leadership of
the Operating Committee, he scheduled a week-end retreat.
The retreat'’s stated purpose was to work on, and produce,
a mission statement for the company. Cummings’ stated his
other personal objectives during this retreat as wanting |
to assess the particular strengths and weaknesses of the
members of the Committee and to help the group begin to
coalesce as a working unit (interview *with Cummings) .
Cummings’ account of some of the programmed activities,
symbolized for him the way the company had been run in the
past and how senior management related to one another. He
.ésked them to take part in'an .gxercise in which they had
to simulate a pléne crash in the wilderness. They were
instructed to use thelr collective resources to survive.
Cummings said that as they tried to work out their plan he
was aware that they weren’t listening to one another and
the suggestions of one of the members of the group who had
gone through an actual crash and survival were ignored
while the former president devised a plan and "sold" it to
the rest of the group. A more detailed description

and analysis of the way the Operating Committee proceeded

constitutes the remainder of this thesis, for now it is
important to describe some of the characteristics of the

way the Committee proceeded so these can be referenced

later.
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Procedures of the Operating Committee
The Committee met each.-Monday at head office in Halifax,

in the Board Room around an oblonged-shaped table, large
enough to accommodate all members, plus periodic guests.
Meetings usually began at noon with lunch being brought
in. The day and time were adjusted only infrequently to
accommodate other scheduled corporate events, such as
trade shows, or the planned absence of the chairman.
Meetings lasted on average six hours and sometimes went as
long as nine, The Marketing Vice Pre;ident and Vice
President of US Operations could only be present for every

other meeting, theréfore, a pattern was established

whereby they were absent the same week and the weeks they
_attended the agendas were lomger with more substantial
items included. The agenda was divided into two main
sections « "Items for Decision" and "Items  for
Information." Each section usually listed about a dozen
specific items, with the initials of the person or persons
responsible for that item beside it. Some were new items
and some were up-dates of previous decisions and
discussions. The Chairman’s rationale for the division
was that it was a long meeting and he wanted to assure
that people’s energies were at their height when the more
important decisions had to be made. This accommodaterd the
realistic assumption that energy and attention tended to
wain as time went on. Quite frequently a third general

item would be included - "Thirty Minute Presentations."
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During these times someone from the corporation would give
an overview of the work of their department along with a

highlighting of specific items which needed the Operating

Committee’s attention.

The Committee was comprised of the president, former
president, senior vice presidents, and a secretary. All

functional areas were represented on the Committee - Human
Resources, Data Processing, Finance, Marketing, Canadian
Operations, US Operations, Fleet, and International
Marketing. No one was excluded who did not have senior
reporting authority in the chain of command. That is, all
other members of the organization not there were
accountable to someone in the room. The Vice-President of
-’Infernational Mar‘keting reporteg to the Vicg President of
Marketing and loéically could have been excluded from
membership, but the President felt that he should be there
because he represented ten-percent of the business of the
company, and just as important, the President saw him as
an intelligent young man with great possibility and he
wanted to reward and encourage his development.

The Committee was ultimately responsible to the Board
of Directors. The membership of the Board, except for
the president and former president, was drawn from outside
the management group. The Board met quarterly and
reviewed the budget and strategic plans of management.
The former president did not feel that they interfered

with management. This was in sharp contrast to the days
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- when he said the Nickersons gave seats on the Board to
themselves, representatives of their chief banker, and the

government, all 'in an attempt to direct the affairs of

National Sea to their best advantage.

Members of the Committee described it as the wvital,
decision-making body which drove the organization. It was
felt that it was seen by the rest of the organization as '
a no-nonsense, hard-working, decisive committee which
dealt with issues of importance. Members of the Committee
were also in agreement that the important decisions of the
company were made there. It was felt that there was a
minimum of decisions made outsiqe of the Committee. 1If
some decisions ' were made outsicie, there was cqﬁ'fidence
“that, at least, Fhe direction q?d been laid in Committee
meetings. That direction might be ultimately consummated
outside of the Committee, for reasons of expediency, but
there was certainty that the Committee would subsequently
be informed of those decisions. The feeling was strong
that no one was circumvented in regards to important,
company-wide decisions. There was also a feeling that
people’s sensitivity was improving toward the type of

issues which should be brought to the Committee and which

ones didn’t need to be.

Content of Decisions
A brief listing of the content of the subject matter of

Operating Committee discussions is given to indicate the
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scope of their responsibilities and as background to

subsequent description and analysis.

The content of the meetings can be classified and
described in a number of different ways. They may be

distinguished as matters related +to operational

efficiencies, or long-range strategy planning; as

responses to events set in motion by external agents, or
proactive initiatives designed to develop opportunities
and forestall potential problems; and as external matters
outside the company’s control, or internal matters
directly influenceable. The classification schemes
offered by various authors share much in common (Cooke and
Slack, 19é4; Gilligan and'rN'ealie,’ 1983; Drenth, 1979).
_Théy include cgnsiderations hgf the 1level at which
particular types ‘of decisions should be, or are, made
within the organization, the amount of ambiguity,
uncertainty and conflict surrounding the issues as opposed
to the routine nature of the matter, the "action space"
(Radford, 1977, p.33) (larger action spaces contain more
factors, more complexity and the extension of
consideration out- towards the Dboundaries of the
organization to where it meets the environment), the
degree of criticalness for the long-run health of the
firm, and the amount and type of organizational resources
required to reaéh a resolution. The <classification
proposed by Ansoff (1965) has  been chosen as

representative and a helpful way to classify and describe
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the types of issues with which the Committee dealt. It

includes operational, strategic, and administrative

decisions.

Operational. Operational matters included matters
related to budgeting, scheduling resources, and the
monitoring and control of daily operations. Meetings
always began with a review of the "Key Indicator Report,"*
a compilation of statistics related to the previous week’s
performance in regards to the following: plant production
and labour efficiency; over-time and quaiity of out-put;
fleet performance, specifically, tons of £fish caught,
species, and coastal zone in which they were caught;
percentages graded in various ” categories pursuant to
'quality standards; mechanical ,.gifficulties .0f ships and
any resulting »down" time; amounts in inventory and age;
and sales volumes and margins. In addition, a more
extensive monthly report was given by product on sales
with the comparative results of competitors. Time was
also given each week to the consideration of capital
expenditures for maintenance and repair.

Strategic. Strategic matters related <to the
allocation of products to markets, long-term objectives
and goals, and acquisitions and - disinvestments.
Consideration of these occupied about a quarter of the
time of the Committee. Specific strategic issues involved

the assessment of acquisition candidates and joint venture

projects; disinvestment from present markets and
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operations; the launching of new products; and the
modification of vessels to allow for a change in the way
fish were stored at sea and unloaded at dock-side in an
effort to improve quality, a traditional problem in the
Canadian fishery. The Committee decided to acquire a
major United States processor and distributor of fish
products during the period of this research and made
arrangements to make a sizeable investment in the west
coast aquaculture industry. They were also able to secure |
a license for the first Canadian factory freezer trawler
giving them the capability to catch and instantly process
fish at sea. The Federal Government had denied all
previous applications in an ;tteﬁpt to balance the

~interests of large "off-shore" fishing companies and small

A

"in-shore" fishermen.

Administrative. Administrative matters included the

organization of information, issues of authority, work
flows, and the allocation and development of
organizational resources. Considered were such matters
as: the creation of a new vice presidential position with

responsibility for long-range planning and governmental

relationships (this was expected to relieve some of the
work load of the president and assure attention was given
to these crucial matters); policies on the leasing of
company cars and corporate donations to charitable
organizations; public relations efforts; conflicts between

the marketing department’s pioduct development objectives
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and the work of a semi-autonomous research and development
division: the balancing, often on a weekly basis, of the
increased demand for fish and a fixed and decreasing
supply of raw material; the preparation of annual budgets
and the awarding of contracts; the type of management
training required in keeping with the style of management
valued; tﬁe procurement and protection of yearly £fish
quotas allocated by the Federal Government: action taken
by a group of American fisherman to have their government
impose a countervailing duty on the 'importation of
Canadian fish into the United States; law suits brought by
competitors; the lobbying for a cull of grey seals
(protected.by'environmentalists) which were consuming and
- contaminating figh stocks;fandaghe involvemgnt in various
industry coalitions and groups 1lobbying the Federal
Government for support. The quota issue brought the
company into conflict with small in-shore fisherman who
were competing for an increased share of the total fixed
quota. The Committee spent much time with reports and
assessments of action taken by the government and the in-
shore fishermen. Time was also spent designing strateqy
which would deal with those actions and help to accomplish
their objectives. The countervailing action went through
a lengthy process of hearings and was met by challenges
from the Canadian government and the Canadian fishing
industry. Consideration of how this threat should be met

occupied a lot of the Committee’s attention. The outcome
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of the legal action was the imposition of a minimal, token

tariff on Canadian fish, much less than had been demanded

by the US fishermen.

Thesis QOverview

The background information presented above delineates the

context in which this research has taken place and the
events which drew the attention of the Operating

Committee. Some of these events preceded the collection
of data in the Committee, others were concurrent with data
coliection.' Whét is of interes£ 'to ‘this research is the
_naéure of the d_ecision procgss which evaluated these
events and made ‘aecisions to influence thém or benefit
from them. A brief summary of the rest of this study is
given here to indicate how that process was investigated
and what was found.

Chapter 2 gives an overview of the various
methodological approaches, theoretical perspectives, and
empirical findings in the decision-making literature.
Using this as a background, the chapter outlines the
particular approach of this research which is
characterized by three things - a multi-faceted view of

decision making, data collection which is done during the
event, and analysis which avoids pre~-formed theorization

in favour of emergent conceptualizations. Chapter 3 is a
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theoretical discussion of- the intention and nature of
research activity. It also explains the reasons for
choosing a qualitative methodology for this study and
outlines the salient features of that methodology.
Chapter 4 describes the procedures used to collect and
analyze the data. Chapter 5 acknowledges that a
comprehensive account of the firm’s decision-making
activity should make use of a framework comprised of the
interaction of process, context, and content. Chapter 6
focuses on process and delineates phases, activities of
the group members, and leadership as the important foci
for investigation. Chapter 7 begins a fuller discussion
of pﬁases as it describes the L"Eares‘entation" phase. 1In
~this phase issues were presen’g\?d for cénsideration as a
blend of factualxiinformation aﬁd personal *perspectives.
Chapter 8 considers the "identification" phase during
which issues gained status in the group and interest and
energy was mobilized to deal with them as problens,
opportunities, or crises. During the "familiarization"

phase as presented in Chapter 9 the group began to create
a shared understanding of the issue as they explored its
antecedents, consequences, and became more familiar with
its details. Chapter 10 explains the cruciél phase of
"formulation." It is during this phase that the "question
was put" and the group moved from an understanding of the
issue to a resolution. Decision making is more than the

creation and choosing from amongst various alternatives,

32



but it is a significant component and is preceded by the

activity of the other phases described. Chapter 11
describes the "cascading" manner in which alternatives
were considered and assessed against their consequences,

constraints, and rational criteria. Chapter 12 portrays

the three factors which accounted for the actual choices

made - the group'’s aspiration level, the balancing of
referent factors, and the procedure for inducing and
formalizing choice. In Chapter 13 the path configuration
of decisions is reflected upon and factors are identified
which accounted for the pattern of sequencing amongst
phases - goal direction, content, leadership, and
interruptions. Chapter 14 examin;s one important activity
enéaged in by members of the Co;n\{nittee - framing. Framing
which is defin;d as the biending oft' facts with
interpretations, was seen as an important influencer of
the content aﬁd direction of the decision process. The
movement between "figure and ground" as described in
Chapter 15 was also important to the decision process. It
allowed members to shift their focus between details and
the wider context in which those details were set. As
explained in Chapter 16, the chairman of the Committes,
also the president of the company, exerted considerable
influence over the Committee as he enforced
accountability, controlled the pace and direction of
consideration, and managed the involvement of others. The

implications of his activity were that he shaped the
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content and process ___gf _ them decision-making activity.

T SLaTMTLATETTLL
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Chapter 17 delineates his con';:ol over the process 1in
terms of his influencing of opinions, wvalues, and the
climate o‘f the Committee. Chapter 18 is a concluding
chapter which reflects upon the strengths and weakness of
the decision process and identifies the factors which most
likely played a part in the turnaround of the company. A
postscript brings the situation up to date with a review

of the recent history of the company.
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Importance of the Organizational Decision Process

The dramatic and tragic mid-air explosion of the US space
shuttle Challenger in 1986 was followed by an
investigation which identified a "flawed decision process"
as the major contributor to the accident (Newsweek
Magazine, March 3, 1986, p.175f.). 1In this instance, it
was saild that the decision tow launch was preceded by
~lapses in the application .of quality and safety standards
and an overridiné‘compulsion tominitiate aéﬁion in order
to serve other values. This incident and its subsequent
analysis drew popular attention to the centrality and
importance of the quality of an organization's decision
process for its actions.

As the  incident quoted above implies, an
organization’s decision-making process is central to its
actions and, therefore, the study of the way organizations
go _about making decisions is an important and worthwhile
endeavour. The decision process occupies a central
position in organizational activity (Simon, 1957). It has

been equated with the act of management itself . (Welsch and

Cyert, 1370, p.7) and Ansoff (1965) has even suggested
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that it is the cornerstone of successful management
(p.vii). In order to understand and influence
organizational action it is necessary to understand the

process from which that action emanates -~ the decision

process,

Decision making is the activity in which the raw,
amorphous ingredients of information, intention " and
perception are transformed into action, action which
shapes the character of the organization, and determines

its structure (March and Simon, 1958). De;:ision making is

the crucible in which the details of external and internal
conditions, interior organizational predispositions,
individual abilities of cognitﬁi'on " and ju’dgemept , and
.éc;cial process merge and issue .,i{n action. Qrganizational
action arises frdm the organization’s decision process,
regardless of its degree of rationality or effectiveness.
In attempting to understand action it is, therefore,
important to understand the process which fostered it. As
Cray et al. (1984) point out ". . . understanding the
strategies of organizations ineviﬁably requires a clear
comprehension of the process of decision making" (p.2).
Bass (1983) in agreement with this connection suggests
that the effectiveness of decision making processes has a
lot do with how the organization solves problems and
exploits opportunities (p.2). A recounting of the
centrality of decision making in organizational life is

-not to say that effective decision processes will
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inherently lead to the accomplishment of organizational
goals or that poor results will always be the outcome of
a faulty process. One cannot draw the connection 8o
tightly as to exclude the presence of such matters as
self~liquidating problems, the beneficial or detrimental
action of those outside the firm, unforseen environmental
conditions, and "luck." However, the action taken by an |
organization, in spite of its final success or failure, as
measured by a chosen standard, is the result of some form
of decision making. After allowing for the effects of
chance and the unforseen, the decision process with its
structure, process and content, is what remains
accountable. (Some have gone 0;1 to argue that even the
~ability to calculate and -incopporate the probability of
"unforseen" circumstances is a kresponsibility of a good
decision process (Moore and Thomas, 1976).)

Although there is general agreement that outcomes of
organizational decisions are reflective of the process by
which they were generated, views differ as to how
demonstrable those connections are. For now, this
argument will be avoided. The primary focus of this
research 1s the decision 'process of the Operating
Committee, apart from its outcomes. The intention has
been to understand the process from which decisions
concerning operational and strategic matters resulted.

The link between process and outcome is a matter deserving

attention and will be commented upon in Chapter 18 where
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conjectures will be offered about the judged relationship
between the company’s successful financial realignment and
its decision process. An understanding of the decision
process of this senior-level body, apart from the success
or failure of its decisions to bring about the objectives
it desired, is important for an understanding of the
factors which  influence decision making in an |
organization.

The richness of the research setting available in the
Operating Committee presented a temptatioh to divert from
the initial intention of this research - a study of the
activity of a high-level decision making body in process -
and to focus on the more sensat£onal' aspect of the story
< the turnaround. The hope Qf being able to use this
strategic vantagé point from 1within the senior-level
policy making body of the organization to convincingly
"prove" what had caused the turnabout in financial
fortunes was alluring, even the modest' hope of coming

close, Its ready acceptance and diagnostic . and
prescriptive employment by a wide variety of practitioners
in such fields as investment analysis and strateqgic
planning was imagined. 1In the end, a strategic analysis
was decided against in favour of the keeping with the

original intention of a study ‘of process. There were

three primary reasons for this - epistemological, data

avallability, and desire.
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First, it was not felt that it would be possible to
conclusively prove what factors contributed to National
Sea’s renewed fortunes. This type of knowledge 1is
illusive and tentative at best. It would have been
difficult, if not an impossible task, to unravel all the
factors which contributed to the improved profitability of
National Sea and to say with any degree of confidence what
the links were between identified cause and effect. The
variables were too complex and convoluted in thelr
construction and interrelationships. One would never know
if an identified cause was a sufficient and necessary
precedent of outcome. Nei:ther would one know something
else éf crucial importance in s;mh matters - where good
" luck and management’s ability'mgshed.

A more modest ‘attempt might Ilave been to chronicle the
particular decisions made by the company in response to
perceived problems or opportunities and then correlate
them with outcomes. Standards of rigour could have been
lessened in hopes of gaining a modicum of understanding of
what the company did, and why, and what the linkages were
between outcomes and action. One of the main reasons this
was not attempted had to do with the particular nature of
the data which would have been required. This task would
have required significant amounts of financial ' and
operational detail regarding specific strategies at
various levels within the organization. This particular

kind of data was not available, nor was it sought.
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Forestalling any attempt to acquire the necessary data
for such a strategic study was the nature of my contract
with National Sea which gave me access only to the
deliberations of the Operating Committee and its members.
An even more relevant prohibition was a lack of desire on
my part to seek it out. My intention has been to learn
about a senior-level decision process in a publicly traded
organization where the group’s decision niaking activity
was seen to be a  critical factor in the company’s
fortunes. The acclaimed success of National Sea and the
significant role of the Operating Committee in those
decisions reinforced my belief that a study of this
particular group, at this time, ;hilé it was in the midst
_,dnf 'a radical tran{sition would he extremely worthwhile.

The study of the process of decision making is
important because decision making is not a mechanical,
dispassionate intellectual process laden with routinized
procedures, but a human.activity requiring discernment,
judgement, and the balancing of various factors in the
context of changing events. A study of strateqgy would
have missed these aspects for it is largely a study of the
rational aspects of choice (Simon, 1957). The study of
the rational and behaviourial aspects of the decision
process should be able to aid decision makers in
reflecting upon their participation in such processes, and

help them to improve the overall quality of the process.

A study of the process of decision making can lead to
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several things, amongst them: an increased understanding
of the significant elements comprising the process; an
awareness of tiue way in which participants involve
themselves in helpful and unhelpful ways; familiarity with
cognitive modes of processing content; and an appreciation
of constraints imposed by information, organizational
structure and the environment. An increased understanding |
of these factors should lead to reflection, learning, and
improvement. Soelberg (1367) makes the point succinctly:
"« « o« in order to improve management decision making it

is wuseful to know how organizations presently make

decisions" (p.1l9).

-

The particular focus of this research and the way in
‘which it has been carried -out ig best understood in light

of previous reseaich done on decision making.

The Decision Making Literature

Organizational decision making has for more than forty
years been an important and singqular focus for the
application of theorizing and empirical research.
Interest was spurred on, if not launched by the

disciplined attention to linguistic and conceptual
formulation in the understanding of administrative

behaviour with the publication in 1945 of Herbert Simon'’s

Administrative Behaviour. Simon helped to surpass the
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limited and naive understanding of administrative activity
as economically rational people attempting to maximize
their own utility, by directing attention towards a
deeper level of complexity where sub-optimal outcomes
often contradict rational intentions and where attempts
at prescriptive formulations are supplanted by initiatives
to understand human dynamics and group process apart from |
an idealized state of rationality.

The study of decision making has moved through the

disciplines of political analysis, social psychology

educational psychology, cognitive psychology,

organizational behaviour, and administrative behaviour to
where it now provides copious .{.nsig'hts ~into intra- and
_iﬁter-personal 9ynamics,*~ psgchological . and social
processes, cognitive procedural structures, management
facilitation and potent manners of proceeding on
individual, group and organizationally contextual levels

(see Bass, 1983 for a comprehensive summary).

Rational Models of Decision Making

Managerial decision making has been investigated from a
number of different perspectives and various sets of
theories have been suggested to explain what occurs, or
should, during the process. The classical "econo-logical®
(Thompson and Tudden, 1959), or "rational," approach with
its economically logical models has viewed the process as

embedded in a micro-economic theory of the firm with an
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undeterred striving towards utility maximization in a
known environment with 1identifiable wvariables and
consistent objectives (March, 1976; McGuire, 1964). 1In
this model the process is viewed as an orderly and logical
movement through problem formation, the gathering and
assimilation of information, the generation of a set of
feasible alternatives, to the final choice based upon the |
ability to determine the outcomes of the various actions
and their relative desirability. John Dewey (1910) is
credited with the original systematic formulation of this
approach to problem solving. The rational model has
fostered the development and use of the application of
quantitative techniques to decisilm making (Randor et al.,
1968; Randor and Neal, EL9‘73).\t " These techniques have
allowed a more 'mathematicallyh structuredi and precise
approach to optimization than had been previously
possible. In this model with the aid of quantitative
procedures, problem events are viewed as amenable to
structuring and programming so ‘that a set of feasible
solutions can be generated. Optimal solutions can be
produced with the use of powerful computers using problem-
solving algorithms.

Neglect of an appreciation for such substantive
matters as non-rational exigencies, the organization as a
social process, and the impossibility of quantifying all
variables, even with an attached probability, has exbosed

the weakness of the full theoretical extension and
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application of the rational-logical approach especially to
problems which are ill-structured, non-routine, no-
programmed (Simon, 1957), or not completely specified
(Radford, 1975). The linear proqgression of facts
accunmulating their way towards logical outcomes has been
rightly criticized by those questioning its implicit faith
in not only man’s total rationality but his ability to
exercise it in all situations. It does not allow for
several important realities connected with decision
making: problems, alternatives, and conséquences are not
always given and must be sought; and a "best" solution is
impossible in many instances and a "satisfactory" one must
be accepted (Cyert et al., 19'}0) . It is narrow and
_.unx;ecognizing of the complex%ies of human nature and
social process, éame of which méy'be irrational at times
(Simon, 1957, p.xxviiiff.). Neither does it allow for
knowledge deficiencies (Terry, 1968), limitations of the
human information processing system (Simon and Newell,
1971), limits on the exercise of rationality (Simon, 1957,
p.40), conflicts in goals and values (Allison, 1971), nor
a non-liner "zig-zagged" movement towards resolutions.
The path to a decision is often not a visible logical
progression or clear chain of events (Simon, 1957, p.64;
MacCrimmon, 1974, p.446; McCall and Kaplan, 1985, p.106).
Decision making is . . . complex, redolent with
feedback and cycles, full of search detours,
information gathering, and information ignoring,

fueled by fluctuating uncertainty, fuzziness, and
conflict. (Zeleny, 1981, p.333).

45



Recognizing the limitations of the rational approach,

Moore and Thomas (1976) suggest the solution 1lies in

strengthening its rationality through better use of
probability theory. Other proponents of the paradigm have
recognized that quantitative analysis must be reinforced
with human judgement (Morris, 1964, p.4). As a half-way
measure, some have advocated a blending of quantitative
techniques with a behaviourial understanding of
organizations (Radford, 1975) or at least a recognition of
when the rational quantitative approach isb appropriate and
when it is not, for example in relation to "economic*
areas and not in "so_cial" areas (Piesing, 1958;: Forrester,
1961): o

’ 3 5 - L 'i

. "ﬂ
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Process Theories of Decision Making

A number of behaviourally-based process theories have been
proposed to take the understanding of decision making
beyond the purely rational model. The empirically-based
perspectives and theoretical propositions of the Carnegie
School (Simon,1957; March and Simon, 1958; Cyert and
March, 1963) have provided descriptions of the fragmented
way in which actual decision making proceeds - by
"satisficing" rather than "optimizing", within the limits
of a "bounded rationality" as contrasted with unfettered
rationality (March and Simon 1958), and with adjustments
in aspiration levels to accommodate less than perfect

solutions (Simon, 1357). ' Lindblom (1959) and Braybroke
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and Lindblom (1963) have added the concept of an
"incremental" decision process which tries to make problem
solving manageable by seeking marginal or incremental
rather than optimal radical changes. Numerous other
assumptions have been used to build other behaviourally
based models (Roth, 1974; Alexis and Wilson, 1967; Zeleny,
1981; Etzioni, 1967).

In partial contrast to the above theories, Cohen,
March, and Olsen (1972) have argued that decision
processes in organizations are not only less than rational
but have no structure and are anarchic. Their view is
that the process is fluid and so%ptions are brought about
'with the coming together of va;ioué' streams within the
_process. Choicei opportunitiest occur as organizaﬁional
"garbage cans" iniwhich are mixed problems, solutions and
participants. Viable solutions occur by happenstance as
decision makers wander in and out of the process.

Other behaviourally-based approaches have focused on
the dynamics of decision making and have illuminated
various facets of the actual process. For example, Janis
(1971) investigated group pathology in regards to the
enforcement of dominant perspectives; Drenth et al. (1979)
considered the relation between employee participation in
decision making and satisfaction and commitment; Stoner
(1968) examined factors which affected the propensity of
group members for risk taking; Cyert et al. (1970)

investigated the role of expectations in business decision
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making; and Gladstein and Reilly (1985) explored the
effect of threat on a group’s decision-making process.
Behaviourally-based understandings composed of varying
blends of empirical research and theorizing present
descriptions of decision process in action as opposed to
normative models which stress necessary steps in tight and
tidy frameworks. (This dichotomy has been presented in -
various manners ; for example, "rational" versus "social"
(Rice, 1980); "normative" versus "descriptive" (Hicks and
Goronzy, 1967).) Normative models preseﬁt the "best" or
most "rational" way of proceeding. The normative
literature offers steps and procedures and attempts to
explain what occurs during a decision process and to offer
~this as a way of Pnderstandingbell decision*processes and
sometimes as a préscribed method of proceeding (Steiner,
1969; Nadler, 1970,1981; Delbecq and Van de Ven, 1971;
Gluick, 1976; Hofer and Schendel, 1978; Warfield, 1978;
Churchman, 1979; Ackoff, 1981; Mason and Mitroff, 1981).
Normative theories do little to aid the understanding of
deeper constructs of the decision process. They overlay
the event with a rational structure which one 1is
encouraged to implement or to use to view the process
(Delbecq, 1967). From the point of view of practice, it
has even been found that their application to strategic
decision processes is ineffectual because they cannot cope
with the complexity of unstructured senior-level processes

(Grinyer and Norburn, 1975; Hall, 1973; Whitehead, 1968).,
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In the investigation of the decision process of the
Operating Committee descriptive theories were found to be
more useful because of their interest in discovering the

social interactions and cognitive processes behind the

visible structures.

Descriptive Theories of Decision Making

Decision making is in its essence a human activity, not a
mechanical disembodied routine. Eden and Harris (1975)

call it a social activity:

. . . decision making is primarily a social
activity rather than a technical one: all

decisions involve interaction with people to a
lesser or greater extent. If this is the case,
what needs to be developed is® an approach to
decision analysis that encourages human factors to

be included (p 10).

'\t
S,

Decision making is the social interaction o£ people while
cognitively processing information. A wide range of
behaviour is displayed during the process and its function
and significance are important dimensions of investigation
for constructing a comprehensive understanding of what
occurs in the process of making decisions. Only by
examining the totality of the process with attention to as
many facets as possible, can one become aware of the
various aspects of the process and how one might influence
and be influenced by it at different stages.
Organizational participants need this kind of awareness to
improve their effectiveness at all stages (Cowan, 1986).

Awareness comes by identifying, extracting, and
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illuminating the various behaviourial patterns, critical
junctures, leadership initiatives, contextual influences,
and cognitive processes ~ as many aspects and dimensions
of the process as possible. The taking of normative
prescriptive theory into a decision process is not as
helpful as taking an awareness of critical elements with
some understanding of their relationships and the range of -

the likely outcomes of different ways of participation

given particular circumstance and context.

Much empirical research exists which provides useful
insights into the activity of decision making. Some are
well-developed theories, others are descriptive accounts
with some level of analysis, 'I"i;ese- studies have delved
into the internal dynamics of '::he decision maker or the
group process and provide insmights into what occurs.
Those exploring cognitive processes of information
processing and goal attainment provide a framework £for
viewing individual psychological processes (for example,
Newell and Simon, 13959; Soelberq, 196t7; Janis and Mann,
1977; Schwenk, 1985). Social psychological studies and
experiments focusing upon social interactions between
group members, may tend, at times, to over-simplify the
complexities of a decision process, but do provide insight
into important dimensions of the process (for example,
Yetton and Bottger, 1983). One of the most elaborate

theories of decision making based upon empirical data and

the first-hand study of four decision processes has been
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provided by Cyert and March (1963). Other comprehensive
studies of the process have been done by Nutt (1984),
Pinfield (1986), Hickson et al. (1986), Mintzberg et al.
(1976), Cyert et al. (1970), Carter (1971a, 1971b), Cyert
and March, (1963), Allison (1971), and Pettigrew 1(1973) ‘
Despite the existence of an extensive body 'of
descriptive, processual research, more is needed,
especially in regard to the overall activity of the
complete process apart from the oft-studied generation and
evaluation of alternatives (Mintzberg et al., 1976,
p.274). Bass (1983) emphasizes that a more empirically
valid understanding of the process i1s needed:
We are blessed with a surplus of organizational
theories and theorists replete with concepts and
models of organizational decision making, but we
have little hard data to prOVLde the support for
them (p.173).
The paucity of empirical data derived from the study of
decision making events in progress, especially at senior
levels, has also been labelled as significant and
unfortunate (Morris, 1964, p.501; Radford, 1975, p.203;
Bernard, 1966, pp.192-193; Pettigrew, 1985b, p.248; Nutt,

1984, pp.414,448). Mohr (1982) has said that what is
needed 1is a Dbetter description of the process and the
methods by which organizations actually make decisions

rather than theories. Gilligan and Neale (1983, p.160)
have suggested that little is known about the way the

process of strategic decision making actually works.
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Based upon the above comments, it can be taken that a
current need in decision making research is for a more
complete and in-depth understanding of the overall process
itself, especially at the senior, strategy~setting levels.
However, there is a division of opinion over how realistic
a goal this is. Lindbloom (1965) and Gore (1964) argue
that the decision process has no structure, it is overly
complex, and all variables cannot be identified. Cray et
al, (1984, p.2) have commented on how difficult it is to
understand the decision process due to its convolutions
and multiple varieties. Hickson et al. (1986) have
attempted to overcome this difficulty by distilling the
variety of numerous processes ixi';o a framework which can
_,theﬂn be used to classify all dei}sion processes. (Cray et
al. (1984) is a éummary of the same research reported on
in Hickson et al. (1986).) 1In solving the methodological
problem by resorting to categorization many contextually
rich insights are lost.

In suggesting that approaches which abandon the
attempt to come close to describing and analyzing the
finer details of decision processes are inadequate, it is
not meant to suggest that all can be understood about
them. Linstone (1984) quotes former US President John F.

Kennedy to point out that residuals will always exist in

a search for complete understanding:

The essence of  ultimate decision remains
impenetrable to the observer - often, indeed, to
the decider himself. . . . There will always be
the dark and tangled stretches in the decision
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making process - mysterious even to those who may
be most intimately involved (p.81).

The multi-faceted, contextually-influenced nature of the
decision process is not a reason to abandon the attempt to
understand it in its variations, despite its unknowable
facets, and to seek security in the construction of
typologies, rather, it is a challenge to take up. Dutton
and Jackson (1987) recognize that the decision process is
a long and complex one but insist that it can be studied
systematically (p.85). The research of Mintzberg et al.
(1976) proceeds with the assurance that,

. . « there is strong evidence that a basic logic

or structure underlies what the decision maker

does and that this structure can be described by
-systematic study of his behavior- (p.247).

I‘ 1”‘
L
by

Ihtention of this Research

This research is in the processual tradition and its
objective is to add more understanding to the internal
workings of decision processes, especially those at the
senior-level within an organization. Through description
and analysis of the on-going decision-making process of
the Operating Committee of National Sea Products, made
unreservedly available, the aim has been to understand the
critical dimensions of that process in order to not onl

construct a framework of understanding for viewing the
decisions of that qroup, but to develop concepts which

might be used to understand the processes of other aqroups.
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The decisions made by this group are looked upon as

outcomes of a process whose structure and dynamics are of

central interest.

The intention in this study has been to carry it out
in a particular way which builds on the strengths of
previous research and goes beyond some of its limitations.
This study of the decision process of an on-going senior-
level group in the private sector is multi-faceted,
cognizant of the context in which the decision process is
set and the myriad of mental and social ‘interactions of
its members. It has been done in "real time" rather than
reconstructed after the event. It is a study of the
decisioﬂ-making activity of one oh-golng group raf:her than
‘the tracing of particular, decisions through an
organization. And it has seardhed for the, "reality" of
the event in concepts which have emerged from the data

rather than in theoretical constructs which 'have been

imposed as frameworks upon the data.

A Multi-faceted Perspective on Decisio akinc

In order to understand the process as an entity which is
more than the sum of its parts, it is necessary to adopt
a holistic, or multi-faceted, approach. The many critical
aspects of the process must be identified, described and
analyzed as to their origins, shapers, particular
characteristics under differing circumstances,

consequences, and interrelationships with other elements.
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Every decision is the outcome of a dynamic process which
is influenced by a multitude of forces, some "front-stage"
and some "back-stage" (Pettigrew, 1985a, pP.45). McCall
and Kaplan (1985) have suggested that all stages of the
decision process should be studied simultaneously rather
than focusing on Jjust one stage. Furthermore, they
suggest that decision making research should move away |
from issues of individual cognition, small group dynamics,
and mathematical models to a more holistic, in situ, view
of the process (P.116). Light (1979) suggests that any
other approach produces less than adequate insights
especially that which collect§ individual data and
aggregates it to analyze organiz;tioﬁs (p.551). Holistic
.rather than analytic methods, can better provide that
insight (Weiss, 1966). Guzzo 21980) procléims that all
attempts to understand group decision making must address
the issues of the processing of information and the
social-psychological dynamics of behaviour (p.4).
Harrison (1975) expresses the need for a "multidimensional
perspective" on managerial decision making (pp.306,312).
Steiss (1985) has called for a more dynamic study of
decision making rather than focusing singularly on a
particular aspect (p.47).

This study has been guided by the agreed-upon need for
a multidimensional perspective and investigation. One
that takes into account not only the cognitive processing

of information at various stages, but the way group
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members involve themselves in the process, and the effect
leadership of the process has on managing and shaping the
consideration of issues. Content flow, participant
behaviour, management of the process, context - all these
must be illuminated as important elements. These define
the character of the process and influence movement
towards action. Three major studies of decision processes

have attempted to explicate the dynamics of decision

making but fall short of providing in-depth insights into

the totality of the process because of their focus on
structure and attempt to classify rather than describe.
Hickson et al. (1986) constructed much of their conceptual
frainework from three in-depth st&dies'. It is wished that
‘more of a discussion of the details of these studies was
included. Nutt;ﬁs (1984) impos“ition of a ;norphology on
the data derived from a study of 73 decision making events
is not as helpful as his commentary on the nature of the
different stages, possible causes of particular sequences,
and styles, and what more is needed to be understood.
Mintzberg et al. (1976) emphasize the linkage between
stages of the process but give little recognition to the
influence of individual participation on the outcome of

the decision process or the decision making which may go

on "back-stage" apart from the awareness of the

participants interviewed.

Pettigrew (1985a) makes us aware of what is missing

from these studies when he calls for a fuller
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understanding of the importance of context in studying
strategic change processes. He decries the amount of
organizational analysis which has been done oblivious of
the importance of the process, history, and context of the
strateqgy making body. The decision process of the group
must be seen as embedded in a field of other significant
realities some within the firm and others exterior to it.
Pettigrew (1985a) is right in saying that a disembodied
theoretical discussion which is ahistorical, acontextual
and aprocessual is not helpful, A stﬁdy of decision

making process must identify and describe as many aspects

of the event as possible.

A Study Done_in "Real Time" N,

'Much of the available research on decision processes has
been done with "ex post" data. Nutt (1984) attempted to
reconstruct the decision process from formal interviews
and casual conversations, as did Mintzberg et al. (1976),
Cray et al. (1984), Axelsson and Rosenberg (1979), and
Quinn (1980). Stein (198la, 1981b) wused mailed
questionnaires, The usefulness of "ex post" data is
lessened by the kind and degree of bias, selective recall,
and modification for purposes of self-presentation and
image enhancement. When one studies decision making by
relaying on the memories and accounts of those who were
there to provide the data, to a great extent, one 1is

studying the perception of others as much as the event.
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Daft (1983) discounts organizational research which is
done by those who have had no first-hand experience of
organizational reality and construct their findings from
indirect correlation coefficients. An understanding of
the process is best gained by being part of the process.
This does not quarantee the eradication of bias or
selective attention, these must be scrutinized in the |
processes of the observer as well, but one is able to use
first-hand observations to verify the perceptions of
members and on that basils, assess their significance.
Involvement in the on-going event also exposes one to the
range of the process with its various facets, of which
others may have oniy have beenh partially aware. This
~study of the decision-making ~process of the Operating
Committee has been done in "real time." By actually
having been present, concepts were forged and insights
gained through direct observations of the event and
inquiry into the perception of those involved through

interviewing.

Inquiry Into an On-Going Process
The objective of this research has been to investigate the

dynamics of an on-going decision-making group as opposed

to tracing various decisions through an organization as
others such as Nutt (1984), Hickson et al. (1986) and
Mintzberg et al. (1976) have done. The bulking of data

from several decisions and the distilling of that data to
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arrive at general models and theories gives little of the
grain and texture of the process, which is desired here.
Cyert, Simon, and Trow'’s (1970) important case study of an
electronic data-processing decision in an medium-sized
corporation provided many important insights into the
nature of decision processes, like similar studies, but
focused on a particular decision and its trajectory
through the organization. The unit of analysis in this
study has been the Operating Committee rather than
specific decisions. The intention has beén to understand
the way in which the Operating Committee made decisions at
a critical point in its history;.rather than to identify
path confiqurations of- decision " loci through the
_organization. The objeict‘ive has been to understand the
internal dynamics of the decision-making process and the
various facets of the process which shape outcomes.:

In focusing on one group within the organization, the
point is not overlooked that the decision-making process
of the organization is larger than the activity which
occurs in this one committee. That wider process includes
activity at lower levels as well as at a higher level in
the board of directors, and also in the informal
"backstage" coalitions and negotiations. It is recognized
that the issues discussed in the Operating Committee had
been, in many -cases, passed on from below with some
screening and infusion of particular perspectives already

having taken place.
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The nature of my relationship with National Sea made
a study of the on-going process possible. My involvement
was left open-ended so that I had the possibility of
staying with the Operating Committee as long as I felt
there was benefit in doing so. I also had wide access to
the Committee and its members. Any requests for
conversations and interviews were responded to positively l
and in some cases people with busy schedules and important
agendas went out of their way to accommodate me. Some
would claim that this type of research éimply exchanges
one set of methodological problems for another (Pinfield,
1986, p.370). It is true that observational techniques do
create potential methodological probl'ems and these must be
f'écéidressed (a full discussion ‘0f this point and others
connected with the techniques of observation and
interviewing will occur in Chapters 3 and 4), however, in
doing this research I wanted any omissions or biases to be
my own so that I would have some control over them. I
also wanted the freedom and ability to observe aspects of
the process that an interviewee may not have observed and
I wanted to experience the "climate" and ambient mood of
the group at different times in conjunction with various
activities and events which were occurring. By
interviewing, as well as observing, I was able to
investigate, validate, and discard or substantiate my own

conclusions. Mintzberg et al, (1976) admit that ". . .

observation is certainly a powerful and reliable method

60



. + « +(P.248)" but suggest it is too demanding of time
since many strategic decisions .span several years,
therefore one is: "obliged to rely heavily on interviewing
(p.248)." By focusing on the process rather than the
decision as the unit of analysis, observations of the
process in situ became possible within a limited time

frame.

Emergent Rather than Imposed Concepts

The concepts utilized in this research have emerged from
the data rather than having been imposed upon them. This
approach has been used, among others, by Soelberg (1967),
Bower (1970), Witte (1972), and Mint‘ziberg et al. (1976).

-i;’infield (1986) imposed the "Structured" perspeci:ive of .
Mintzberg and the "anarchic" view of Cohen, March, and
Olsen on the high-level decision activity of a Canadian
Federal bureaucratic task force in order to test their
usefulness. One reason for the avoidance of pre-
formulated constructs was the realization that these could
have been conditioned by the characteristics of the
situation from which they were drawn. It could be
reasoned that it is understandable that the Garbage Can
Model (Cohen, March, and Olsen, 1972) has come from a
study of academic administrations and the cautious,
incremental approach (Lindbloom, 1965) from the forum of
public policy making. Second, to have adopted a

particular theory with which to view the decision process
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of the Operating Committee would have been to ignore the
valuable insights of Allison (1971) who has dramatically
and thoroughly shown that the way one understands a
decision process may be conditioned by the theoretical
framework, or "conceptual lenses," used to view the data.
The intention in researching the decision-making activity
of the Operating Committee was to experience the event
without having subscribed beforehand to any particular
theory about a decision process or what constituted its
elements. The goal was to develop concepts which seemed
to best capture the important elements of the process.
Glasser and Strauss (1967) have -outlined this procedure
for discovering "grounded theory" an& a fuller discussion
of its methodological a"ﬁrproa'ch will be discussed in
Chapters 3 and 4.

In order to do a study of the Operating Committee
which maintained a multi-faceted perspective on decision
making, was done as the event occurred, examined the
nature of an on-going group, and sought, rather than
imposed, conceptual constructs, a qualitative methodology
was deemed the most useful. An elaboration of qualitative

methodology and the wider issues related to methodology

and research are now addressed.
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Introduction

The purpose of this chapter and the next i"s to explain the
method of inquiry underlying this research into the
decision-making activity of the Operating Committee.
Several ifnporﬁant iss'ués will Be expfored: the nature and
intention of research; generalprinciples and quidelines
for its conduct; and an explanation and justification of
the particular methodology wused in this thesis -
qualitative methodology.

The preliminary overview of the nature of research
found in this chapter - 1its objectives, assumptions,
procedures and guidelines -~ acknowledges the lack of
agreement amongst academics and practitioners over the
substance of these matters, but proceeds with the belief

that there is general agreement on the theoretical issues

which need to be addressed. All are concerned with
procedures, goals, and standards (Diesing, 1971, p.l1).
The role of this chapter in the discussion will not be to

synthesize disparate viewpoints nor to summarize them, but
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to explain and substantiate my particular approach in the
context of these issues. In particular, it will explicate
the qualitative methodology chosen for this research

which has made use of the particular strategies of
observation, in-depth interviewing, and the content
analysis of transcripts of both of these,

The doing of research 1is conceptualized here as a
thoughtful and deliberate process. It is viewed as a
movement first towards, and then away from data
collection. It is suggested that a x:ésearch program
begins with a consideration of some rather broad
philosophical issues which inform one’s conscious choice
of methodology. With this as backgroﬁﬁd, it then proceeds
to designate particular strategies which are deemed to be
most appropriate for approaching the research setting and
the collecting of data. After data have been collected,
they are organized, analyzed, and inferential statements
made about their meaning.

The movement outlined above is initially a convergence

on data, moving from broad theoretical issues .to a focus
on concrete occurrences In which are thought to contain
the meaning of the event and from which data are gathered.
Thought then. diverges away from these data towards
interpretation and more general statements about the
meaning and significance of the event., A research program
must give serious thought to all phases of this movement

and their interrelation. This chapter discusses matters
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leading up to the collection and analysis of data and
particulary how they relate to this study of the decision-
making activity of the Operating Committee. The next

chapter discusses the collection and analysis of data.

The Nature and Purpose of Research

Research is an orderly and disciplined manner of seeking,
gaining, and conveying insight about ;che fundamental
nature of empirical events and their relationship with one
another. .The researcher’s interest in a particular
occurrence and desijre to understand its deeper meaning and
.*éﬁructures is at the centre ~0f the research activity
(Eden, 1980). Res‘earch considers phenomena, regardless of
how they are construed - psychologically, politically,
historically, organizationally, physically, etc. - to not
always be obvious in their revelation of antecedents,
dimensions, and consequences. However, it does believe
that despite immediate inscrutability more can be
understood. This bellef yilelds the hope that discovery
will lead to explanation, understanding, and as some would
insist - but not here - to control and prediction.
Research proceeds in a systematic manner, according to
conventions and principles, which when adhered to heighten
the likelihood of the acceptance of its findings as bona

fide contributions to knowledge. Research in its broadest
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sense is not identified with any particular methodology of

discovery, but with knowing.

Broadly conceived, research methodology deals with
the general grounds for the validity of social

scientific propositions. . . . More narrowly it
deals with the question: how do we actually

acquire new knowledge about the world . . .
(Burgess, 1984, p.x1)?

It is important to view methodology within this larger
context, avoiding the truncated @perspective that
methodological procedures are the beginning and en;:l of any
discussion about research activity (Morgan and Smirchich,
1980).

The beginning point for an unaersj:anding of the nature
..Of research is in thes?f larger issues. Morgan and
| Smirchich (1980) view it the s;fne*way: p

. « « the choice and adequacy of a method embodies
a variety of assumptions regarding the nature of
knowledge and the methods through which that
knowledge can be obtained, as well as a set of
root assumptions about the nature of the phenomena
to be investigated (1980, p.491).
Prior to methods, are fundamental issues concerning the
primordial state of knowledge and its acquisition, the
assumed ways in which phenomena are conceived to exist,
and beliefs about the essence of human nature. These can
be referred to broadly as matters of epistemology,

paradigms, and ontology.
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Epistemology, Paradigms, and Ontoloqy

Epistemological Issues

A wide range of philosophical assumptions about social
science research exist. Morgan and Smircich (1980)
summarize these in a continuum with the extremes labelled
"subjective" and "objective." These positions have |
variously been labelled positivistic versus humanistic
(Hughes, 1976,), ©positivistic versus interpretative

(Giddens, 1976), scientific versus humanistic (Martindale,
1974), and axiomatic versus empirical (Hicks, 1967). (See
Lincoln and Guba, 1985 for a comprehensive discussion of
the positivistic tradition and Reﬂason‘ and Réwan, 1981, for
.a 'helpful discussion of the li{ftits of ortr{odox rational
inquiry and a com;;arison with alternative paradigms.) The
qualitative methodology used in this research follows in
the humanistic or subjective tradition. It is part of
what Reason and Rowan (1981) 1label "new paradigm
research.” It has its roots in traditions identified by
Patton (1980):

Qualitative methods are derived most directly from
the ethnographic and field study traditions in
anthropology (Pelto and Pelto, 1978) and sociology

(Bruyn, 1966). . . . [It]) is based on perspectives
developed in phenomenology (Bussis et al., 1973;

Carini, 1975), symbolic interactionism and
naturalistic behaviourism (Denzin, 1978),

ethnomethodology (Garfinkel, 1967), and ecological
psychology (Barker, 1968) (P. 44).
The positivistic tenet that an objective "réality“

exists which one can indisputably know and make verifiable
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statements about (Becker, 1970; McCall and Simmons, 1969;
Denzin, 1979), is rejected here. Also is the accompanying

radical subject-object dichotomy which perpetuates a

pristine segregation between the researcher and his

subject of interest. Churchman (1968, p.86) has argued

that objectivity in social science is a myth. In

contrast, what 1is believed is that reality is "socially |
constructed" (Berger and Luckman, 1966; Weick, 1969). And

that knowledge results from the researcher’s efforts to

enter and understand that reality.

We can know organizations only through our
experience of them. We can use metaphors and
theories to grasp and express this knowledge and
experience, and to share our understandings, but
we can never be sure that we are absolutely right
(Morgan, 1986, p.341).

o\

it

Truth is not impersonal, " . ., but somefhing attached
very firmly to a person, and a time, and a place, and a

system" (Reason and Rowan, 1981. p.136). Discovery is the

result of interaction.

. + + s8scilence 1is Dbasically a process of
interaction, or . . . "engagement." Scilentists
engage a subject of study by interacting with it
through means of a particular frame of reference,
and what is observed and discovered in the object
(1.e., its objectivity) is as much a product of
this interaction and the protocol and technique
through which it is operationalized as it is of
the object itself (Morgan, 1983, p.13).

In this sense, the concern over reality is more a concern
about forming a systematic and rational way of

understanding an event than objectively delineating the

nature of its constituent elements in such a way that all
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involved would agree.

Since qualitative methodology does not eschew the
subjective element but embraces it, it has been attacked
as being less than scientific. To be subjective 1is
associated with being biased, unreliable, and irrational
as evidenced in Patton’s (1980) characterization of the
criticism: "Subjective data [are considered to] imply
opinion rather than fact, intuition rather than logic,
impression rather than confirmation" (p.336). However,
quantitative methodology which venerates 6bjectivity'does
not necessarily gquarantee bias reduction, and may only
disquise it (Patton, 1980, p. 336). The debate: over
subjectivity versus objectivity is spurious. Guba (15978)
_pur;s the issue in proper ‘perspective in contending that
the true issue is\not subjectivity versus onectivitybut
the "neutrality" of the researcher. Neutrality, is a more
realistic and worthy objective than objectivity. It
implies that the researcher is not predisposed toward
certain findings on an a priori basis (Guba, 1978, p.
74f.). Reason and Rowan (198l1) suggest the same idea in
their recommending ‘"objectively subjective" inquiry
(xiii). As will be argued further, the maintaining of an
objective remoteness from the subject matter of research

is neither possible or desirable.
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Paradigms
In addition to the fundamental importance of the way the

researcher views the form and acquisition of knowledge as

a presupposition of research activity, is the conceptual
framework or paradigm (Kuhn, 1970; Morgan, 1983; Jones,
1983) adopted to organize perceptions of the phenomena.
Paradigms are interrelated propositions and assumptions *
often employing hﬁageé and metaphors to summarize and
integrate impressions into overall themes. Organizations
are complex and often incoherent networ};s of relations,
activities and ideologies, and it is helpful, if not
necessary, to have an unified image by which to organize
_and deal with that complexityﬁ (Preston, 1975; Chelt,
.-1978) . In a sense, a -~paradtﬂigm or modgl may by a
simplification, bﬁt this does not mean it is trivial and
without use. Its metaphorical images may aild the
understanding of fundamental issues, even if it does not
explore all dimensions of organizational 1life (Daft,
1983).

Various paradigms of organizational life are in use
(Morgan, 1986). There 1is no universal agreement on a

dominant paradigm in organizational research (Jones,

1983), but the paradigm adopted influences the way the

situation is viewed, the data collected and interpreted.

Allison (1971) demonstrated this well nusing three

different paradigms or "conceptual lenses" to analyze the

Cuban Missile Crisis of 1962. Based on these, he produced
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three different sets of understandings about the nature of
the event and the "logic" of their outcomes. This
research has consciously avoided the pre-selection of a
particular dominant metaphorical device or paradigm to
represent organizational life. This approach is similar
to the "critical evaluation" process which requires that,

. . we explore competing explanations and arrive

at judgements regarding the way that they £fit

together. Rather than an attempt to make the

facts of situation fit a given theoretical scheme
. + « (Morgan, 1986, p.331).

Ontoloqgy

A primary ontological belief underlying this research
needs t; be explained as it has, undoubtedly, influenced
the way organizational life is conceived, the manner in
';&hich investigation of “the "‘Operating Committee was
approached, and particularly the purpose the resultant
insights have been intended to serve. It is believed that
organizations are collections of autonomous individuals
who have freedom to choose the way they will' act. Without

denying that there are constraints on that freedom and
that some even chose to relinquish their freedom in favour
of adopting the objectives of others as their own agendas
(see E. Fromm, 1941), the purpose of this research, in
addition to the expansion of organizational understanding
is the use of that understanding to enhance individual
freedom of choice within organizational contexts. In this

framework, freedom is viewed as an awareness of
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alternatives, and the power to enact a choice from amongst
them. In attempting to bring understanding to the process
of strategic decision making of an upper-level management
group this research aspires to have that understanding
enhance the freedom of those involved in similar
processes.

This obijective is based upon the belief that the |
behaviour of individuals is not predetermined or bound by
rigid laws and any endeavour is in vain which hopes to
discover immutable laws of human and organizational
activity in order to predict and control their behaviour.
This' research,;therefore , does not set out to discover the
laws by which behaviour in tﬁ'.he ‘Operating Committee
-proceeded. The positivistic beldef that the social world,
like the natural‘ world conforms to certain fixed and
unalterable laws in a chain of causation (Hughes, 1976) is
rejected. A presupposition of this research is that the
social world does not operate by immutable laws, however,
behind events can be found purpose and principles which
can be understood. People have freedom to shape their own
behaviour and the use of that freedom makes their action
unpredictable (but explainable after the event). The
purpose _of _this research i1s not to offer predictive models
about behaviour and decision outcomes, but to aid those

involved in decislion events to reflect on the dvnamics of

the process, and to become aware of alternative behaviours

and their possible consequences. This greater awareness of
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alternatives comes about, it is believed, by providing
insights into, not an objective world, but the inner

reality of an observable event. The objective is similar
to Lofland’s (1976) proposed goal of research - to bring
orderly understanding to people’s lives so that they can
make more informed decisions about their involvement and
gain more control over it (p.317). In agreement with |
Lofland (i976), it ‘is believed that the best way .to do

this is with a qualitative methodology.

Methodoloqy

"

__ Thé actual methods and ‘~straj;§gies by which research
proceeds follows £rom the way in which one perceives the
event of interest to exist and from one’s belief about the
way one can come to know its deeper structures,
Methodologies link the researcher to tha situation
being studied in terms of rules, procedures, and
general protocol that operationalizes the network
of assumptions embodied in the researcher’s
paradigm and favoured epistemological stance
(Morgan, 1983, p.21).
Methods are "tools of inquiry" (Downey and Ireland, 1979).
They are a series of steps or a "mode of procedure"
(Diesing, 1971, p.l) for gaining understanding. They act
as guides in the gathering and analyzing of data.
Methodology is a coherent strateqgy which utilizes specific

tactics, 1is consistent with a body of generally accepted



research principles, and embodies a logical internal
consistency. It is a "pattern of discovery" (Diesing,
1971, p.l4). The particular methodology utilized
influences the selection of techniques for the gathering
and analysis of data and its formulation and presentation.
The methodology chosen is influenced by a number of
factors including: the researcher'’s past experiences and
his philosophical assumptions; his  psychological
temperament (Mitroff and Kilmann, 1978) and skills; as
well as the subject matter (Diesing, 1971), and kinds of
insights desired. In turn, the methodology chosen may also
shape the Ifi_ndings of the study (Schwenk, 1985; Mitroff
and Kilmann, 1978). In well-iﬁteﬁfioned research which
_aspires to be credible, the choice of a methodology must
be justified, or at least reasoned, and its effect on data
gathering and analysis must be scrutinized.

The selection of a qualitative methodology for this
research follows from the philosophical assumptions of the
author and the nature of the subject matter. ' The
Operating Committee was group of individuals interacting
in an event with its own interior reality. This: research,
then, required a methodology which could enter and explore
that inner reality. Qualitative methodology was judged to
be the most effective way to explore the microprocesses
behind the formal organizational structure. The attempt of
traditional research methodology to identify and isolate

significant variables, with the intention of formulating

15



explanatory theories about their interactive effects as a

means of constructing rigorous theory to test, was

rejected because it would require the separation of
elements of the process from the whole, the pre-
formulation of concepts and theories, and the maintenance
of a remoteness from the subject matter in an attempt to
safeguard objectivity. Quantification of parts of the |
whole was replaced by an interest in the process of the
whole. The inatural science model’s interest in precise
definition, objective data collectibn, systematic
procedures, and replaceable findings with insistence on
the importance or reliability, wvalidity, and accurate
n;easurement before research outcomes ‘can be accepted, was
- judged to be inapprcvpriate'*hereuz It was been replaced with
a qualitative zﬁethodology and an assumption that
organizations are complex social realities which call for
a discovery of meaning, rather than measurement, through
direct involvement in the life of the organizations and

the use of human senses to interpret the phenomena

encountered (Daft, 1983; Patton, 1980).

The contrast between qualitative and quantitative

methodology 1is found in Mintzberg’s (1979) succinct
summary:

+ « « research based on description and induction
instead of implicit or explicit prescription and
deduction; reliance on simple, inelegant, as
opposed to ’‘rigorous’ methods of data collection:
the measurement o©f many elements in real
organizations terms, supported by anecdote,
instead of a few variables in perceptual terms
from a distance; and the synthesis of these
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elements into clusters, instead of the analysis of
pairs of variables as continuous relationships

(p.588f.).

OQualitative Methodoloqy

The label qualitative methodology is an umbrella term
covering an array of techniques which seek to descrit;e ’
interpret, and come to terms with the meaning, as opposed
to the frequency (Van Maanen, 1979, p.520), or measurement
(Daft, 1983) of naturally occurring phenomenon. Often
juxtaposed with  "quantitative" methodology, these
techniques are intended to determine "what things exist
and how", rather than "how many things there are" or "what
correlates with what elsez: (Van Maanen, 1983; Smith and
"Manning, 1982: Bogdan and Tayfér, 1975; Lofland, 1976).
Qualitative methodology has been used extensively in
social science research and is being used increasingly in
the study of organizations (Bryman et al., 1988). It has
been claimed that qualitative methodology based on
observation of occurring events greatly enriches the study
of organizational behaviour (Gephart, 1978) and is a more
appropriate means to investigate complex organizational
realities where the subject matter cannot be isolated from
its context nor can be studied in a fragmentary way
(Lincoln and Guba, 1985; Weiss, 1966). This approach has
been used by, among others, Mintzberg (1973) and Pettigrew

(1973), and has added a great deal to our understanding of
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such things as the work of managers and the politics of
organizational decision making. 1Its use in social science
research is, therefore, preferable to a quantitative
methodology built on a natural science model (Daft &
Wiginton, 1979; Pondy and Mitroff, 1979; Mintzberg, 1979;
Walker, 1985). The main reason for this, as has been
argued, 4is that the natural and social worlds are
fundémentally different (Walker, 1985)., A methodology was
required for this research which focused on the meaning of
human behaviour, in the context of social interaction, and
which was concerned with understanding human behaviour
from the actor’s own frame of reference. The logical
rositivism approach was rejected because it seeks facts
~and causes of social phenomenon~with little regard for the
subjective states: of individuals (Patton, 1980, p.45).
Two fundamentally different philosophical orientations
require different methodologies (Bogdan and Taylor, 1975).
In attempting to understand the thinking and interactions
of the members of the Operating Committee it was necessary
to come close to their world of perception and
organizational reality.

Used as an inquiry into subjective and social reality,
qualitative methodology has more legitimacy than as a
preliminary to quantitative research, which some suggest
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