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Introduction 
The objective of this assignment is to critically analyse one or two of the areas covered in the Managing in Organisations module. Of the many topics covered, the writer has identified decision making and power as the topic most relevant in the organization this writer currently works in. Decision making is an integral part of any organization. Whether it is to hire or fire employees, employ Green initiatives or even to move office location, which will be examined closely later in this essay as it is closely related to this writers’ current situation. Decision making can also be made at different levels as put forward by Buchanan & Huczynski (2010). These levels are the individual, group and organizational decision making. The purpose of this assignment will be to identify the individual, group and organizational theories and how this writer’s organization employs these theories and if other processes or concepts can help improve the decision making process in this organization, whilst keeping in view that power and authority also influences the decision making processes. 

Background 
The writer works for a local SME (Small and Medium sized Enterprise) with a total staff strength of just 11 people, including the Managing Director, who also happens to be the writer’s father. The name of the company is Unimed Healthcare Pte. Ltd. (Unimed), a company established in Singapore in 1982. The main activities of the company are the import, export and sales of medical and laboratory disposables, consumables and equipment to hospitals, clinics, research and clinical laboratories. From a ‘one man show’ type of operation when first set-up, the company had a turnover of SGD120,000 in the first year of operations, it has grown steadily to the current staff strength of 11 with a branch office in Kuala Lumpur, Malaysia. Whilst this is a very small company especially if compared to a huge conglomerate like 3M or HP, Heller (2006) has said that the problems facing big companies are very much the same as those facing a small company. Even though there are drastic differences in turn over, for example, 3M had an annual turnover of USD26.7 Billion in 2010 (3M Annual Report 2010) compared to this writer’s company’s turnover of SGD1.8Million, the business and management fundamentals for both companies are very similar. Both organisations employ relatively similar essential principals to assist higher management in the making of decisions. Even the allocation of power or authority within the writer’s organization can be seen as similar to a bigger organization like HP. The organization of Unimed has evolved from being a One Man Operation type of structure which was very similar to Mintzberg’s (1992) Simple Structure to a current structure which is now more closely resembling the Mechanistic structure. This evolution has not been easy or simple as the Managing Director was not used to such a structured type of management. 

It might be argued by readers that the writer has a power or authority advantage as the ‘boss’s son’, however, over the years, a professional working relationship has developed within the writer’s organization that separates the Father / Son relationship during working hours to a pure Manager / Employee relationship. This has become a necessity as during the writers’ initial time working in the company for the father, the Father / Son relationship had become strained many times due to differences in opinion and management style. The writer is now a Sales and Marketing Manager in the company and reports directly to the Managing Director. As the Sales and Marketing Manager, he is solely responsible for creating and meeting sales targets, advertising and marketing plans as well as the overall performance of the sales team. The current management hierarchy in Unimed is now very similar to a bigger organization as Unimed now has a hierarchy that looks similar to a Machine structure as put forward by Mintzberg (1992). Unimed also sells equipment which require periodic servicing and repairs from time to time, it became necessary to also develop a service team within the company. This can be seen to be the technostructure of Mintzberg’s Mechanistic Structure. The reason for this is that the service team has become a major contributor to the overall profitability of Unimed as new international regulation has mandated that all medical equipment must have a maintenance program in place. Besides this, all equipment sold must also be fully tested and commissioned by the service team before installation at the customer’s site. Our administrative and support staff have also become an important part of our organization as they assist our sales staff in follow up calls, handling customer feedback, coordinating deliveries as well as the usual office administrative tasks. Our operating core is our sales staff, who bring in our ‘bread and butter’ which is the sales of our products. 

How we make Decisions 
The study of how managers make decisions are usually multi-disciplinary in nature as there can be many factors influencing how these decisions are made. For example, if a manager decides to leave certain important information out when presenting a proposal to his superior, then the decision can certainly be skewed in favour of the direction the manager wants the decision to take. This can be considered organizational behavior or even a psychological behavior. Certain decisions are also made due to current economic or social perceptions, usually at a cost to the company. For example, Unimed recently decided to switch the company’s 2 transport vehicles from normal diesel to BioDiesel that actually increased the fuel costs by 10%, however, this move actually qualified the company for a Green Initiative tax discount from the government. 

A review of the literature on Decision Making revealed an overwhelming amount of papers, books and articles on decision making in organisations and by individuals. It is beyond the limitations of this assignment to list all the theories put forth by this tremendous number of authors. This writer has chosen a few of the more popular theories as well as the more recent and popularly used by organisations today. 
Decisions are also made based on the available data and within a limited time frame. Simon (1997) argued that decision making in organisations is often made ‘irrationally’ due to constraints of time and money. The overall result is that decisions are made based on the best available information and criteria for decision making. The best decision is made based on whatever information has been presented to the decision maker in the time frame allowed for the decision to be made. Simon goes on to postulate that managers act rationally and within reasonable limits, however, are limited by human weaknesses and burdens both from inside as well as outside the organization. These weaknesses and burdens can influence the decision making process of these managers affecting the overall effectiveness of decision making. 

Buchanan and Huczynski (2010) put forward the idea of classical and rational economic model for individuals making decisions. These ideas have their roots in economic models and they make some assumptions about people and how these people make their decisions. The rational economic model assumes that all alternatives will first be considered before any decision is made followed by the assumption that all possible consequences of the alternatives are considered. It is also assumed that accurate information about the alternatives are available at no cost and finally that the decision makers are rational people. These assumptions are frequently wrong due to many external as well as internal factors. Firstly, it is impossible to consider all the possible alternatives as there are often an infinite number of alternatives to consider and even alternatives not even known to the decision maker. For the reason that there are too many alternatives, it is also impossible to think of all possible consequences. Information is also not always accurate, reliable or timely. Information can also be costly to procure. People are not always rational and can make decisions based on emotions or even lack the mental capacity to process all the information presented. 

The classical view of decision making suggests the concepts of rationality and rational decisions. This rationality is equated to scientific reasoning and empirical information. This is very much in line with the Scientific method put forth by Peter Drucker (2010) in 1969. The scientific method according to Drucker (2010) was the “organized study of work, the analysis of work into its simplest element and the systematic improvement of the workers”. This classical view is now viewed as not providing an accurate representation of how individuals make decisions. There have been newer insights from the field of psychology as argued by Einhorn and Hogarth (1981) that can provide better models for decision making using prescribed models, judgements and knowledge. With the advent of Information Technology, information has also become easier to come by and cheaper to obtain. There is hardly anybody who does not know how to ‘Google’ information on the internet these days. 

Descriptive models of decision making as described by Buchanan and Huczynski (2010) focus on how individuals make their decision based on factors such as the individual decision maker’s personality, the group’s relationships, organizational power relationships and political behavior, external environmental pressures, organisation’s strategic considerations and the availability of information. 

Cyert and March (1992) developed one of the earliest models of descriptive decision making when they put forth the idea of behavioral theory. They considered that decision making was influenced by the organizational goals, expectations, choice and control. They link behavioral theory to decision making by grouping the previously mentioned influences into 2 major organizing devices. Firstly, there are a set of exhaustive variable categories made up of goals, expectations and choices. Secondly, a set of rational concepts made up of conflict resolution, uncertainty avoidance, searching for problems and lastly organizational learning. 

Simon and others (2008) mention that bounded rationality exists when individuals strive to simplify problems to make them easier to understand, develop less complicated and easier solutions to the problems, evaluate each problem as they develop and chose the first most acceptable solution, a method that is also described as being Satisficing. The Maximising method would be the opposite in that the decision makers would view all the possible alternatives possible and attempt to select the best alternative in order to maximize outcome. 

Another decision making model is called the Prescriptive model. This model describes how an individual should behave in order to achieve the target. This model will also contain set procedures, techniques and processes which should lead to better decision making. Proponents of this decision making process argue that following a set process, technique or procedure leads to dispassionate decision making and will be more efficient and results in more standardized organizational goals. A popular prescriptive model is the Vroom-Yetton-Jago model. This model was developed initially by Victor Vroom and Philip Yetton (1973). This model focused on decision making situations and on seven factors to identify a decision making style that would best fit that situation. A decision tree of sorts can be developed from their model which could be used to help the decision maker analyse the situation and decide the best way to tackle the problem with the help of his subordinates. This model was expanded by Victor Vroom and Arthur Jago (1988) to include a mathematical computerized approach that seeks to make the model more applicable to a wider audience and get better participation from subordinates by assisting the decision maker to determine the best way to delegate authority and tasks. 3 main elements can be identified in this model, the Decision participative styles, diagnostic questions to analyse the situation and decision rules to determine the best decision participative style 
The Vroom-Yetton-Jago model identified 5 Decision Participative Styles, decide, consult individuals, consult group, facilitate and delegate. These were placed side by side and depending on where the situation fit the decision participation styles. If the situation was focused more toward the decide part, then there was more leader participation. If the situation was focused more toward the delegate side, then there would be more subordinate involvement. These styles can be further grouped into 3 specific leadership styles, Autocratic, Consultative and Collaborative. Under the autocratic leadership style, there a 2 separate processes of decision making. A1 describes a style that is Autocratic in that the leader uses the information he already has and makes his own decision and A2 is the process where the leader asks the subordinates for information and the makes his own decision based on the information provided. The subordinates have no say in the decision making process, they only provide the information. The Consultative style also has 2 processes. The first process is C1 which describes a process that the leader informs the team members of what is happening and asks the individuals for information and opinions, however, the decision is still made by the leader. The C2 process is one in which the leader brings the decision making group together to discuss the problem and hear different perspectives from the group members as well as solicit suggestions, however the responsibility of the decision making still rests with the leader. Then in the Collaborative style, the process, G2 is one in which the leader gathers the decision making group together and plays a facilitating role by encouraging discussion, discourse and ‘brain-storming’ of ideas and solutions before assisting the group to come to a collective decision that the group agrees on. 

To determine which of these styles and processes to use, the leader must ask himself the diagnostic questions with which to analyse the situation using a set of seven questions. These are firstly, is the technical quality of the decision important. In other words, is the decision very important and would failure to make a right decision be detrimental to the individual or organization? Next, is the commitment of the subordinates important to the decision making process? Does the outcome of the decision rely on the team members ‘buy-in’ for the solution to work? Third, is there sufficient information, knowledge and expertise for the leader to make the correct decision? Fourth is whether the subordinates will accept the decision made by the leader if the leader makes the decision himself with no consultation with the subordinate? Next is whether the goals of the decision maker or makers consistent with the goals of the organization to ensure a successful resolution? Then, is the problem well structured so that the leader can easily understand what the goals are and how to achieve those goals. Lastly, will there be conflict within the team to determine the best solution to the problem? 

After answering these questions, the leader can use the decision tree model shown in Figure 1 to determine the best decision process for the problem or situation at hand. 

Extracted from www.mindtools.com/pages/article/newTED_91.htm, accessed 28th December 2011 
Using this model, it is best to use a consultative or collaborative style when the leader needs information from others to solve the problem, the problem is not clearly defined, subordinate participation and acceptance is necessary and there is enough time to manage group dynamics and decisions. The autocratic style will work best when the leader possesses more expertise than the subordinates, is confident of making his own decisions and the subordinates will accept his decisions and when there is little time available. 
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