The basic function
Chapter 1

How can you define the basic function of a manager?
The basic function of a manager is identified as the construction, maintenance and improvement of an administrative system which co-ordinated and transformed resources into productive services.
Management has a number of task characteristics which differentiate it from other jobs in organizations, which are the characteristics?
1. The task content is highly dependent on the nature of the resources being managed.

2. Management tasks are resistant to standardization and procedural formalization.

3. The tasks involve the tensions and conflicts resulting from continuos development and restructuring.

4. The effectiveness of management tasks can only be judged collectively.
Try to identify what managers do into 4 groups?
1. Routine communication, paperwork and information exchange.

2. Traditional management, (POLC) Planning, Organizing, Leading, Control.

3. Networking

4. Human Resource management
Name some strategies of organizational influence?
· Reason, logical arguments based on facts.

· Coalition, seeking support.

· Ingratiation, creating goodwill.

· Bargaining, negotiating.

· Assertiveness, direct approach with power.

· Higher authority, pulling rank.

· Sanctions, reward & punishment.
A manager's power to act without the guidance of rules may come from sources other than that of formal authority, give examples?
· Control over scarce resources

· Use of organizational structure and rules

· Control over decision processes

· Control over knowledge and information

· Control of technology

· Alliances, networks, political power

· Gender and gender relations
Sample exam question

What are the characteristics of the life of a manager and how do they influence management decision making?
A manager's life does not contain many moments of calm contemplation and our views about the practise of decision making must take account of this reality which includes a high level of uncertainty.
Chapter 2 Organization and management
1. Which are the different 'modes of ordering' and what aspects do they include? (page 22)
There are two main modes of ordering described, which creates an dialogue between aspects of the relationship between human beings and their organisational creations. Creations that are so real and powerful but are nevertheless ultimately subject to the human will. The two mode of ordering are: the administration mode, and the enterprise mode. One emphasis structure and the other agency. (There are two more, not so significant and just mentioned: the vocation and vision (see page 22)).

The administration mode of ordering deals with the aspects connected to: structure, hierarchy, function and control.

The enterprise mode of ordering deals with the aspects of: meaning, interest, power, politics and symbolism.
2. Which are the main 'schools'/ theories described in the Administration mode of ordering and the main features in each?
Bureaucracy (page 24)

'Invented' by Max Weber, and the main features are:
· They should be subject to authority and control in relation to their official obligations only.

· They should form hierarchies with different authorities

· Each position should be clearly defined

· The positions should be filled by free selection in accordance with technical qualifications.

· The incumbent (present) should be paid a salary and is assumed to have no other employment.

· Promotion in the incument's career should be in accordance with seniority or merit.
Classical management (page 25)

Principles developed by Fayol:
· Unity of command: employees should report to one person only

· Scalar chain: the line of authority from top level in a hierarchy to any one employee

· Span of control: the number of people reporting to any manager must be limited if good coordination is to result

· Staff and line: staff advice and line manage

· Initiative: to be encouraged

· Authority and responsibility: go together

· Centralisation: the degree of centralisation of authority should be varied to achieve the maximum efficiency

· Discipline: rules and norms are to be obeyed

· Subordination of interest: the organisation comes before the individual

· Equity: fair pay for fair days work

· Stability of tenure: without stability employees cannot develop their skills for the good of the organisation.

· Esprit de corps: harmony is the basis for corporate strength.
Scientific management (page 26)

Principles developed by Fredrick Taylor:
1. Managers should plan and design and work, and the worker should do it

2. Use methods such as time and motion study to find the most efficient way to do a job

3. Fit the right person to the job

4. Train the worker to do their job

5. Monitor performance
Flawed decision making systems (page 26)
The central decision making function of organisations is simplified by the adoption of hierarchies of decision responsibility, devisionalisation to isolate different types of decisions, and rules to constrain and guide the process. Thus local rather than global goals tend to dominate the process of organisation. Organisations respond to increasing external uncertainty by increasing the emphasis on goals and judgement and diminishing reliance on standard procedure and regulation. (for more information see page 26)
System, contingency and culture (page 27)
In 1950, the sociology of functionalism and general systems theory were combined into a model of organisations which emphasised the interrelatedness of organisational functions and units. The organisation is seen as a living thing - an organism with needs, a stabilising central value system and the ability to react and adapt to changing environmental forces. (for more information see page 27)
3. Describe the difference between the administration modes and the Enterprise modes of ordering and how this influences decision making. (Old exam question)
They require rather different approaches to decision making, but it can also be expected that they both will influence the final decision, since a decision will involve a wide rang of people and organisations with widely different interests and objectives.

The administration mode: Will tend to mobilize rules and norms as the basis for choice.

The Enterprise mode: will hope to use problem solving strategies in the decision process.
4. What is the Network perspective? (page 33)
All types of organisations act in some type of network with different nodes, which can be: individuals, groups or organisations, depending on the level of analysis. The relationship between these nodes can be friendship, formal relations or purely communicative. The relations can be singular or multiple, simple or complex, stable or emergent and they interact and interconnect in complex ways in dimensions. Common is that they are dynamic and changing.
5. What is the Actor-Network model? (page 34)
The Actor-Network is a model of organising that reflects the dynamism and complexity that exist in organisations. The model is developed from empirical studies done in the sociology of technology and science and it is distinguished by its refusal to privilege human actors over technology in the dynamic of organisations. The process of organising takes place utilising temporally stabilised actor-network which include some of the individuals, groups, committees, coffee machines, computer reports and buildings which may be identified as part of the organisation, together with the complex plurality of involved actors outside the organisation. A any one time many networks exist of different composition and magnitude which inevitably interact to produce effects of which only some will be predictable.

Here, humans and machines are interacting in complex ways, with the human actors driven by the expressions of organisational meaning sometimes in one mode of ordering and sometimes in another.
Chapter 3 Engineers and management

From the exam.
Describe the difficulties Engineers may experience in management and how these difficulties may influence their decision making?
Answer
Engineers are natural positive and this will lead them to seek neat, unfussy solutions to problem. They will hope for models and systems to guide them towards a singular right answer. Their training is in solving problems using well-established rules. As management task often includes diagnosing complex problematic situations and managing solutions using guile and politics, can managerial decisions be stressful and puzzling for engineers. Moreover, their professional experience will not help and indeed may bring them into conflicts with other managers.
Q1.
Three different forms of control have been merged into only one, the technocracy. Describe the technocracy form of control.
Answer
Maybe you guys think I am lazy but the changes and differences are summarized in a table on page 49. so I do not find it necessary to write it all over again.

However, what is really important t emphasize is that technical expertise is a requirement for a manager in a technocracy organization.
Q2.
Why it is not sure general managers and engineering managers can interchange between different positions?
Answer
Engineers and general managers have often very different types of tasks; therefore it is difficult for general managers and engineering managers to interchange between different positions. For instance engineers have often more well-defined problems and do not have to interact with humans to the same extent as general managers must.

I could not find any more questions from this chapter, as it was not relevant information regarding the exam. It describes a historical perspective of managers and engineers.
Chapter 4, Decision Analysis

Q1:
Speaking in general terms, human decision-making can be identified as a step-by-step decision-making procedure. Name the five steps that humans tend to consider regarding this.

A:
· Identify the problem or opportunity

· Think about the problem/opportunity with your goals in mind. This thinking is a rational search for data and reasoned inference based on that data.

· At the end of the inference process make a judgement about the situation

· Having made a judgement as to the best cause to follow, decide. Decision, in this case, may be defined as an intention to take action

· Act
Q2:
Explain the concept of Expected Utility theory (EU), and state the foundations of the theory:

A:
The theory is founded on 4 axioms, namely:
1. Decidability- you have to be able to decide between outcomes

2. Transitivity- if you prefer A in front of B and B in front of C, then you prefer A in front of C.

3. Dominance- if all but one outcome of events A and B are equal and just one outcome of A is preferred to B then you must prefer A to B.

4. Sure-thing-principle- when making a choice, outcome that are not related to that choice, or are common, must not influence that choice that choice.
EU is a subjective decision-making tool that combines utility with probabilities for different actions. Mathematically, the probability is multiplied with the utility to get the EU. If there are many branches to one particular action (comment: this is the most common case) they have to be added up in order to comprise this action (node).

(For a good example, see p. 58-59 (car/bus example))
Q3:
Explain the concept of Decision Analysis (DA)?

Calculate and show a decision tree for following situation: (here 'following situation' will, of course, be a description of a case, different from those in the book. For your preparation of such questions, I refer to the mining situation explained in the textbook on p. 58-64. Carefully read through it and try to understand it)

A:

Decision Analysis is another form of Expected Utility. The only difference is that DA (generally) uses money as the expression of utility. To use money as denominator, one assumes that money has equal utility for all and that its utility is linear. The DA will be expressed as Expected Monetary Value (EMV) in units of the chosen currency.

For example, instead of expressing utility as somewhere between 0 and 100, an expected pay-off may be $50 000 in a particular case (again, browse the example suggested above.

Additionally, it is important to research the sensitivity of the result in order to estimate reasonable pay-offs and probabilities.
Q4:
Discuss the reliability and reality of Decision Analysis.

A:

It is a very useful tool in estimations of non-complex situations, and has greatly contributed to improvements in operation research (perhaps hard systems for you that did Systems Engineering). However, in the real world, the assumptions that one has to make in DA can rarely be satisfied. A major problem is humans' lack of skill in probabilistic thinking. Following difficulties are well worth to be mentioned:
· Gambler's fallacy- people tend to believe that independent events are in fact dependent

· Availability fallacy- we overestimate probabilities of events that easily can be recalled, but underestimate unfamiliar ones

· Scenario thinking- instead of looking for evidence we try to imagine a scenario

· Ignoring base rates- the fallacy of ignoring population size in estimations

· Fallacy of small samples- making judgements based on small samples can generate errors when generalised

· Frequency- the tendency of ignoring mistakes and emphasising on successes

· Illusory correlation- erroneous connection between two unrelated events

· Conservatism- if not estimations base on a set of information are not revised after receiving new information mistakes can easily be done

· Joint probability error- tendency of underestimation of joint probabilities of events

· Best guess- to ignore uncertainties, base estimations on likely value
Also framing is a concept that questions DA. Framing is the way information is presented in terms of gains and losses. An emphasis on either gains or losses will likely bias our perception of the information, even if it objectively viewed is identical.
Q5
:
Explore the managerial attitudes towards risk.

A:
Typically following can be said about managerial attitude towards risk:
· Outcomes with low probability tend to be ignored. Correspondingly, 'catastrophic' events tend to be overestimated

· Numerical expressions of probability are disregarded in comparison to fuzzy expressions of probabilities. This because numbers are believed to be overstated.

· Taking risks is a 'part the managerial ideology'

· Risk taking is more depending on circumstances than on personality
Quasi-rationality
The quasi-rationality of perception means that the same judge often finds it difficult to explain a process to others and to reproduce the same judgment consistently (remember example of communications tower).

For managers, it can be considered as a compromise between intuitive and analytical cognition (See table on page 106). Perceptions may vary depending on situations, nature of the task of judgment and its complexity.
Describe the holistic decision process.
This is process that progresses from the recognition of a problem to a remedial action through cognitive steps. The process (PAGE 100) includes the following:
· Goals: Motivators in the decision process. A manager makes decisions attempting to achieve organizational goals. However, goals from one division may conflict with another frustrating the achievement of higher goals.

· Problem or opportunity recognition: Problematic situations are recognized as such when it is clear that intentionality is about to be frustrated. It is the ambition to achieve a goal that creates a problem.

· Though and judgment: Judgment is the end result of the quasi-rational search/inference process called thought. This part of the holistic decision process is based on the Lens Model and the Quasi-rationality concept explained above. The decision on how to make a judgment is influenced by the nature and complexity of the task and the need for accuracy and our perception of the effort required to achieve it.

· Decision and action: A manager can make a judgment without making a decision. However, the holistic decision process is usually repeated several times before coming to a decision and deciding what course of action to follow.
What biases our selection of cues?
· Availability: Retrievable pieces of data (easy to remember experiences) may cause us to put too much weight on associated cues.

· Selective perception: Depends, basically, on the role (and background) of a person. We may disregard information that does not fit our preconceptions.

· Concrete information: Tendency to value information from past experiences or trusted colleagues.

· Illusory correlation: Jump to the wrong conclusion because we mistake correlation with cause.

· Data presentation: Tendency to remember information presented first or last in a list. Multimedia presentations may blind us to inadequacies.

· Wishful thinking: Personal preferences may inflate the importance beyond real significance.

· The halo effect: Tendency to reject or rationalize any cue that appears to contradict the consistent set.
Psychologically speaking, there are three rules that bias our selection of cues:
· Personal values: Integrated into out personality during childhood and later socialization. The result is a tendency to look at moral cues and then take a course of action.

· Organizational norms: Important to the decision maker and depend on regulations and culture given by an organization.

· Cultural norms
Mention the influences (factors that affect the) on quasi-rational judgment.
· Framing effects: Everything depends on the frame of reference. That is, what is being compared - everything lies on what an individual will gain or save after having compared two different situations.
Overconfidence: People have a displaced (not correct) confidence in their judgment (Example: IQ tests - we tend to believe we did very well but results do not show what we expected).
· Irrelevant learning: False confidence in our judgment when the outcome appears to be positive or negative (chance, bad luck, good judgment, bad memory). This affects our subsequent choice of cues.

· Cognitive dissonance: This occurs when an individual experiences an uncomfortable feeling when information conflicts with a deeply held value or belief.

· Sunk costs: The desire to finish a project in order to justify a loss.

· Stress: Premature search for cues with inference abilities blocked due to a difficulty to concentrate fully on the decision process.

· Influenced from others: No specific answer. This may be good or bad in their effect.

· Personality: Efficient personal decision making ability is based on - internal locus of control, endurance, flexibility, responsibility, risk taking, a sense of order, human understanding, innovation, a sense of achievement, self acceptance, critical thinking, complexity of thinking and intellectual efficiency.
Chapter 8 Individual decision behaviour

Describe 5 constraints on Reasoned choice.
Reasoned choice is constrained and modified by a number of factors
Complexity is confusing
Human beings are not very smart and we are constrained in our capacity to fully perform the reasoned choice procedure. We cannot take in the required volume of information nor are we capable to do the mental calculations needed for an optimal conclusion. Therefore we simplify.
We 'satisfice' rather than optimize
· The most dangerous satisficing is the usage of simple decisions rules.

· Another common satisficing strategy using combination of simple rules is the Elimination -by-aspect (Eliminating all alternatives using simple rules until we have narrowed down the choices to the point were we can compare and choice).
'Incrementalism' (successive limited comparison)
· satisficing� taken place in public bureaucracies where there is great reluctance to radical change. Existing policies are valued because of the social acceptance of the value system embedded in them. Reasoned choice is not used.
New policies are chosen that only alter the value system by a small amount and attention is concentrated on the differences between the old and new policies.
Incrementalism implies that:
· Important possible outcomes may be neglected:

· Alternative possible solution will remain unexplored

· other affected values ignored
Nevertheless - may be the best we can do in complex and ambiguus administrative situations
Information may not be critical
Reasoned choice model emphasises information search to provide the material for the decision making.
Reality indicates different:
1. Information gathered is not used

2. Decisions are often made first and information sought to justify the solution

3. Much information gathered is irrelevant to decision making.
Information is gathered in organizations for many other reasons than to aid the decisions.

and the information is wrong or used strategically for personal or group interests.
First choices are rationalized
Even if the person is given all information for choice and the time the method used is often biased by the process of rationality.

Decision making involving choice between alternatives tends to be made on one dominant aspect. The decision maker eliminates the number of alternatives by aspect than the person pics one promising alternative because it looks good on one important factor and if it is equal in most other aspects, it is chosen. If it is not obviously dominant a trading of good and bad aspect and modifying of the aspects is made so that the favourite is dominant.
Decision making may be experimental
The reasoned choice model does not cater for the experimental and social learning that goes on in an organization in good times especially. Better understanding is seeked by the managers through trying new things, make changes and generally to exploit the ability of the organization to absorb mistakes.

It is a long term investment in foolish decision making.
Decisions may be random
The reasoned choices model assumption that goals can be readily identified. Sometimes trhis is not the case and decisions are made in environment of conflicting subgoals and unclear organizational processes such that the method of arriving at a solution cannot follow the conventional means- end procedure.

In these ambiguous circumstances decisions may be function of random coming together of problems and solutions in meetings or other such �garbage cans�.

In these circumstances and organizations the key to decision making is to maximize the meetings rather than a process o rational modeling.
Describe the Reasoned choice model and the models assumptions
The reasoned choice model is a behaviour model concentrating on experts making decisions under pressure.

A choice is made after a process of fully rational reasoning.
Important:
Day to experience doesn't conform to this model of optimization. In real world there are often suboptional outcomes produced. Satisficing rater than Optimizing
Describe the Recognition-prime decision theory
This form of decision behaviour takes place in settings familiar to the decision maker and when situational expertise can be mobilized.
· Enables rapid response to critical situations
The Reasoned choice rationality is not used nor does choice feature at all in this theory.
Judgment is the key
First the situation is recognized through the recognition of cues, typical to the decision makers' domain. Cues that describe the type of situation, its possible causes, and the likely development.

Based on the recognized cues the decision maker looks for potential solutions. The most typical option is selected first and a mental simulation of the likely results is used to evaluate its suitable. The solutions are taken one by one and are not comparing with each other during this process. This goes on until the appropriate solution is found and then it is implemented immediately.

Potential problems are rehearsed and likely objection addressed ahead of time.
Describe the Image theory
A rule based decision model that includes the possibility and choice.

It describe a mechanism for sieving (sv: s�lla) potential solutions and progressing plans for implantation.

The decision maker approaches the decision equipped with a frame (consisting of knowledge structure, about such situation)

The situation is recognized and appropriate frame is put in place.

The frame defines the status quo and decision making will result in a change of frames.

As status qou is highly valued, decision making is undertaken with great reluctance.
Abstract

Image Theory: Personal and Organizational Decisions, Lee Roy Beach, (1993), University of Arizona
The Image theory is a new decision-making theory, which is a descriptive theory in contrary to the classic normative and perspective theories. A theory that focuses on individual decision-making for personal decisions fitting his or hers interests or acting for an organisation.
In this Article, the theory of the new Image theory is briefly presented and examined.
Initially the decision-making process of the Image theory divided into tree parts called images, the principle -, the trajectory- and the strategic- image. These are presumed to be used in decision making for the purpose of organizing the decision maker's thinking in the decision process.

The images are then described in depth as followed. The first, the value image constrains and guides the decision maker. In the second, the trajectory image, involves what goals the decision maker or organisation wants to be accomplished, concert or abstract, and the third, the strategic image consists of plans to accomplish the goals in the trajectory image.

Subsequently are the two kinds of decisions, the adoption decisions and the progress decisions, which decision-making consist of presented. Followed by the two decision tests, the compatibility and profitability tests used in decision-making.

In the Final, part of the article the problem of decision framing and its connection with the Image theory is addressed in this part is also included a brief description of research conducted in the area.

"The Image theory is useful in being a descriptive theory and that it attempts to identify both mechanics common for the two kinds of decisions, research generated by its origin has so far been narrow in focus".
Example:
This theory relates to all decision-making and behaviour not only decisions taken in my work. However ,the knowledge of the decision making process and what constrains us in our decision behaviour can help me taking better decisions at work in the future especially when having to make a decision based on the individual and organizational principals. As a future engineering manager dealing with humans and questions outside my engineering field, were my values of how things ought to be is not the reality, will it be of biggest importance having knowledge of the decision process and what constrains me in the search for a solution for my decisions.
Chapter 9 Group decisions
1. What are the different between a group and a team?
"A group is defined as two or more people brought together for some organizational purpose."

"A team is a group that has worked together for a sufficient period to develop some degree of unitary behaviour"
2. What are the advantages and disadvantages of group decision-making?
Advantages:
· Group decisions may involve people from different department and wide a wide range of knowledge. This contributes to more cues for judgement, improves decision commitment and conforms to current norms of corporate behaviour.

· Group can become teams when worked together sufficiently, the team develop shared mental models that guide decision making behaviour, this results in faster decision making process.

· Easier to develop good communication.

· By participating in a group participating is encouraged and satisfaction is increased among the members.
Disadvantages:
· Misunderstanding if the communication is poor.

· Group work is slow because of all the data that have to be considered.

· Groupthink.

· Difficult to find the responsible for poor decisions.

· Groups polarize options: If it exist two solutions to a problem, the majority will come up with a more extreme version of their solution. (Page 143, 144)
3. How does the degree and participation of the leadership influence on a decision making process?
· Autocratic decision-making: A leader uses the group to produce data. The group do not share the nature of the problem. The leader takes the decision alone.

· Consultative decision-making: The group have an understanding of the problem and discuss options. The group is more involved in the problem. The leader takes the decision.

· Participating decision-making: The leader share the nature of the problem and the mutual agreement are based on the alternative solutions.
4. What is groupthink?

Groupthink
Reading 7.3 discuss how people in a group can come up with the wrong decisions because of the powerful social pressure that can appear in a cohesive group whenever a dissident begins to voice his objections to a group consensus. As a group member it is easy to accept the proposals promoted by the leaders or the majority of the group instead of being critical and ask questions. In a groupthink situation a person may feel that his or hers opinion or misgivings are not relevant and therefore not brought up in the discussing. The problem arises when people work closely together and faces the same problem. According to Parkinson`s Law " The more amiability and esprit de corps there is among the members of a policy-making group, the greater the danger that independent thinking will be replaced by groupthink." However in groups with clearly defined roles and being critical is accepted, as part of the group tradition, there is a probability of making better decisions than people working alone. The text refers to decisions made in situation like the Japanese attack on Pearl Harbour, the invasion in Cuba and the Vietnam War, which all ended up badly for the US military, and that these incidents could maybe been avoided if the signs of a failure had been better analysed. According to the author invulnerability, rationale, morality, stereotypes, pressure, self-censorship, unanimity and mind guards is the eight main symptoms resulting in groupthink

NB! I think it is important to read page 145-147 to understand the decision procedure inside and outside your professional domain. I could not come with a good question covering the understanding of these pages.
Chapter 10 Strategic decisions
1. Describe Allison's multiple perspectives in strategic decision. (Question 10 from sample exam)
· Rational policy paradigm: rational analysis of the available data. This is being used to make sense of the situation and provide action options. The key organization is assumed to be a rational, unitary decision maker which responds to a clear problem by defining its goals, identifying options and their consequences, and choosing that option most likely to achieve goals.

· Organizational process paradigm: this perspective does not assume a unitary actor but looks upon decisions as arising from the routines of loosely allied organizations. The problem and the relevant data is cut up and divided between the organizations in accordance with their expertise. Central coordination of the organizational outputs becomes difficult and responses inflexible.

· Bureaucratic politics paradigm: dynamic bargaining for influence that takes place between powerful actors. Goals become interests, and outputs the result of bureaucratic political games played in accordance with the structural constraints of position and power.
2. In what has become known as the Bradford studies, Hickson et al. (1986) investigated 150 case studies of strategic decisions making from various organizations. They found that decision making had three dominant modes. Describe these.
· Familiar: topics that were often experienced in the organization and contained little complexity. Final decision was taken by middle management.
· Unusual but tractable: matters that were of intermediate complexity, but because they had little political content, they tended to move through the organization in a fluid way. Final decision was taken at the highest level.
· Weighty, controversial, 'vortex': matters that tended to involve many internal and external interests and therefore very political in nature. They implicated the use of a wide range of data and expertise, and extensive formal and informal communication. Final decision was taken at the highest level.
McCall and Kaplan (1985) have remarked how strategic decisions are comprised of smaller decisions, each influencing the other. They say it makes sense to look at streams of decisions, as decisions are accumulations of sub-decisions.

3. Not only the nature of the problem affects the strategic decision process, but also the nature of the organization within which the decisions occur. What are the three dimensions of organizational structure Frederickson (1986) considered to important to organizational decision making?
· Centralization: measures the degree that organizational decision making is concentrated at the top. A centralized organization enables active goal-focussed decisions to be made, carefully selected means can be directed towards the achievement of agreed and stable goals. The drawback of centralization is the limited search-interference procedure that may result from limited participation. The data and interferences used in the decision making will be enhanced in less centralized organizations, but increased goal conflict will encourage more parochial and incremental decisions.

· Formalization: indicates the degree to which decisions and other organizational factors are moulded by standard procedures and rules. Unlike the proactive, opportunistic decision making of the centralized organization, a formalized organization tends to be reactive in its methods. Allison's organizational process paradigm is a good description of the dominant mode of decision making in the organization.

· Complexity: refers to the horizontal and vertical differentiation and/or spacial dispersion of an organization. Complex organizations are rich environments for the potential formation of strategic initiatives. Allison's bureaucratic politics paradigm fits this type of organization well.
4. Describe the Mintzberg model for decision-making. (p 166)
· Identification phase

· Recognition: result of both seeking opportunities for action and as a response to problems or action. Problem recognition used as a stimulus for decision-making action.

· Diagnosis: The use of available information to clarify and define the issues.

· Development phase

· Search: find ready-made solutions in a process moving from a search of available memory sources to the use of active scanning procedures. Screening out unsuitable alternatives takes place at this point.

· Design: Used to develop custom-made solutions. Complex iteration procedure to narrow the alternatives to one or two potential solutions.

· Selection phase

· Evaluation-choice: This is in the majority of the cases reached after a process of bargaining between individuals or groups that have arrived at different judgements about alternatives. The final choice is made using judgment and bargaining.

· Authorization: The formal approval for the implementation of the chosen solution. At this stage the solution is often abandoned, reprocessed or modified.
5. Describe the power model for decision making. (p 169)
This model of social infrastructure decision-making indicates that technocratic rationality will in most cases have minor effect on the final decision. The text implies that technical criteria will act as constraints on the solutions, and that power and social issues are stronger criteria when making decisions. It emphasizes the importance of problem definition, the network interactions through judgmental argument and the necessity to minimize the need for coercive power during implementation.
The considerations given by Parkin:
· Constraints: Constraints affect the whole decision process. They may be technical, physical/ environmental, cultural/ normative, and political/ economic. Over time, the technology changes and the social expectations are altered.
· Problem definition and enrolment: This describes the process of moulding the nature of the problem and the capturing and control of other members of the network.
· Communication, argument and resistance: The goal for a project is to come up with a solution where all the actors' interests are satisfied. The communication, argument and resistance are the formal and informal interaction that takes place within the network to ensure that this is accomplished
· Judgmental arguments: Judgmental arguments are the final results of the ongoing network dialogue.
· Final judgment formation: During this process the final options are evaluated. It is of major importance that the chosen solution will not require undue coercion to enact. The final solution should be based on those arguments that point to a good fit between the solution and the dominant receptor value system.
Chapter 11 Managing strategic decisions
Basically chapter 11 is about the author's own interpretation of, the in chapter 10, described Power Decision model. Since this chapter is somewhat of a more extensive and in the same way angled interpretation of the Power Decision model I would say, after having read all chapters in the book, it is not the most relevant chapter.

However, following line from page 184 is of great importance and describes exactly what Parker wants to say!
Q3. What does Parker say about powerful actors (attempting to quickly define a problem)?

A3. (from page 184 in book)
'What this chapter has attempted to illustrate is the way persuasive argument precludes premature closure around a particular problem/solution'. Meaning a strong part easily can pursue other parts by strong acting, and usage of for example data and research, resulting in the other parts making up their mind regarding an issue without actually analyzing it. Furthermore, this results in results in a limited range of possible solutions and should therefore be avoided.
Q1. Describe (four) different network ordering tactics according to Parkins.

A1. (from page 186 in book)
1. For an affective outcome of the decision making progress a set of maneuvers is needed in order to realign other actor's interests, strategies or problem towards you. Maneuvers equal manipulating and make other actors think your solution is a way for everyone to be satisfied.

2. For this to be successful you need to be accepted of all members as the 'obligatory passage point'. The obligatory passage point can be describe as being an important point needed to be informed/told/discussed with etc. in order to get a decision or information granted without other parties feeling they need you.

3. As an obligatory passage point you will control all network interactions in both local networks as well as the networks between the local and the global one.

4. The stability in 'your' network will be increased by actors embodies material objects into the network and with the number of fully enrolled actors.
Q2. Describe five useful decision principles according to Parkins.

A2. (from page 187 in book)
1. We should avoid premature closure around a problem definition which implies only a narrow range of options.

2. The interests of the most powerful actors should be aligned by an agreed problem definition.

3. The decision process should encourage the formulation of a wide range of sound judgmental arguments.

4. The final solution should be based on those arguments that point to good fit between the solution and the dominant receptor value system

5. Should fit be incomplete, and excessive power is required to adopt the social network to the requirement for action, the consideration should be given to a reformulation of the problem.
Chapter 12Tools for strategic decision management

Name and describe some tools for strategic decision management?

Brainstorming
The technique is designed to generate as wide a range of problem, opportunity, or solution attributes as possible. It works by giving a group a statement (production is low) and then asks the group to give answers why they think this situation exists. All answers are acceptable and no criticism is allowed and as many ides as possible are recorded. This can late be model in a fishbone pattern. Robson (1993) suggested six fishbone headings (people, environment, methods, plant, equipment and material). See page.196-197
Nominal group technique
This technique is quite similar to brainstorming but more controlled. Each group member is asked to create his or her own list of reasons for the situation. Then each of the members nominates one reason, which is place on a white board master list this circled around the statement given. The individuals may then rank these ides. See page.196, 198
Delphi
This method does not require the group to meet. Each group member is asked to give reason separately which are then collected and reticulated. Whit this list in mind, each group member is again asked for a revised set of reasons. This method is as an idea generator probably not as useful as Brainstorming or Nominal group technique. See page.198
Cognitive maps
The central concept of this method is the personal construct derived from the work of Kelly(1995). A personal construct is a picture of a concept described in terms of its positive and negative attributes. And how this attributes relate to the problem. See page.198
See page 200 for a figure

Value trees
There are sometimes called goal hierarchies and conceptually links high level values or goals to practical descriptors. See page.199
See page 201 for a figure

What is an Analysis of interests?
When a manager becomes aware of a problem or recognizes an opportunity he or she should hold a close door meeting with trusted coworkers to identify the potential actors and their interests to that situation. The following steps are required in this process.
1. loosely define your interests in the relation to the situation

2. list all potential members of the network (the actors of the situation)

3. loosely define the likely interests of each actor in relation to the situation

4. describe the positive and negative relationships between your interest and those of the other actors.

5. rank these relationships in terms of relative power of effect to positive outcomes

6. devise a number of problems or opportunity definitions that take account of the most powerful interests without violating your own.
If this process indicates that the most powerful interests can be successfully aligned with yours, proceed to more closely define the decision process. See page.195

Describe the sex factors that Ducot and Lubben use to describe scenario generation approaches and state by who they are be used?

In Scenarios you create imagined futures to explore the boundaries of the decision.
1. Exploratory- These scenarios start from the present and explore the consequences of the different sequences of future events.

2. Anticipatory- A snapshot of potential future is describe and the events needed to achieve that scenario are deduced

3. Descriptive- These scenarios are created without any judgment as to their desirability

4. Normative- Normative scenarios are created on the basis of social values and desired goals

5. Trend- These scenarios are based on forward projections of past data

6. Peripheral- These scenarios explore low probability futures.
Engineers and managers like to use Exploratory, Descriptive, and Trend scenarios.

Citizen groups tend to use Anticipatory, Normative, and Peripheral
Describe the model of sound argument by Toulmin(1969)?
Arguments are at the heart of the power model and their quality is critical to their acceptance. Toulim suggested that a sound argument has a structure similar to the figure on pages 206.
