The Conduct of Decision Making

By Paul C. Nutt¥)

Summary :

Case studies of decision making were profiled to discover the nature of the
process. Analysis of the cases found distinctive differences in the tactics used by
execulives. This paper reporls on idea generation and implementation tactics.
Variations within each of these tactics are described and a commentary on the
merits of tactics and within tactic variations used by executives in decision
making is offered.

Introduction

This paper describes decision processes used by executives. These
descriptions were categorized to identify process types, variations,
and themes within types that have particular significance in under-
standing the conduct of decision making. These descriptions have
several uses. The first and most fundamental is a relined under-
standing of how executives carry out a decision process. Second,
descriptions of how executives go about decision making can be used
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to determine whether methods advocated in the literature are used.
For instance, do the middle and upper reaches of management
ignore normative models of decision making as Mintzberg, et al,
(1976) claim? Precise descriptions about how executives identify,
refine, and select solutions to problems during decision making are
required to begin to answer this question. Normative methods of
decision making call for problems to be carefully defined (e.g,
Pounds, 1967), specific goals to be set (Locke, et al), the development
ol competing ideas in the form of alternatives (e.g, Mason and
Mitrofl, 1981), creativity in the identification and detailing ol altern-
atives {(e.g., Nader, 1981), and the creation of a climate which eases
i:11|:-1{=men[atic:n {e.g., Huse 1973). Comparisons of practice 1o these
prescriptions can be made to detect departures from recommended
procedures that may damage results.

Method

An approach called “process reconstruction” was used to identify
process types (Nutt, 1983b). Multiple case studies of decision were
profiled using interviews which identify critical events, determine
the sequence of these events, and fit the events and their sequence to
a generic representation of activities thought to be essential in
decision making. Common patterns in these cases were content
analyzed to determine how executives conduct decision making. This
approach calls on the organizational researcher to collect data which
tell stories about organizational processes and look for patterns in
these data (Daft, 1983). Stories in this research form the epistemology
of decision making practice.

Four activities make up process reconstruction. First, frameworks
were developed to provide a common standard to representent
cases. Second, interviews with people intimately involved with the
details of each case were conducted, The interview identiflies critical
steps, determines the order that these steps were carried out, and fits
the sequence of steps o one of the classification frameworks to
represent key transactions and activities in each decision process.
Third, a search was made to isolate the steps taken to deal with these
transactions and activities. Fourth, cases with similar and dissimilar

l 1 8 Falpvaenvsokosumnink Tedwkal 256



Table 1: The Morphology

STEPS
SEARCH  SYNTHESIS ANALYSIS

FORMULATION

CONCEPTS

STAGES DETAILING

EVALUATION

INSTALLATION

transactional patterns were content analyzed to distill these steps into
tactics and variations within each tactic.

Multiple interviews were used to minimize distortion and memory
failure, the two most common errors in the reconstruction of events
(Minuzberg, and Waters, 1982). Two executives who were involved in
the decision were asked to describe the sequence of decision activ-
ities. First, questions were posed to id~:‘:1’1tif'},r decision-related activities.
The interviewer was aked to describe the first activitiy, the second
and so on until all key activities were laid out. This information was
fit to both frameworks. In the first, shown in table 1, 2 morphology of
five stages (formulation, concept development, detailing evaluation,
and installation) and three steps (search, syntheses, and analysis) was
used to categorize events by matching decision activies to the stage-
step definitions (Nutt, 1984a and 1986). For example, activities were
sorted to determine how need and/or opportunity was discovered
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(search), reconciled (synthesis), and prioritized (analysis). The morpho-
logy was used to capture how f(or if) each step in cach swage
was caried out and the order of these events. The morphologies
developed from the interview with each executive were compared
and differences identified. An additional meeting with both
executives was used to reconcile these differences, when they
occured. In this interview the executives were asked to maodify the
information contained in the morphology untl a consensus
emerged.

The second [ramework, a transactional model (table 2), used the
morphology stages to describe transactions between stafl, who
conducted the developmental activities, and managers, who made
decisions as the decision process unfolded. The information
uncovered in the interviews was summarized to capture key trans-
actions. A path through the model was sketched to represent the
sequence of events recalled by each executive, providing a picture of
the process. These descriptions were validated by asking the
managers to reconcile differences, as above.

Cases retained for the classification phase had to meet two tests:
agreement on the transactions and activities and suflicient detail to
understand what was done. Transactional models for 84 cases and
morphologies for 73 cases meet these tests. A morphology, trans-
actional model, and corresponding narratives were prepared for
each case. Data collecion and reduction took about 20 hours per
case. The data were collected over a period of seven years. Approx-
imately fifty cases still await classification.

Classification precision is a key step in a multiple case study research
(Yin, 1981). Considerable care was taken to ensure that the categories
identified were defensible. The morphologies and the transactional
models for the cases were sorted until a set of groupings, or patterns,
emerged that seemed mutally exclusive. Two criteria were used to
make this sort: convergence/divergence and the importance of the
distinctions (Campell and Fiske, 1959). The convergence/divergence
criterion was met when classifications had within category similari-
ties and between category differences that could be explicitly spec-
ified. The importance dictum required that the distinctions among
these categories have theoretical as well as practical significance
(McKelvey, 1977).
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A profile was deemed unique when the trace of the decision acuvities
or wransactions had a distinct patern. Grouping was based on similar
paths taken through the transactional models and morphologies.
This information was coded to recall these categories. Intrarater
rehiability was determined repeating the sorting process after a year
had elapsed, without referring to the first sort. Interrater reliability
was carried out by having other researchers sort the morphologies. A
classification agreement was quite high using these tests, suggesing
that the process categories are defensible.

Frame One: Process Distinctions

Each of the decision processes was [ound to begin with formulation
and end with installation. The distinguishing process feature proved 1o
be which of the intermediate stages were used. Processes called hist-
orical model, off-the-shelf, appraisal, search, and nova were idenu.
lied. Table 3 summarizes these processes to highlight the pauerns
and themes discovered as well as frequency of use. These decision
processes were found to differ in terms of the origin of ideas, the
guarantors {Churchman, 1971) used, and the rationale applied o
manage the process.

The historical model process activated the formulation, detailing, and
implementation stages, as shown in table 3. Concepts drawn from
the practices of others are used to guide solution development. The
executive visits an organization and/or recalls an experience which
olters a way to deal with a problem or opportunity. This allows the
executive to visualize actual operations which demonstrates that
action is feasible and puts solution development on a tangible basis at
the outset. The guarantor applied is one of demonstrable workability.
The historical model decision processess had variations which use
the same sequence of stages but differed in the nawre or intensity of
key acuvities. A parochial historical model was used when the praciice
or procedure of a single organization or work unit, thought to have
high prestige, was used as a template for solution development. The
installed system becomes a near carbon copy of the practices used by
the high prestige organization. Solution development in the detailing
stage provides finer process distinctions and could be summarized as:
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Table 3: Developmental Processes and Variations

No, of Stages
Process Uy pefvariation fases Freguetey Activated Thenies
Histowical Model 0 1% 134 = Adopt the ideas

ol others

Al provincial 13 {20 ® Single source
bt enricles 4 {6 @ Muliple sources
ol et itleis 11 (15%) @ Preconceived idea
Offtheshell 22 0% Laadd = Apgressive ad

overtl -‘:t‘.‘ln‘h

al extended search 17 {764) @ Evaluation criteria
defined by anribures
al the alternatives

I vrancared search 5 {23%) @ Generic criteria wsed
Appraisal 3 7% 143 = Seecking a rationale
Al covert 3 (%) @ Deflectng orticism
lal overnt 2 {3%) @ Sh'.npin;; |r|'.m festtures
Search 5 T -3 = Passive and delensive search
Al sequeste ed seareh 3 (4% @ Fxecutive conducts
I open search 2 [3%) @ Executive delegares
Nowa 11 15% L2345 = New ideas sought
a) anternal staflers b (K%) @ Development carvied out
]}‘\' el stadl
bt ourside consuluns 5 {7%] @ Ih'n']t}pmt'n[ h}'
outside consuliant
TOTAL ] 100

*Percent of all cases

hiring a system, site visits, past experience, outside requirements, and
using the literature. The parochial-historical model occured quite
often, representing over hall of the historical model cases and twenty
percent of the total cases (table 3).

An enriched model draws on the practices of several organizations or
work groups and auempts to cull out the best features from each. An
amalgamation ol practices and procedures is used. Key solution
development tactics for the enriched historical model projects
stemmed [rom site visits or bids by contractors. The enriched-
historical model was comparatively rare, occuring in only 6% of the
CASCH.

The historical Model process was also used o promote the pet idea of
an executive. When the time seems ripe, some executives identified
a problem which justified using his/her idea. This process was always
self-serving and may or may not be in the best interests of the organi-
zation. Some executives with a pet idea selectively interpreted
environmental trends and other factors that made their precon.
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ceived idea seem like the response to an opportunity. Other
executives identified problems that their idea could solve and
marshalled support to deal with this inferred problem. Still others
carelully selected site visits or literature reviews which made their
ideas seem desirable.

The off-the-shelf process activated the formulation, detailing, evalua-
tion, and implementation stages. This process attempts to identify the
best available ideas using search aids, such as a request for proposal
or an RFP, to identify the prepackaged solutions of vendors or consul-
tants. Search is aggressive and overt. Competition among ideas
serves as the guarantor. An off-the shelf process was observed in 30%
of the cases studied.

Process variations were linked to the scope of search which could be
truncated or extended. Search was extended when the sponsoring
executive was unsure of potentials and truncated when standards to
judge a vendor's idea seemed clear. In an extended search several
competing ideas were accumulated and studied at length before
making a choice to extract criteria from the features of the
competing ideas. Generic criteria were used to select among vendor
proposals in a truncated search process. Search tactics included RFP
processes or sole source contracting. Truncated search with a sole
source contractor was used in two-thirds of these cases. Apparently
architects, auditors, and the like cultivate organizations until they
achieve “consultant loyalty”, much like “brand loyalty” promoted by
advertisers. Many executives seemed to overstate their ability to
recognize a good system when they saw one. Using a sole source con-
sultant limited the scope of ideas considered, creating some potential
problems for organizations that apply satisficing criteria. The remain-
ing third of the truncated search cases solicited competition among
consultants and vendors. RFP's were used to solicit ideas and/or to
find someone to carry out the project. Extended search processes
relied almost exclusively on RFP's.

The appraisal process activated the formulation, evaluation, and
implementation stages. This type of process begins with an idea that
has unknown or contentious value. A process which resembles the
scientific method is used. The guarantor is similar to the norms of
science. Findings are used to win over the support needed to imple-
ment.
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The appraisal can a be covert, carried out to devise politically defens-
ible arguments to support the idea, or overt, attempting to remove
real uncertainty about value. A covert appraisal, was carried out to
develop politically effective arguments to brunt the expected attacks
of adversaries, Arguments are dcvcloped that entice support (Bower,
1970). Other appraisal elforts were postures, undertaken to placate
key constituencies, not to produce new information (Nutt, 1980). An
overt appraisal is less defensive, more inquisitive, and more open to
change. They were carried out to document unknown benelits, olten
in the form of consumer or user acceptance.

The search decision process activated the formulation and implemen-
tation stages. Search processes were used when an executive sensed a
need but lacked a workable idea. The executive mobilized people
he/she trusts, made a stab at defining the need, and waited for a
reply. The executive and his/her colleagues carried out a passive and
defensive search to locate a viable idea which treated perceived
symptoms. The search was expected to provide a full blown idea that
required little, if any, detailing. Evaluation was not used. Once a
“workable”idea was discovered the sponsor saw no necessity to test it.
The force of the idea was seen by the sponsor as suflicient rationale
to promote adoption. Search processes were found to be used in
seven percent of the cases.

A sequestered search variation was carried out when the need was seen
as both ill-defined and threatening. In these cases the executive per-
sonally managed the search process which occurred in sixty percent
of the search cases. The open search was used for needs seen as trivial.
The executive defined a need in vague terms and asked subordinates
to seck a solution. An open search process occurred in forty percent
of the open search cases. Both peers and the literature were used to
seek out ideas.

A nova decision process activated all siages: formulation, concep-
tualization detailing, evaluation, and implementation and attempted
to create new ideas. A guarantor of innovation was applied. Stage
two, in which options were identified and pursued in subsequent
stages, was particularly important in a nova process. the nova process
is the only process with activity in stage two. Nova planning was
observed in 15% if the cases studied.
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Nova process variations stemmed from using internal or outside con-
sultants who offered (or sold) a means to deal with the problem. The
internal consultant was drawn from the organization's staff. The outside
consultant came from one of three sources: the organization's
auditor, an “old boy network” of friends and former associates, or
organizations and/or individuals thought to be “high prestige”. The
internal and external consultant differed in their approach o
generating alternatives. Outside consultants feel more constrained
than the internal consultant to offer ideas that depart [rom the tradi
tional practices and policies used by the organization. Consultants
seem prone to be problem reactive, offering a “corrective” type of op-
tion that responded to complaints and proposed a modification to
overcome the malfunction, perhaps fearing that they may offend a
client by attempting to redefine stipulated performance failures.
“Idea driven” processes were more than twice as common for inside,
as compared to the outside consultant. These variations occurred
about equally in the cases.

Reconciling Process Descriptions

March (1981) contends that organizational action taking is based on
rule, rational change model, learning, conflict, contagion, and re-
generation processes. With one exception, all of March's processes
have analogues in the process types identified in this research. In rule
following the equivalent of SOP's are used. None of the cases were
sufficiently routine for SOP's to be observed.

Rational choice models were observed in the off-the-shell processes
which stressed carefully comparing options against expectations,
consequences, and/or each other. Overt appraisal processes also
applied rational methods of choice. Learning was also apparent. The
executives contended that they used the extended search off-the-shell
processes for the express purpose of learning because it seemed o
have worked when used for other decisions. It should be noted that
repeating a sequence of steps perceived to be succesful also produced
“superstitions”, in which success was spuriously related to the process
that preceded it. Customers were found to be a source of learning.
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For instance, customers often sent signals about new technology and
the oppportunities it creates. Competency multipliers (March, 1981)
were used in which organizations (e.g. vendor search) and people
(e.g., passive search using peers) were probed to get ideas. When
conflict was anticipated, it stimulated covert appraisal processes.
Politically effective arguments were sought which could buttress the
executive's bargaining stance for anticipated confrontations with
power centers. Organizations appear to follow these patterns of
behavior to learn during decision making.

Contagion can be described as an idea which spreads among organiza-
tions. The provincial form of the historical model process promotes
contagion. Imitation was more likely if the organization using the
idea was seen as high prestige by the adopting organization. Regenera-
tion stems from new people and new ideas. Both were observed,
Raiding competitors to find an executive who could install a
preferred system was a theme observed in several provincial
historical model cases. Executive hired to fill slots vacated by the
routine turnover of executives also introduced new ideas.

These perspectives fail to explain why nova and enriched historical
model processes occur. The processes used by managers seem to
represent a sophisticated understanding of idea development that
goes beyond March's generative rules. Action taking that sought
innovation was found in nearly 21% of the cases studied.

The decision processes identified by this research can be mapped to
Simon's intelligence, design, and choice typology (Simon, 1955). In
each case intelligence, prompted by problem, crisis, and opportunity
stimuli, were collected and reconciled in the formulation stage.
Distinctive differences occur in design. To carry out design activities
the historical model process used the practices of others, offthe-
shelf tactics engage in vendor searches, appraisal processes evaluate
existing ideas, search seeks a fully developed idea, and the nova
process attempted to create a novel solution. Differences in choice
activities were equally distinct. Past use provided ample demon-
stration ol workability in the historical model process. The off-the
shell process compared ideas to choose among them. Appraisal
tactics called for empirical investigations to specily merits, as did nova
processes. The scarch process used a satisficing rule (March & Simon,
1958) to determine if the idea meets a perceived need.
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Cohen, March, and Olsen (1972) contend that executives use a “gar-
bage can” approach to decision making in which solutions are used
to formulate problems. In 62% of the cases studied this matching
was found to be problem to solution, not solution to problem as
the garbage can model implies. Performance gap information was
often present at the outset, and typically in a form which suggested
that the gap could not have been a reconstruction. Needs were
articulated and searches conducted to find ways to fill these needs.
These searches were managed by RFP's, site visits, or Nova processes
aimed at discovering ways to deal with perceived performance gaps.

A process somewhat like a garbage can was observed but executives
did not use it to the degree that Cohen et al., (1972) contend: pet idea
and opportunity driven processes made up only (35%) of the cases
studied. Furthermore, the rationale of the pet idea and opportunity
evoked processes differs from that used in the garbage can model.
Decision processes were found to be motivated by a recognition that
an idea was useful or self promotion attempts by an executive which
scem neither capricious nor whimsical.

Finally the processes discovered can be mapped to Thomson's
computanional, compromise, judgmental, and inspirational strm{:gies'
(Thomson, 1967). Executives in this study framed decisions by
treating outcomes as clear. This act created a sense of security
(possible [alse security) from which the process unfolded. Further-
more, the executives seemed to recognize limitations in under-
standing cause and effect relations. In most cases, the decision
process was undertaken to clear away this ambiguity. As a result,
most of the decisions in the study could be classified as following
Thomson's judgmental strategy. The nova, search, off-theshelf and
historical model processes awempt to find a solution which can
sweep away causal uncertaintj,r. These processes represent 93% of the
decisions suggesting that decision making relies on a judgmental
apperoach.

Use of Normative Models and Preferred Practices

Views of innovation — Nova processes are regarded by Churchman
(1979} and others as ideal because of their potental to innovate but
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executives seldom initiated a nova process. They prefer to copy the
ideas of others or to search for ready made solutions. Exceptions
stem from executives who seek 10 get a new mood (Christensen,
1976). Some risk taking is justified when a new leader arrives on the
scene to demonstrate that the organization is being revitalized. The
necessity to make changes under these conditions may identify one of
the few instances when executives willingly initiate an innovation
seeking process.

According to Schon (1983) the succesful executive accepts  the
uncertainty in perceived needs and reflects on the inherent confusion
in these needs. The equivalent of an experiment is conducted that
varies both means and ends. New theories or explanations are con-
structed that attempt to explain away the confusion and the uncer-
tainty. The acceptance of uncertainty, the search for new theories
and understandings (innovation), muliiple means (several alter-
natives), and fluid assumptions about ends (avoiding dogmatic need
stipulations) characterize the successful practitioner. However, execu-
tives in this study often found uncertainty intolerable which enticed
them to create a artificial certainty. For example, an RFP rapidly pro-
duces tangible results but requires the executives 1o be explicit about
needs which are olten far from clear early in the process. As a result
ends were often prematurely fixed and a single means quickly idendifi-
ed; setting in motion a process which stifled innovation.

Normative methods. Nolhing remotely resembling the normauve
methaods described in the literature was carried out. Not even varia-
tions were observed. Either managers have litle knowledge of
normative methods or do not find them useful. The problem defini-
tion, alternative generation, refinement, and selection sequence
which is called for in nearly all normative methods of decision
making seem rooted in rational arguments, not behavior. fdeas drive
the decision process, which was used to rationalize and shape the
idea or determine if it had value.

Solution centering = There was a clear preference, indeed ofien a
demand, for concrete ideas quite early in the process. A “solution
centered” process, which quickly identified the features of the plan,
was used in 83% of the cases studied. This leads to the off-the-shelf,
historical model, and appraisal processes because each provides a
tangible idea.
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These processes may have several limitations. First, a solution
centered process may result in “single loop learning” which Argyris
and Schon (1978) argue limits learning scope and thereby the insights
that can be gained. Second, Maier (1970) finds that a fixation on
cither problems or solutions is undersirable. If executives stay
“problem centered” as they explore possibilities results should
improve (Delbecq, 1967),

Guarantors

Icif.:ﬁ:ifyiﬂg the decision problem creates a paradox because there is
no test that can be applied o determine if the “correct” problem has
been selected. To demonstrate this point, problems can be viewed in
terms of the systems they imply, which have a hierarchial relation-
ship. Every sytem can be thought of as a part of a large system and, at
the same time, containing many smaller systems. Thus, the choice of
scope is the key act in decision making because the nature of the
solution is dictated by this choice. Two tests can be used: salience and
control. The executive may choose to reswrict his/her purview 1o
those systems ove wchich he/she has control. The salience test is
used to select a problem that stands out, as contrasted with the other
potential problem definitions. The conspicuousness of some
prﬂblr:ms, gives them a sense of urgency. To make pn)bl{:m selection
less arbitrary, system theorists call for the executive to consider a
system that is one level up and one level down from the {ocal system
to select an appropriate scope for decision making.

A new type of guarantor can be defined from the generation of
options “broadly defined”; that is a set of options for each ol several
levels ol inquiry. For instance, options for balancing accounts receiv-
able and accounts payable are dramaticlly different from options that
compare account balancing with revenue generation. The compari-
son of options broadly defined may offer a new guarantor that helps
the executive avoid responding 1o symptoms, instead of underlying
CAUSES,
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Frame two: Process Management

Distinct types of implementation tactics and within tactic variations
emerged from analysis of the transactional models. Four types of
implementation tactics were used by executives in 93% of the cases.
The nature and degree of executive's involvement in the decision process
were found to be the distinguishing features of these tactics. These
tactics were called intervention, participation, persuasion and edict.
Each tactic had important variations. Table 4 lists the frequency of
use [or each tactic and tactal variation, and summarizes their
features.

Insights about the practice of implementation were identified
by noting how executives regulated the decision proces (tabl 4). In the
intervenfionist tactic an executive created a need to act and then

Table 4: Implementation Tactics and Variations

Freguency®

Taetrcl Veerrirtinn s af Oreierener Saltent Featiore
[ntervenionise

impalementation I 1905 @ A key executive justifies the

the need For change:
al morm es ] A @ noew norms 1o judee performance
bl Feasibility tes H thl @ ways performance can he
improved

b Both [ 7% @ bLoth performance aod norms

Farticipanion
Implementation 8] 7% @ User andd/or power cener
representatives make
TCCOMIMETILARIONS:

al Token participation 2 24 @ solution [vaming with partial
[t s

bl Delegated RS B 10 14% @ solution specilication
with partial participation

cf Complete participation 2 2% @ solution lraming with full
[ebrticipation

di Comprebensive parncipation. 0 0% ® solution specilicaion with
Tl paarticiparion

Persiision |1Ilpll'nl{'lusllit:n EE 4400 @ Experts attempt toosell

their ideas:

al Consultiants @ persuasion by consulums

bl Internal swall e @ porsuasion by organizational
stall

Edict Implementation 19 25 @ Excowive issues adivecive

requiring ;ulu':liun:

al  executive’s signilicance 5 % @ executive has more an stake
than the organiznion

bl organizational significance 1o 12% @ 1he organization has more
at stake than the executive

cb hath 1 % @ Doth have clear cun stakes

TOTAL hE | (I

4 . hgyl - 3 . S ) ) ;
prrcentage ab all cises Erliverosabesismach Tidsabpids 2 un I- -3 ]



acquired the authority to carry out the decicion process. Steps are
similar to the Lewin-Schein implementation procedure of unfreezing,
change, and re['reezing {Dalton, 1970). However, the executives were
lar more aggressive than the OD specialist acknowledge as either
necessary or desirable. Similar to the prescriptions of Kouer and
Schlesinger (1979), successful implementors were active in -L'EII'E!I-LI”}*
monitoring the entire process, regulating social and political issues as
they arose. Executives, using the interventionist tactic, were quite
good at renorming a system they sought to change. Tactical varia-
tions stemmed from how these norms were jusiified. To create new
definitions of norms comparable organizations that had superior
perfhnuancc were cited, ways to improve current practices were
described, or both tactes were used. Through these steps,
the executive was able to stipulate needs (thereby eliminating
ambiguity), deal with scale, self-educate, collect essential dawa 1o
deflect threats, manage resenument, build confidence, and reinforce
what was wanted: all key forces identified by Zand and Sorensen
(1975) in their study of implementation.

A participation tactic was used when a task force was formed with key
power centers and individuals as members. The executive delegates
his/her prerogatives for development to the task force. Four crucial
participation variations were identified by the scope of stakcholder
involvement and role of the task force. Token participauon had stake-
holder representatives frame a solution, such as problem identilica-
tion. Delegated participation used partial stakeholder involvement
with solunon spcciﬁcation as the task force's role. Complete participa-
tion made all stateholders members of the task force 1o carry out a
framing task. Comprehensive participation calls for all stakeholders 10
be involved in solution specification. Delegated participation was
ﬁ‘(‘qumuly used, token and complete participation rarely used, an
comprehensive participation never used (table 4).

The benefits of participation seem contingent on what the task force
is asked to do and the scope of involvement of key people. Represen.
tatives can help, but the power of cooptation drops dramatically for
those not directly involved. The impact of cooptation also declined
when the role of the task force was limited.

The persuasion implementation tactic relied on experts o guide devel:
opment activities. Implemcmation was dependent on experts who
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determine what should be done and use rational arguments to con-
vince the executive to go along. To illustrate, much of the devel:
opment done by management scientists and operations researchers
has an expert recommending and the executive reacting (Church-
marn, 1975). Adoption failures have been atributed o executives who
did not understand the developmental process or the nawre of its
product ({Churchman & Schainblartt, 1965; Duncan, 1974).

Executives were found to engage in considerable delegation to
experts. More than forty percent of the decision cases used an expert-
managed development process. The executive gave the expert broad
rtspcmsibilit}', but held up approval until the expert could demon-
strate value. This forced the expert to devise a well consuructed
rationale and use salesmanship tactics. The frequency with which
persuasion tactics were used suggests that many executives see devel-
opment as an activity that should be carried out by internal stall or
consultants. Implicitly forcing the expert to gather arguments for
adopting a project, at the expense of gaining the acceptance of user,
may account for the persuasion implementation failures.

Issuing an edict requires the executive to use power (French and
Raven, 1959). When carrying out an edict the executive trades social
credit for acuon and risks failure if his or her power proves to be
insufficient. However, even when the executive has the power
needed to act its use strains the organization and gradually drains the
executive's store of social credir.
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