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[ERINGOUTCOMES) 7T
e studying this chapter, the student shayy be able to:

¢ Understand the concept of dedsion-making
4 Explain the importance of decision-making
¢ Descrite the steps in dedsion-making
4 Analyse rationality in decision-making
¢ Explain quantitative and qualitative technj
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121 CONCEPT AND NATURE OF DECISION-MAKING

121.1 What is Decision-moking?

According to McFarland, “A decision I an act of choice wherein an executive
forms a conclusion about what must be done in

a given situation. A _decision
presents a course of chhauiouy chosen from a number of possible alternatives” A
decision involvesthe act of choice and the alternative chosen out of the available
dtematives, the process concerned with searching and evaluating alternatives
©a problem and selecting the best alternative is known as decision

-making,
of selection from a set of alternative courses
dfil the objectives of the decision Mblm,
It is a course of action which is consciously
sult. A decision is something that takes place
of a course of action that has been chosen. To
decision-making, it is an act of choice wherein
ourse of action from the available alternatives
I decision-making involves the entire process
tasks, searching for alternatives and developing
answer to the decision problem.

Decfsian-making IS @ process

¥ action 1which is thought to fi
;‘;"ﬂ Satisfuctorily than others.

p|°3€n for achieving a desired re
y

sta:Jr 0 the actyg] performance
¢ this ip, terms of managerial

{my
inan'ager Selects a particular c

# esgl‘ft?n Situation. Manageria
Hlang ;

hshing goals, defining

Order tq find the best
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12.1.2  Characteristics of Decision-making

The basic characteristics of decision-making are cnumerated below:-

() Itis a process of choosing a course of action from among the alternatjy,,
courses of action.

(if) It is a human process involvin
intellectual abilities.

(i) It is the end process preceded by deliberation and reasoning,
(iv)- It is always related to the environme

g to a great extent, the applicatigy, of

(V) It involves a time dirg_mn_, and a tim

(vi) It always has a purpose. Keeping this in view, there may just be 3 decision
not to decide.

e la

12.1.3  Types of Decisions

Decisions may be classified according to different bases as highlighted below:
(1) Routine and Strategic Decisions. Tactical or routine decisions are made

repgtit_‘gg}yfe]lowi.ng certain ~<_3‘§1;a’blislu3d rules, procedures and policies.
They neither require collection of fiew data nor conferring with people.
Thus, they taken without much deliberation. Such decisions are generally
taken by the managers at tl

1e middle and lower management level.

Strategic or basic decisions, on the other hand; are more important and
so they are taken generally by the management and middle management.
The higher the level of a manager, the more strategic decisions; he is
required to take. Strategic decisions relate tohpg'i_{_cz;\‘r_matter%‘:ix'}d 50 TEQUITe
a thorough fact 4 finding and analysis of the possible alternatives.

(ii) Policy and Operating Decisions.
importance and are taken by the to

Policy decisions are of vital

P management. They affect theentire-
~enterprise. But operating decisions are taken by the lower management

i
in_order to put into action, the policy decisions. For instance, the bonus

issue is a policy matter which is to be decided by the top management
and calculation of bonus is an operating decision which is taken at fhe
lower levels to execute the policy decision.
(iii) Organisaional and Personal Decisions. Organistaional decisions a%

% . . 5 . igions
those which a manager takes in his official capacity. Such decis!

- : er
can be delegated. But personal decisions, which relate to _I}}F‘“f:g--
as an individual and not as a member of the organisation; canno

delegated.

. med |
(iv) Programmed and Non-programmed Decisions. The pmgr;;" dealt |
decisions are of a routine and repetitive nature, which are to

A
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with; according 10.5pec ¢ procedures. But the non-programmed decisions
arise because of unstru c.ure FERP

. € problems. There js no standard procedure
for handling such problems, For instance, if 1se

: U i an employee absents himself
frog-_lﬁﬁjﬂ‘ﬂ.i‘iilﬂngjmmi)ut intimation, the supervisor need.
not tefer this matter to the chief executive. He can deal with such an
employee_according to the standard procedure w‘h:c_h an include
charge_sheet, suspension, etc. But if a large number of employeces
absent thf:ﬂlS@lyQifYQEL_WQr};__withortit_any m{la;;tﬁmr; such a problcrh
cannot be dealt in a routine manner. It has to he

& man has to be dealt assuming an
unstructured problem and the decision shoul

Executive. Non-programmed decisions require thorough study of the
problem and scientific analysis of the situational factors. There has to

be adcquate probing and analysis of various alternatives before taking
such decisions.

(v) Individual and Group Decisions. When a decision is taken by an
individual in the organisation, it is known as individual decision.

Such decisions are generally taken in fmall organisationswnd in those
organisations where autocratic style of management prevails. Groups or
Cdllt SLyl€ Ot management prevails.

collestive decisions refer to the decisions which are taken by a group of
organisational say members, Board of Directors or a

Committee.

122 IMPORTANCE OF DECLSIOMN-MAKING

Nobusiness can survive without effective decision-making. Decision-making is an

essential part of every function of management. In the words of Peter F. Ducker,
‘Whatever « manager does, he does through decision-making.” Decision-
making lies deeply embedded in the process of management. Decision-making
spreads over all the managerial functions and covers all the areas of enterprise.
Management and decision-making are bound up and go side by side. Whether
knowingly or unknowingly every manager makes decisions constantly.

Herbert A. Simon described decision-making as synonymous with management.
Joseph A. Literer felt that decision-making is the core of managerial activity,
Pccision-making involves thinking and deciding before doing and so is inherent
n every managerial function. Each manager has to take a number of decisions
While perf'orn-ling his functions of planning, organising , stafting, directing and

“ontrolling, This is the reason, decision-making is often called the essence of

Decision-nmking and planning arve deeply inter-linked. The determination of

ectives, policies, programmes, strategies etc, each involves decision-making.
'\ Managers also take decisions on the organisational design, staffing, directing

" leading the employees in work situations and on regulating performance in

ne With per-determined standards. In other words, all managerial functions
" Precedeq by managerial decisions.

d be taken by the Chief

1 ‘.'-.;:E“:‘
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The most outstanding quality of a successful manager is his abilit
sm.md decisions. A manager has to make up his mind quickly on Cert,qiy 10 make,
I.t is not correct to say that the has to make spur of the moment dccisin oty
time. While taking many decisions, he gets enough time for careful faons ol the
analysis of alternatives and choice of the best alternative. Dccision-r;;k?: di.ng'
?ﬁlgn;lensfrocess. When a manger decides, he chooses a cours which he thir?kl:i:

Right from the day when the size of the business used to be very s
compared to the present-day, the importance of decision-making has beerllntfﬁl N
The- only difference is that in today's business environment, decision-maki erfa,
gett.m:g more and complex. The fact remains that managers conti1rmouslylizagk1S
decisions and initiate steps to implement them. Thus, management is a ble 3
of thinking, deciding and taking action thereupon. ’

Yy 12.3 DECISION-MAKING PROCESS

The synonyms of the word ‘according to most dictionaries are: judicious, logical
sensible, scientific and the like. A rational decision must be distinguished from aI;
intuitive decision which is based on hunch and past experience of the manager
and so often lacks objectivity. A rational decision is backed by scientific process
involving analysis of the problem, collection of relevant data, review of key

ion of alternatives and choice of best alternative. Such a decision

factors, evaluat
al bias

could be justified on a logical basis and does not suffer from the person
of the decision maker.

Scientific decision-making involves the following steps:

(i) Defining the problem.

(ii) Analysing the problem.

(iii) Collection of data.

(iv) Developing alternative.

(v) Review of key factors.

(vi) Selecting the best alternative.

(vii) Implementing the decision.
Review of

Defining Analysing Collection Developing
the the of Alternatives
- Problem Problem Data

gelecting the
Best Alternatives

Implemenling the
Decision

Feedback

L e Fig. 12.1 Steps in Decision-making
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-~ pefining the Problem. Sufficient tim 1

the problem as it is not always es should be spent on defining i |

eas ! |
see the fundamental thing that is Cai'si:? d;:.lﬁne tfgi problem and to i |
correction. Practically, no problem ever’—i;'ct»tr_ou_l}g.and*that needs
an immediate decision may be taken. I presents itsell in 2 manner that
the problem before any auct‘ Rel, t is, therefore, essential to define
rer the wWro : ion is taken, otherwise, the manager will

answe ng question rather than th "
of the problem is very i e core problem. Clear definition
: 1s very important as the right answer can be found only

to a right question.

;jj) Analysing the Problem. After clearly recognising the problem, ihe
next phase of decision-making is the analysis of problem which involves_ |
classifying the prqblg_r:n fand gathering information. Classification is__
necessary in ‘?f_def_tg_lmow who should take the decision and who should i ||
be consulteqln_?}ilﬂg it Without proper Claséiﬁéaﬁdn, the effectiveness : |
of he decisiori ay jeopardized. The problem should be classified keeping |
in view, the following factors:

.. o |

(ga)/the nature of the decision, ie., whether it is strategic or it is ,
routine |

(b) -the impact of the decision on other functions | ;

(c) the futurity of the decision -‘
(d) the periodicity of the decision, and _
(e) ~ the limiting or strategic factor relevant to the decision.

(iii) Collection of Data. A lot of information is required to classify any

problem. So long as the required information is not available, any

classification would be mis-leading. This will also have an adverse

impact on the quality of the decision. Trying to analyse without facts is |
like guessing directions at a crossing without reading the highway sign- | :
boards, Thus, collection of right type of information is very important in ‘
decision-making. It would not be an exaggeration to say that a decision '

is as good as the information on which, it is based. |

Collection of facts and figures also requires certain decisions on the part J
|

to the manager. He must decide what type.of information, he requires,
and how he can obtain this. Before gathering the information, one must
an spend in gathering the

be clear to how much fime and money, he ¢
information he needs. It is also important to note that when one gathers

thmﬁa‘lyﬁproblem he wants facts that relate to alternative
courses of action. So.one must KIOW what the several alternatives are

and then should collect information that will help in comparing the

e — - . . - X

@jti_\{t}s.'Nee_Q!ess to say, collection otj information is not sufficient,

. the manager must also know how to use it.

(iv) Developing Alternatives. After defining and analysing the problem,
the next step in the dccision—making process, is the development
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action. Without resorting to the

i -of 4 U88
of alternative COUTSCS ager is likely to be guided by his i of
d mcmatlvcs, a manag g : Miteg |
eveloping _ lternatives to be lacking for any coypg,
imagination. It is rare for altern: b s that is only . 8¢ of
action. But, sometimes;” a manager assumes (h by ne way
dc;i11g a thixlqg In such a case what the manager has prol ably Notdop, |
C . 1 . . e . ; . 4
is to force himself consider other alternatives. I.Jrlﬂc-‘»:: h(, (]0'(43 80, he.
cannot reach the decision which is the best possible. I('Jrom this, cap, be
4C 4 1 s
: 6 i be termed as the prin.
derived; a key planning prmmple which may e B Dr?‘nup]e
of alternatives. Alternatives exist for every dc'(llslon problem. Effectiy,
planning involves a search for the alternatives towards the desireg
goal. .

(V)-Review of Key Factors. While developing alternatives, the Principl,
of limiting factor has to be taken care of. A limiting facto.r 1S one whjc,
stands in the way of accomplishing the desired goal. It is a key factyr |
in decision-making. 1f such factors are properly identified, manager cay
confine his search for alternatives to those which will overcome the
limiting factors. Depending upon the situation faced, the limiting factors
may be inadequate funds, shortage of human resources, OMC_?

QLMmHng skills.

(vi) Selecting the Best Alternative. In order to make the final choice of the
best alternative, one will have to evaluate all the possible alternatives,
There are various ways to evaluate alternatives. The most common |
method is through tntuition, i.e., choosing a sr‘)]_utir.m__ghitt_;%_ggm,s_m‘_b_e
good at that time. There is an inherent danger in this process because
a manager’s intuition may wrong on several occasions. |

_The sccond way to choose the best alternative is weigh the consequences

-of one_against those of the others. Peter Drucker has laid down four
criteria in order to weigh the consequences of various alternatives. They
are:

(a). Risk. A manager should weigh the risks of each course of action
against the expected gains. As a matter of fact, risks are involved
in all the solutions. What matters is the intensity of different types
of risks in various solutions.

,(/b‘f Economy of Effort. The best manager is one who can mobilize
the resources for the achievement of results with the minimum
of efforts. The decision to be chosen should ensure the maximum
possible economy of efforts money and time.

'gz) Situation or Timing. The choice of a course of action will depend
upon the situation prevailing at g particular point of time. If the
situation has great urgency, the preferable course of action is t_JﬂB
that alarms the organisation that something important is happeniné
If a long and consistent effort is needed, a ‘Slow Start Gather
Momentum'’ approach may be preferable.

& |
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@ Limitation Of. Resources. In choosing among the a]ternat_iV_eS:
primary attention must be given to those factors that are limlt?rlg
or strategic to the decision involved. Discovery of the limiting
factor lies at the basis of selection from the alternatives and hence
of planning and decision-makingL

jmplementing the Decision. The choice of an alternative will not

serve any purpose, if it is not put into practice. The manager is not

only concerned with taking a decision, but also with its implementation.

He should try to ensure that systematic steps are taken to implement

the decision. The main problem which the manager may face at the

implementation stage is the resistance by the subordinates who are
affected by the decision. If the manager is unable to overcome this
resistance, the energy and efforts consumed in decision-making will
go waste. In order to make decision acceptable, it is necessary for the
manager to make the people understand what the decision involves, what
is expected of them and what they should expect from the management.
The principle of slow and steady progress should be followed to bring
about a change in the behaviour of the subordinates.
It is better to check the results after putting the decision into practice.
The reasons for following up of decisions are as follows:

(i) If the decision is a good one, one will know what to do, if faced
- - . . —_—
with the similar problem again,

)

(if) If the decision is a bad one, one will know what not to do the next
time. T

(iif) If the decision is bad and one follows up ) soon enough, corrective

action may still be possible. il iy

In order to achieve proper follow up, the management should devise an

tficient system of feedback information. This information will be very useful
ntaking corrective measutes and in taking right decisions in the future.

24 RATIONALITY IN DECISION-MAKING

1241 What is a Rational Decision?

?ffectiVe decision-making requires a rational choice of a course of action. There
dneeqd to define the term ‘rational’ here. Rationality is the ability to follow a
Zyﬁte"?aﬁc, logical and thorough approach in decision—mqkin_g. Thus, if a decision
N after thorough analysis and reasoning and weighing .the_'consequences
V_a?xous alternatives, such a decision will be called an objective or rational
“Cision Gross sugges'ted three dimensions to determine rationality: (i) the

¢ . v i
‘:tfhnt  which g given action satisfies human interests; (ii) feambﬂ;ty of means
€ pi P
glven end; and (iii) consistency.

Decision-making 127' i

e e Ty ye—r

—== -3



'128 ..Modem Business Organisation and Management

12.4.2 Rational Economic Model of Decision-making

The classical management thinkers stressed that managerial deCiSions |
be rational. They argued that the decision-making i_S an ‘economic myy, R uft |
guided by economic considerations in choosing solution to a problem_ ObViouslla
he will find the optimum solution to maximise the advantages, The Clagg; Y,
approach is based on the following assumptions: @
(1) The decision-making intends to maximise economic gains,
(i) He is fully objective and rational totally uninfluenced by €motiong |
(iii) He can identify the problem clearly and precisely. i
(iv) He has full information about various alternatives and is able to evaluy,
them intelligently to find out which alternatives is the best. |
(V) He has complete freedom to choose the best alternative.

The rational economic model is prescriptive and explains how decisjgp,
making should behave. But perfect rationality is a norm which can be aimed 5 |
but not stained. In real life, the decision-maker cannot be completely Iationg] |
due to several constraints. The decision-making behaviour is contingent ypoy
personal and environmental factors. Thus, managers may not be rational decisigy. |
makers in real life, .

12.4.3 Administrative Model of Decision-making
(Bounded Rationality)

In actual practice, managers take decision which involve different combinations
of intuition and rational thinking. A manager who depends much upon intuition
is more subjective and a person who depends much upon logical thinking
is more objective. This is what Herbert Simon has called the ‘principle of
bounded rationality’.
Causes of Bound Rationality: The managers are unable to make perfectly
rational decisions due to the following constraints or limitations:
(i) The individual does not study and analyse the problem fully because of
personal bias, indifferent attitude, etc. ‘ |
(ii) The individual does not have the full knowledge of the alternatives and |
or their consequences. e
(iii) The individual interprets the organisational goals in his own WaY-OHS
may adopt a course of action which according to him. will meet the 8
effectively. .
(iv) The individual dose not search for the best solution, but for ‘go?d iimu m
solutions'. In other words, he aims at ‘satisfactory’ rather than ‘op

decision’ o
The decision-making situation may involve multiple goals, all Wh;fﬂicting
(V) be maximized simultaneously. Further, these goals may be of co

nature.
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. The effectiveness of a decision is dependent upon environmental factors

(v) hich are beyond the control of decision makers, Thus, the consequences

of various al’t_ernatives cannot be anticipated perfectly because of
uncertaiﬂ environment.

onality of the individuals is generally affected by the above limitations.
il acept of bounded ratjonality explains the behaviour of people in
he C.Uc The administrative man seeks satisficing (not optimal) decisions
pfaG“c; satisfactory for practical purposes. He makes decisions which
(ic ‘d enough and do not make undue demands on his time, efforts and
aré g00 It recognizes that a man cannot be €Xpected to have full knowledge
miiniiéﬂfmation and his capacity to perceive, and retrieve information is not
an

jimited. The traditional theory of complete rational and economic man cannot
uﬂ ) .

i practice.
u’Ork m p

15 TECHNIQUES OF DECISION-MAKING (QUANTITATIVE)

The process of managerial decision-making has become very cumbersome. In

der to evaluate the alternative, certain quantitative techniques have been
0

jeveloped which facilitate making objective decisions. Some of these techniques
are discussed below.

Mo = M&
1. Marginal Cost Amalysis. The technique is also known as marginal costing
s under it the additional revenues from additional costs are_compared. The
pofits are maximum at the level where marginal revenues and marginal costs
ae equal. Marginal analysis can also be used in comparing factors other than
wsts and revenues. For instance, in order to find the optimum output of a

\ mxching, one can vary inputs against output until the additional inputs equal

e additional output. This would be the point of the maximum efficiency of the
\ machine. Break-even

ak- analysis is the modification of this technique _whicl_l_,téli_s_'.;
| ie management the point of production where there is not profit and no loss.

L Cost-Benefit Analysis. It is a technique of weighing alternatives where
‘Eﬁ optimum solution cannot be
t

_conveniently reduced to monetary terms as in
® Case of marginal cost analysis. It is used for choosing among alternatives
.+ Uidentify 3 pref,

. erred choice when objectives are > far less specific than those
Pressed by s iti y s( For instance,sooiat
yo—anch lear quantities as sales, costs or profits( For mbtanc@\
s g Y De to reduce pollution of air and water which lacks prec on,
i bwdegeLopgd,_to show cost_estimates for each ,alt.@l‘_ﬂat,iv;i
Ei&gﬁ?ﬁﬁi_@g@e_]_tp_ show the relationship between each alternative and its
mW"hen, synthesing models, combining these results, may be made
the relationships of costs and effectiveness for each alternative.
\ Oper R ’
ey Atlons Research. Operations Research has been defined as the
the e Method

“?@dgd_qm .of analysis of organisational problems to provide the executive
tf T I ARG _ . '
Uperations rntltany_e information in making suitable decisions. The object

W to provide the managers with a scientific basis for
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solving or@&isationwgblems_involving the interaction of compg
‘oran.isation. In days gone by, executive decisions used to be taken 2 Of g,
Intuition, syubjectively or past experience even in big ortganisatiop ot as-e
research seeks to replace this process by analytic, ,ObJ'CCIiiférhﬁd"' Operatiola

basis based on information supplied by the system in operation “ant
without disturbing the operation. ) R_h\jfd poséﬁxly
Q_perations research is widely_used in modem business orga .\\ |
For instance, inventory models are used to control the leve] of iglggriong_ 1’
n

Linear programming is useful for_allocation of work among indivig Iy
ualg :
i

the organisation. Sequencing theory helps the management o 3
etermine
, three

the sequence of particular operations) In addition to these

techniques like queuing theory, games theory, reliability theory ang r‘;re‘ot &
theory which are important tools of operations research which can be ket
the management to analyse the problems and take decisions. Hsed by

4. Linf.:ar Programming.@inaar programming is a technique deviseq ¢
de'termmjng the optimum combination of limiting resources to achieve g _VOr ;
objective. It is based on the assumption that there exists a linear relatioi ;in |
between variables and that the limits of varria‘ti"o_n? could be a'scertaine', ][D ‘
particularly helpful where input data can be quantified and objectives are sbj
to definite measurement. It is applicable in such problem areas as produ T |
planning, transportation, warehouse location and utilisation of production apj |
warehousing facilities at an overall minimum césg.,inear pro'grammin'g involves
maximisation of minimisation of a linear function subject to a set of some red

or assurned restrictions (known as constraints.

5. Network Analysis.(‘Network analysis is used for planning and controlling
the project activities. Under this, a project is broken down to small operations
which are engaged in a logical cycle. The next step is to decide the sequence of
operations to be performed. A network diagram may be drawn to present the
relationship between all the operations involved, The didgram will reveal g8 |

in the flow plans/It will also show the interdependence of various activities of |

project and point out the activities which should be completed before t 70
are initiated. A number of network techniques have been developed of ;"P;m
2 ritica

PERT YProgramme Evaluation and Review Technique) an
Method) have become very popular.

19.6 TECHNIQUES OF DECISION-MAKING (QUALITATI

on-making include: (1) brainstormit’s i
phi technique, (4) fishbowling technid

These techniques are discussed below: i
tec |

< credited with development of the sudl
y f 'PCOPIG' 0
I 0 perdt”

t involves a group i
room setting ge

VE)
: 2 pomit
The techniques of group decisi ing, (2) e
group technique (NGT), (3) del
consensus mapping technique.

rming. Alex

1. Brainsto g for problem solving:

of prainstormitl

he others |.

five and te1h sitting around a table in 2 class
petween I -

a



& 5
“;(r‘/q is more on_generation of ideas*.
<P e of this technique is that if 5 la

e that there wil
o s likely I be a unique and creative solution among them.

h
¢ ideas are written on the blackboard g th
"m\e upon them. The lead S0 that everybody can every idea
i €ader of the group defines and explains

rather than on “evaluation of ideas"
rge number of ideas can be generated,

72 e of the problem to the group members and the rules to be followed.

L
-
-

', ample the_rim};lembmay be finding a wﬂ for a new sc soft drink
.;,,?1: :un—ald e tour basic rules of bramstormmg are as under: -
=""No criticism is allowed.

m freewheeling is always welcome. The wilder the idea the better it is. It
Jo s easier to jot down than to think up ideas.

»fQuar’mh‘ is desirable.
(i) _combination and improvements are sought from members.

One session of brainstorming exercise may generate around 50 ideas.
instorming is very, “useful in advertising agencies, armed forces, governmental
,1 mw@_orcambtalons The ideas are based on spontancous
sinking and the atmosphere of the group is supportive in nature. An idea
»-arated bv a member acts a stimulus for generating ideas by others. A
,:m,mrmme sessionn mayv last 40 to 60 minutes.

instorming’ suffers fmnWtions-

@) Itis not effective when the problem is complex and vague.

R

(i) Arranging the session 1s a tlme- consumlng process.

(i) It is a costly technique 1f experts from outside are invited.
{ e

(iv) It might produce superficial ideas or solutions.
L ghk progtes 8y

) Nominal Group Technique. This technique is used when a _high degree
dinnovation-and idea generation is required. A nominal group exists in name
uly as the members have minimal interaction before producing a decision.
Ttis technique is highly structured and contains the following steps:
(i) Around six to ten participants are brought together and presented with
a problem.
o= ~—~————

M"hey develop solutions independently, often writing them on cards.

() Their ideas are shared with others in a structured format (e.g., a round-
robin process that ensures all members get the opportunity to present
their ideas) There is no dlSChS‘:lCH The ideas are put on a blackboard
or flip chart for all to see.

) Brief time is allotted so that questicns can be asked—but only for
Clarifications.

—)*Group members individually demgnate thﬂr preferences for the best

) ;f}:ematlves by secret ballot. '

€ group “decision” is announced.
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The nominal group technique has two principal advantages. It h ver

the negative effects of power and status differences mm e
There is no chance of domination by any member. It can be used ¢ ex ]ers. |
problems o generate alternatives, or to evaluate them. Its primary disad"ant;re |

lies in its structured nature, which may limit creativity. The Broup mepy. &
may feel frustrated as they don't get any opportunity to benefit frop, cme::

fertilization of less. |

3. Delphi Technique. The Delphi technique was originally developeqd by Rayg ;
Corporation as a method to systematically gather the judgments of eXperts f,
use in developing forecasts. It is designed for group that do not meet face to facer z
For instance, the W@Wmma
might use the Delphi technique to obtain the views of industry _eXperts -
forecast developments in the dynamic toy market. '
This technique involves four basic steps. Firstly, a panel of experts o |
the particular problem at hand is drawn from both inside and outside the
organisation. Secondly, each expert is asked to make anonymous predictions ’
or forecasts. Thirdly, each expert is provided composite feedback of the ways
various experts have answered the problem. Lastly, each expert is free to change
his opinion on the basis of the feed-back. This process is repeated several times
till consensus decision is reached.
The Delphi technique is used to:
(1) Determine or develop a range of possible alternatives;
(ii) Explore or expose underlying presumptions of information leading to
different judgments;
(iii) Seek information which may generate a consensus on the part of the
respondent group;
(iv) Correlate informed judgements on a topic spanning a wide range of |
disciplines; and ‘T
(v) Educate the respondent group on the diverse and inter-related aspect |
of the problem. |
The Delphi technique is time consuming, but the availability of computeﬁi |
and electronic transmission (e-mails) of response can speed up .the Dell; ,J
process. Through their use, the interactive process of collecting input aced .’
feeding back group data can be greatly abbreviated. Thus, use of advanlphi |
information technique has helped overcome the major limitation of the e

process. mind
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4. Fishbowling Technique. This technique is a variation of b (fom ;
gs. but is more structured and focused. Here, the group of expertshe ircl®
, eated around a circle with a single chair in the centre of L e
r of the group or the group leader is invited to sit mlttioﬂ-

ews about the problem and his proposition of a S0 u

process, D
to eight) is s
One member 0%
chair and give \a

he

e hed e o
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ol mber in the cent
embC y» centre chai
the hair has fing
undg]‘Stoodr Ry finished talking and 1
' W air o ;

" e L ber is called up: hairand joing the 'lf‘. viewpoint is fully
in the light of the views (-xpn.!,’:‘lln sit in the ('l'llf‘l‘("”’}“l; i the drete, T
i xpressed enrlior 1 sentre chair and give

i heamod i #h1o i fo whicr. ‘The member and give his view
M ho idcas oresented carli .“IH presented by the ”;(” "r"ll ask question to
o lixchange between il mber in the centro a8

son the centre chair
s chair and the

oup members continues until the
the turn of ¢ach memt
smber (o ocoup
cupy the central

hair 18 over.
All the members work
upon the
: iy . s same dald
n’l m i Y Al ¢ v ( ' H ’ B
.d_y differ. After all the cxper alabane, thouph their views ove
chair, the group will di sxperts have presented their vi SWH OVEr
 enebonen: EF scuss the var o cir views from
arrive at a conscnsus decision arious alternatives sugpested and
A " Wt Liah ¢

the p]‘(jb]U
e centre
Jtimately
5, Consensus Mapping ‘It i
¥ . G
2 hnique. Conscnsus mapping teck
i o technique s used

Il“ SO ldt’l{.1ni” ( Hlllt l arls . o M- )t ' ) ll [I
]‘ I st 5 I )y : H ¥ { ( ar( f2 s (
] I'e l 1{ \"4| '!Il I l"’]{'[”l(‘(‘l’n Or J'r b L
I 'l H r‘l ”I}n ll,](l 16 S il /

fo
for problems that are i-dli
h . Il - 1
technique heging ';H( roa l'“'l’l””f.ll..m“;,]' have interconnected el
s beging after a tasko gr , o oted elements, This
e sk proup has developed and sonlunted ments, This
‘ and cvaluated a number of

Consensus mappi :
0" us mapping technigue of group decisic :
.ﬁg!;ncrat(:(] by geveral task aub-groups o ar o ”"'“I-llf.mr, trics to pool the
enourage partici ’ o 1o arrive at a decision. The facili
) 3 1D o . : : LR 1 lll', i i .
T “‘f:i I IIHL, to search for clusters and enlagarhs of ide "f.ldl.llll,almﬂ
s listing a - ) . ‘1 b s 1hin seard
ouns, g and discussion of alternative clusters and catepor i poorch
ps, and then generation ¢ (a6 " ategorics by the sub-
s = w5 , : [ o single classification scheme by ?"““I’.““ b
A - AT : t " O : ere
I Q('}](i nl_p] or in pairs of (rios. 'Then the [acilitators connolidate !lr(’
schemes develope , , . s connolidate the
e developed by sub-groups nto-d representative scheme that
s s ! by ‘ 21884 ‘ i
ke the Stt man map’ for the entire group, Group members then work to
4 » rvlw i , v , , * =
epeated Unt'; }m.m map into i mutually acceplable solution, This cxercise s
the grroup as a whole arrives at single, connolidated map and a

rln;]]d g
ecision based on that.
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