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Tutkimus organisatorisesta päätöksenteosta käynnistyi jo 1900 -luvun alussa, mutta 
varsinainen kukoistus alalla alkoi vajaa puolivuosisataa myöhemmin, jolloin muodostuivat 
mm. käsitteet rationaalisesta ja rajoitetusta rationaalisesta (Eng. bounded rationality) 
päätöksenteosta. Kehitys jatkui ja liike-elämän tarkastelu johtivat anarkistisien ja 
poliittisien päätöksentekomallien syntymiseen. Projektiympäristössä päätöksenteon- 
tutkimus on kuitenkin keskittynyt lähinnä vain analyyttisten ja matemaattisten mallien 
kehittämiseen. Tämä tutkimus keskittyykin siihen kuinka päätöksiä tehdään yritysyhteistyö 
T&K-projektissa, jonka tarkoituksena on tuoda kansainvälisille markkinoille uusimpaa 
teknologiaa hyödyntävä tuote, ja kuinka tämä eroaa organisatorisista päätöksenteko- 
teorioista.

Tutkimuksen aluksi käydään läpi kirjallisuutta organisatorisesta päätöksenteosta, projekti
toiminnasta ja lisäksi näitä sivuavia teoksia kansainvälisestä-ja yritysyhteistyötoiminnasta. 
Kirjallisuuden perusteella tutkimuksessa muokattiin prosessiorientoitunut päätöksenteko- 
malli projektiympäristöön. Tätä mallia käytettiin tiedonkeruun ja analysoinnin alussa.

Primääritutkimuksessa käytettiin selittäviä ja kuvaavia case-tutki mus menetelmiä. Tutkittu 
case-projekti tapahtui kahden kansainvälisen (tai jopa maailmanlaajuisen) yrityksen 
yhteistyönä, jonka tarkoituksena oli testata uutta teknologiaa ja luoda tälle teknologialle 
kansainvälisesti toimiva liikemalli. Tutkimuksen kohteena oleva "päätös" on projektin 
alkuvaihe, joka sisälsi useita päätöksiä ja täytti case-päätökselle asetetut kriteerit 
(yritysyhteistyö, kansainvälisyys, merkittävyys, tutkittavuus).

Tutkimuksesta saatiin niin teoreettisia kuin käytännöilläkin tuloksia. Tutkimus kuvaa 
linkin organisatorisen päätöksentekotutkimuksen ja projektipäätöksentekokirjallisuuden 
välille, ja samalla esittelee anarkistisemmat organisatoriset päätöksentekomallit 
projektiympäristössä. Itse asiassa nykyinen projektipäätöksentekokirjallisuus vaikuttaa 
olevan hyvin samankaltaista kuin mitä organisatorinen päätöksentekokirjallisuus oli 1 940- 
luvulla. Tämä johtuu kaiketi paljolti projektien suoraviivaisesta ja tavoiteorientoituneesta 
luonteesta, joka on aiheuttanut painotuksen analyyttisempään otteeseen. Kuitenkin tämä 
tutkimus osoitti, että myös organisatorisella päätöksentekomalleilla on paikkansa 
projektimaailmassa.

Tutkimuksessa otettiin myös muita edistysaskeleita organisatorisen päätöksenteon alueella. 
(1) Ilmiö nimeltään muutosjäykkyys (Eng. lateral rigidity) havaittiin uudessa muodossa ja 
nimettiin tietoiseksi muutosjäykkyydeksi (Eng. concious lateral rigidity). (2) Monimutkainen 
ympäristö, kv-tekijöineen, antoi sysäyksen intuitiivisen päätöksentekoprosessin 
kehittymiseen helpoimman reitin (Eng. the path of smallest obstacles) käsitteeksi. (3) 
Vaiheittaisen mallin käyttö päätöksenteon tutkimuksessa koettiin haastavaksi ja tutkimus 
tarjosi neuvoja vastaavien mallien käyttöön tulevissa tutkimuksissa. (4) Suomalaisesta 
päätöksentekotavasta tarjottiin vaihtoehtoinen kuva, joka hieman eroaa aikaisemmista 
havainnoista. (5) Lisäksi yleisenä tuloksena tutkimuksen alainen päätöksentekoprosessi 
ympäristöineen kuvailtiin tarkasti.

Käytännöllisinä tuloksina tutkimus kuvasi kuinka tutkimusaiheen ympäristötekijät 
(yritysyhteistyö, kansainväliset kohdemarkkinat, uusi teknologia) vaikuttivat 
päätöksentekoon projektissa. Myös kirjallisuuden perusteella luotu vaiheittainen malli toimii 
työkaluna päätösten dokumentoitiin ja analysointiin.

Teoreettisten johtopäätösten ohella esiteltiin mahdollisia jatkotutkimuskohteita. Tutkimus 
päättyi luotettavuus- ja merkittävyyspohdintoihin.

Avainsanat: Päätöksenteko, projekti, kansainvälinen, yritysyhteistyö, uusi teknologia, 
rationaalinen, anarkia, prosessi, muutosjäykkyys, tietoinen muutosjäykkyys, intuitiivinen
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Organizational decision making research has its roots in the beginning of 20th century and 
it started to blossom in the middle of last century, when concepts like rationality and 
bounded rationality were created. After that the research area has seen much progress 
and decision making models have taken into account the anarchic and political nature of 
business related decisions. However, in project environment decision making is studied 
mostly from analytical and calculative perspectives. Thus, this study focuses on how 
decisions are made in a project that delivers an international leading edge product 
through co-operative R&D and how this differs from the decision making described by 
organizational decision making literature.

In order to build a body of knowledge, the study first explores literature on organizational 
decision making, project management, inter-firm and international operations. From this 
literature a process oriented model for decision making in projects is created and then 
used, to some extent, as a guide in data collection and as an analysis tool.

The empirical research is conducted as a explanatory and descriptive case research. The 
case project that is studied is executed in co-operation between two international (or 
global) companies that aim, with this project, to test a new technology and create an 
international business model for it. The beginning period of this project is studied as a 
case “decision" as it contained many decisions and fulfilled the criteria (co-operativeness, 
international aspect, criticality, researchability) placed for the case decision.

The research resulted with theoretical and managerial results. The study presented a link 
between the organizational decisions making research and the current project decision 
making literature, and brought the more anarchic organizational decisions making models 
into the project environment. In fact, it could be argued that the current project decision 
literature is similar to the organizational decision making literature back in the 1940’s. 
This is much caused from projects’ straight forward and goal oriented nature that 
emphasizes analytical approach, however, this study showed that there is use for the 
organizational decision making models in the project environment also.

Other incremental steps forward were taken, by the study, in the research area of 
organizational decision making. First, the concept of lateral rigidity was observed in a new 
form and named conscious lateral rigidity. Second, the complexity, highlighted by 
international aspect, of decisions gave push to a concept called the path of smallest 
obstacles, which is a development of intuitive, or doing first, decision making process. 
Third, the stepwise model as research setting was found challenging and guides for future 
research using such model were given. Fourth, an alternative picture of the Finnish 
decision making style was provided. And finally, as a general finding the decision making 
environment and process under study was described.

As managerial implications the study discussed the effects that the context factors (inter
firm, international markets, leading edge product) had on decision making in projects. 
Also the model created basing on the literature was provided as managerial tool to help 
documenting and analyzing decisions.

In the theoretical implications also a number of possible future research areas were 
pointed. The study ended with discussion about its reliability and significance.

Keywords: Decision making, project, international, inter-firm, high-tech, bounded 
rationality, garbage can model, process, lateral rigidity, conscious lateral rigidity, intuitive, 
path of smallest obstacles
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Chapter 1: Introduction

Chapter 1
Introduction

1.1 Background of the study

This Master’s Thesis is done as a part of a three-year research project R&Dnet, which 
is conducted by SimLab. R&DNet is focused at studying networked R&D, innovation and 
learning in project environment. SimLab is a research unit focusing on Enterprise 
Simulations at Helsinki University of Technology. The author is a Master of Science 
(tech) and this Master’s Thesis is a part of the author's studies aiming at Master of 
Science (econ) in International Business at Helsinki School of Economics.

R&DNet was started in the year 2000 and will be concluded in the spring of 2003. The 
research in R&DNet is conducted mainly through action research and case studies with 
the help of business process simulation method. The research project R&DNet includes 
three pilot companies that situate in a same value chain in telecommunication business 
(subcontractor-manufacturer-operator) and each of them operate at international or 
even at global markets. These pilot companies have co-operative R&D projects, which 
have been studied by SimLab’s researchers. The author has been involved in past in 
two of the total three finished projects, in which he studied in order to make his 
Master’s Thesis (tech).

Currently R&DNet is studying an ongoing co-operative project (fourth project studied) 
between the manufacturer and the operator. The project aims at testing a new 
telecommunication technology and creating a business model for it, which both the 
technology and the business model are targeted to global markets. The author’s 
research in this project focuses on how the three distinctive context factors 
(international markets, co-operation, leading edge technology) affect decision making 
in the project. As a result of the research in this particular project is formed the 
author’s Master Thesis for MSc. (econ).

1.2 Introduction to the research environment

R&D co-operation between firms, between firms and universities, domestic and 
international, is what differentiates the present R&D system from the one that 
prevailed during the first three quarters of the 20th century (Cabo, 1999). In addition, 
co-operation is increasingly common when talking about the technological core 
competencies, which is a consequence of the fast pace, high cost and increasing 
complexity of technology investments (Davenport et al., 1 999). In other words, to have 
any chance in succeeding in the race to markets, one must limit oneself to the core 
competencies and create relationships with other firms to acquire all the needed skills 
(Nooteboom, 1999). Even though one would posses all the competencies needed to 
finish a job, one might find out that the needed resources exceed one’s own resources, 
and therefore again co-operation is needed (Scott, 2000; Moeller & Herstatt, 2000). In

©2002 Turunen, Helsinki School of Economics, Department of Marketing, International Business 1
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addition, as previously co-operation was seen more as a way to reduce cost, nowadays 
it is more a way to gain technological competences (Mueller & Herstatt, 2000). All the 
stated reasons for co-operation lead to one final reason, co-operation reduces risk 
when multiple parties participate in the R&D investment (Bobby et al., 2000).

Projects are currently a common and increasing way to conduct business. Some 
organizations are entirely project based, but even the more traditional organization 
forms have adopted projects for carrying out some of their operations e.g. R&D. The 
growth in the project-oriented business is partly caused by the demand for more 
unique products and their decreasing life cycles (Baunch & Chung, 2001). Because 
projects account for an increasing part of business it is essential to manage them 
successfully. The importance of decision making for organizations was well put by 
Schuyeler (1996, 1 5):

Strong capabilities in engineering science, marketing and other 
disciplines are often mitigated by poor decision processes. Many 
organizations harbor decision practices that are out of date. As with any 
discipline, it is important to understand and apply best practices.

Decision making is a central ingredient in project management. Decisions are made in 
a project in order to overcome e.g. schedule delays and high costs (Kunz, 1987), in 
other words to reach the project’s goals successfully. It does matter how these 
decisions are made e.g. as Malek & Breggar (2001) argue that in case of R&D the 
winners are separated from losers in their ability to consistently make speedy and 
accurate decisions.

Several decision support systems have been developed for making better decisions. 
These support systems range from analytical tools to web solutions, but in common 
for many of them is that they offer a tool for everyday use. However, in this study a bit 
different approach is adopted for enhancing decision making in projects. 
Organizational decision making is much researched, but not so much applied to 
project context. In addition Mintzberg & Westley (2001) argued that there are three 
alternative ways' (processes) of doing decisions in an organization and that, if the 
managers use all of them, then the quality of their decisions is enhanced. 
Consequently, this study focuses on decision making in projects from the process and 
organizational perspective.

1.3 Definitions

A decision is a choice out of several possibilities.

“Decision making includes analyzing the problem to identify viable solutions, and then 
making a choice among them. Decisions can be made or obtained (from the customer, 
from the team, or from a functional manager). Once made, decisions must be 
implemented. Decisions have a time element to them - the “right” decision may not be 
the “best” decision if it is made too early or too late” (Project Management Institute 
Standards Committee 1996, 24)

1 These processes called thinking first, seeing first and doing first are discussed in Chapter 2.3

2



Chapter 1: Introduction

Deliverable is any measurable, tangible verifiable outcome, result or item that must be 
produced to complete a project or part of a project. (Project Management Institute 
Standards Committee 1996, 162)

A good decision does not guarantee a positive outcome, but making consistently good 
decisions will increase the likelihood of favorable result over time. (Schuyler 1996, 83)

“Milestone. A significant event in the project, usually completion of a major 
deliverable." (Project Management Institute Standards Committee 1996, 1 65)

“Problem solving involves a combination of problem definition and decision making. It 
is concerned with problems that have already occurred as opposed to risk 
management that addresses potential problems.” (Project Management Institute 
Standards Committee 1996, 24)

“A Project is an endeavour in which human, financial and material resources are 
organized in a novel way to undertake a unique scope of work, of given specification, 
within constraint of cost and time, so as to achieve beneficial change defined by a 
quantitative and qualitative objectives." (Turner 1999, 3)

“Project phase. A collection of logically related project activities, usually culminating in 
the completion of a major deliverable” (Project Management Institute Standards 
Committee 1996, 167)

1.4 Research question and research methods

It is valuable to understand how a decision can be reached, in order to make a well- 
thought-out decision. Therefore, this study aims at discovering how a decision can be 
made in an inter-firm project that delivers a leading edge product intended to serve 
international markets. This problem can be formulated as a research question:

(1) How are decisions made in an inter-firm project that delivers a 
leading edge product intended to serve international markets and (2) 
how (and why) this differs from general organizational decision making?

The study has two main research methods that are used in order to answer to the 
whole research question. First a literature study is used to unravel the underlying 
presumption (in question 2) that there exist a common understanding what is “general 
organizational decision making”. The literature study discusses organizational decision 
making, project management and what decisions are made in designing a product for 
international markets.

The primary research in the study aims at giving an answer to the research question as 
a whole, with the help of the body of knowledge gained from the literature study. The 
primary research is conducted as descriptive and explanatory case research. The 
empirical study aims at describing the decision making process, reflecting it to the 
literature and even explaining why some issues take place when the project aims at 
international markets in co-operation.

More detailed explanation about the primary research method can be found in chapter 
4 where e.g. a set of research propositions, focusing the primary research, are

©2002 Turunen, Helsinki School of Economics, Department of Marketing, International Business 3



Decision Making in Projects - Delivering an International Leading Edge Product Through Co-operative R&D

presented. These propositions are not discussed here as they contain issues discussed 
in the theoretical body of knowledge.

1.5 Research area

As has become clear the study relates to four different research topics, which are 
decision making, project management, international markets and inter-firm 
operations. These topics and their relation to each other are depicted in Figure 1 (the 
research topics in the figure are exemplar, not exclusive). In the following paragraphs 
these research areas and their relation to this study are briefly discussed.

International
markets

cross cultural 
project 

management

Internationalization 'Internat
portfolio

management

select bn
network

management
Alliance

management

Inter-Firm
Operations

Figure 1 Research area
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'XT partner

select bn

Decision making 
in international, 

co-ope ratise 
project

Cross cultural4-.
inter-fiim 

project mngmj/^

'S' Project

'\Management

\ project partner/

Decision making, or decision theory, has a long history. In most cases it discusses 
different decision support systems (DSS) that can be anything from developing a 
information technology (IT) based mathematical analysis tool to a psychological 
studies concerning group dynamics in decision making. Characteristic to decision 
science is that a large portion of it concerns mathematics, or more precisely applied 
mathematic e.g. algorithms for choosing a best alternative. This study concentrates on 
the organizational, process and project perspectives. Thus, the research perspective 
places the major limitations for this study, leaving a major portion of the decision 
science out of the scope.

Research on international markets is vast. It coincides decision making e.g. on 
research concerning internationalization, the decisions whether to go international and 
with what mode etc. The international markets, decision making and inter-firm 
operations also coincide and form a large research area where decisions are made 
about partner selection in acquisitions, alliances etc. These are not a major part of this 
study although the selection of international partner is briefly discussed in the 
empirical section.

In addition the international market and project management and inter-firm operations 
coincide to form a number of variations of cross-cultural project management. These
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Chapter 1: Introduction

are important and interesting areas and do affect decision making, but the cross- 
cultural issues are discussed only shallowly in this study, because the empirical case 
project consists of Finnish personnel only.

Research on (R&D, high tech) project management addresses how a single project 
should be planned, carried out, managed etc. In reality project management would be 
the application of knowledge, skills and tools and techniques to project activities in 
order to meet or exceed stakeholder needs and expectations from a project (PMBOK 
1996, 167). Project management is a major theme in this study and it describes the 
basic context, in which decision making is discussed in this study.

Decision making and project management overlap in two basic research types, first is 
portfolio (partner and project) management and second is decision making during a 
single project. Portfolio management discusses how to manage a number of (a 
portfolio of) projects and when portfolio management is linked with decision making, 
then the focus is on how to choose the “right" projects to carry out from a number of 
alternative project initiatives. In this study the focus is on a decision making in a single 
project, not on portfolio management. Therefore this study focuses on the decisions 
made during and within a project and furthermore at a management level (project 
manager(s), steering group etc.) thus leaving out the most minor (not same as 
unimportant) decisions done daily by the project personnel to execute the project.

Inter-firm operations as a research area contain the studies of different types of co
operation e.g. strategic alliance and outsourcing. It is linked to decision making by the 
decisions made to execute a single inter-firm(s) operation and by the alliance 
management what means decisions that are made to select an operation mode, partner 
and so on. In this study the focus is in the co-operation, not in ranking or choosing 
them.

The inter-firm co-operation creates the context that is considered to be 
predetermined. Inter-firm alliances have been studied in a multiple research areas, 
such as organization theory, economics, sociology, psychology, political science, 
technology and innovation management (Mueller & Herstatt, 2000). Here the focus is 
most on organizational and process aspects. Furthermore, the study is focused from 
the alliance process, presented in Figure 2, to the preliminary phases of co-operation, 
where are e.g. defined what are the co-operation’s objectives in international scale, 
when and how the co-operation should deliver results and in which markets etc.

Focus in this study

T

defining
'objectives

selecting
partne(s)

Settling 
organizational 

and 
contractual 

mode

managing
cooperation

terminating
cooperation

Figure 2 A process-oriented framework for co-operation (Mueller & Herstatt, 2000)

Decision research and co-operation research lap each other most in the beginning of 
the process oriented framework for co-operation that is presented above. In the
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objectives phase "significant theoretical explanations whether to use in-house 
expertise or external know-how are based for example on game theory and 
transaction cost theory” (Mueller & Herstatt, 2000).

Decision Making in Projects - Delivering an International Leading Edge Product Through Co-operative R&D

1.6 Structure of the study

The study builds from three elements (see Figure 3), first is the introductory part, 
second is the literature study and finally the empirical research part. After the chapter 
1 Introduction the study proceeds into (chapter 2) decision making and into its 
processes that are used in organizations and how these relate to decisions made 
concerning international nature of product or organization. When these issues are 
clarified they are discussed in a project context (chapter 3). The empirical research 
methods are yet elaborated (chapter 4) before the actual case analysis (chapter 5), 
which relays on the body of knowledge established in the literature part, is presented. 
The thesis is concluded with conclusion, recommendation and discussion (chapter 6).

Introduction Chapter 1

Research Methods Chapter 4

Conclusion Chapter 6

Analysis Chapter 5

Decision Making in Projects Chapter 3

Decision Making Chapter 2

Figure 3 Structure of the study
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Chapter 2: Decision Making

Chapter 2
Decision making

Decision making first appeared when mathematicians advised in French court which 
bets were fair and which were unfair (Edwards & Tversky, 1967, 8-9). After that 
decision making as a mathematical research area has evolved and is still today very 
active and also related to other areas of science, like economics, where game theories 
etc. act on. However, in this study the interest is centered more into the organizational 
decision making which got its start in the late 1930’s when Barnard2 placed decision 
making into the core of organizational theory and management work. Barnard's model 
served as a starting point for the following researchers, especially Simon (1947) and 
Cyert and March3, whose work developed from a rational perspective to a more 
realistic world were a man was bounded by different limitations. This sort of phase or 
sequential perspective was presented, but not really taken into use, already in 1910 by 
John Wiley (Langley et al., 1995). Following research in 1970’s by e.g. Allison and 
Pettigrew4 forwarded to even more chaotic views of reality that depicted decision 
making as political game with coalitions and power. Following to late 70’s and early 
80’s the decision making as a process (or patterns in the organizations) was in the 
focus of studies (Butler, 1990).

In this chapter decision making is discussed from three different, but closely 
interrelated perspectives. First some basic, one could say universal, issues are handled 
to enable a deeper contemplation on the subject. In this first perspective decision 
making is broken down into components that are under scrutiny one after another. The 
second point of view raises the perspective to see how decisions are made at an 
organizational level and finally the third perspective moves a bit closer and looks how 
a decision is made as a process by an individual.

Although the discussion in decision making is relatively similar in international and 
domestic context, differences still exists. Actually, the first point in Mandel’s (1993) 
Global success checklist is "treat international decision making differently”. With this 
Mandel wanted to emphasize that decisions concerning strategic moves must take into 
consideration the local or international context. Mandel (1993) also brings forward 
operational differences when making decisions in international markets; in 
international markets one must be prepared to decide quickly, even at the price of 
accuracy, because costs of delays are much greater than an occasional error. When the 
international, or inter-firm, context causes a difference in the decision making it is 
addressed, otherwise the discussion is kept at a generic level so that it suits both 
international as well as domestic context.

2 Barnard, C. (1938) “The Functions of the Executive", Harvard University Press, Cambridge
3 Cyert, R., and March, G. (1963) “The behavioral theory of the firm", Prentice-Hall, Englewood-Cliffs
4 Allison, C.T. (1971) “The Essence of Decision: Explaining the Cuban Missile Crisis", Little-Brown, Boston
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2.1 Basic concepts of decision making

In this chapter some concepts of decision making are gone through. These issues are 
general in the sense that they do not restrict how the decision is made or seen. In 
other words, these basic issues are applicable for various schools of decision making 
research.

The issues are discussed here mostly in a light of a single decision, while a decision 
usually can contain a set of decisions, at least organizational one often does 
(Mintzberg & Waters, 1990). Furthermore, these decisions are organized in a hierarchy 
so that a decision’s sub-decisions are aimed at implementing the decision. Even 
though these decisions are not necessarily consciously integrated, they form a pyramid 
of decisions. (Simon 1947, 5-6) In addition, even a single decision is not a point in a 
time, but as good decision makers comprehend, it is a process in time (Garvin et. al., 
2001). These perspectives are further discussed in the following sections.

2.1.1 Objectives
Decision is itself worthless; it is just a tool to reach an objective. Some sort of need 
must exist to be fulfilled, e.g. in a everyday life the decision of were to eat is derived 
from an objective to survive, to get energy, to stop the hunger. So, the objective(s) can 
be seen as a cause and source for the decision making. In a business life for example 
the objective can simply be to make profit, after which there is a need to make a 
decision of how to achieve this objective. This example does not make a clear 
distinction between decision making and problem solving. However, as Kepner and 
Tregoe (1 965, 44-47) argue problem solving and decision making are not synonyms. 
Problem solving may or may not take place before actual decision making. Problem 
solving starts, when it is recognized that something is not working up to normal 
standards. After that the extent, the features and the consequences of the problem are 
analyzed and only after that decision making takes place.

One common problem in decision making is that there exist more than one objective. 
Even multiple objectives would not be difficult to handle, if they only were measurable 
in the same scale. Take for example a decision of choosing an international 
subcontractor, where you must compare at least two objectives: quality and cost. It is 
not easy to set price tag for the quality, as the international subcontractor might follow 
different standards and the costs of low quality might be hidden, or emerge only after 
some time. These multiple objectives form hierarchy so that some objectives may be 
equal and others are minor. For example when deciding the subcontractor, then the 
up-most objective is to get a subcomponent and then below this objectives are price 
and quality. This example is further illustrated in Figure 4.

Decision Making in Projects - Delivering an International Leading Edge Product Through Co-operative R&D

Quality

To get a subcomponent

Lower objectives (help in deciding how 
to reach the target objective)

Target objective (must come true)

Figure 4 Subcontractor example: Objective hierarchy

In a complex decision all objectives might not be clearly presented or understood. 
Furthermore, in organizational decision making a decision maker might not be able to 
fully see or understand the organization's objectives. In international and inter-firm
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Chapter 2: Decision Making

operation this can be easily the case: a decision maker in country X and firm A might 
not know that the organization has an objective that relates to a country Z, where a 
partner В operates. Thus, the decisions’ (lower) objectives might not be fulfilled in the 
organization’s point of view. To help in this problem Venkatesh and Wynne (1991) 
propose the following question-set to help in the objective5 identification:

• What is the objective?

• What is the factual basis that this is the objective?

. What assumptions were made in determining that this is the objective?

• What criteria should be applied when evaluating alternatives?

. Objective definition: What factors led to the objective?

. Objective Exploration: At what level of analysis can the objective be solved 
best?

After the objectives have been identified new problems arise. One central assumption 
in decision making is that there exist uncertainty about either the outcome (objectives’ 
realization) or/and the methods how it is reached. These are the two (means and ends) 
dimensions of uncertainty in decision making. If everything is certain, then decision 
making loses all or at least much of its difficulties and is only a matter of preferences. 
(Butler 1991, 42) To reflect this with our subcontractor example, you might be 
uncertain about how certain quality standards in a country X (before you have 
experienced it) or then you might be uncertain of how to get the component (meaning 
uncertain about your monetary situation, or ability get a deal etc.).

The research on how to handle the uncertainty and balance the multiple objectives is 
called decision analysis (Winterfeldt & Edwards 1986, 4). Decision analysis has a weight 
on mathematical (e.g. probability calculus) and analytical (e.g. Analytical Hierarchy 
Process) methods that are not in the frontline in this study.

Decisions’ Inter-relatedness
It is not enough that there are multiple objectives and that they form a complex web, 
but also decisions tangle and form a web (Langley et al., 1 995). The three possible 
linkages between decisions are illustrated in Figure 5. Quick decision makers take into 
account these linkages, so that they do not consider a decision as an isolated event, 
but ponder how the decisions affect each other, and thus e.g. future conflicts between 
decisions can be evaded (Eisenhardt, 1990).

5 Venkatesh and Wynne (1991) discusses actually about problem, not objective, identification, however here the 
words are considered to be synonyms.
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Sequential linkages

Decisions on the same issue are
inter-related over time

Decision A+Decision A

Lateral linkagesPrecursive linkages

A decision affects 
another future decision

Concurrent decisions are 
linked as they share resources 
or common context

Time
Figure 5 Different linkages between decisions (Langley et al., 1995)

First there are the sequential decisions that act like snowballing commitment, a 
decision sets a direction for future decisions e.g. a decision to have a standardized 
products guides the decisions concerning launching a product to a foreign market. The 
second type of linkages are the precursive links that enable or disable alternatives of 
future decisions e.g. decision to establish foreign subsidiary enables a decision to 
recruit target country locals vs. home country expatriates. Additionally, the precursive 
linkages affect each other in the sense that past decisions creates information for 
future decisions (Simon 1947, 97-98). And finally the lateral linkages form a third 
class of linkages, where the decisions utilize a same pool of resources e.g. a 
competent relations manager can not manage all the inter-firm activities a company 
might have. (Langley et al., 1 995)

2.1.2 Alternatives
As previously discussed decision making starts with an urge to do something e.g. 
internationalization is can be caused of urge to grow. At that point the objective(s) are 
stated and the decision making proceeds on to figuring out means (alternatives) with 
what these objectives might be reached. Having more than one alternative is one basic 
assumption in decision making, but it is not however necessary to have more than one 
alternative in order to make a decision. This is possible, because even only one 
alternative can include several possible outcomes, if the operation includes some 
uncertainty, and thus e.g. a go-no-go decision is formed from single alternative. This 
uncertainty again causes a risk component to a decision, which can be understood so 
that the decision has a wide spectrum of possible alternative outcomes or that there is 
a danger involved in an alternative (March et al., 1987).

Risk in a decision or in a certain alternative affects decision making a lot, and how it 
affects depends on a decision maker. In a risky decision, with a positive outcomes 
people tend to be risk averse (avoiding) and when the outcome is negative people tend 
to be risk seeking. Decision maker can also be of risk maker type, when he attempts to 
lower the risk by reducing uncertainty by acquiring knowledge etc. (March et al., 1 987)

The alternatives form complexity into a decision. Thus, Schuyler (1996, 65) identified 
the following three criteria, which define how alternative can form complexity into
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decision making so that decision analysis is needed: the situation has two or more 
alternatives, at least one alternative has multiple possible outcomes or the range of 
possible outcomes is significant enough to warrant attention to the decision. Although 
multiple alternatives add up into the complexity, Eisenhardt (1990) suggests that by 
considering many alternatives simultaneously one can speed up the decision making, 
because then one can compare and evaluate the decisions at the same time and the 
various alternatives create confidence and serve also as back-up plans.

The creation of different alternatives is a tough job, which usually is executed in the 
form of some kind of brainstorming, lateral thinking and analyzing. However, it is not 
certain that an optimum alternative is found even after extensive search, or it might be 
that not major efforts are placed in thinking of different alternatives and the first 
possibility is realized. Furthermore Luostarinen (1979, 32) discussed a concept, 
introduced by Vaivio, called lateral rigidity that states that an organization most likely 
looks for alternatives that are common for it, and in line with its plans. The amount of 
rigidity will most likely to differ in the case where the decision is operational. In a 
strategic decisions the lateral rigidity is dependent of the amount of organization’s 
knowledge, how likely it is to respond external impulses, amount of resources, 
alternative generation methods etc. (Luostarinen 1979, 35, 38-42). The lateral rigidity 
has similar features that the bounded rationality concept, which is discussed later on.

2.1.3 Stakeholders
Decision in the organizational context enhances easily the wrong image that a decision 
is made by a single or few notable persons (Mintzberg & Waters, 1990). As in fact there 
are number of people (stakeholders) involved. Moreover, stakeholders in decision 
making are all the people or groups of people or entities (firms etc.) that are somehow 
related or affected by the decision making. In international context this is further 
complicated, because the stakeholder group becomes wider and more heterogeneous 
so that one must e.g. consciously take into account the ethics, because they are not on 
the top of the mind, like they are in the normal, domestic operations (Jackson, 2000).

So, the decision makers, who actually make the final judgment and decision form only 
one group of stakeholders. In addition there are other organization, advisors, colleges, 
customers etc. who all can be affected or involved by the decision making. The 
background advisors can act e.g. as effective information sources or test ground for 
alternatives (Eisenhardt, 1990). In addition the roles in decision making can change 
from the basic setting that is determined in hierarchy. This means of course that the 
decision maker delegates an issue to others, who become the decision makers. 
Delegation enables distribution of tasks, but as a drawback time is lost when briefing 
the new decision makers (Cosgrave, 1996).

A general classification of decision’s stakeholders could be a division between the ones 
that take actively part in the decision making and the ones that are merely affected by 
the decision, but do not participate into the decision making. This division is 
illustrated in Figure 6. These categories overlap so that a single person can be situated 
in one, two or in all of the three categories.
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Participants in 
the decision 

v making

Decision makers

Figure 6 Stakeholders in decision making

The decision maker is in central role because he has the actual authority to make the 
decision. In extreme the decision maker might not have any other role in the decision 
making, but only to approve an alternative that has been pre-selected and analyzed by 
others. However, the decision maker should have a clear authority, so that if there is 
not consensus about the issue the decision can and will anyway be made (Simon 1947, 
12). Not depending on the decision maker’s authority, the subordinates have invisible 
power in decision making; if they do not carry out the decision they can undermine the 
decision so that it is made, but never implemented (Mintzberg & Waters, 1990). 
Therefore, all the stakeholders should be taken into account when making a good 
decision, although this also depends on which country one is operating, because in 
cultures where the power distance is large the subordinates are not so likely to 
question superiors’ decisions (Cosgrave, 1996). This does not mean that everyone 
should be equal or should take part in the decision making, because hierarchy and 
authority allows the decision to be made most expertly, at the appropriate 
organizational level (Simon 1947, 23), meaning that the decision makers come from 
various hierarchical levels, depending on the type and importance of a problem.

The increase in the number of stakeholders increases the complexity of decision 
making as the number of issues that should be taken into account rises. E.g. in 
international context can arise conflicts due to interest conflicts (home country profits 
against target country exploitation) or disputes over rights (breach of contract, 
violation of human rights) (Jackson, 2000). Another issue increasing the complexity is 
the fact how risks, costs, and benefits are distributed between different stakeholder 
groups. (Winterfeldt & Edwards 1986, 6-7) Power imbalance between parties is one 
major cause for failure, when the decision is made in inter-firm context (Mintzberg et 
al., 1996), so harmonious relationship is of extreme importance, as Mueller and 
Herstatt (2000) said it well:

A fundamental factor for successful management is a balanced 
relationship in terms of cost sharing, risk sharing, and exploitation of 
knowledge so that both partners benefit mutually.

If one or more stakeholder is from a different cultural background (corporate or 
country culture), the complexity increases. The first problem comes from 
understanding each other (language, jargon etc.) and the actual participation in the 
decision making can form difficulties (e.g. geographical location).

The subcontractor example is continued to illustrate the difficulty caused when 
increasing the number of stakeholders that are considered. It seems clear that the 
decision is made by your firm, your firm is the sole decision maker, but who are the 
other stakeholders. The possible sub-contractors; they can provide information for the
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decision. Still there can be some stakeholders who must face the consequences of your 
decision, maybe the competitors who must match the quality of your product, and of 
course the customers will face the decisions consequences. So the stakeholder groups 
could look like Figure 7 illustrates.

Partía pants in the 
decision making/ Decision

makers

Sub
contractors),

Company

' { Customers

Figure 7 Stakeholders in the subcontractor example

But is the case really this simple? When this is thought a bit deeper, a realization is 
made that the customers might be one major decision maker group. The company has 
previously selected markets to be served and now, if the company wants to serve these 
customers then these customers can dictate e.g. so that some subcontractors are not 
possible alternatives (use of child labor, quality level etc.). So, in light of this 
discussion the original objectives should maybe be redefined and it should be figured 
out why the certain component was chosen, could it be that there was a higher 
objective to serve the chosen customer segment. This again makes the discussion 
about stakeholders more complex; the decision about sub-contractor was made taking 
into consideration what the customers want, not by what your firm wants. Also the 
industry might have some standards and regulations that affect the decision. This new 
view is illustrated in Figure 8. Both views can be correct and this illustrates the 
complexity of decision making, a number of “right views" can exist while all depends 
on the timeframe and context that is included in the discussion.

Target Affected by the 
decision

Partid pants in the 
derision making/objective Dedsion

makersLower
objectives Customers

[Competitor!
Company

Industry

Serve customers

To get a subcomponent

Figure 8 New objectives and stakeholders in the subcontractor example

2.1.4 Individuals as decision makers
Individuals are very limited in their capabilities to act systematically. However, decision 
making is so complex that even rational action may seem irrational. Forest et al. (2001) 
for example argued that experts may end up to different solutions when facing a same 
problem with same information, due to their differing emphasis on the problem’s 
restrictions. Here a glance is taken to some common features that humans carry into 
decision making.

Biases in individuals’ decision making
Humans are not machines, one does not always know even ourselves why one do 
something or/and how we do something. A good example about the biases is the 
tendency to give weight to the early information in making a decision (Modrick, 1 979). 
There should be no reason to consider later information with lesser value, but that is
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just what people tend to do. These irrational biases caused by human nature and the 
surroundings are an important, but a difficult to handle, aspect of decision making. In 
this study not so much is considered from this point of view, but the biases presented 
by Makridakas in 1990 (Mintzberg et al. 1995, 1 53) and which are presented in the 
table below, are important to keep in mind when contemplating how decisions are or 
can be made in reality. These are applicable to both domestic and international 
situations e.g. the selective perception might cause that a bias emerges when a 
decision is made in international context with only domestic experiences.

Type of bias Description of bias
Search for supportive 
evidence

Willingness to gather facts which lead toward certain conclusions and to 
disregard other facts which threaten them

Inconsistency Inability to apply the same decision criteria in similar situations
Conservatism Failure to change (or changing slowly) one's own mind in light of new 

information/evidence
Recency The most recent events dominate in less recent past, which are 

downgraded or ignored
Availibity Reliance upon spesific events easily recalled from memory, to the excusión 

of other pertinent information
Anchoring Predictions are unduly influenced by initial information which is given more 

weight in the forecasting process
Illusory correlations belief that patterns are evident and /or two variables are causally related 

when they are not
Selective perception People tend to see problems in terms of their own background and 

experience
Regression effects Persistent increases [in some phenomenon] might be due to random 

reasons which, if true would raise the chance of a [subsequent] decrease. 
Alternatively, persistent decreases might [raise] the chances of 
[subsequent] increases

Attribution of success 
and failure

Success is attributed to one's skills, while failure to bad luck, or someone 
else's error. This inhibits learning as it does not allow recognition of one's 
own mistakes

Optimism, wishful 
thinking

People's preferences for future outcomes affect their forecasts of such 
outcomes

Underestimating
uncertainty

Excessive optimism, illusory correlation, and the need to reduce anxiety 
result in underestimating future uncertainty1 m

Table 1 Biases in decision making according to Makridakis (Mintzberg et al. 1995,153)

Risk attitude
An important aspect, or bias, is the way different people act under increased 
uncertainty, as increased uncertainty increases also the risk to make a wrong decision. 
How much a decision maker is willing to take risk depends on several factor. Harrison 
(Byrd & Moore 1982, 1 3-14) found out that at least the following factors increased the 
propensity to take a risk:

1. Intelligence and other personal traits of decision maker

2. The expectations of the decision maker

3. The amount of information available to the decision maker

4. The amount of available time to make the decision

5. The complexity (however defined) of the choice itself

6 Makridakis, S. (1990) “Forecasting, Planning and Strategy for the 21“ century" Free Press, New York, USA
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From these the available time has some surprising features. The difficulty of the 
decision increases the required time to make a decision also increases, but when the 
difficulty reaches certain threshold then the required time drops. This happens 
because the decision maker realizes that he is not likely to find good solution and thus 
makes a quick decision. (Byrd & Moore 1982, 14)

Decision support systems (DSS)
Decision support systems are developed, just like their name suggests, to support 
decision making e.g. by minimizing the biases’ effect. The concept is so universal that 
it is difficult to define what is a DSS. A loose definition is a system that helps in 
decision making and a bit tighter defines DSS as an interactive computer based system 
assisting decision making, through the use of models and data to solve unstructured 
problems. (Blair, 1988) Here is taken a glimpse to DSSs, which take up a big portion of 
decision research.

DSSs are developed to complement people in their shortfalls in front of complex 
decision. The main deficits in this sense are: a limited short-term memory, a current 
information bias, too much reliance on concrete data, an over adjustment for the 
above limitations on projected estimates, incorrect inferences from too small sample, 
decision making rationale that is too tightly bound to current, recent and past 
experiences (Blair, 1988). In addition, some DSS, called Group Decision Support 
Systems (GDSS) are focused on helping a group making a decision for example with 
heuristics like idea-writing, nominal group technique, the Delphi method, trade off 
analysis, interpretive structural modeling (ISM) and others (McGovern & Jeffrey, 1991). 
Group decision making is discussed at a general level in the next subsection.

DSSs and the use of information
People act and think differently when making a decision. Others can search causalities 
from information, conceptual filtering varies and others search for most likely 
solutions. A good DSS takes this into account and enables the use of varying methods 
to use data and make a decision. (Blair, 1988) In addition a DSS must provide the 
information at a right moment and when the environment is dynamic and changing, 
like battlefield or hectic business world, the information must be relevant (Modrick, 
1979).

So one major feature of DSSs is to provide information. Studies concerning information 
and decision quality have evolved through three generations. From these the first 
assumed that more information would lead to a better decision. However at certain 
point there is excess information that leads to information overload and thus the 
decision quality may decrease. The second generation tackled this problem by coming 
to a conclusion that the more there is demanded information the better and this way 
the information overload is also avoided. The third generation still focused the second 
generation’s claim by stating that the more relevant the demand is the better the 
decision would be. (Brockhoff, 1 986)

In studying decision making in high velocity business environment Eisenhardt (1990) 
found that good and quick decision makers relied on much information, that was 
collected systematically utilizing advisors and counselors and even external data 
sources. In fact it is paralyzing to make critical decisions with only little information.
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Furthermore, important was that the information was about current events, records 
and other historical data did not give guidance to the current situation and predictions 
and other forecasts were too much of guess work. Working with current information in 
fact developed the managers’ intuition, which is formed by doing the same things over 
and over again and through recognizing patterns in these operations. (Eisenhardt, 
1990)

2.1.5 Group (inter-firm) decision making
Inter-firm decision making is most likely to happen so that from each company some 
people participate in a group that makes a decision. Or the decision is made in one of 
the partner companies and carried out as shared decision. Mintzberg et al. (1996) 
argues that co-operation has two processes, first one operates and decides in the co
operative context and then the commitment is raised within the home base. Here a bit 
closer look is taken into how decision making happens in a group.

Group’s benefits and composition
Making decisions in a group contains some quite self evident benefits. The more there 
are people to make a decision the more information and “brain-power” is available to 
crack problems, and individual constrains are less evident. Making a decision in a 
group is a way to integrate different expertise like marketing, financing, R&D etc. so 
that the made decision contains views from all of them. (Kleindorfer et al.1993, 213)

This means that in a group, the inter-firm or international stakeholders can contribute 
their objectives, values and knowledge into the decision. But making a decision in a 
group contains also other benefits. For example Pasewark & Strawser (1994) 
formulated the benefits from subordinate participation: “the benefits of allowing 
subordinate participation in managerial decisions include improved decision quality, 
increased acceptance of the decision by subordinates, and enhanced development of 
subordinate skills." The Vroom Yetton model has been developed to choose the 
appropriate level of subordinate participation depending on how important the above 
stated benefits are in relation to each other (Pasewark & Strawser, 1 994). Acceptance 
of the decision can also be enhanced by consulting (does not involve the party) 
different parties in the decision making (Cosgrave, 1996). Burke (1992, 299-300) 
mentioned that making decision in a group enhances information and idea processing 
and also eases the communication of the decision. These concepts are analogical to 
inter-firm context, the only difference is that the companies are probably quite equal, 
so the hierarchy is formed so that the one making the decision is superior, who 
decides who to include to the decision making process.

The decision whom to involve might be done with the help of the sophisticated 
Vroom-Yetton model, but also with a bit simpler Maier’s framework that places 
decisions (or problems) into a two dimensional chart, were the other axis is decision 
quality and other the need for acceptance. Cosgrave (1 996) added a further dimension 
of urgency to this model. A low decision quality means in practice that the decision's 
consequences are minor, so that a quick-and-dirty solution will do and high quality 
decision is the opposite. High acceptance is found in cases were the decision has 
effect, even indirect, on to the stakeholders e.g. subordinates need to accept the 
decision if they are to carry it out. (Cosgrave, 1 996)
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Need for 
acceptance

Decision
Low High quality

Figure 9 Who to involve and how in a decision? (Maier’s framework)

Group's functioning
How effectively a group performs its task depends on a number of things. These 
features could be divided into group’s features, group’s processes’ features, 
surroundings’ features and task related features (Kleindorfer et al.1993, 215). The 
group composition is interesting, while in the inter-firm aspect it can be crucial to get 
the group dynamics to work in order to reach good decisions. A closer look to these 
features is given in the Figure 10, where the group’s internal issues are highlighted.

Consult Group decision

Gather acceptance Analyze with
quickly and decide group and vote
Quick-and-Dirty Ponder

just pick a Gather data,
solution analyse and decide

Performance

Procedural and 
structural interventions

Task & resources

Group members 
-Group size 
-Homogeneity 
-Knowledge 
-Values

Group process 
-Communication 
-Cooperation 
-Trust
-Responsibility

Figure 10 Group problem solving and performance ((Steiner 1972) modified from Kleindorfer 1993,
215)

Individuals have their biases when making a decision and those biases also reflect to 
the group decision making, but also some additional biases are formed solely from the 
group structure. These group biases are groupthinking, conformity and polarization. 
(Kleindorfer et al.l 993, 216) Next these are briefly discussed.

Groupthinking is a phenomena where capable individuals end up in a poor decision, 
where too few alternatives are considered, too few objectives are taken into account 
and information search is neglected etc., as a consequence of time pressures, 
importance and complexity of the decision and because of desire not to disagree with 
the majority. These features create situations where group members will let a poor 
decision to be executed in order to meet deadlines and in order to keep one’s face. 
Groupthinking can be found when a group is cohesive and the members know each 
other well, under these circumstances self censorship flourishes as members want to 
maintain solidarity within the group. (Kleindorfer et al.l993, 216-218) Groupthink 
causes trouble, because low conflict levels are associated with poor decision making. 
Without conflict teams become often apathetic, disengaged and superficially 
harmonious (Eisenhardt et al., 1997).
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An empirical test of the groupthinking’s effects was done by Asch in 1956 with a 
simple test, where people where asked which two lines on a paper were of equal 
length. A normal, sober individual could not make mistakes in this test, but when a 
number of (hired to give wrong answer) people answered same wrong answer, then the 
real test people was more prone to errors. The likelihood to make mistake was even 
higher if a reward was promised depended on how many from the group get it right for 
right. This test is illustrated in Figure 11.
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Test Line А В C

Is the Test Line equal to A, В or C?

Condition Error rate

Subject alone 1%
With 1 person saying "A" 3%
With 2 saying ”A” 13%
With 3 saying ”A” 33%
With 6 saying ”A” and 1 saying ”B” 6%
Group reward 47%

Figure 11 The Asch experiment from 1956 (Kleindorfer 1993, 219)7

The polarization effect means that a group may be more prone to consider more 
extreme views than the individuals would consider, in other words the similar views 
polarize and lead to a more extreme view. This may happen if there is a tendency 
toward some alternative in the beginning instead of two opposite, equally strong, 
alternatives. (Kleindorfer et al. 1993, 220-221)

Herman et al. (1998) studied critical international state-level decisions and found out 
that in a group first must be found a consensus about how to interpret the problem, 
what information is needed and from who, who makes the decision etc. and if these 
are not decided then the decision is postponed till deadline or till the situation 
changes. However in business context the situation is probably a bit easier, but 
anyhow most people still like that they are heard in the decision making process 
although they are willing to accept that their view is not the one that prevails 
(Eisenhardt, 1990).

Conflict within a group
A general misinterpretation is that conflict slows down decision making. On the 
contrary, conflict can make the decision much more innovative by providing more 
alternatives, and criticism about the current alternatives. The point is that there are 
two types of conflict, the political and the constructive type. In the first people try to 
defend their own position and in the latter people offer differing views, without making 
the discussion personal. As co-operation is fundamentally a communicative process,

7 В Is equal to the Test Line
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that cannot be planned, it is crucial that conflict is constructive. In cross cultural 
situations a manager must be conscious that the more dissimilar the cultural 
backgrounds of the firms are the less they will trust to each other (Albaum et al., 1999) 
and thus negative conflict can more easily emerge. Thus, quarreling type of political 
conflict that deteriorates decision quality as parties compete should be eliminated and 
the constructive, problem solving conflict should be encouraged. Good conflict is 
accumulated through fertilizing multiple differing views, which can be created through 
combining a heterogeneous group, where e.g. age and expertise varies. In addition, 
frame breaking scenario thinking, different roles (e.g. a devil’s advocate, who is 
against everything, or the use of contrastive roles) or using overlapping groups create 
good conflict. If the constructive conflict stalls and does not end up into a single 
solution, then a “consensus with qualification” method should be used, where the 
unsolved decision is settled by e.g. the top ranked manager. This is important because 
correct timing of a decision is more important than consensus. (Mintzberg et al., 1996; 
Eisenhardt, 1 990, 1 999; Eisenhardt et al., 1997; Garvin et. al., 2001 )

2.2 Different ways to see organizational decision making

According to Butler (1991, 42) organizational decision making contains three 
distinctive features: first, a choice exist what comes to the action to be taken, meaning 
uncertainty exists, second, an intention to act exists at the time of decision making 
although the decision would not be carried out, and third, decision making often 
involves a number of people. In the following sections these basic assumptions are 
provided with different and more thorough perspectives, that cover the organizational 
decision making research ranging from rationality of sequential theories to anarchical 
processes of garbage can model (Langley et al., 1995).

2.2.1 Rational decision making
A compelling way to see decision making is to consider it as a formal, well controlled 
routine or process that proceeds from one phase to another. This view was 
investigated already by Simon in 1947, and a good summary of the several proposed 
rational models was presented in 1976 by Mintzberg et. al8. This stage model consists 
of eight steps, and it starts from observing the environment and goes through the 
analysis phases and ends in choosing and implementation. (Butler 1991, 43) These 
rational models are empirically proved to describe decision making, but Scwenk (1985) 
argued that this found “empirical proof’ is caused by the used retro perspective 
research methods.

The rational model is good for an ideal world, where the objectives are clear, decision 
makers bright and self-confident and so on. Under these conditions the organizational 
decision makers enter into situations with known objectives that value the alternatives 
that are generated by gathering the appropriate information, and finally the alternative 
generating optimal value is chosen (Eisenhardt et al., 1992). These are circumstances 
that rarely exist in an organization, however, there are situations that come quite 
close. If the decision is somewhat routine-like and thus the means and outcome 
contain only little uncertainty, one might be in this kind of situation, where crisp

8 Referred in Butler (1991,50) Mintzberg, H., Raisinghani, D. and Therot, A. (1976) "The structure of 
‘unstructured’ decision processes”, Administrative Science Quarterly, Vol.21, No.2, pp.246-275
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decision rules and procedures work well. (Butler 1991,43-46) The level of rationality is 
affected by the size of the organization and by the environment, so that threatening 
environment, uncertainty and external control decreases rationality (Eisenhardt et al., 
1992).

Rational decision making is maybe most applicable in planning and similar situations, 
where time is not the fundamental constraint, but the quality of the decision. A view to 
this point was given by Simon (1947, 98-99) who argued that a decision can be made 
more rational if it is planned. Simon meant by word planned also education and 
experience, which links this view to Modrick’s (1979) studies about combat action and 
arms systems, where decisions must be made within seconds. Modrick (1979) argued 
that a human must function in parallel to the system, so that the decisions in critical 
points are done instantly. In other words a decision based on training, experience and 
planning can be quite rational, even though the decisions are made almost 
unconsciously and within seconds. These views give a wider perspective to rational 
decision making and links it nicely to following discussion where experience and 
intuition based decisions are given emphasis.

2.2.2 Bounded rationality
A lot of research has been made to take reality to this quite an ideal environment 
(Simon, Cyert & March) in order to find a better understanding of the decision making 
in an organization. The bounded rationality approach views the inability to reach these 
ideal conditions as boundaries to decision making. More precisely this view 
“...emphasizes the need for managers to make decisions with incomplete information, 
under time pressures, when there may be disagreement over goals, and to accept that 
an optimal solution cannot always be achieved within these constraints.“ (Butler 1991, 
46) In addition to these the bounded rationality takes into account the cognitive 
limitations that humans have (Eisenhardt et al., 1992). The following features are what 
differentiate the bounded rationality from the rationality approach (Butler 1991, 47- 
48; Eisenhardt, 1997; Forest et al., 2001):

. Managers respond to problems, they do not seek them. Problems are hidden, 
but however present, before a manager trembles to one. An imperfect or 
limited knowledge about the decision maker’s environment exists.

. A complex decision’s object hierarchy may not be known before hand, it is 
simply felt that something should be done.

. There is no time to make a full search for information, or to process all the 
information.

• Decision making can be incremental. For example a complex problem may be 
solved in smaller pieces.

• Intuition and judgment may act as basis for decision making, in stead of 
calculations etc. Thus, experience becomes a key aspect in decision making, 
while it enhances intuition. Decision maker however is not irrational, only 
limited.

• Satisfying rather than optimal solutions are arrived at. In other words, a 
solution fulfilling the minimum requirements is accepted and not all the
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possibilities are gone through. This is called "satisficing behavior”, meaning 
that a certain aspiration level is approved, instead of maximization.

In reality almost everything has an effect on everything, but everything cannot be taken 
into account. However, it is enough if the most dominant factors are noticed and taken 
into account. This is a major feature of bounded rational decision making where not all 
information is searched, not all affecting factors studied, but only the (intuitively) 
relevant ones. Furthermore, Herbert discusses about intuitive rationality, which claims 
that a lot of human success is contributed by their intuitive ability to make good 
decisions or judgment basing on intuition. This has been studied by observing how the 
master chess players often know the best move instantly, and even after long 
considerations seldom change their initial plan. A key feature about intuitive decisions 
and judgment is that when people get a sudden “aha" realization, these judgments are 
frequently correct ones. However, to be able to get these “aha” realizations one needs 
to have a lot of experience about this subject and a vast experience in practice means 
something like over a ten years’ experience. (Simon 1 983, 14-19)

A good illustration of the "boundaries” was presented by Cosgrave (1996), who studied 
how decisions are made in emergencies. In crisis situation a decision maker is facing 
three major constraints: the lack of time, the lack of information and the decision load. 
The third point is interesting, when a decision maker is simultaneously confronted with 
a number of decisions he can be tricked to contribute time to non-critical decisions, 
just to get them out of the way (Cosgrave, 1 996). This moves the decision maker away 
from rational decision making, because he is not able to rationally prioritize the 
different decisions. In the current knowledge and information technology era, the two 
first restrictions of available information and time integrate to each other to form one 
prominent boundary. When short of time one is restricted by the lack of data and by 
the quality of it, or more precisely the unawareness about the information’s quality 
(Cosgrave, 1996). When one has time then it might always appear that additional data 
and analysis are always desirable, but in this situation the cost, any delay, and other 
possible impacts should be first weighted against the value added of extra information 
(Schuyler 1996, 35). The problem here is that the information does not reside solely in 
the decision maker, but he must communicate with the organization and people to get 
information (Simon 1 947, 1 56) and also to lean on databases etc.

2.2.3 Political view on decision making
Political model that got its start in the 50’s, attacked the claim that a group makes a 
decision rationally. In the political model people are individually rational, but not as a 
group. Politics and power is used in making the decision. Powerful parties usually get 
what they want through the political means of coalitions, withholding information, 
lobbying to enhance power and point of view (Eisenhardt et al., 1992). This perspective 
in viewing decisions emphasizes that even in a single organization there exist a 
number of interests and views. These views may be even conflicting and have different 
goals as the different parties may have different understanding of organizational 
effectiveness. This way of seeing decision making discusses how coalitions of interest 
shift and decision makers do compromises in order to reach a decision that is 
approvable by the different coalitions, (Butler 1991, 51) or the most powerful coalition 
makes the final decision (Eisenhardt et al., 1992). The realization of coalitions and
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interest conflicts within organizations has also given start to a vast arrays of 
applications in game theory and related fields like information exchange, bargaining, 
contracts and problems of agency (March, 1996).

Conflict among people or parties is the necessary ingredient for politics; if there is no 
conflict then there is no need to use politics to influence a decision. Politics have 
traditionally been connected to environments where power is distributed evenly, but 
Eisenhardt et al. (1988) found out that in dynamic environments politics were found 
where power was centralized. Also Eisenhardt et al. found that politics deteriorated the 
decision quality, although traditionally it is argued that politics enhance adaptation and 
thus would be suitable for dynamic environment. However, politics will consume time, 
limit information flow and create inflexibility within a team, thus these slow down 
decision making, which is harmful especially in high velocity environment. (Eisenhardt 
et al., 1988)

Although not all decision making includes politics, it is still presumed that all people 
sometimes use political tools to enhance their opportunities to affect the decision. At 
these situations, where environment is ripe for politics, coalitions are established 
between persons having same backgrounds or having some other connecting factors. 
(Eisenhardt et al., 1988; 1992)

2.2.4 Garbage can model
The garbage can model was developed, because political and rational models were not 
sufficiently sensitive to suit complex and ambiguous world where organizations have 
ambiguous goals, many decision participants, and diffuse actions (Eisenhardt et al., 
1992; Langley et al., 1995). Consequently, garbage can model presents one extreme 
view of decision making. Decision making is seen as an almost anarchic process with 
even less rationality than what bounded rationality would suggest. Garbage can 
decision making has three distinct features: (Butler 1991, 53-54)

1. Decision making does not seem to follow any process, but ambiguity seems to 
be the only common feature for ill defined problems, alternatives, solutions and 
goals.

2. Cause and relationships are hard to identify.

3. Participants in the decision making are not permanent, but change over time.

According to garbage can theory decisions, solutions and problems can be quite 
independent of each other. Thus this model describes a hectic situation in an 
organization that is e.g. going through a rapid change. Garbage can decision making 
can be seen to form four streams that flow through an organization and may intersect 
each other at a point and thus form a decision making point. These streams are: 
(Butler 1991, 54-55)

. Problems. Are formed of a gap between present situation and desired one. A 
problem may or may not be solved, and thus do not necessarily cause 
decisions.

. Solutions. People may have solutions, ideas that they are fond of and if there 
exists a problem, they are likely to promote this particular idea as a solution 
and furthermore they might search for problems that could be solved with this 
particular solution.
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• Participants. People have different ideas, solutions and also different types of 
time pressures. Thus the time and devotion to a certain problem or solution 
varies.

• Choice opportunities. Choice opportunities are situations where an 
organization makes a decision and an alternative is authorized and 
implemented.

In the garbage can model each of these streams can exist individually, and some or all 
of them may collide at a certain point and form a decision. The decision makers go 
through and around these streams, and do not really understand the process through 
which the decision is made, which is natural as there is no rational process underlying. 
If the garbage can model is intentionally favored with flexible rules, then there is 
danger of inefficiency as the decisions could have been made effectively according to a 
more routine decision making model (Butler 1991, 56).

The garbage can model has been found to explain decision making the better the 
further away the decision’s deadline is. For short term decision making the sequential 
and rational models are more suitable. A further problem when using garbage can 
model is that it merely states how things are chaotic, but does not give any advice how 
the decision making could be helped. (Eisenhardt, 1997; Eisenhardt et al., 1992)

2.2.5 Contingency model of decision making
As it has become apparent in the previous discussion, decision making can take 
different forms, depending on who makes the decision and under what circumstances 
it is made. Thus, a contingency model was created to classify when these different 
forms take place. It was first presented already in 1 956 by Thompson and Tuden and it 
illustrated when or why a certain decision process is followed. The contingency model 
is simply a two dimension matrix, where the two types of uncertainty, means and ends, 
are at the horizontal and vertical axis, like presented in Figure 1 2. (Butler 1991, 59)

crisp fuzzier
Means 
uncertainty

Ends
uncertainty

Figure 12 Contingency model (edited, Butler 1991, 59)

As the uncertainty increases at either axis then the followed process becomes fuzzier. 
This is quite natural as when uncertainty increases one is not able to define 
alternatives or stakeholders etc. precisely and thus cannot follow a strict process, 
because some phases must be skipped simply while they are impossible to go through 
properly. In other words if a decision maker is stubborn and wants to follow a rational 
decision making process always, then he may find himself in a situation where he 
spends more and more time e.g. searching for alternatives that do not exists and thus
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never reaches the choice phase and the decision is not made. Next short descriptions 
of the four modes are presented.

When the means and ends uncertainty is low the decision belongs to computational 
class. Here also is some uncertainty however, because if there were no uncertainty then 
the best outcome would be known and no decision would be required. In this decision 
category the calculations and analysis can be difficult and complex, but however the 
best solution will eventually be derived through following rational processes. (Butler 
1991,60)

When a decision falls down to the judgment category then it contains means’ 
uncertainty that is uncertainty how a goal is reached. This is quite common situation 
that is described by bounded rationality where e.g. only the most prospective 
alternatives can be considered, while it is not efficient to acquire all possible 
information. (Butler 1991,60-61)

Bargaining is a category where the outcome is uncertain and participants try to resolve 
between multiple and conflicting objectives. Either a compromise between objectives is 
found or then some objectives, and thus their supporters lose and others win. Thus 
here is emphasized the political and power aspect of decision making. (Butler 1991, 
61)

The fourth category where both means and ends are uncertain the decisions are 
labeled as inspirational. However the name does not mean that the decisions would be 
made without care, but that the surroundings are so misty and low in information 
content that the decision is not likely to be reached through a waterproof logic, but 
includes assumptions, intuition etc. at some parts. Thus, the garbage can model is well 
suited to tell what, if any, logic is followed. (Butler 1991,61)
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2.3 Individuals' decision making processes

The above views of organizational decision making are a bit general. Thus in this 
subchapter a closer look is taken on how a decision is made by an individual. In 
addition, a focus is placed on how decision making progresses as a process. The 
following processes are all correct and wrong, as they are simplifications of what might 
be appropriate process of decision making. Each of them gives a different emphasis on 
the context that does affect to what process is applicable, indeed, context and action 
go hand in hand (Pettingrew, 1990). Thus, it is clear that these individual processes 
have similar features and categorizations as the organizational processes. This is of 
course a straight consequence of the fact that in the end individual(s) make the 
decisions, not organizations.

A number of researchers have created their own view of decision making process for 
different purposes and situations e.g. Modrick (1979) to combat situations, Coscrave 
(1996) advised how decision should be made in emergencies and even greater number 
for general situations (e.g. Winterfeldt & Edwards 1986, 7; Kepner and Tregoe 1965, 
48-50; Simon 1947 etc.). In the following discussion four different individual decision 
making processes are presented and a more general process diagram is presented and 
used to show the connection between the previous processes. These offer adequate 
insight to the possible processes how a decision can be made, although a great
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number of detailed and competent processes and researches are undoubtedly 
neglected.

2.3.1 Rational decision making process - thinking first
Decision making process at its basic rational form has been known for years. For 
example Simon presented his three phase process already in 1947 and Kepner and 
Tregoe laid out a seven phases of decision making in 1965 and there is no reason to 
claim that their processes would be obsolete, when used in appropriate way and 
situation. In fact Kepner’s and Tregoe’s process is quite detailed and thus it illustrates 
nicely what is kept as a rational decision making process. Kepner’s and Tregoe’s 
(1965, 48-50) decision making process has the following phases:

1. Establishing the objectives of the decision

2. Ranking objectives

3. Alternative actions are developed

4. Alternatives evaluated against the established objectives

5. The choice of the alternative best able to achieve all the objectives represents 
the tentative decision

6. The tentative decision is explored for future possible adverse consequences

7. The effects of the final decision are controlled by taking other actions to 
prevent possible adverse consequences from becoming problems, and making 
sure the actions decided are carried out

So, decision making is at simplest a rational procedure. It follows a clear logic going 
through the phases of defining the problem, diagnosing its causes, designing the 
possible solutions and finally choosing the best option (Minztberg & Westley, 2001). 
Again just like in organizational context, also here are some problems in the rational 
decision making process, as Simon expressed back in 1947:

It is impossible for the behavior of a single, isolated individual to reach 
any high degree of rationality. The number of alternatives he must 
explore is so great, the information he would need to evaluate them so 
vast that even an approximation to objective rationality is hard to 
conceive. (Simon 1947, 79)

This idea was further developed by Minzberg and Westley (2001), who argue that 
actually decisions are not done in the rational way only, but that there are three 
alternative decision making processes9 that can be found in real life. These processes 
are called “thinking first”, “seeing first" and “doing first” and their names imply how the 
decision is derived. The thinking first is the rational way of deciding that is illustrated 
in Figure 1 3.

9 Klein and Weick (2000) describe also three processes for decision making that are almost identical to the 
processes described here. The names are also as descriptive: the rational approach, the intuitive approach and 
experiential approach.
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Design
alternatives

Define the 
Problem

Choose the 
best option

Diagnose
causes

Figure 13 Rational way to see decision making (Minztberg & Westley, 2001)

The rational way of making decisions is the most appealing one, because in it one can 
understand and control the process very well. This way of deciding works best when 
the issue is clear, data is reliable and the context is structured. These issues combined 
means that thoughts can be pinned down and discipline can be applied which helps 
when the situation is novel. Rational way also helps to identify important information 
and for impulsive people the rational approach gives constraints from jumping to the 
first option. (Minztberg & Westley, 2001; Klein & Weick, 2000) An example of where 
rational way works well could be a decision of what transportation to use to get to 
work: there are clear objectives (cost, time, comfort...) and clear alternatives (car, bus, 
walk...) so that the decision making is quite structured and should not contain any big 
surprises.

The downside of the rational way is that it takes time and energy. Even if you have the 
time and energy you will need clear goals to do the needed analysis and this is not 
often the case in real life. One further drawback is that this approach might get stuck if 
there are too many gaps in the analysis. (Klein & Weick, 2000)

2.3.2 Stages and circularity
Mintzberg et al. presented their stages model as organizational decision making 
model, but it will be handled here, because in its detailed form it reveals individual 
decision making behavior. Mintzberg et al. studied decision making in 1976 and found 
that decisions contained certain stages. According to their findings they build a model 
that included these stages. This sounds very much like rational decision making 
process, but there was one key exception, the model included a possibility to utilize 
feedback loops between beginning and end of a routine. In Mintzberg et al.’s stages 
model, illustrated in Figure 14, the problem recognition happens first, but after that 
the order of stages is not determined and some can be even left out. (Butler 1991,49)

Phases

Search

Design

■> Diagnosis

Choice

Recognition
Evaluation

Authorization

Identification Development Selection

Figure 14 Mintzberg et al.'s stages model (edited from Butler 1991, 50)

Mintzberg et al’s stages model brings out an important additional feature to rational 
process. This is how decision making contains circulation even in fairly simple issues. 
(Butler 1991 50-51). So, decision making does not have to proceed linearly in
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predetermined order like the rational process assumed. And more precisely, the 
amount of cycling and the ultimate shape of the process depend on how complicated 
and political the decision is, if the decision is fairly simple, it is likely to go the stages 
through without major cycling (Eisenhardt et al., 1992).

2.3.3 Seeing first
The seeing first approach implies that one gets a sudden vision how things should be. 
Consequently in this approach there is no analysis or alternatives’ creation, but the 
solution and at the same time the decision is reached at an instant. This decision 
making process can be illustrated with a four step process of creative discovery (see 
Figure 15), developed by Gestalt psychologist G. Wallas in 1920s. (Mintzberg & 
Westley, 2001) This process has many analogies to garbage can model, where 
decisions just appear somewhere, if they appear.

Preparation Incubation Illumination Verification
Figure 15 The seeing first decision making process (Minztberg & Westley, 2001)

In this process there is first preparation, which means that a person is accumulating 
knowledge and insights over years concerning the issue. When the person is prepared 
(became expert) then follows the incubation, during which the issue is unconsciously 
gone through. Finally at a sudden moment, maybe at sleep, the illumination happens, 
and the person realizes the solution10, which in this case is the alternative and decision 
and maybe even the objectives. After the illumination one must still verify the solution. 
(Mintzberg & Westley, 2001)

The seeing first approach works best when many elements have to be combined into 
creative solutions and commitment to those solutions is a key factor (Minztberg & 
Westley, 2001). The first issue is a cause from the fact that when very many elements 
have to be combined then making it in a rational way is an enormous task and it can 
be easier to let the “neural computer" (brains) to do the actual organizing in an 
unconscious manner. To get all the needed and diverse information for the preparation 
phase one needs communication across organization’s boundaries (Minztberg & 
Westley, 2001). As seeing first is a creative decision making process, it is hard to give a 
really distinct example of where it could be applied, but for example consider that you 
must decide what energy forms are to be build to Finland. Objectives (get energy, cost, 
environment, safety...) and alternatives (coal, nuclear, sun, wind, turf...) are clear, but 
the issue is so complex that in a short time you are probably not able to acquire and 
assimilate all the necessary information especially because much of the information is 
from subjective sources. Instead of rational analysis you could acquire the relevant 
information, ponder different aspects and then grow to a feeling of the right decision, 
or even to get an illumination, which combines the acquired information in a creative 
way and produces an assured decision.

10 Klein and Weick (2000) handle this approach (intuitive) as acting basing on a gut feeling. Thus there is a slight 
difference between the perspective, in Klein's and Weick’s approach the decision is always reached, but In the 
Mintzberg’s & Westley’s (2001 ) approach the decision might not ever appear.
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2.3.4 Doing first
Sometimes one is not able to rationalize the decision making nor does the sudden 
realization happen. In these kind of situations one can start working and see if the 
decision is reached by experimenting and learning. This theory of “doing first” was 
introduced by organizational-behavior professor Karl Weick. This process (see Figure 
16) starts from experimenting with several things, then selecting the one that seems to 
work and then stick to it'1. (Minztberg & Westley, 2001)

Figure 16 The doing first decision making process (Minztberg & Westley, 2001)

Selection RetentionEnactment

When the situation is novel and confusing it is natural to act first and think then. In 
other words, it is natural to follow the “doing first” process. In these situations 
complicated specifications would get in the way, when actually a few simple 
relationship rules can help people move forward in experimenting and then in doing 
the decision. Experienced decision makers can do this experimenting partly as a 
mental game, imaging the decision in mind and following events through. Or the 
experienced decision makers can have experiences from similar situations and have in 
a way done the experimentation already in the past. (Minztberg & Westley, 2001 ; Klein 
& Weick, 2000) A real life example of doing first could be a situation where you are 
arranging a party and you are doing a punch for the first time of your life and you have 
tens of bottles of different drinks, but nobody to guide you about what to use and in 
which proportions to mix. In stead of rationally calculating the appropriate alcohol 
level, or in stead of reading the labels and waiting for illumination you could take the 
doing first approach. This means that you would mix a small amount of drink and taste 
if it is good, if it is then you decide to use this mixture and do the punch. However, if 
the first attempt is not tasty you will do a different mixture and taste again and make a 
decision again, and so on as long as you reach to a situation where you have a recipe 
for the punch or where you are unable to continue the experimentation.

2.3.5 Individuals' decision making processes combined
In this chapter a fourth model is discussed, this individuals’ decision making diagram 
illustrated in Figure 1 7. This model gives an understanding of how the previously 
described four processes relate to each other. In fact after this chapter one should 
realize that the previous processes can be constructed from this fourth model, by 
stripping down appropriate elements from it. The diagram is combined from four 
elements: information, perception, judgment and decision choice. These elements 
form a web of possible processes in decision making. (Rodgers & Cago, 2001) The 
stages model acts as a role model how this diagram works; the process can start from 
varying points in the diagram, progress along arrows or circulate between different 
stages and even skip phases.

11 The experimental approach differs from the doing first process in that that it gives more weight on long term 
learning and gathering experience than on a single decision event. Therefore the trial and end error experiments 
are not necessary to do in every case, because the decision maker has done it already in the past. (Klein & Weick, 
2000)
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Perception

Information

Decision Choice

Judgement

Figure 17 Individuals' decision making diagram (Rodgers & Gago, 2001)

The information element represents simply information in all of its forms like memory, 
databases etc. The perception presents people’s ways of categorizing and classifying 
things, heuristics, and can thus cause biases. The information and perception elements 
interact so that information influences and reshapes individuals perception and then 
the reshaped perceptual model can offer new or modified perspectives to decision 
making. The judgment element represents the rational process of sorting, ranking and 
rating information according to decision rules. Finally the decision choice element is 
the actual selection point, where the decision is made. (Rodgers & Cago, 2001)

The three processes discussed in previous chapter describe all one path through the 
individuals’ decision making diagram, as is illustrated in the Figure 18. The thinking 
first process goes through information (define problem, establish objectives, diagnose 
causes etc.) and judgment (design alternatives, rank objectives etc.) to decision. This 
path is clear and does not include great risks of getting biased solution. In fact this 
rational path is most able to give assurance about making “all possible” in the decision 
making procedure and it addresses best that the right problems (not causes) are 
addressed (Kepner & Tregoe 1965, 21).

Thinking first Seeing first doing first

Figure 18 Thinking, seeing and doing first processes in terms of individuals' decision making
diagram

Seeing first was about gathering information into memory (preparation) and letting it 
get form unconsciously (incubation). This iterative process is same as the interaction 
between perception and information. After enough information-perception iterations 
have taken place, the decision is reached (see Figure 1 8). This process can lead to 
biased solutions as people tend to find out the kind of information that confirms or 
reinforces their initiative what they already know or believe (Davidson, 2001). However, 
as Davidson (2001) argues these decisions are to taken seriously as they are based on 
a complex set of decision making guidelines that have developed over years.

The doing first procedure starts with intuition, people do not know what is the solution 
so they start with what they think is best (perception, see Figure 18) and experiment. 
After each experiment more information is gained and another experiment may, or 
may not, be done, depending on the results. These iterations between perception and 
information (enactment) continue a time until the needed experiments are done to get 
alternatives that are then ranked (judgment) and the decision is made12.

12 So actually the iteration is (one loop) P (what seems best) D (doing it) -> I (knowledge how it worked)
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Rodgers and Cago (2001) argue that there are six general paths that are used in the 
decision making. These include the three processes presented above and on close 
variants from each of them (thinking P->J->D, seeing P->D, doing l->P->J->D). In this 
study the emphasis is on these three basic processes.

Next a synthesized process of decision making is made and then used in the later 
sections of this study as the theoretical model.

2.3.6 Synthesizing the decision making processes
A decision model basing on previous discussion is now created and name as a decision 
map. The individuals decision making diagram is taken as the basic structure for this 
synthesized process model, because it provides more comprehensive view to the 
decision making than does any of the single processes. The other processes phases, 
especially of the rational decision making, are integrated into this basic structure. The 
rational procedure is emphasized for a couple of reasons: it is controllable, it is usable 
because it can give guidance in addition to explanation, as the more anarchic models 
are not likely to give concrete advices, and as Kepner and Tregoe already years ago 
said:

With management growing progressively more complex, and experience 
more obsolete more rapidly, the manager must rely more and more on 
skillful, rational questioning, and less and less on experience. (Kepner 
and Tregoe 1965, 23)

The first harsh integration is presented in Figure 19 where all the previously discussed 
processes are placed in the individuals’ decision making diagram. Already now two 
major issues came up: the perception and information are overlapping each other and 
that a post-decision phase, which is lacking from our basic structure, is needed.

Perception

Alternative 
actions are 
developed

Illumination

Establishing 
the objectives

Incubation

Design
alternatives

.manan
Definethe
Problem

Preparation

Information

Judgement

Ranking objectives

Diagnose
causes

The choice of the 
tentative decision

evaimrea-ägmst
objectives

The tentative decision is explored for 
future possible adverse consequences

Decision
Choice

Selection

Choose the 
best optionesU^Uor^

on"

Verification Retention

actions to prevent possible 
adverse consequences and 
making sure the actions 
decided are earned out

Figure 19 Version 0.1 of the decision map

The overlapping phases in the decision map offer an opportunity to introduce the 
emphasis on the rational decision making process. This is done by introducing to the 
decision map a new element, which combines the information processing, personal 
emphasis (perception) and some logical thinking (judgment). This element is “defining 
the decision” and it situates in the beginning of the process. This refined decision map 
is presented in Figure 20. In it also term “judgment” is altered to “analysis”, which 
describes the content better.
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Defining the decision
•Definethe Problem 
•Establishingthe objectives 
•Design alternatives

Decision Choice

Information

Perception

Implementation
•Carrying oil the decision 
•Control

Analysis
• Ranking objectives
• Diagnose causes 
•Alternatives evaluated against 
objectives
• fiture possible adverse 
consequences are explored

Figure 20 Version 1.0 of the decision map

So actually what has been done here is that the different perspectives are assimilated 
to a single model (decision map) with the help of Rodgers’s and Gago’s individuals’ 
decision making diagram. In the decision map the decisions most often starts from the 
defining the decision from which it proceeds along the arrows until a decision choice 
and implementation are reached. This means that the decision map incorporates 
several different alternative decision making processes just like the decision diagram 
does

The reasons to adopt the decision map are as follows. Although the single processes 
are easier to comprehend and utilize, they all lack the big picture about decision 
making and should be therefore used side by side. Individuals’ decision making 
diagram has the big picture, but lacks the details. The organizational decision making 
models are not explicitly presented in the decision, map (expect rational), but in fact 
individual's behavior according to e.g. garbage can model can also be presented with 
this model, as it includes the Perception node. Furthermore, the emphasis on 
individual decision making models is explained by it that individuals ultimately make a 
decision not organizations. As the decision map makes the decision making seem like 
rational or at least formal, it must be bear in mind the more irrational explanations 
concerning how decisions are made in an organization, when it is used.
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Chapter 3
Decision making in projects

Decision making in a project is, according to Burke (1992, 266), a part of controlling a 
project, decisions are made in order to keep the project on course. Furthermore Burke 
claims that the typical decision making process in a project follows the following steps:

• Define project objectives

• Define the problem

• Collect information

• Develop options and alternatives

• Evaluate and decide course of action

• Implement

Burke's view seems to follow quite strongly the rational decision making school. In this 
chapter a close look is placed on the issues that affect decision making in project 
environment and then maybe new perspectives, in addition to Burke’s definition, of 
decision making in projects arise.

In this chapter, projects are first discussed at quite general level, as a concept or 
context for decision making. Then the focus drills down to more concrete operation, 
discussing how a project is managed and what affects everyday project decisions. A 
slight emphasis is given to the first phases of a project, since it is the area where 
empirical study concentrates on.

3.1 Project as a concept

“The distinction between different modes of organizations is important 
because their managerial implications differ significantly" (Mueller & 
Herstatt, 2000)

In this citation Mueller and Herstatt refers to inter-firm co-operation, but it is as true 
for inter-firm decision making. Project itself is a certain mode of organization and in 
addition there exists different types of projects. These types are quite generic and do 
not differ from country to country, in fact a future trend could be that the R&D 
activities are limited to a single country as Zou et al. (1999) found that concentration 
of R&D affects positively the firm’s global competitiveness. However, to start the 
general discussion of project management, a project organization is discussed.

Project is a temporary endeavor and it has been established for a clear reason, like to 
build a house or to develop a new product etc. Resources (human, material, finance 
etc.) are reserved to fulfill this purpose and they are organized so that they are able to 
reach the objectives. This clear objective is usually a result of one or more of the 
following: a market demand, a business need, a customer request, a technological 
advance or a legal requirement (PMBOK 1996, 49).

32



Chapter 3: Decision making in projects

A project can be organized in several ways. However, there are some common 
positions, or tasks that can be found from most projects. These positions can include 
one or several persons. The relation of these groups is depicted in Figure 21 and 
description of the groups is below (simplified from Turner 1 999, 49-51)13:

• The parent organization: the organization whose strategic plan creates the 
need for the project

• The sponsor: the person or group who authorize expenditure on the project

• The champion: a senior person from organization who campaigns for the 
project

• The project team: the group which designs and does the work for the 
organization

• The project manager: the person or group who plans, organizes, implements, 
and controls the work of the project team to deliver the product within 
schedule, scope, cost and quality

Parent organization

RequirementsResults

Project team

Project manager

Champion

Sponsor

Objectives 
Optimum solution 
Value for money

Objectives
Maxinum profit 
Satisfied client

Figure 21 A simple project organization (modified from Turner 1999, 50)

As what comes to decision making there are several places within the project’s 
organization where the decision can or should be made. The project can be divided 
into four decision making hierarchies, from which at the bottom is the project team, 
then comes the project manager. The next hierarchy level is so called steering group14, 
which an important organ in the decision making in a project, which often consists of 
the champion, project manager and senior parent organization member (Turner 1999, 
51). The final hierarchy level is the parent organization. All these levels and their 
decision making tasks are listed in Table 2.

Hierarchy level Task
Organisation
Steering group
Project management 
Project personnel

Setting the goal
Seeing the goal
Steering towards the goal 
Prooressina (towards the aoal)

Table 2 Decision making hierarchy levels and their tasks

и Omitted: The users: the ones operating the output product; The supporters: parties who provide goods and
services to the work of the project
14 Turner (1999, 51) uses term steering committee
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3.1.1 R&D project types
As mentioned earlier project is a general concept and can handle anything from 
construction projects to lunar missions. In this study the focus is on R&D projects, but 
even under that classification there are different kinds of R&D projects. If the project 
content is something similar to what have been done in the past, then the project can 
utilize past experiences as a base for decision making. If the project Is something 
totally new, more uncertainty exists about the means and ends of a decision. 
Therefore, an appropriate way to categorize R&D projects is to classify them depending 
on the content of the project in terms of how fundamental (theoretical) or applied 
(applied) the subject is15. This way projects are classified into four types, as illustrated 
in Figure 22.
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Content of project 
more fundamental

f----------------------------------------n
Project Type

к-------------------------------------------------------------------------------------------------------
Description

Research or advanced 
development projects

Aim in inventing new science or capturing required know-how for future 
development projects.

Breakthrough development 
projects

I Creation of first generation of entirely new product and process. If successful
1 these will probably lead to a new product/process family in the company.

Platform or generational 
development projects

1 After design life of years will provide a base for product and process 
family that can be leveraged over several years.

Derivative development 
project

.................................. ............ -4

Minor in scope, aim is in refining and improving selected performance 
dimension.У------------------ ------------------------------------------------------------------------------------

Content of project 
more applied

Figure 22 R&D project types and project content (Turunen 2001,14; project types from
Wheelwright et al., 1993, 48-50)

What the project types actually mean to decision making is that the increased newness 
of issues makes information and previous experience scarce. This will lead to 
increased uncertainty, and thus one would assume that the more rational approaches 
to decision making work better in the derivative and platform projects than in research 
or breakthrough projects. And vice versa, decision making in research project is likely 
to follow more irrational paths like described e.g. in garbage can model. 
Controversially, in the high-tech industries the life cycle has become very short and 
time-to-market is critical the time to ramp-up the product in the end of R&D is under 
pressure, because the portion of the ramp-up period in product’s life cycle is longer 
than in more conventional industries and high tech products prices tend to fall sharply 
after the introduction of the product (Terwiesch et al., 2001). This would suggest that 
more rational decision making models would be used in research and breakthrough 
projects.

3.1.2 Stakeholders
Decisions in a project can be made with varying number of people involved. Decisions 
can be made individually, by a group, individually basing on others opinions and 
recommendation or individually after hearing key persons opinions (Turner 1999, 
137). These persons involved in the decision making process, belong to at least one of 
three different roles (Schuyler 1996, 81). These roles of experts, evaluation analysts

,s For more detailed discussion of knowledge forms see e.g. Turunen (2001,7-9)
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and decision makers can overlap, as is illustrated in Figure 23 (compare to Figure 6). 
The experts or assessors are the really knowledgeable people that provide quantitative 
measures (values, probabilities) for different alternatives and the evaluation analysts 
use these values in creating different qualitative alternatives. Then finally the decision 
makers evaluate how credible the analysis of the alternatives are and make their 
choice, normally approving the recommendation of the analysts.

Experts
(Assessors)

Decision
makers

Evaluation
analysts

Figure 23 Roles in the decision process (Schuyler 1996, 82)

These roles form a majority of the decision making’s stakeholders. However, Schuyler 
does not discuss the stakeholders that are affected by the decision, but do not take 
part in the decision making process (see Figure 6), although it could be important, at 
least in the beginning of the project, because their ability to effect the final 
characteristics of the product will decrease during the lifecycle, due to increased cost 
of changes and error corrections (PMBOK 1996, 12). The previously described 
stakeholder groups’ and Schuyler’s roles’ relation is illustrated in Figure 24. Although 
some people are not involved in the decision making (e.g. customer, partner, a division 
from the parent organization...) it does not mean that they should be totally left out. In 
stead it should be considered, whether they should e.g. be asked for opinion or given a 
right to take part in the decision making.

Decision
\makers/Experts

(Assessor:

Evaluatioi 
< analysts

/ Parti d pants \ JL
in the V/''^ f Decision) Affected by the$§£||

l dedsion \ makas J dedsion I
\ making /

Figure 24 Decision making roles in relation to stakeholders of decision making

Different stakeholders often have different objectives for a project, e.g. a clear 
difference exists between a customer and parent organization in terms of the price or 
expenses of the project. Differences should be, if possible, resolved in favor of the 
customer, if a customer exists. Not meaning that the other parties’ objectives should 
be neglected. (PMBOK 1 996, 1 7)
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These objectives must be communicated through different project interfaces. These 
interfaces normally fall into one of the three categories: organizational interfaces 
(formal or informal reporting relationships among different organizational units) 
technical interfaces (formal or informal reporting relationships among different 
technical disciplines can happen within project phases) interpersonal interfaces (formal 
or informal reporting relationships among different individuals working on the project) 
(PMBOK 1996, 95). These interfaces are used to reach all the related parties and even 
so that selective messages are send through different interfaces.

Updating the decision map
The decision making hierarchy level and the parties involved are important to consider 
when one starts to make a decision. Boundaries for the decision making can be defined 
by asking by whom and how should the decision be made and who are affected by the 
decision. In other words, the decision making is directed to appropriate level of 
expertise (hierarchy) and the stakeholders are identified. Identifying the stakeholders 
can be difficult when dealing with decisions that have international or inter-firm 
affects. However, after these questions have been answered the actual decision making 
can begin. So, these questions form a new element to the decision map, as a sub
decision in which it must be decided where and how the decision is made and who is 
affected by it. This is illustrated in Figure 25.

S
z

Sub-Decision
1. Who should do the final 

decision? (hierarchy level)
2. How should the decisbn be 

made? (a single person, group 
with different task etc.)

3. Who are affected by the 
decision, iiouldthey be 
consulted? (customer, partner

X etc.)

p~±k.

Perception

A
v

A
' r

Defining the 
decision

Analysis

Information

Figure 25 Version 1.1 of the decision map

Decision
Choice
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Implement

3.1.3 Project's goals
In an organization a decision maker acts in accordance with the 
organization 's mission and objective(s). Where appropriate there may be 
multiple objectives aligned with different stakeholder groups. (Schuyler 
1996, !6)

This applies to the project also, the decisions should be in line with the project’s 
objectives and again projects objectives should be in line with organization’s 
objectives. A project traditionally has four objectives: to get the result within budget, 
scope and schedule, and to deliver sufficient quality. These all are sub objectives to 
making profit (at least in business life). This objective hierarchy is illustrated in Figure 
26.
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Quality

Business objective 
(profit)

Figure 26 Project's objectives' hierarchy (Schuyler 1996, 98)

So, the project objectives describe project’s constraints in terms of cost, quality and 
time. These are dependent objectives so that if you change one then also other(s) 
change. Take for example, if you want to finish faster, then you must add costs or 
downgrade the quality demands. Thus, MBO (Management By Objectives) must find an 
equilibrium where the emphasis between the three objectives is established and then 
to sustain it. This point of preference can be illustrated with a triangle, like is 
presented in Figure 27.

time time time

preference on low cost preference on quick/timely 
execution

preference on features/high 
quality result

Figure 27 Varying emphases between the project objectives (edited, Burke 1992,16)

In rational decision making these objectives are difficult to handle, because they can 
not be measured with a single measure. Therefore in decision analysis one needs a 
logical way to trade-off one dimension in terms of another. While these dimensions are 
important, it is impossible to make consistent decisions without a way to determine a 
composite value. The recommended approach to get a single value measure, for most 
purposes, is to convert the non-monetary dimensions into money equivalents. This is 
the simplest way to deal with multiple objectives or multiple decision criteria.” 
(Schuyler 1 996, 66)

Updating the decision map
Although in this study there are no major considerations of actual decision analysis, 
the relation between the different objectives should be reckoned in the decision map. 
Therefore, in the defining the decision element the “establishing objectives” point is 
refined to “establishing objectives’ hierarchy in terms of cost/scope/quality/time".

Standardize or customize for international markets?
The context, information base etc. differ depending if the project’s objective is to 
produce a global or “one nation" product. This decision to modify products or use 
standardized products for international markets is faced all around the world. A 
company must determine whether the additional costs due to product modification are 
warranted. (Delene et al., 1997) The decision making in a R&D project must take a 
wider context into account if it is intended to produce standardized product for 
international markets. Thus the standardization decision is briefly discussed here.
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Product standardization enables economies of scale for number of activities, including 
in R&D where international development can be centralized. In addition 
standardization enables rapid international product diffusion as the (almost) same 
product can be distributed to a number of countries. The decision between product 
strategy alternatives is then made depending on the product modification costs, target 
market appeal and market variability, which is the most influential, even more if 
market places value on modification and if the product has an extensive service 
component. In general high tech products are more suitable for product 
standardization than is e.g. services or products with extensive service component 
(Delene et al., 1997; Moore et al., 1999) If there already exists a different technology in 
established markets, then the costs of redesign and network effect causes that the 
appeal for standardization decreases (Barret et al. 2001).

Standardization is especially appealing nowadays because the international markets 
are getting more homogenous and global market segments are thus formed (Delene et 
al., 1997). This is especially the case in some high tech industries, like in 
telecommunications, were the products must meet international standards and 
regulations. Standards are often created through inter-firm and government co
operation (Barret et al. 2001) and the wider the consortium standing behind standards 
the more tempting, or even compulsory, it is to standardize.

3.2 Projects in practice

3.2.1 Project phases
Project can be divided into phases according to the type of work that happen in it. 
Turner (1999, 261) has divided projects into four phases of Germination (project 
definition, feasibility), Growth (planning and design), Maturity (implementation, 
measuring progress, forecasting completion, taking action) and Metamorphosis 
(project close-out). Also the decision types vary according to these project phases. 
Before the project starts there is the feasibility study (see Figure 28, Germination) 
where the decisions relate to how profitable the project would be and if it is worth 
starting. If the project starts, first comes planning, which is full of decisions about 
what/how and when to do things. The last phase is the decisions done in a day-to-day 
operation that is guided by the project plan made in the beginning of the project. The 
day-to-day planning and operating decisions mean actually managing the project and 
its implementation. At this phase stricter time and quality requirements for decisions 
are placed, as delays at the late phases are expensive, because almost all of the design 
change costs and the investments are already made and rapid market introduction 
often substantially influences the market acceptance of the new product (Terwiesch et 
al., 2001).
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Decision types
Project risk

portfolio management/ 
management planning

------------------- *--*■

Day-to-day planning and 
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Figure 28 Decision analysis modes (Schuyler 1996,113; Turner 1999, 261)

Each phase also contains project management processes that can be divided into five 
groups that are initiation, planning, execution, controlling and closing processes. 
These processes then have a differing meaning depending on the project phase, but all 
these processes are likely to be found from each phase. E.g. when applying so called 
rolling wave planning the planning phase should provide detailed plan merely for the 
following phase and a general plan for the others, and then the plan is updated as 
project goes along. These processes’ activity level within a phase is illustrated in the 
figure below. (PMBOK 1996, 28)

Lewi of 
activity

Executing

Plannning

Control

-»-Time
Phase finishPhase start

Figure 29 Project management processes' activity in a single phase (PMBOK 1996, 29)

The project phases will not by themselves bring any changes to the decision map, but 
they do affect how decisions are made. For example in the beginning the rational way 
is most used, because a lot of analytical planning takes place then. It's more difficult to 
anticipate how the different paths are utilized in the day-to-day decisions, but one 
could guess that the seeing and doing first approaches are more common then than in 
the beginning.

3.2.2 Project plan
“Project plan is a formal, approved document used to manage and control project 
execution” (PMBOK 1996, 42) It is made in the beginning of the project and sets the 
roadmap for all the needed activities. This raises the question, if there are any 
decisions needed after the project plan is ready? This could be really so, if there were 
no changes to the plan, but this is clearly not likely, as Turner expressed:

...the one thing you can guarantee about your plan is that it is wrong, 
that is not the way the project will turn out. (Turner 1999, 5)

And also Simon reflected the bounded rationality of planning:
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The planning procedure is a compromise, whereby only the most 
”plausible"alternatives are worked out in detail. (Simon 1947, 99)

The relationship between plan and reality was further elaborated by Kepner and Tregoe 
(1965, 20) who discuss the relation of decision making and a change, or problem. If 
everything would go just like planned, there would be no need to make a decision 
about anything, just work and implement the planned actions. However, when 
something unexpected happens and the work starts to drift into wrong direction, then 
there is a need to make corrective actions and moreover decision making is needed 
when choosing the corrective action16. This process is illustrated in Figure 30.

Events 
through time

Some unanticipated change 

\ "
X

What should be happening if 
all were going well

What actually is happening

Figure 30 Change as a source to decision making (Kepner and Tregoe 1965, 20)

So, the growth phase is not the only place for decisions, while it still may be one of the 
most important places for making decisions, because the overall plans are developed 
and the objectives for the project clarified. Therefore, the nature of decision making 
has a slight shift in focus after the plan is done. After the plan is finished and a 
problem occurs, then corrective action is made to bring expected future project 
performance in line with the project plan (PMBOK 1996, 43). So the decision making 
becomes more or less problem focused. Of course project plan should change over 
time (PMBOK 1996, 42) and non-problem focused decision making thus has its place 
in the later phases also.

Doing a project plan
Project plan’s contents may be defined by the parent organization, just as can be the 
way the plan is made; or then not. Planning may include simulations, or then it might 
be just a brief description of future intentions. Project plan can be made in varying 
ways, which all are equally right as long as the plan fulfils its meaning, which is to: 
guide the project execution, document project planning assumptions, document 
project planning decisions regarding alternatives chose, facilitate communication 
among stakeholders, define key management reviews as to content extent and timing, 
provide a baseline for progress measurement and project control (PMBOK 1996, 39- 
40)

Naturally it would be preferable that the plan is as good as possible, considering the 
time and cost restrictions under which it must be made. Every stakeholder has skills 
and knowledge, which may be useful in developing a project plan. Thus, the project

16 Forrester (1991) presented a three phase decision making model that is in line with this kind of controlling 
actions. Forrester's process consists of: 1 Formulating the set of concepts indicating the conditions that are 
desirable 2 Observing of what appear to be the actual condition 3 Generating the corrective action to bring 
apparent conditions towards desired conditions
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management team must create an environment in which stakeholders can contribute 
appropriately. Furthermore for different evaluations and plans one can get valuable 
information or experiences from the project members, although the implicit knowledge 
is usually far less reliable than documented sources (PMBOK 1 996, 41 /77)

Milestones
Milestone is a significant event e.g. a place where a major or critical part of a project is 
finished (PMBOK 1996, 165). Therefore milestones divide the project naturally into 
pieces. Milestones lay out the general schedule of a project: what should be ready by 
which milestone. When a milestone is reached, there is usually a meeting where the 
project’s progress is reviewed and major decisions are made. Parent organization, 
steering group or some other organ might be the ones doing these decisions, which 
can e.g. even handle the continuity of the project. Milestones are maybe the most 
prominent places for the parent organization to control the project.

Updating the decision map
The discussion concerning project planning gives new features to the decision map. 
First what is the source of decision? At this moment it is clear that at least to types of 
sources exist: anticipated (planning) and unanticipated (a change, different 
requirements international environment etc.)17. These add a starting point to the 
process. These two sources probably affect to what path is used in the decision 
making, so that if the source is anticipated, then there is probably more rational 
approach and when the source is unanticipated, then there probably is less time to use 
to make the decision and the other paths in decision making comes more into play.

Also milestones raise a new question: when to make the decision, now or later (in a 
milestone meeting)? This question relates to the nature of the decision, how important 
it is and how time-critical it is? This is added to the sub decision in the decision map. 
The updated decision map is illustrated in Figure 31.

Source of decision
•Anticipated (planning) 
•Unanticipated (change)

Sub-Decision
1. Who should do the final 

decision? (hierarchy level)
2. How should the decision be 

made? (a single person, group 
with different task etc.)

3. Who are affected by the 
decision, diouldthey be 
consulted? (customer, partner 
etc.)

4. When to make the decision, 
(now/later)?

Perception

n
____ _____
Defining the 

decision

Information

Analysis

Figure 31 Version 1.9 of the decision map

Decision
Choice

V

Implement

17 Note that here the link between change management and decision making becomes clear.
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So it is expected that the decision making in most cases start at the source of decision 
and then proceeds to sub-decision and to the actual decision making. A thing worth 
noting is that the source of the decision does have a meaning although it might seem 
the opposite. Depending upon the decision type (change/planning) there e.g. can be 
organizational requirements about how to proceed and who to inform etc. These 
issues then affect the answers given in the sub-decision.

3.2.3 Managing a project
Managing a project includes decision making in the execution and control process. In 
this subsection the managing in general is discussed a bit further and also the 
different styles to make the decisions are brought forward.

Management by Objectives (MBO) is designed with the idea that the achievable 
objectives are the key issue to focus on when managing a project. After the objectives 
are defined in the planning and the project work started, the monitoring happens 
through management by results. This management principle can be supplemented 
with management by exceptions (MBE) where attention is paid to the activities that 
have gone off course. The idea in MBE is that not all activities are actively monitored, 
while there can be a number of them, but the main concern is placed on the activities 
in danger. (Burke 1992, 14-16)

However, arguing about rational decision making Hauschildt (1986) questioned if 
management can be bound to fixed set of objectives. He further argued if it would in 
fact the management’s responsibility to rethink and modify these objectives, especially 
in a non-routine and innovative situations. As a result of his study Hauschildt (1986) 
found out that objectives cannot, except in the most routine decisions, be taken as 
“given”, but that goal setting is a process that clarifies a fuzzy objective along with the 
problem solving process. The rolling wave planning follows a similar idea, but the 
focus is on the plan not objectives. This could be applied also in the case of research 
and breakthrough projects, and the more routine derivative and platform projects 
could have more fixed goals.

In managing international project there can have long distances between its parties. 
Terwiesch et al. (2001) argued that the international distances can be overcame e.g. by 
utilizing electronic communication and personnel transfer. There is of course the 
cultural distance still to conquer after the physical one is dealt with.

Decision making styles
When exercising authority, the superior does not seek to convince the 
subordinate, but only to obtain his acquiescence, in actual practice, of 
course, authority is usually liberally admixed with suggestion and 
persuasion. (Simon 1947, 11-12)

Simon’s view of authority describes the other extreme leadership style of autocratic 
decision making. The opposite extreme to autocratic is democratic and between these 
two falls a number of styles that are more common in real life. The used leadership 
style can depend on a number of factors, it depends at least on the person making a 
decision, the nature of the decision, the time pressures etc. Also interesting is that that 
leadership style might be affected by the parent organization-project relationship as 
Olsson et al. (2001) argued that project managers in complex product development
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projects or projects subjected to external threats appeared to act out a ’stronger’ or 
more political leadership style, i.e. they work more actively to protect the project’s 
interests. However the leadership style adopted towards the project personnel will 
most likely fall to one of the six classes of decision making continuum, which is 
illustrated in Figure 32, and the six classes from autocratic to democratic are: (Burke 
1992, 306-307)

1. The manager solves the problem or makes decision himself, using the 
information available to him at the time. There is no communication with the 
team.

2. The manager obtains the necessary information from his subordinates then 
decides on the solution to the problem himself.

3. The manager shares the problem with his subordinates as a group. Then he 
makes the decision himself.

4. The manager shares the problem with his subordinates as a group. Then makes 
the decision himself.

5. The manager shares the problem with his subordinates as a group. Then 
together they make the decision.

6. The manager gives the problem to the team and lets them make the decision 
themselves. This is the laissez-faire approach or policy of non-interference.

A few questions can guide the selection of the appropriate style: Is there a best 
solution? No, then go for 1. Does manager have the needed knowledge to make the 
decision? No, then do not go for 1. Is the problem clear and structured? If not use 4 or
5. Must all accept the decision? If not, 1 and 2 can be used, if yes then 5 is preferable. 
Do subordinates share the manager’s goals for the organization? If not 5 is risky. Are 
subordinates likely to conflict with each other? If yes, then 4 is preferable over 5. 
(Burke 1992, 307-308)

a High contribution 
by the team

High contribution 
y by the manager

1 2 3 4 5 6
Figure 32 Decision making continuum (modified from Burke 1992, 307)

Vroom and Yetton model was created so that a decision maker could easily choose an 
appropriate decision making style to every decision. The model consists of questions, 
to which are answered either “yes” or “no”, which finally assigns a certain style. Vroom 
and Yetton noticed during their studies that already the model itself helps managers to 
improve their decision making, as it encourages to analyze what kind of decision 
making style would be appropriate to the situation. (Cosgrave, 1996)
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Decision making style and how a decision is treated can also be much affected by the 
amount of stress the decision maker is under and how he reacts to it. Janis and Mann 
(Byrd & Moore 1982, 1 5) give five coping patterns that managers seem to follow when 
stressed and confronted with a decision:

1. Unconflicted adherence - the decision maker continues as before and ignores 
evidence indicating that a change is necessary

2. Unconflicted change - the decision maker uncritically goes along with a new 
course of action

3. Defensive avoidance - the decision maker avoids the decision by shifting the 
responsibility to others or by using rationalizations to delay the decision

4. Hypervigilance - the decision maker frantically searches in all directions for a 
solution and adopts the first solution that promises some immediate relief

5. Vigilance - the decision maker follows a well organized search for solution.

The last pattern would of course be recommended, however the four first ones are 
predominant. These coping patterns can in some places explain a switch in decision 
making style. A stressed manager can e.g. become more democratic (laissez-faire) to 
avoid the decision. So, the issues discussed here affects how a decision maker will 
(subjectively) answer the sub-decision’s questions in the decision map and also an 
additional question to the sub-decision is added: what kind of decision making style is 
appropriate?

Decision styles and cultural factors
Decision making style is affected from gender, culture, domestic political system and 
the generation when the decision maker is born (Herman et al., 1998). Albaum et al. 
(1999) found that the Finnish decision making style was quite different from the others 
studied (Netherlands, Denmark, Spain and France); the Finns tended to plan forward 
and keep the final decision to themselves. Understanding that there are cultural 
affects, and measuring their decision style, can help managers to foresee factors 
affecting an international company and to understand their own and co-deciders 
behavior (Albaum et al., 1999; Saffu et al., 1 999).

Cognitive contingency decision style model, see Figure 33, can be used to categorize 
the different decision making styles that vary according nationality. It classifies 
decision makers into four categories according to their value orientation (people vs. 
task) and cognitive complexity (thinking vs. doing). The analytical decision makers are 
problem solving, control, much data and innovative. The conceptualistic have a broad 
outlook, are creative, initiate new ideas and are future-oriented. The directive leaders 
expect results, are aggressive, act rapidly and use rules. And the last category of 
behavioral decision makers are supportive, use persuasion, are emphatic and 
communicate easily (Saffu et al., 1 999).
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Figure 33 Cognitive contingency decision style model (modified from Saffu et al., 1999, that refers 

to Rowe, A. and Boulgarides, J. (1994) “Managerial Decision making”, Prentice Hall, p.29)

Albaum et al. (1999) found proof that decision making styles in different nations 
varied, at least among Australian, Chinese, New Zealand and Philippine managers. 
There is a school of thought that the decision making styles would converge to the 
ones prevailing in more developed countries, as the other school of comparative 
cultural approach that assumes there exists a set of cultural norms in each society that 
will differentiate the decision making style in different countries (Lee et al., 2000). 
However, Lee et al. (2000) found that the growth and more importantly 
internationalization of firms converged at least the decision making styles in Korean 
and Japanese companies.

3.2.4 Decision policy for projects
Consistent decisions require a dear decision policy. Setting up the 
guideline is straightforward, yet most organizations fail to do this. 
(Schuyler 1996, 20)

This is what Schuyler stated about decision analysis in projects. A decision policy is a 
guideline that the organization has placed for decision making. This guideline will 
either give advice or orders on how to proceed in different decisions e.g. who to 
consult if a decision is to be made about project’s schedule. The decision policy is 
likely to be country and firm specific as work methods, decision making and culture 
are interrelated e.g. in Sweden autonomous work groups and process oriented 
organizations are preferred, because they enhance the possibilities to take part into 
the decision making (Olsson et al., 2001).

However, Schuyler (1996, 117) provides an action plan for creating a decision policy: 
find out the managements decision making preferences; develop consensus about 
objectives, time preference and risk attitude; formulate and communicate a meaningful 
decision policy. This is a good plan, at least in the case of qualitative, or rational, 
decisions.

However in the inter-firm context there should be some guideline for decision making, 
so that every party will know the rules of the game. And analogously to a quality 
policy, if there are firms that are lacking a policy, then the project management should 
create an own policy for the individual project (PMBOK 1 996, 85).

A decision policy should guideline how decisions are made and documented, so that 
the decision can be evaluated later on. This would be useful as post-evaluation or 
audits, where the decision making process is gone through after the general result is 
known; this is a powerful method to improve decisions. People tend to rationalize the
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process and do have difficulties in remembering the actual thinking process after 
learning the outcome. Therefore it is essential to preserve the original reasoning by 
documenting the decision analysis. (Schuyler 1996, 88)

The discussion about appropriate decision policy is a Damocles’ sword, on the other 
hand it is clear that there are advantages in having a policy as it standardizes decision 
making and makes it more efficient, but on the other hand decision policy reflects the 
ideas of 1940’s organizational decision making’s views, with a strict rational approach. 
Decision policy considers decisions as problems that must be cracked down and does 
not place a great considerations if the decisions are actually arrived e.g. according to 
garbage can model, where no guidelines can improve or help decision making greatly. 
In these cases decision policy can in fact bring formality that makes decision making 
less-innovative and thus some really good decisions might be sacrificed for many 
average decisions.

To end the theoretical part, the finalized decision map is presented below.

Source of decision
•Anticipated (planning) 
•Unant icpated (change)

Sub-Decision
1 .Who should do the final decision? 
(hierarchy level)

2-How should the decision be made? 
(a single person, g-oip with 
different ta* etc.)

3. what kind of decision making style 
is appropriate.

4. Who are affected by the decision, 
should they be consulted?
(customer, partner etc.)

5. When to make the decision,
< (now/later)? У

Perception

/

Defining the decision
•Definethe Problem 
•establishingobjectives’ 
hierarchy in terms of 
cost/sco pe/quality4ime 
•Design alternatives

i i

Information

Decision Choice

Analysis
• Ranking objectives
• Diagnose causes 
•Alternatives evaluated against 
objectives
• ftfure possible adverse 
consequences are explored

Implementation
•Carrying oil the decision 
•Control

Figure 34 Final version of decision map

46



Chapter 4: Research methods

Chapter 4
Research methods

Decision making in a project can be studied in a number of ways, depending on the 
goal. The theoretical body of knowledge provided earlier in this thesis provides basis 
for different kinds of research focuses. In order to provide some kind of proof for the 
decision map, or for the usefulness of it, a survey type of qualitative research method 
would be appropriate. However, this is not the goal in this study. In stead the goal is to 
understand how a decision is made in real life, when there are no strict guidelines, the 
technology is leading edge and the project is critical. Consequently, these are settings 
where one cannot predict how the decision will eventually form up. In the following 
discussion the reasoning is gone through why an explanatory case research method 
was chosen and how the single decision to study was selected.

4.1 Research method and case decision

4.1.1 Difficulties in studying a decision
Before one can start to study a decision one has to recognize it. This can be more 
difficult to do than it sounds, as there might be no direct evidence of the executives’ 
decisions, but one has to look for the cumulative indirect effects (Mintzberg & Waters, 
1990). This came clear in the beginning of this study, even the interviewees had 
difficulties in pinpointing any decision that they would have made. The interviewees 
did several decisions each day, but they were mostly operational and thus hard to 
recognize as a decisions.

Butler (1990) discusses some problems related to decision making that have been 
raised in literature and identified six concepts:

1. The connection between decision and action is problematic

2. In an organization, the locus of decision making can be diffused.

3. Action without a decision is possible

4. Action in an organization can occur without consensus

5. Exogenous events can trigger decisions

6. Decisions are made within a context and help to influence the context for 
future decisions, context is also set by a set of factors exogenous to a 
particular decision.

From these six the four first concepts are of special interest to us because they 
describe quite well the situation in the case project. These issues are important to take 
into account when designing the research method and gathering information, so that 
adequately specific data concerning a decision under study is acquired. In this way 
problems in the analysis phase are minimized. A case study is well suited to these 
requirements. As Yin (1994, 1 3) describes a case study as “an empirical inquiry that
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• Investigates contemporary phenomena within its real-life context, especially 
when

• The boundaries between phenomenon and context are not clearly evident" 

These descriptions match well to the situation in the case, and furthermore the nature 
of the decision making, as pointed by Butler in his problem list above.

So, case study is appropriate, but why turn down the other research methods. Other 
methods that could be considered are survey, questionnaire and experiment, but none 
of these can really capture the unexpected nature of organizational decision making, 
thus case study with multiple sources of evidence is the most proper method to apply. 
Also action research could be used, as in it one would work in an organization to work 
and test an emerging theory (Kaplan, 1998), it does not suit so well in the retro 
perspective view of the case decision that was selected. Furthermore, the type of case 
study must be selected. A case research can be explorative, descriptive or explanatory 
from which the last one is the most demanding, as in it some causal relations 
(explanations) should be revealed (Yin 1994, 4-7). This study is supposed to be 
descriptive and explanatory; as the whole decision process is described in detail and 
while some explanations are also searched after. The weight between descriptive 
versus explanatory will become clear after the data collection and analysis.

4.1.2 Selecting the case decision
“Selection of cases is an important aspect of building theory from case studies. [...] 
[Selection of an appropriate population controls extraneous variation and helps to 
define the limits for generalizing the findings.” (Eisenhardt, 1989) In this study the 
case selection starts from the conditions of the already selected case project and then 
continues into identifying the possible decision(s) as case(s) to be studied.

The project operates with extremely flat organization and thus there is no lengthy 
chain of commands. The overall frameworks and goals are decided in the steering 
group and the small project team strives to achieve those goals by making operational 
decisions that have a short lifespan. When carrying out the project there are few bigger 
decisions that rise to the steering group level to be decided upon. Consequently, the 
research can either focus on multiple operational decisions and how those were carried 
out or then the research can focus on a few bigger decisions in a more detailed level. 
This is quite similar with Langley’s et al. (1995) suggestion for new research focus, as 
they suggest that more research should either “zoom out" and study issue networks 
and the effects of context and history or then to “zoom in” and study a single decision 
with rich detail.

To study multiple operational decisions would be extremely fruitful, but in practice it 
would most likely fail, because the project members would neither remember those 
small decisions, nor have time to keep a real time log about them. Thus a more 
detailed study of a few decisions seems to be a more appropriate way to go.

To find the appropriate decision(s) to study a set of criteria must be placed. These 
criteria reflect the result and goal of this study and are thus quite important. From the 
content side three criteria were identified: the decision must have an inter-firm aspect, 
it must have an international aspect and it must be relevant (important) to the success 
of the project. In addition a practical criterion for the decision is that it must be such
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that it can be studied. In other words people must remember it, there must be material 
from it and it cannot to be so classified that the author cannot have access to it.

This was a difficult phase in the research while the project was guided by its goals and 
almost all decisions were operational. Indeed in the first sub project only one potential 
decision was identified and even that somewhat lacked the full requirements that were 
placed for the case decisions. However, in the first interviews it become apparent that 
there had been a major decision that resulted in the overall structure for the project. 
After pondering the nature of the project it became clear that this decision in fact did 
fulfill all the requirements, This decision, called “Pilot Proposal” handled about 
deciding what are the goals of the project and how it was executed (forming a general 
project plan). Below is discussed how the criteria were met with this decision:

1. Co-operativeness: The decision formed the common objectives and structure of 
the project, thus, it had direct effects to both parties and also both parties were 
active participants in decision making and both of them had authority in 
making the decision(s).

2. International aspect: The fourth sub-project in the case project handles how 
the product is utilized in international context. Although, this phase has not 
started yet, the decision(s) about this phase’s guiding objectives are made in 
the case decision.

3. Criticality: The case decision creates the guidelines for the project, if this 
decision is not well made and executed then the project is likely to be in major 
problems, or at least will not bring the best possible result.

4. Researchability: As the case decision was important and quite clear decision. 
Participants are likely to remember it well. In addition, as the decision was 
made in series of meetings, there exists documentation of different phases of 
the project. In addition, this decision is complex enough so that there is 
enough issues to study.

As a conclusion of the discussion above, the empirical study will focus on a single 
decision, called Pilot Proposal, which in fact contains several decisions that all served 
the purpose of getting agreement and approval for the Pilot Proposal. In the following 
subchapter the method of research is discussed in more detail.

4.2 Research design

“A research design is the logic that links the data to be collected (and conclusions to 
be drawn) to the initial questions of a study. Every empirical study has an implicit, if 
not explicit, research design.” (Yin 1994, 18) The purpose of this section is to provide 
an explicit research design for studying the case decision, whose selection was 
discussed in above section.

4.2.1 Research question and propositions
The research question is important to formulate in the beginning, if one wants to build 
theory from case studies. In addition the research question guides when faced with the 
huge volume of data that is even more daunting if the research question is open 
ended. (Eisenhardt, 1989) In the literature study a body of knowledge was gone
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through in order to provide a base for the empirical research that is aimed to answer 
the following research question:

(1) How are decisions made in an inter-firm project that delivers a 
leading edge product intended to serve international markets and (2) 
how (and why) this differs from general organizational decision making?

To clarify this research question and to focus the actual research a set of research 
propositions are stated:

Proposition 1: Decision making in projects has (some) same features as 
decision making in organizations, but is not the same.

Proposition 2: The context factors: international target markets, co
operation and leading edge technology make decision making more 
complex.

Proposition 3: Complex decisions cause that decision making also in 
project environment can follow more anarchic models than formalized 
decision making models.

4.2.2 Unit of analysis
The unit of analysis is linked to how the research question is formulated and helps in 
gathering data by giving a focus to it by defining what the case is. In other words the 
unit of analysis must provide means to gather such data that can provide answer to the 
research question. (Yin 1994, 21-24) In addition to the main unit of analysis there 
might exist an embedded unit(s) of analysis that are studied before the analysis is 
raised back to the main unit of analysis (Yin 1 994, 41-44).

The Pilot Proposal decision is the main unit of analysis, which as a timeline refers to 
time from spring 2001 to December 2001. However, the case decision is actually a 
collection of decisions and actions and thus the embedded units of analysis are the 
decisions made in order to make the Pilot Proposal happen. The problem is in 
distinguishing how to manage the main and embedded units of analysis so that they 
form a coherent research design.

Winn and Keller (2001) suggested a six-step methodology for modeling multiobjective 
multistakeholder decisions, which will give guidelines how the units of analysis and 
data collection and analysis can be linked together. The two first steps describe how 
the single decisions (embedded units of analysis) are used as a way to gather 
information: 1. Identify decisions, critical events and key stakeholders 2. Compile 
database with case research methods. The following steps will link these embedded 
units of analysis to form the main unit of analysis.

4.2.3 Logic linking the data to the propositions
There are no general recipes of how to conduct the analysis and thus link the data and 
propositions to each other (Yin 1994, 25). Winn’s and Keller’s (2001) methodology can 
give us a start in this discussion, as their methodology contains the following steps: 3. 
Model decision frame time-line 4. Model objective hierarchies. 5. Validate models 6 
Examine decisions. These obviously gives a method to link the embedded units of 
analysis to each other, but not to propositions. In addition to this the study faces here 
a danger Yin (1994, 44) warned about when applying an embedded research design: “A
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major [pitfall] occurs when the case study focuses only on the subunit level and fails to 
return to the larger unit of analysis”. A way to evade this pitfall is to reflect sub 
decisions’ affects to the highest decision (proposal) every time when a single 
embedded unit is analyzed.

Yin (1994, 103-104) argued that a better strategy for analyzing is to start from 
theoretical propositions than to proceed without them and start by developing a case 
description. This would mean that the propositions and theoretical framework are 
applied to the sub decisions, but this is not enough as its own as Yin (1994, 119-1 20) 
states that this is so called lesser mode of analysis that needs to be raised to the level 
of the main unit of analysis.

The analysis is raised to the main unit of analysis by analyzing what effects each of the 
embedded units of analysis had to the final Pilot Proposal. Thus, the theoretical 
propositions at the main unit of analysis are discussed as a cumulative effect of the 
embedded units. E.g. categorizing the embedded units according to their features and 
analyzing their individual effect and thus the cumulative effect into the main unit of 
analysis.

4.2.4 Criteria for interpreting the findings
There exist no accurate guidance for interpreting finding (Yin 1994, 26). Thus, these 
criteria should be developed so that they suit the study. As the propositions are 
relatively abstract they must be recognized from the case by the researcher. The 
descriptive part does not need other criteria, than that the description is truthful, 
which can be met by using multiple data sources. To interpret e.g. if some decision 
making model was followed unconsciously is almost totally dependent on the 
researcher’s logic and insight. However, ensuring correct interpretation a criteria could 
be placed that the particular case members involved in the decision should read and 
approve, or at least not disprove, the interpretation.

4.3 Data collection

In the following discussion the companies are presented under code-names Music Inc. 
(the operator) and Instrument Inc. (the manufacturer) and the interviewees are 
presented as different music genres (Music Inc.’s employees) and different music 
instruments (Instrument Inc.’s employees). A need to use code names derives from the 
confidential nature of the studied project, which is still going on. After the secrecy 
period, the data will not be sensitive anymore as the project and is deliverables are 
made public.

The data collection started with general interviews to identify possible decisions to be 
studied. After interviewing Instrument Inc.’s side’s project manager and a steering 
group member and a group interview at Music Inc.’s side with three people involved in 
the project, a basic understanding of the project and possible decisions to be studied 
was acquired. Here the decision map was used as interview structure to study the 
possible decisions. After this the case decision was selected as previously described.

After the case decision was selected the already acquired knowledge about it was 
constructed in a timeline and this construct was validated with a interviewee that also 
provided the researcher with documents created during the decision. After that the
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basic structure was used as a interview frame to unravel the events. The research 
question and theoretical propositions were also used as focal points when 
interviewing. Yin (1994, 70-72) names five level of questions that can be made in a 
case study, from these the two first are appropriate in a single-case case study and the 
others are related to a multi-case studies. These two first levels are: (level 1) questions 
asked of specific interviewees and (level 2) questions asked of the individual case. In 
the terms of this study level 1 is the questions focused to a sub decision or an 
individual’s views and the level 2 is the decisions asked from everyone about the Pilot 
Proposal.

The interviews were open ended and lasted from half an hour to two hours. They 
started with open discussion about the interviewee’s role in the decision process (or 
timeframe) with the help of timeline of events (see appendix 1 for final version of the 
timeline given to interviewees). After that the interview continued to questions that 
were tailored beforehand to suit the interviewee’s position (see Appendix 2 for 
interview structure for Mr. Rap, who took part to planning of the international stream). 
The questions directly related to research question remained the same and was asked 
from every interviewee. The interviews were recorded and transliterated. Below is a 
table of all the interviewees and their responsibilities.

Music Inc. Role Instrument Inc. Role
Mr. Jazz Steering group member, 

business
Mr. Guitar Steering group member, 

content
Mr. Disco Steering group member, 

technology side
Mr. Trumpet Steering group member, 

in charge of third phase 
(business model)

Mr. Classic Responsible of project's 
first part

Mr. Saxophone Steering group member, 
Music account

Mr. Soul Responsible of project's 
first part

Mr. Piano Responsible of project's 
first part

Mr. Blues Business/legal aspects in 
forming phase

Mr. Flute Part in recruiting Music 
into the co-operation

Mr. Rap International stream’s 
planning

Table 3 Interviewees and their responsibilities

Issue that still needs to be addressed are the relation between research design and 
data collection, which is illustrated in Figure 35. Even though the data collection can 
emphasize the first level information the unit of analysis can be at the second level. In 
this situation however, there must be some information from the second level or 
otherwise the analysis is based entirely how individuals views about how these issues 
happen at the second, organizational, level. (Yin 1994, 72)
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Data Collection Source Study Conclusions

Fro man individual From an organization

About an 
individual

About an 
organization

Individual behavior 
Individual patterns 

Individualperceptions

Archival records

How organisation works 
Why organisation works

Personal policies 
Organization outcomes

If the case study is 
an individual

If the case study is 
an organization

Figure 35 Design versus data collection: different units of analysis (Yin, 1994, 72)

This framework is illustrated again in Figure 36 where it is used to study the data 
collection in this study. From it can be seen that there is a threat of bias, because most 
of the data is collected from individuals. This bias can be diminished by taking a 
number of individual views into account, and by relying to the documents when 
possible.

Data Collection Source Study Conclusions

Fro man individual Fro man organization

- About an 
organization

® (Pilot Proposal)

•Individual perceptions 
•subdecisions 
•view of Pilot Proposal 
•”Way of doing decisions’’

•draft documents
•memos
•emails
•Pilot Proposal

How the pilot 
proposal decision 
was made

Figure 36 Design versus data collection in this study
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Chapter 5
Analysis

In this chapter the case is gone through, and analyzed at the same time. First the case 
project is discussed in terms of background, objectives, working methods etc. Second 
the actual case decision is described and scrutinized in the light of the research 
question. Finally, third, some thoughts are yet given specially to how decision making 
was affected by the inter-firm, international and leading edge technology aspects. As 
the studied case decision is not analyzed in isolation, relevant context information e.g. 
in the case description, is provided as much as possible.

5.1 Description of the case project

The case project MMS (Multimedia Messaging System) is carried out in co-operation 
between two telecommunication firms, Instrument Inc and Music Inc. Instrument Inc 
acts in a role of manufacturer/system integrator and Music Inc as an operator or as a 
service provider. Instrument Inc has three subdivisions acting on the project: 
InstruContent, making MMS content services, InstruMachine doing the MMS terminals 
and InstruCoverage doing the MMS center. Music Inc and Instrument Inc act on 
international markets, although Music Inc has a bigger emphasis on domestic markets 
than Instrument Inc, who is practically a global company.

The aim of the project is to enable a new business branch for these two companies. 
Although they are not venturing into new markets, the technological advances in the 
field have enabled new products and services. The new product is called MMS 
(Multimedia Messaging System), which can be considered as a new generation of the 
SMS (Short Text Message) technology. The aim of the project is to make sure that the 
technology is functioning as supposed and can provide the services to be launched, 
when terminals using this technology are launched into the markets. This means in 
practice that the project has two main aspects, technological and business aspects, 
which both have international and domestic components.

The project’s deliverable is a technically and economically working international 
business model for this new technology. Thus although the project takes place in 
Finland it is international, because the product and business model must function also 
abroad, where it is to be launched. Moreover, the international stream means for Music 
Inc a new business, as previously there has been domestic content provisioning, but 
none at the international scope. Thus, the project could be placed into the 
breakthrough project category.

Instrument Inc has manufactured and tested the technical content of the MMSCs 
(Multimedia Messaging System Center, a kind of platform) and MMS terminals in a 
laboratory environment. In this project the MMSC is placed in Music Inc.’s network and 
the MMS content is provided by InstruContent. The terminals are used in the real 
network to test the content provided by InstruContent. When the required 
functionalities are working the context is extended to international scope, by testing
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how all this works when the terminal is visiting in a foreign friendly operator’s 
network. InstruContent acts in this model much like an operator would and thus it can 
be seen as a friend or competitor from other operator’s point of view. Therefore when 
co-operating with InstruContent Music Inc attempted to take care that the co
operation does not turn against it. The composition of parties is illustrated in the 
Figure 37 below.

Figure 37 The composition of technical components and players in the case project

The business aspect of the project deals mainly with the complexity of revenue sharing 
and billing. At least three companies participate in the business model: the 
manufacturer, the operator and the content provider, who all somehow would like to 
charge the end consumer. The project should deliver a model how a MMS call is 
charged from the consumer and how these moneys are distributed to the participating 
companies. When moving the business aspects to international scope, the project 
should solve how an international call is charged and how is the content provided to a 
terminal that is roaming in a foreign network. The project’s content is summarized in 
Table 4 below.

Scope

Domestic International
cd

Test the MMSC +MMS Solve global roaming issues
-c
и

terminals + content provider
CD
H system in rea 1 net wo rk
СЛ
8 Billing, setup & support for end Global service provisioning,
.5

CO user, revenue sharing billing international MMS
3

CQ delivery

Table 4 The content of the MMS project

5.1.1 Work procedures
In the project the work took place mostly within the individual organizations. A 
common mode of working was to arrange a meeting on a subject and then proceed on 
with it in separate organizations and communicate via email. The intensity of 
communication between firms was determined how the work went along, if there were 
problems then there was also more intense communication.

Decision making in the project had two major levels; the steering group level and the 
project execution level. These levels had the difference that the execution level 
decisions had short time span and they were more of implementing and controlling the 
implementation. Just like was already anticipated in the theoretical section. No decision 
policy existed, people implemented plans and if something critical came up, the issue 
was raised to the steering group level that made a decision concerning the subject.
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Steering group did not get involved into the project execution, but it steered and 
controlled the work flow.

This trust in individuals and low control has been noticed also before. Kulkki studied 
how knowledge was created in the creation of global GSM business in Instrument Inc 
and found three descriptive issues about the firm: “(i) the strong and important role of 
individual(s) minds and groups of minds and their identity and autonomy, and (ii) the 
open-ended, complex contradictory and multidimensional nature of ways to act and 
(iii) the open ended , inadequately standardized and complex nature of the technology 
required.” (Kulkki 1997, 136) And furthermore she described these issues to be 
related, like illustrated in figure below.

Decision Making in Projects - Delivering an International Leading Edge Product Through Co-operative R&D

Ways to act internationally 
and globally

Values of individuals 
and groups

Technological competence

Figure 38 Interlinkages between processes within Instrument inc. subfirm (Kulkki 1997,136)

In Music Inc very similar attitude is predominant, so this is probably a common feature 
of Finnish way of working. However, this does not perfectly match to Albaum et al.’s 
findings'8, which suggested that Finns would plan ahead, but hold the final decision to 
themselves. Partly this applied also here (in operational decisions), but in many 
instances the planning (by project personnel) and ultimate decision making (by 
steering group) were separated. Consensual delegation would maybe describe the 
decision making better.

5.1.2 Objectives
The objectives are difficult to name in advance, like Mr Saxophone expressed this:

It’s difficult when there are new issues, and not even the outcome is in 
anyone's knowledge as it develops during the way. in co-operative 
projects it's [even more] difficult, it’s sort of like you would work around 
a pipe that is aimed somewhere, it becomes narrower as time goes 
along and finally [in the end] it is aimed at [the goal].

Furthermore, what is distinguishing for this project is that in it a number of different 
units and firms co-operate, and thus create a situation where a number of goals 
coexist. Others might have hidden goals or then they might not, but the other parties 
cannot be sure if the other parties are sincere. Also, although the two participating 
firms are domestic, the co-operation will in future also involve a foreign party that will 
have its own goals. However, the general objectives for the project are to cover the 
project scope, which was discussed previously.

" See p. 44
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Music Inc.’s objectives
Music Inc.’s strategic goal was to be among the first ones to launch the MMS service. 
This meant that MMS project should be able to test the whole business concept 
including technical functioning, billing, customer support and interfaces to appropriate 
partners, like content providers. Previous experiences from WAP had shown that a 
mere technology will not form a successful business. Thus Music Inc aimed at 
convincing domestic and International consumers to believe in MMS, the business 
people are likely to use MMSs first and most thus international functionality, e.g. 
roaming, is important, because these users are likely to travel a lot.

Some of the technical Issues Music Inc had already acquainted itself in the technical 
pilot project in the spring-summer 2001. Music Inc had got a lot of experience In this 
technical project and thus was now able to really co-operate in the MMS project. The 
technical functionality in real network and an end-to-end testing were the technical 
objectives of the MMS project. In addition, Music Inc aimed at testing how the system 
would function with open interfaces. This meant that they would test if the concept 
would function like a valid business case should.

Music Inc thought that the case was much InstruMachine and InstruContent lead and 
thus this raised a slight difference in the objectives. In Music Inc.’s view these 
organizations objective was to make sure that there are services available when 
terminals come to markets, and from Music Inc.’s point of view there will be services 
on the markets, not depending what Instrument Inc does. However, this co-operation 
with multi-divisional, complex, Instrument Inc cause that Music Inc is likely to master 
In the future the MMS content partnering also with smaller and thus “simpler” content 
provider firms. And will have also reputation as a company able to do this kind of co
operation.

The most Important and concrete objective for Music Inc in MMS project was to get 
terminals In its use, and furthermore, knowledge concerning these terminals and their 
technology as early as possible. This was important, because the operators cannot 
develop the new services and applications before they have the basic infrastructure In 
their use.

Instrument Inc did not in the beginning clearly see Music Inc.’s objectives. In 
Instrument Inc.'s view Music Inc considered merely that the project was a good idea, 
but at the early phase Music Inc was not able to provide or communicate more 
concrete objectives to Instrument Inc. In Instrument Inc it was seen that Music Inc was 
in the co-operation to ensure its frontline position in the competition between 
operators.

Instrument Inc.’s objectives
Instrument Inc anticipated that when the terminals would arrive in the following spring 
there would be operators in the international markets who have not acquired or chosen 
an MMSC. Therefore Instrument Inc wanted to be able to provide services in 
international scale to also those phone buyers whose operator do not have an MMSC. 
This desire to assure that there are services also in international markets Is derived 
from the fact that Instrument Inc sells its terminals practically globally. The 
international goals were In mind from the very beginning, but as the time went on It
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became clear that the general technical goals must be met first domestically, before 
entering into the global roaming aspects.

The technical end-to-end functioning was the technical objective for Instrument Inc. 
This meant that the terminals would operate in real network and use the services 
provided by InstruContent. These issues were already tested in laboratory 
environment, but the real network and operator view will bring much more issues to be 
handled.

Another issue is Instrument Inc.'s broader objectives related to MMS. Instrument Inc 
needs to stay on the growth path and it is becoming all the time more difficult because 
the domestic penetration, and also in other developed countries, is very high and new 
customers are quite scarce what comes to the older technology. Thus selling services 
(MMS) is gaining importance. In Music Inc.’s view Instrument Inc.’s goals were at 
beginning very business opportunity oriented, but later on they met reality when the 
work begun and it was understood that the MMS concept must work locally before it 
can conquer the world. Furthermore, Music Inc had difficulties seeing Instrument Inc.’s 
goals, because there are so many divisions that are involved in the project.

Discussion about objectives
The overall goal of getting MMS up and going was the same for both parties, but as the 
previous discussion reveals, differences exists. The role of InstruContent in the early 
phases was a particular place for conflicting objectives. Music Inc saw the 
InstruContent’s position to be more central than Instrument Inc intended. That in the 
beginning the project’s objectives were quite Instrument Inc lead is natural, because 
the project was proposed and initiated by Instrument Inc. However, The goals were 
modified later on to better suit also Music Inc.’s needs. This is important as was stated 
already in literature19 that balance between partners is crucial for the success of the 
project.

In inter-firm context, like this, it can be presumed that the political view on decision 
making will explain partly how decisions are made. The political view assumes that 
there exists a number of different, even conflicting interests, among different 
coalitions. In this project it really was so and at least two coalitions are automatically 
formed from the different companies’ members. These two parties have some common 
goals and some private objectives concerning the project as is illustrated in Table 5.
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Objectives, in approx, order of importance
Instrument Inc. common Music Inc.

Technical testing in a live environment¡Getting speed to MMS (promoting)
(MMSC situated in a real, Music's ;
network)

¡Get terminals & knowledge of the
¡used technology

Assure availibility of services when 
terminals launched internationally

■Technical functionality testing •Acquiring skills / reputation of 
¡handling content provider partnering

Help sales efforts towards Music inc. ¡International technical testing ;To master international contetn 
•provisioning

Get an reference to boost intemationl 
sales

¡Business model (revenue sharing, 
■billing etc.)

Get an operator point of view ■International business model
Table 5 Project's objectives by parties involved

19 See chapter 2.1.3
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In addition to these two main coalitions there exists smaller coalitions within the 
companies and in the border of companies. Interesting is that one could interpret that 
one coalition is formed from the project members who execute the project, so this 
coalition is a mix of personnel from both organizations. The execution coalition is 
more harmonious as it works more together and has more unified goals, as it is guided 
by the more concrete and fixed “work related” objectives. Already the steering group is 
likely to include two separate groups, formed from the members of the different 
organizations, so that the groups have some common goals and some individual. 
These possible overlapping coalitions are illustrated in Figure 39. These interest 
groups are merely examples, as there exist a number of different possibilities for 
coalitions e.g. the according to the divisions (InstruContent, InstruMachine, 
InstruCoverage) and according to the nature of work (technical vs. business). In 
addition an individual can belong to several coalitions.

Figure 39 Possible coalitions in the case project

Music Inc.
Project execution 
coalition

Instrument

Project steering 
group coalition(s)

Own company 
coalitions

Transparency of inter-firm interface
The companies have worked together already earlier, in fact Mr Blues had acquainted 
with Mr Guitar seven years before. One would assume that a long history like this 
would make co-operation smooth and that people could easily interpret or sense, if 
there were possible hidden agendas etc. However, this was not the case entirely, a long 
history will make things easier in the sense that both know how the other operates and 
an accepted and tested work methods can be thus implemented immediately, but the 
trust does not form necessary any quicker than it would with a new partner.

The openness reflected how the parties saw through the interface the other’s 
objectives. In technical issues there were practically no confusion about goals, but 
when moving to business and international operation’s goals the picture got fuzzier. 
Music Inc had in one point doubts, if Instrument Inc.’s goal in the co-operation was in 
the end merely to sell their products to Music Inc. Some people in Instrument Inc were 
aware that Music Inc was afraid about hidden agendas. Instrument Inc believed that 
Music Inc was open with its goals and as the project proceeded Instrument Inc was 
able to communicate via action its objectives and needs so that when the work started 
Music Inc become more trustful about Instrument Inc.’s goals. Again the importance of 
trust, openness and balance of gains and power are highlighted.
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One very interesting finding is that it is not only between firms where more 
communication and transparency could be enhanced. In Music Inc there existed quite 
confusingly differing views about the goals and benefits of the project. While a person 
responsible for the technical side saw that the project was challenging and co
operation with Instrument Inc saved a lot time, a person at the business side 
considered the technical part to be a piece of cake and that in the technical issues 
Music Inc did not gain so much from Instrument Inc. Other conflicts also existed, but 
this serves as an example what the used work procedures, where people do not work 
together (in physical proximity), can cause to communication. Additionally, 
communication is not just a requisite, but when open it can create new possibilities for 
co-operation as spin-offs from co-operation, as was observed by Turunen (2001,57).

Openness and thus trust are especially important in this project, because the core 
competencies are discussed in the project. It is natural that parties are concerned that 
the issues discussed in the project do not end up in their competitors’ hands. This 
became clear when a move from upper level planning was made to more detailed 
planning, as there were signs that the parties were not willing to lay all their cards on 
the table.

5.1.3 Importance of the project
The project contained issues that both parties were forced to do somehow, somewhere 
in the near future. Meaning that the co-operation should have been started with other 
party or then these issues should have been made internally. Hence the interviewees 
were asked to rate the importance of the project in this particular formation, to rate 
the parties’ commitment.

From the technical point of view the project saved months or even a year of Music 
Inc.’s work, because it could co-operate with a firm that had tested the equipment in a 
laboratory environment. Thus making the project in co-operation was beneficial for 
Music Inc, instead of doing all the issues by itself. The co-operation with Instrument 
Inc was seen important because there would be, at least domestically, most likely a 
dominance of Instrument Inc.’s terminals in the market and thus co-operating with 
Instrument Inc would assure the most compatible results.

In both Music Inc.’s and Instrument Inc.’s side an awareness prevailed that a 
manufacturer cannot see things with the eyes of operator. Having an operator view 
about how to handle and about what to handle in the out-of-laboratory contexts was 
seen very crucial. And thus although Instrument Inc.’s initial idea was to do the project 
internally, the co-operative approach has been beneficial also to it. Instrument Inc 
considers Music Inc extremely capable in the needed technology and thus it was clear 
that the closely located firm was a first candidate for co-operation.

5.2 Description of the decision "Pilot Proposal"
In this subchapter eyes are turned to the actual case decision. The events that led to 
signing of the case decision Pilot Proposal20 are gone through in a descriptive manner 
in a chronological order. Below is provided a timeline to help the reader to
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20 To be precise Pilot Proposal is a contract containing a project plan
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comprehend the discussed interval. Not much of the content here reminds of 
“classical” decision making, and thus after each described event a discussion 
subsection is provided in order to relate how the discussed issues relate to decision 
making and furthermore to the underlying research question.

Building Desk
Commitment research

at Music

( x I \
August September October November December

H-----^----- 1--------------h-^>9-R------ ct------ 1---------------1

Instrument's First First Preliminary Phone Meeting at Technical Pilot
internal contact proposal meeting conference Music kick of Proposal

meeting 15.6. 17.8. 12.10. 19.10. 26.10. meeting
1.11.

Signed
16.11.

Figure 40 Timeline for Pilot Proposal

5.2.1 Roots for the MMS project
In the beginning of 1999 Instrument Inc decided to start developing MMS technology. 
At this time MMS was really advanced technological area and thus Instrument Inc took 
a pioneering role with this move. Instrument Inc and one of its major competitor 
started co-operation in creating standards. In the late 1999 MMS was presented 
publicly in a Telecom event. First standards were fixed in the early 2000 and a year 
later in 2001 Instrument Inc presented its MMSC at the Cannes exhibition. Before 
Cannes in the end of year 2000 Instrument Inc had made a 3G-delivery agreement with 
Music Inc and this deal included a MMS platform and a technical MMS pilot project in 
the following spring and summer. In the second quarter of 2001 the number of players 
increased and the operators started building their own MMS operations.

Instrument Inc needed to test its MMSC’s and MMS terminals’ functionality and thus it 
needed to set up a network were the platform and the terminals would operate. Both of 
these products are sold to global markets and therefore they would be required to 
meet the expectations of foreign and domestic operators and end consumers. The 
initial intention was to acquire an own MMSC for InstruContent, which produces MMS 
services, so that the functionality of the MMS system could be tested in a live network. 
A reason for this was that Instrument Inc suspected that operators and service 
operators would not be quite ready, or quick enough, to put up in operation a MMSC. 
This would also reassure that there would be services available for end consumers, 
when the MMS terminals are launched, no matter in which phase the operators are in 
setting up their own MMS services.

Discussion
The background highlights well some issues that the bounded rationality predicts; past 
decisions guide the future decisions21. Simon (1947, 98-99) gave an example about 
how individuals decisions concerning his education will guide the future decisions (and

21 See chapter 2.2.2 for bounded rationality and p. 9 for decisions inter-relatedness
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possibilities) concerning employment. Here the case is identical; the both companies 
have in past made a decision to go for the 3G business and have signed contracts and 
licenses that now restrict choices, but also create possibilities. In this light it is clear 
that some decisions were made years ago: e.g. a negative decision about undertaking 
this project was possible, but then these issues should have been dealt in some other 
way. Decisions at this point of time are thus more about how to do, in which order to 
do etc. not so much about portfolio decisions about whether to do and into which 
business to invest in.

The big organizational goals that guide the entire firms are decided earlier and now 
the decisions are one step smaller guiding the project, this was anticipated already in 
earlier discussion22, but here the time element is added to illustrate how the 
organizational decisions have a time frame of years and the project related more down 
to months, weeks or hours. The Figure 41 is modified below to include this dynamism.
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Time after 
the decision 
materializes

Years

Months

Days / 
Hours

Project Hierarchy level
personnel where decision

made

Organizational Steering Group 
(strategic decisions)

Project
Management

Figure 41 The hierarchy level's affect to decision's time span

So, the big decisions, like what to standardize to what markets, what markets to serve 
etc. have already been made in the past. It is clear already from literature that previous 
decisions guide the following decisions, but here an important feature governing the 
whole decisions making in this project is emphasized. The big decisions done in past 
and ratified through contracts, and commitments in international scope, force the 
company to make decisions that are aimed to fulfill these past decisions. Instrument 
Inc for example cannot decide that it will not enter the 3G arena, but will focus on 
something else. Or at least if that kind of decision would be made the consequences 
would be catastrophic in monetary and image terms. This feature is similar to Vaivio’s 
lateral rigidity concept, but in lateral rigidity one can (and even should) alter the course 
of decisions without severe consequences or legal actions from other companies.

5.2.2 Instrument Inc/s internal meeting 15.6.2001
During the spring 2001 Mr Piano had done background research concerning how 
InstruContent could acquire a MMSC and how it could be supported and developed. 
This was actually the agenda for an internal meeting between InstruMachine and

» See Table 2
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InstruCoverage at 15th June 2001. The meeting was quite informal and resembled 
brainstorm and it addressed also who would be the pilot operator for InstruContent’s 
MMS services that would be delivered through the MMSC that was supposed to be 
acquired. InstruContent’s concern was how to launch the services to global markets as 
quickly as possible and InstruCoverage’s concern was how the operators (e.g. Music 
Inc) would react to the InstruContent concept, which is similar to operator’s business 
model. InstruMachine wanted to operate with a Instrument Inc friendly operator so that 
they could test Instrument Inc.’s MMSC against the operator’s WAP Gateway.

In the meeting the different problems were discussed and also the decision about the 
pilot operator was handled. During this discussion a sudden suggestion came forward, 
Mr Drum proposed that no MMSC would be acquired and in stead the co-operation 
with the pilot operator would be made more extensive so that the operator would own 
and handle the MMSC. This suggestion was realized to be a really good solution, and 
because it represented an analogous procedure as is followed in the SMS technology, it 
was strange that no one had realized it before. Instantly a decision was made to form 
the MMS project in co-operation with a pilot operator. This would be beneficial for 
Instrument Inc also because it had found out during the spring that it would be quite 
challenging to act as MMS operator. How this important decision was formed is well 
highlighted in Mr Piano’s comment about the decision

It was more like a sudden idea that “hey what if?" And so it happened 
to take wing while it would be nicer [to co-operate]. And then we 
started to carry it out.

Music Inc was under discussion even before this sudden idea of arms length co
operation. Music Inc was considered to be good pilot operator as it had competences 
in the WAP gateway operations and so it’s quite obvious that Music Inc was the first 
candidate for co-operation. Further reasons for choosing Music Inc was that it was 
located nearby, it was technically competent, a technical pilot was already under way 
and Instrument Inc was still selling its products to Music Inc. So the decision that 
Instrument Inc would co-operate with Music Inc was not a surprising thing, but the 
arms length operation mode was.

Discussion
Here the decision to pursue co-operation with Music Inc present in a pure form the 
garbage can model at organizational level and at individual level intuitive decision 
making23. This decision can be ranked as a significant one, because it greatly affects 
the project and through that also the organization. Therefore it is surprising to see 
how swiftly the decision about co-operation and then about the partner was done. No 
formal analysis was done, or other partner candidates really thought about, the 
individuals present just knew the decision was right.

The whole co-operative project can be seen to start at this point. Easily it could have 
been that this solution stream (see garbage can model) would have been passed by 
because the initial plan was to do the project internally. So, garbage can model is

23 See chapter 2.2.4 for details of garbage can model and chapter 2.3.3 for details of intuitive (or seeing first) 
decision making
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present also in the project world. Here it came up in a situation where the decisions 
timeframe was a bit over a year and the decision solved technical, or co-ordination, 
complexities and served also business purposes. In literature it was predicted that 
garbage can model is present when the time span is long and the environment is 
complex. It seems that the project’s initial planning phase (Germination and Growth)24 
is fertile for garbage can type of decision making.

Here the international context was overlooked in the operator choice. All the 
international and domestic objectives could maybe be have overcome by choosing a 
foreign operator to co-operate with. However, a foreign operator would have meant 
more difficulties as Music Inc presented a capable and familiar partner, thus the 
decision makers intuitively bypassed the possibility of foreign operator, because it e.g. 
would have meant a delay in the schedules as the operator would had to be identified 
and the co-operation would have contained physical and cultural distance. So the 
intuitive decision concerning partner selection aimed at solving current 
problems/complexities, not to increase current complexity in order to solve future 
problems. First is the easiest case solved to get knowledge to increase the future 
decisions’ quality.

5.2.3 First contact to Music Inc in fuly
After the internal meeting Mr Drum took the issue under his wings and Mr Flute took 
the messenger’s role when the time to contact Music Inc came. Mr Flute contacted Mr 
Disco, who was supervising the technical trial project at Music Inc, and met with him in 
July in an informal event were they flied with light aircraft over the Gulf of Finland and 
discussed if Music Inc would be willing to participate in the MMS project. In that 
discussion Music Inc.’s role was pictured as MMS deliverer to all MMS terminal owners, 
also at international scope. The reason for this was that Instrument Inc wanted to 
provide operator independent MMS services to all who would acquire a MMS terminal. 
Mr Disco did consider that the proposal might be financially potential for Music Inc and 
thus they agreed that a further more detailed meeting would be in place, although the 
issue did not become very clear at this point. The meeting was scheduled to happen 
already in July.

Discussion
Here Instrument Inc brings a decision about co-operation to Music Inc, or actually to 
one person at Music Inc. In Music Inc.’s view the decision follows garbage can model, 
because a decisions and decision maker just happen to coincide, but from Instrument 
Inc.’s view the decision event is not surprising, but planned and thus more rational. 
Actually Instrument Inc uses political means to affect the opinions of a key decision 
maker. Offering nice surroundings (flying, having fun) is a clear attempt to influence 
Music Inc.’s decision. So, political decision making25 describes what happens here; one 
coalition (Instrument Inc) has a desire for a certain decision (take part in co-operation) 
and influences the other decision makers (Music Inc) so that they will come to the right 
decision.
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24 See chapter 3.2.1 for project phases
25 Literature about selling/buying behavior are also likely to explain this kind of behavior.
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So here starts Music Inc.’s decision making process concerning about joining the co
operation, here was only decided that Music Inc does not at this moment turn down 
Instrument Inc.’s proposal. Thus, Instrument Inc is after this point quite dependent 
upon Music Inc, as other operator candidates were not approached. If Music Inc would 
have finally declined from the co-operation, Instrument Inc could have been in a 
trouble or at least in extreme hurry, as the schedules were already made at global level 
(release schedules of products).

5.2.4 First proposal 17.8.2001
The presentation for the agreed meeting was made by Mr Piano, Mr Drum, his boss, Mr 
Violin and Mr Flute, who circulated and evaluated the proposal presentation, before 
presenting it to Music Inc. The content of this proposal was Instrument Inc.’s 
preliminary view how the project could be carried out so that it would suit the technical 
trial project and also Instrument Inc.’s schedules. This proposal was supposed to be an 
opening speech, which would give a more detailed picture to Music Inc about the 
project.

The meeting scheduled for July was postponed to August, because Mr Disco, who was 
the key contact person in Music Inc, was unable to attend for personal reasons. 
Therefore, Mr Piano, Mr Violin and Mr Flute visited Music Inc.’s service side in August 
and kept a PowerPoint presentation concerning the co-operation. In the meeting in 
Instrument Inc Headquarter was present from Music Inc: Mr Disco, Mr Heavy and Mr 
Fusion. The title of the presentation “InstruContent MMS Service and Music Inc 
Cooperation” describes well what was Instrument Inc.’s objective for the meeting. Mr 
Piano presented already at this point the business potentials, but also the technical 
challenges that must be tackled before the international markets can be conquered. 
The discussion was quite InstruContent centered as Instrument Inc introduced how 
InstruContent would be the content provider and Music Inc the deliverer.

The content of the presentation covered wide range of topics, starting from 
international market trends and introducing the technology. And of course proposals 
of how Instrument Inc would see the Instrument Inc-Music Inc co-operation from 
commercial and technical aspects. So in fact the meeting was pretty much a sales event 
between a manufacturer (Instrument Inc) and a customer (Music Inc). Instrument Inc.’s 
presentation thus followed the logic capturing interest (presenting a huge market 
potential), presenting Instrument Inc.’s product and know-how, presenting the 
benefits for Music Inc, making the co-operation suggestion and finally proposition a 
timetable and next steps. In this timetable the project was supposed to start 
approximately in September.

The proposal was welcomed by Music Inc, but they were not able to make a decision 
about participation at the same meeting, perhaps because the decision was too 
important and would require authorization from a higher level. An additional reason is 
that the project remained still a bit fuzzy in the eyes of Music Inc. However, Mr Disco 
considered that it was possible that the project would get under way and thus he 
briefed Mr Classic about the project, because he would be the one responsible about 
the technical aspects of the project. After the proposal Music Inc laid down to wait 
what happens next, in other words Instrument Inc.’s next move.
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Discussion
The postponement of the meeting illustrates two issues in inter-firm decision making 
at this early phase. First, the decision making power is very centered26 as here the Mr 
Disco’s inability to participate delayed the project’s start (this meeting at least) with a 
month. Second, at this early phase the other party (Instrument Inc) is at the mercy of 
the other, who has practically all the decision power. Decision making happens here 
within organizations in a sequential order: first Instrument Inc makes a decision to co
operate then Music Inc makes a decision to participate. However, at this point Music 
Inc is still merely a recipient and no real inter-firm decision making has taken place.

The international market potential is used here by Instrument Inc as a lure for Music 
Inc. In the presentation the international and domestic issues were not clearly 
separated. This is what literature suggested, the global markets for high tech products 
are becoming more homogenous27, and they are treated in similar fashion. The 
hardware, provided by Instrument Inc, is standardized according to the multinational 
standards (e.g. WCDMA) and thus the technical solutions are thus applicable at other 
nations. This explains also much why Music Inc is wanted as partner; the home country 
is not a prime screening factor.

5.2.5 Building commitment at Music Inc
Negotiations about future lay-offs at Music Inc took place the day after the first 
proposal. This and the summer vacation time halted much of the activities concerning 
the MMS project, because the personnel were busy in other activities. Thus, Instrument 
Inc.’s slide show stayed in Music Inc, but otherwise the project proposal did not cause 
action in Music Inc, although Mr Disco tried to raise commitment so that Music Inc 
would react to Instrument Inc.’s proposal.

To break the dead calm a higher rank team was assigned in Instrument Inc to approach 
the appropriate people in Music Inc so that the project would be authorized. In 
Instrument Inc the different units (InstruMachine, InstruCoverage, InstruContent) needs 
and wants were surveyed and a common understanding of the project’s purpose was 
created by Mr Guitar. And to the team was assigned Mr Trombone, Mr Metronome 
(executive), Mr. Bassoon, Mr Trumpet, Mr Guitar (head of InstruContent) and Mr 
Saxophone (Music Inc.’s account manager). This team visited few times at Music Inc 
and did meet also the executive group of Music Inc. At least two people from Music Inc 
were contacted who had interest to carry on this project; Mr Reggae wanted to enable 
the international roaming, and Mr Ska who is concerned about domestic consumers.

This quiet life continued for two months, which was a painfully long time for some 
parts of Instrument Inc, while they had fixed deadlines for bringing products into 
markets. However, some say that the action was relatively quick when compared to 
other similar projects.

Finally enough commitment was gained and Music Inc agreed with Instrument Inc to 
have a meeting at 12th September, where the proposal would be again discussed in a 
more detailed manner. A day before that meeting Music Inc had an internal meeting

see chapter 2.2.3 for literature's mixed views how centralized power implies to the use of politics.
27 See p. 37 for discussion about standardization for international markets

66



Chapter 5: Analysis

with Mr Disco, Mr Ska, Mr Heavy and Mr Techno, where they handled the proposal and 
the way it should be discussed in the coming meeting.

Discussion
Although the decision can depend on one person like it was seen previously, it 
nevertheless can demand wider support in that organization so that the decision is 
made. A conscious determination of e.g. project’s sponsor and champion could be in 
place. However, here Instrument Inc continued to use political means of providing 
information and pursuing to raise commitment within Music Inc as did Mr Disco. Here 
a difficulty in inter-firm decision making becomes clear, the partner can not know who 
it is who could make a decision, and thus a number of high ranked executives must be 
addressed, like illustrated in the Figure 41 below28. So, the multi-firm context brings 
complexity into the decision making, because not all parties involved are visible, as are 
not all the influential events within the partner organization. For example it is not 
straight forward to rationalize the exact effects that the lay-off negotiations have in 
the decision making concerning the project.

Affected by the 
decision

Decision makersParticipants in the 
decision making

Instrument Inc j 

(especially the team,. 

contacting Music Inc)

Instrument,
Music,

customers,
competitors

Mr Disco,
a number of Music ’$ 

executives

Figure 42 Parties in the decision

At this point Music Inc had not expressed if it was going to participate in the co
operation and still Instrument Inc had already lost a great deal time when persuading 
Music Inc. The longer the decision would take the worse Instrument Inc would be off. 
Although delaying the decision formed here a powerful political weapon for Music Inc 
when negotiating the projects objectives in the following meetings, it still probably was 
not established/realized/used consciously as a political mean.

5.2.6 Preliminary meeting 12.10.2001
From Instrument Inc Mr Guitar and Mr Saxophone participated in the preliminary 
meeting and from Music Inc Mr Disco, Mr Ska, Mr Heavy, Mr Gospel and Mr Reggae. So 
the meeting was heavily manned from Music Inc.’s side in order that Music Inc could 
start making decisions about its participation in the project. Mr Disco and Mr Ska were 
the Music Inc.’s designated decision makers in this meeting. Just a day before Mr 
Disco, Mr Ska and his subordinates Mr Heavy and Mr Techno held a meeting where 
they prepared themselves to the coming meeting.

In the meeting Instrument Inc described their view about the InstruContent co
operation, how the project would be phased and what it would contain. One crucial 
issue in this meeting was however that Instrument Inc made a concrete promise about 
the date when, and about how many terminals Music Inc would have in its use if it

28 See also Figure 6 and related discussion
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would take part in the co-operation. These issues however did not materialize during 
the project just as they were promised.

Discussion
Although no statement or promise about participating from Music Inc was yet made, it 
is clear that at this point Music Inc decided to take part in co-operation. Most evidently 
this becomes clear from the amount of resources that were sacrificed to the project, 
which is illustrated in Figure 43 below. At this point the number of participants 
increased dramatically and also people from a bit lower levels of hierarchy, meaning 
people who would most likely be responsible in executing the project.

Mr. Jazz SG
Mr. Disco SG
Mr. Reggae SG
Mr. Ska SG
Mr. Classic 1
Mr. Pop 1
Mr. Blues
Mr. Rock
Mr. Heavy
Mr. Techno
Mr. Country
Mr. Gospel

Executive group

Instrument Inc. Role
Mr. Guitar SG
Mr. Trumpet SG, 3
Mr. Oboe SG
Mr. Saxophone SG
Mr. Piano 1
Mr. Violin 1
Mr. Drum
Mr. Fluit
Mr. Triangle
Mr. Harp
Mr. Sello

DecemberAugust September
H----- CD—СЮ-

SG = steering group == =actively involved in operation О =participant in a meeting
1-4 = sub project # involved in operation О informed about a meeting

Figure 43 Participants in the project

From Instrument Inc.’s point of view Music Inc.’s decision to participate happened 
much according to a garbage can model: Instrument Inc offered certain solutions to 
Music Inc, but the solution that Music Inc saw was none of them. The decisive issue in 
Music Inc.’s view was that Instrument Inc made concrete promises about when and 
how many terminals would be delivered in the project. Instrument Inc probably did not 
see how important the phones and their technology was to Music Inc.

5.2.7 Phone conference 19.10.2001
People from both companies participated into this phone conference. The purpose of 
this meeting was to decide how each would act before the meeting after a week. 
During the meeting an idea came up that both parties could make a list of the goals 
that they would like to be reached with this project. This was supposed to ensure that 
all the needs are expressed by both parties, so that this project will deliver all the 
solutions and no further pilots are necessary. These lists served also an additional
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purpose that they explicitly defined the needs, so that they are easier to comprehend 
and to commit to. In Music Inc.’s eyes this was important also because it seemed that 
Instrument Inc had some difficulties separating the commercial sales goals and the 
goals concerning this non-monetary co-operation.

In the phone conference it was decided that Music Inc would make a summary of their 
thoughts and needs about the co-operation and would then send it to Instrument Inc, 
where it would be refined by Mr Piano and Mr Guitar. After this the parties departed to 
their own organizations to create the goal lists.

Discussion
At this point Music Inc has decided to participate in the project and starts to be 
therefore concerned about the content and objectives of the project. Here the decision 
making becomes more co-operative, and truly inter-firm as both parties pursue to 
make decision in co-operation, not just within own organizations, but also in the 
meetings. However, deciding about the objectives was not easy, because it was 
complex due to number of parties involved and because the decision was critical as it 
shaped the project. Thus more time and rationality into decision was added by 
allowing each party to formulate their opinion within their organizations in between 
meetings.

5.2.8 Creating goal lists
In defining explicitly their needs Music Inc adopted their usual work procedure where 
one knowledgeable person forms a draft and then circulates it via email to appropriate 
people who add their own views. Mr Blues acted now as this central person and finally 
delivered to Instrument Inc this summary of Music Inc.’s goals that consisted of the 
following four points:

• A technical pilot project will be commenced (Mr Disco)

• An evaluation of the international MMS case will be started. This will probably 
happen parallel to the previous point. (Mr Reggae, Mr Rock)

After these two points have been established, the situation will be check and further 
actions taken:

• Pre-commercial piloting. In this phase Music Inc will test MMS business case in 
domestic markets with full features and full possible real equipment. Possible 
interfaces to international case.

• Commercial piloting.

At Instrument Inc Mr Piano worked with the goals that related to the beginning of the 
project and the technical aspect of getting the equipment tested, also a number of 
people commented it so that it was ready before the following meeting that was agreed 
already in the phone conference earlier.

Discussion
Now the there existed a balance in the benefits between the companies in the sense 
that both parties had got a change to modify the project content so that it suited their 
needs. At this point decision making about the objectives to be preferred is very 
rational at organizational and individual level, experts are used as sources of
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information and the experts make decisions that concern their core competence. 
However, individual biases still exists, as the only “DSSs” used are experts.

5.2.9 Meeting at Music Inc/s premises 26.10.2001
In Music Inc.’s view this kind of co-operation project could be in stake from two 
issues: terminals and contract (e.g. NDAs and IPRs). These issues were among other 
things discussed in this meeting.

Before this meeting it was already preliminary planned how the different goals would 
be reached. These different plans formed natural building blocks for the overall 
architecture of the project that was actually developed during this meeting. The goals 
were partly depended and partly independent so they could be arranged to form a 
work flow. The result of this discussion was a four-stream model of the project. The 
streams were:

. Stream 1: Technical end-to-end testing including MMS-terminal from 
Instrument Inc

• Stream 2: Content/Application access to MMS services

• Stream 3: InstruContent MMS application provision in Finland

• Stream 4: International Service provisioning
This model was created quite naturally as the streams proceed in a order that the work 
must be done; first the technical capabilities must be developed and only then can be 
content and international aspects taken into account. However, this was not the only 
reason for this kind of stream model. The business or actually legal aspects were much 
lighter to make happen while the project model offered a number of exit points i.e. 
after every stream.

In this meeting it started to be clear who should take part in the project and who would 
be responsible for what e.g. Mr Classic from Music Inc was asked to participate so that 
he would be aware of issues, if the project would start. An important decision was to 
appoint the four steering group members from both sides. Naturally these 
appointments were made internally in both organizations. Selecting steering group 
members was quite straight forward, and was formed basically from people in this 
meeting, so that steering group members represented different areas that were related 
to this project.

In the meeting Music Inc had doubts about the availability of terminals, which was a 
major concern for Music Inc, while the terminals had been a major reason for pursuing 
the co-operation. This sort of discussion is quite common between a manufacturer and 
operator, and it was agreed that MMS terminal availability for tests would be discussed 
again soon later on.

After this meeting started the refinement of the project plan i.e. pilot proposal that 
formed the content for the co-operation’s contract. Already the first stream was given 
a command to commence, although the contract was not signed, which caused that the 
meeting delivered a number of technical decisions and action points to be took cared 
of. Also the international aspects were supposed to be refined after the meeting.

In this meeting the commercial MMSC delivery project’s status was discussed and it 
was hoped that it would be agreed so that it could be used as a reference. Later it
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became clear that this reference would have been liked to be used at Barcelona 
conference 20.11but as it turned out it did not make to it.

Deciding about the international partner
The discussion concerning the international operator partner had been going on from 
the very beginning of the project, as the issue was probably under serious discussion 
at this point of time it is a discussed here. The fact that the international partner is not 
even now yet chose could seem to be irrational, because the international objectives 
are probably the easier to reach the earlier the international partner is involved into the 
co-operation. However, a number of barriers exist in selecting the partner as listed 
below:

• Music Inc has proceeded into MMS technology and is capable of testing issues 
related to it. However, this is not the case for most operators. A number of 
operators have not even started to think about their MMS services, as they do 
not wish to belong to the pioneers of the operator field. The suitable partner 
should however be one of these pioneers who have started to acquaint 
themselves with MMS technology, and even from these the ones that have 
acquired a MMSC.

• The international partner should have a compatible MMSC. The MMSCs can be 
incompatible from number of reasons: first there are two MMS data transfer 
possibilities in standards, second the different manufacturers’ MMSCs might 
not be compatible with each other, and third, the same manufacturer’s MMSC’s 
might be based on different versions of MMS standard (version 0.8, version 1.0 
etc) and thus be incompatible.

• The international partner should have motivation to deliver InstruContent’s 
content.

• The knowledge concerning operator’s network elements, like MMSC, is 
company confidential until it is publicly announced, and not many has 
announced these yet. Thus, the international operators are not likely to go 
public about their network element acquisitions because of a co-operative 
project like this. Therefore it is difficult to know who are the possible 
candidates to be the project’s international partner.

However, the case is not so desperate as it seems in the sense that a list of possible 
operators is quite straightforward to do, as there does not exist so many possible 
ones.

Discussion
At this point it is clear that project will be started and therefore the nature of decisions 
change, they become more operational. This means in practice that the number of 
decisions rise dramatically, but each of these decisions (in average) have less impact to 
the overall project than the decisions before had. These operational decisions are also 
more detailed, as they must more concretely describe the action/task to be performed. 
These issues are presented in figure below.
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Impact of a Number of
single decision decisions

Level of 
decision’s detail

high

Project is Project
suggested starts

Figure 44 The nature of a decision in relation to (project) time it is made

The dramatic change in the decisions nature coincides to the point where a move from 
strategic discussion to more operational happens, which in this case was when Music 
Inc decided to take part in the co-operation. This point of time is also visible in the 
committed human resources (see Figure 43 Participants in the project).

The decisions concerning the steering group members and project form and objectives 
were made here. These are only a few decisions among a number of small operational 
decisions that were done at these times. Interesting about the project form is that it 
was made to include a number of exit points, which serves at least two purposes: it 
makes the decision to participate easier as there are possibilities to reject the project if 
necessary and second it leaves more alternatives for future decision making.

In international issues things become more complex and decisions are more difficult to 
make. E.g. deciding about some technical feature in international scope is difficult to 
make if the issue is not clear even at the domestic scale. Thus the operations tend to 
follow a path of smallest obstacles, meaning that the underlying issues are first solved 
in the simplest environment, that is domestic, and then it is moved to the international 
scope. This path of smallest obstacle is illustrated in Figure 45. As the description of 
deciding the international partner shows, the issues become even more complex, when 
they must be decided in together. The first decision is easiest and provides knowledge 
that will make future decisions easier29.

Scope

Domestic International

Figure 45 Order in which objectives are pursued (path of smallest obstacles)

5.2.10 Desk research
After the meeting the Pilot Proposal was further refined so that it would be suitable for 
signing. In Instrument Inc the Pilot Proposal was circulated among a vast number of

29 This phenomena was actually discussed already at p. 63.
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experts and stakeholder groups so that they could make comments to it e.g. Mr Piano 
commented to the end-to-end connection details. In Music Inc Mr Blues was in charge 
of refining the proposal, so he circulated the proposal with experts at the same time 
lawyers made the actual contract to which the proposal was an appendix. The 
refinement happened once again so that the documented was circulated via email and 
people made their own comments to it, after this treatment Mr Blues wrote the 
proposal basing on this document, as while circulating it had became quite incoherent.

Discussion
The international and inter-firm context factors bring a new feature: the forming of 
contract is done with extreme care. The companies do not want to leave any loose 
ends to the contracts, which therefore are very detailed. This procedure has probably 
its sources in the international markets were it is even more important to have good 
contracts because you can not always be sure about the sincerity of your partner.

5.2.11 Technical kick off meeting 1.11.2001
Mr Piano and Mr Classic started their co-operation already in the end of October. They 
agreed what the technical kick off meeting would handle and what should be 
accomplished. As a result of the meeting the first stream was divided into two phases 
and much technical details were agreed and planned so that the first stream could 
start working. After this meeting these persons contributed also to the pilot proposal.

Discussion
The leading edge product causes tight schedules, and therefore the formal approval 
for the project lagged a bit the actual execution. As the forming of the detailed 
contract took time the technical first stream was commenced to save some time. In 
other words, the formal decision to participate (making contract and signing) takes too 
much time for the time pressures caused by the high velocity environment.

5.2.12 Pilot Proposal signed 16.11.2001
The pilot proposal was still refined in the morning of the day it was supposed to be 
signed. Instrument Inc had desires that it could released in Barcelona the news that 
Music Inc co-operates with Instrument Inc and has made a delivery agreement 
concerning MMSC with Music Inc. Music Inc was even offered some financial benefits if 
this arrangement would suit Music Inc. However, Music Inc did not agree to this while it 
had signed only a letter of intent. At this point there were some blue thoughts at Music 
Inc pondering if Instrument Inc was in the co-operation only for the sake of the sale. In 
future the atmosphere became more positive as the real co-operation and work 
started. Additionally, after Barcelona the operation was more open in the sense that 
Instrument Inc had publicly displayed the new terminal and could thus openly discuss 
and use it when acting with Music Inc.

Discussion
Openness and sincerity are good guides to successful co-operation. Here the fuzzy 
and conflicting goals could have slowed down the project, as Music Inc became 
confused about the projects goals just after the goals had been formed. Although the 
project was initiated for technical needs the business needs took were maybe more 
visible to Music Inc.’s side and thus caused extra complexity. Although both parties
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were all the time aware that they are acting in seller-buyer relationship, Music Inc was 
sometimes unaware if they were in real co-operation relationship. This can be caused 
from that the same people in Instrument Inc made decisions concerning both the 
commercial delivery project and this co-operation and thus the motives might seem to 
mix when looked through the firm interface.

The international markets cause promotional pressures. The firms individual needs and 
desires come more apparent as the parties want to assure that they look attractive for 
the global audience. Due to these pressures Instrument Inc tried to affect Music Inc.’s 
decision about presence in Barcelona. Music Inc still made an unfavorable decision to 
the offers as the offer did not serve its interests.

5.2.13 Discussion of the overall process
Now that the pilot proposal is gone through in detail the point of view is lifted to cover 
it as a whole. First the bigger, clear decisions are identified and then these are 
discussed and also decision map is used to see how it fits these decisions.

A great number of decisions took place in the timeframe that this study focuses on. It 
is not possible to identify, not to say study all of them, but a few decisions stand out 
and these are presented in the Figure 46 below (the ten decisions in the figure are in 
the following discussion referred by their number, which are at the left hand side of 
the figure). The previous discussion has already shed light on how these decisions 
were made and how they are interrelated. Studying these decisions in isolation one at a 
time has its danger, as they tend to affect each other, for example the decision number 
4 (see the figure) about participating in the project was very dependent about the 
decisions about project’s content (7) and a number of other issues like a promise of 
terminals. However, in the following discussion some features that these decisions had 
are discussed and the decision map is applied to them.
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Decisions (1-10)
(I) Decision to form a co-operative project О
(I) Decision to co-operative with music Inc. 0--

(M) Decision not to reject co-operative project and to proceed 
(M) Decision to participate in the co-operation

(I) = decision made by Instmment inc. ---------= dedclon in process
(M)= decision made by Music inc. • - deddon made formally
(C) - decision made in co-opeiation________ 0 - decision made, not authored

О

(C) Deciding the steering group’s members 
(C) Deciding the project form 
(C) Decision about project's objectives (content) 
(C) Decision about deliver!bales schedule

(C) Decision of the international partner ----------------------------------------------------------
(M) Decision about presence in Barcelona -------------------- в
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Figure 46 Decisions in the forming of pilot proposal
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The decisions (1-4) about co-operative project
The first four decisions relate to deciding about to form a co-operative project. In 
these decisions descriptive is that they are made in individual organizations and there 
existed e.g. no co-operative think-tank, where the usefulness of the project would 
have been discussed and then the decision made. The first three decisions are done in 
an instance, but the fourth, which requires Music Inc.’s commitment to the project, 
lasts for some four months, although the informal (not announced) decision was made 
a month earlier than the formal signing and announcing of the decision.

These decisions have a sequential linkages30 between them (the other decisions have 
precursive linkages to the decision number 4) and thus they can be seen as one 
process in time. This becomes apparent when these decisions are placed in the 
decision map. This is illustrated in Figure 47. Utilizing a stepwise model, like decision 
map, can be questioned, as the steps in real life are not clear and the process that is 
illustrated is also much dependent how these steps are identified and who does the 
interpretation. However, here the intention is merely to use the decision map as a tool 
to break down the decision so that they can be analyzed a bit further. The intention is 
not to provide proof if the model can be generalized. In the table below the four first 
decision are broken down into components that are in decision map, and the process 
that is formed is illustrated after in Figure 47.

Decision 1 2 3 4
Source of 
decision

Sudden inspiration 
(unaticipated)

Decision #1 (anticipated) Instrument inc. External 
proposition for Music Inc.. 
Decision #2 (unanticipated)

Decision #3 (anticipated)

Sub-Decision No (is decision #2) Not used conciously No Used unconciously (during 
a long time interval), 
people collected/ 
consulted, decision makers 
sought and commisioned.

Defining the 
decision

No No Instrument defines the 
decision to Music inc.

Along the way getting more 
detailed information about 
the decisions affects

Perception No Basing on the tacit 
knowledge the issue is 
solved at an instant

Music inc. follows intuition Extensively used by people 
involved

Information No No external sources used Music Inc's tacit information 
and information provided 
by Instrument.

From Instrument inc./ 
internal and external 
sources along the process

Analysis No No. later on some (not 
serious) thought about 
other possibilities.

No Only moderate, formal
DSSs are not used.

Decision
Choice

One solution One solution A go-"no go" possibilities Actual decision made 
approx, a month earlier 
than implemented.

Implemented At the same moment a 
move to decision #2

Carried on, responsibilities 
named and planning and 
executing the decision
starts.

Decision (go) made about 
further discussions. 
Instrument inc. executes by 
preparing more detailed 
plans.

Signing the Pilot Proposal

Table 6 Breaking down the decisions 1-4 according to decision map

30 See p. 9 for discussion about linkages between decisions
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Second iteration

PerceptionSourer of' Ik'cisión 
(hoi ce

l)e Oiling the 
decision

Sub- j 
Decision

fining the

Infonnstii

Figure 47 The decisions 1-4 as one iterative process in the decision map

When applying the decision map, the circularity that Mintzberg et al.*1 reported 
becomes obvious. Mintzberg et al. described how a single decision contains circularity 
(in terms of using the model) as it goes from stage to another. This is apparent in the 
case of fourth decision, Music Inc acquires information, ponders and analyses issues in 
a random order and finally comes up with a decision. In addition to this there is also 
circularity when the focus from one decision is lifted to a chain of decisions: the first 
decision is an idea of co-operation with Music Inc (decisions 1 and 2), which gives a 
birth to Music Inc.’s go-no-go decision (3) and a reason to go the decision map again 
and the third decision again gives creates a need to make a decision about 
participation.

A problem in utilizing a detailed model like decision map is that it requires detailed 
information or more exactly close observations of the decision making. Using a model 
in retro perspective is difficult and easily leads to biased interpretations. This becomes 
especially clear in the decision number four where the decision is more complex and 
takes more time and thus it can be said only that a decision goes through these 
stages, but the order or time that it does remains unclear. This was the case also in the 
other decisions identified in the Pilot Proposal and therefore when applying the 
decision map to them nothing new came up and thus the decision map is used only in 
these four first decisions.

A question also remains into what extent the circularity in decision making is cause 
merely from the used model, as it is a way that a stage model can present a chain of 
(smaller) decisions or chain of consequences. Using a stage model seems to be very 
challenging and will probably require a more sophisticated data collection technique.

Decisions (5-8) about the project form
The decisions about project form are probably quite typical decisions in forming a 
project. They take place when planning the project and are hard to identify as 
decisions, because they take a long time and do not necessary present clear 
alternatives, but an evolve ment of a single decision. These decisions start from a

31 See chapter 2.3.2
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general objective, or an decision about a general structure, and then the work is 
delegated to someone(s), who develop it and present a ready solution to others, who 
then approve (decide if it is adequate) it. Three variations of these decisions are the 
decisions numbers 6, 7 and 8. Below an explanation:

• Decision number 6: The project form was developed all the time, in the first 
proposal already there was a basic structure present. However, the structure 
was finalized and a final form was reached in a meeting where it was also 
decided to implement.

• Decision number 7: The objectives were, just like structure, developed all the 
way the project progressed. However, the actual decision and final solution was 
ready before the meeting and thus in the meeting the decision was merely 
made formally.

• Decision number 8: The schedule was also made all the time, but as it was 
probably the most difficult to fix (due to uncertainties) it remained an “open” 
issue also after the project started. In other words, the schedule was decided, 
but the decision was influenced to a number of uncertainties and thus the 
schedule (decision) was bound to change as the project progressed.

The decision number 5 was a variant of the decision number 6, the only difference was 
that the decision was prepared unconsciously. In the decision number five a number of 
appropriate experts were recruited to attend planning of the project and thus when in 
the meeting steering group members needed to be chosen, it was clear that most of 
the right persons were already involved in the project and thus they were easy to name 
in the meeting and make a decision. The difference in this decision to the others is 
that this decision is likely to remain unchanged all the way the project as all the others 
are likely to see some changes.

When facing uncertainty it seems that a first guess is as best than any other. Meaning 
that e.g. the schedule that was presented in the first proposal remained the same 
(became more detailed) all the way to the final schedule in the Pilot Proposal. However, 
this first guess will probably change, when facing reality. These changes are due to the 
increased uncertainty and complexity that the leading edge technology and 
international context cause e.g. the original objective to deliver MMS messages also to 
countries without MMSCs was later left out from the project’s scope, as it proved 
challenging to fulfill even the less ambitious goals.

Decisions (9-10) about international operations
The decisions 9 and 10 handle international operations. Although the other decisions 
were also under the international influence, these two handle strictly international 
issues and serve thus examples as how the international market context effects the 
decision making.

Decision about the international partner was difficult as was described already earlier, 
and is still undecided. A number of issues in the project had been decided to do 
domestically, because it would be easier, faster and thus only reasonable, because the 
product is facing so homogenous markets and is thus standardized. However, in this 
decision the international market affects, not only in the technical sense that it 
requires an international partner, but also in business sense. Both parties have
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promotional, and other business reasons at certain international markets and therefore 
the selection of the international partner is not done only seeking for the efficient way, 
which would probably be a co-operation with an Estonian operator. In other words the 
criteria for evaluating alternatives change. This decision contains also circularity so 
that first another comes up with a partner that would suit it and then the other will 
accept or reject the proposition and might then propose another partner. This iteration 
has gone through at least once as Music Inc rejected one western operator that 
Instrument Inc proposed.

The decision number 10, was Music Inc.’s decision to turn down Instrument Inc.’s 
proposition about announcing a MMSC deal already in Barcelona. This decision was not 
actually in scope of this project, but it affected the project in many ways. Instrument 
Inc wanted to rush the project so that it could announce the deal in Barcelona and thus 
do a promotion for international markets. This is one clear influence that the 
international contexts brings to decision making, stakes are high and it brings 
pressures to the project so that decisions should be made quickly and so that the 
project must face also decisions that are not directly related to the project. Music Inc 
turned down the offer, because it would have been a commitment for it, but a benefit 
to Instrument Inc and therefore there were not good reasons to decide in favor of the 
offer.

The international context makes here the decisions more complex and brings 
pressures into decision making. In addition, or due to these factors the company 
specific goals tend to become more apparent. In other words, in the case of decisions 
concerning international issues the companies tend to take an extra effort to make 
sure their interest is secured e.g. when a possibility exist to do good promotion at 
these important markets, the companies want that their image is polished as much as 
possible.

5.3 Further discussion

To finish the analysis, a final discussion is made about issues that came up and relate 
directly to the research question, but not directly, or merely, to the forming of Pilot 
Proposal.

5.3.1 How the multi-firm composition affected decision making 
Clearly inter-firm composition has an affect to decision making. The most obvious 
effect is that the decision making process slows down, as there are parties from 
different organizations and decisions might be made only e.g. in the steering group 
meetings or at milestones that are held with relatively long intervals. In internal 
decision making it is possible to decide issues more in corridors in informal settings.
In other words in multi-firm context the decision making happen continuously within 
each organization and sequentially in collective meetings between the parties. If there 
is a project team working full time with each other, then the amount of sequential 
decision making can be decreased.

In inter-firm context the issues must be better prepared beforehand. In Music Inc for 
example in internal projects its not so crucial to define roles, while it is more important 
just to define what has to be done overall and then somebody starts working on some
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issues. In other words in internal projects roles must not be so fixed, but one can start 
the work and hand it to somebody else later on. This need of beforehand preparing 
means also that companies need to find a coherent vision inside their organization 
about what is wanted about the project. Going in front of client organization without 
having clear and coherent views is not wise. In addition, if there does not exist enough 
trust, or the relationship between parties is unclear, then the communication e.g. in 
brainstorming, is likely to be restricted in order preserve ones status and thus decision 
quality is likely to decay.

Communication cannot easily be so good as in internal projects, if people do not work 
in close proximity. Also the very complex partner organization might be too strange 
and thus difficult to approach. The main problem then is to how find the right contacts 
from partner organization, contact and commit them? These all make information 
retrieval more difficult and thus worse the decision quality. However, the multi-firm 
context offers a number of new sources of information and even new possibilities to 
act as a decision maker. For example Music Inc is participating the international 
industry standards organ and has a concrete grip to international business also from 
there, and for Instrument Inc these Music Inc.’s contacts meant an indirect access to 
these standardization organs. So, these issues improve decision quality and offer 
opportunities to affect decisions (move into another stakeholder group, see Figure 6).

One major issue in Inter-firm operation is the confidentiality of issues, especially when 
the both parties have subcontractors that are also linked to a project. Within one 
organization one can rely that everyone knows what is confidential and cannot be told 
forward and in addition there is no threat of revealing competencies to competitors, 
when acting internally. Confidentiality issues are often dealt with NDA agreements, and 
clauses in a contract, but they do not remove entirely the problem. After contracts 
have been signed there might still remain some doubts that hinder totally open 
communication. This again decreases decision quality, or put in other way, when trust 
prevails then decision quality rises.

5.3.2 How the international aspect affected decision making 
In a co-operative project also the international aspects can affect differently the 
different parties. In the MMS project Instrument Inc is more concerned about the 
international issues as its products are sold globally. Music Inc, although operating 
internationally, had a more down to earth approach to international issues; first things 
must work domestically, before going abroad. Of course Instrument Inc had the same 
approach in the technological issues, but its operations were more internationally 
oriented. This difference in focus points can lead to a misbalance in interests and thus 
to a conflict, that actually when managed well can lead to enhanced decision quality32.

The basic technological components were highly standardized and in that sense it did 
not offer much cross cultural etc. concerns and actually the decisions concerning 
standardization are done earlier in the product development cycle. What comes to the 
business side the project delivers one possible business model that is tested to 
function; it does not intend to standardize the model. Every operator can and will 
choose the way its going to deliver MMS messages, but this co-operation will show one

32 See chapter 2.1.5 for conflicts' effects
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possible way it can be done. In the forming of this international business case there it 
was Finns who planned and took care of the international aspects. The international 
stream evolved and was planned laterally with the other parts of the Pilot Proposal. So, 
the planning was done by Finns from a Finnish perspective, but as the companies are 
international and have much international experience, the Finnish emphasis does not 
mean that the international plans would be unrealistic. So, in other words even though 
culture affects how things are done, it does not affect so what is to be done because 
the international (especially business-to-business) markets are so homogenous. Thus, 
the decision making style becomes a more urgent problem when the project itself 
contains cross-cultural components.

The international conferences are important for both parties as they operate in the 
international markets. Parties had to discuss how and when and what to release e.g. in 
Cannes Music Inc made press releases about the technology. Furthermore the 
Barcelona’s conference affected greatly the whole process of forming pilot proposal, as 
Instrument Inc wanted to release the deal with Music Inc already there. This brought 
rush and suspicions about intents into the decision making. These highlight the 
international nature of the product, although there is not much actual operations in 
international arena, they anyway affect the project a lot. This strong affect of 
international relations is caused from the their market size and business opportunities. 
Additionally, if the international aspects would not be taken into account in this 
project, then both companies would need to do another pilot project that would cover 
the international issues. As noted earlier these issues lead to pressures to make quick 
decisions and on the other hand to pressures about “right" high quality decisions as 
the international press is watching all the moves.

5.3.3 How the leading edge technology of the product affected decision
making

As already discussed in the theoretical section the content of a project has an influence 
to the decision making. This was apparent also in the case project. The influence was 
most clear on planning and on all decisions that dealt with future deliveries etc. The 
new technology caused that neither party, especially terminal manufacturer Instrument 
Inc, was able to make detailed plans, and the decisions remained at a more general 
level. For example plans were derived backwardly so that first was checked when the 
project should deliver something and then the events were traced back. This was an 
appropriate method because no-one really knew how long something would take. This 
is a cause from the increased uncertainty about how (means uncertainty) the objectives 
will be reached and also to some extent increased uncertainty about what the final 
result will be (ends uncertainty). Consequently, decision making moves towards more 
anarchic models, just like contingency model predicted33.

The technology made the decision making more complex also in another sense, the 
new technology created new business opportunities to be developed. In an old 
technology project it is much more merely about tuning the technology, not so related
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to business opportunities. Consequently, the decisions need to take into consideration 
also its possible affect to the business context not merely to the technological side.

Luckily both parties had some experiences with the technology so that they did not 
move totally blind folded, but could collect and integrate also previous procedures and 
experiences and had also direct technological knowledge. This was very important to 
Music Inc that could have remained merely as a passive participant in the project if it 
would not had previous experiences, from the technical trial project, about the 
technology Instrument Inc had manufactured. Consequently, if the parties have a 
different absorptive capacities34 or knowledge levels, then the one having lower level 
will probably mostly follow the more decisions of the more experienced partner. This 
could be used also as a mean to enhance decision quality, when the parties would 
combine their expertise so that the more experienced would always take main 
responsibility in the decision making.

Experiences from previous leading edge technologies helped in decision making and 
operations. The hype that WAP created was in good memory of the project 
participants, and they tried to take those experiences into use in their decision 
making. More deliberate and conservative action gained ground to bridle unnecessary 
excitement. Negative, or other learning experiences can thus move decision making 
towards rational models, where more time is devoted to make more rational analysis.

The excitement towards the new technology caused that a public interest of global 
scope existed. If the co-operation had been about SMS or other existing technology 
then it would have been highly unlikely that international press would have been 
asking for interviews from the project members. On the other hand, because 
technology is new the potential partners are not known before they announce their 
network element selections and thus the operation is bound to slow down a little. 
Especially in international scope these issues are fuzzy and must be made basing on 
intuition.

34 For discussion about absorptive capacity see: Cohen, W.M. and Levinthal, D.A (1990). "Absorptive capacity: a 
new perspective on learning and innovation", Administrative Science Quarterly, Vol. 35, pp. 1 28-1 52.
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Chapter 6

Conclusion

This study started by going through literature concerning organizational decision 
making, project management and the related literature on inter-firm operations, 
operations on international markets, and leading edge technology product. This 
literature review formed a body of knowledge for the empirical research, which was 
conducted as a case research. In this final chapter the findings are condensated to 
theoretical and managerial implications and also the further research needs and the 
significance and reliability of this study are discussed.

6.1 Theoretical implications and future research

In this subchapter the findings related to theoretical issues are gone through and in 
the managerial implications are gone through the findings that are also of managerial 
interest. Here the second part of the research question, calling for the differences to 
"general organizational decision making", is discussed. In practice this means a 
discussion about how project decision making relates to the literature of 
organizational decision making. In addition, when appropriate possible future research 
areas are pinpointed.

6.1.1 General findings and future research
One goal of this study was to describe decision making, as it happened in the forming 
of the Pilot Proposal, the project structure. This was done and presented in the 
previous chapter. The mere description is a good result as it can provide a better 
insight to the complex world of inter-firm R&D projects that aim at global markets. 
This is most useful for persons that are supposed to work in these settings and 
especially for persons that are going to research events, not only decision making, in 
these settings. The description provides an understanding on what and how issues 
could and should be studied in future, e.g. the complexity of the environment makes 
designing of retro perspective studies very challenging.

The inter-firm context provided some fruitful observations that would suggest that 
sales management literature for example could explain some behavior in the co
operative context. This became apparent, when the behavior of the partner companies 
was explained, when the Music Inc.'s project participation was under negotiations, and 
a key person acted as a gatekeeper and the authorities were behind him. So the setting 
was similar like it would be in a business-to-business selling process, although the 
issue was not about selling, but co-operation. This issue was recognized in this study, 
but it was not further pursued. This opens a possibility for future research to integrate 
some marketing/sales management theories into the co-operative project 
environment.
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again confirmed in this study. Furthermore, this study found decisions that are a result 
of a time period when a single alternative is developed further onwards through a 
number of decisions that the planner does unconsciously and consciously. Later on 
this plan is authorized and thus the decision(s) are made. To distinguish a decision 
from this planning procedure would require a close observation, and consequently 
these observations suggest that future decision making research on this type of 
environment should be executed as action research, where the researcher takes part 
in, or observers closely the work as it goes along.

In the case there were only Finnish people involved and therefore no cross cultural 
analysis was conducted. However, the Finnish decision making style was observed. In 
the case the decision making happened through making plans and through discussing 
issues in meetings and at the same time deciding upon them. One pattern in decision 
making tended to be such that an issue was raised in a meeting and discussed, then it 
was assigned to a person(s) who made more detailed plans or research and came up 
with a solution/decision that was approved in the following meeting. This is bit 
different from Albaum et al.’s (1999) description of Finnish decision making, where it 
was stated that Finns tend to plan ahead, but keep the ultimate decision to themselves. 
The observations of this study would suggest that Finns are not so possessive about 
the decisions as long as the work gets done. An extremely interesting future research 
area would be to study how this Finnish decision making style suits cross cultural 
projects, where there exist a number of nationalities and thus outlooks to decision 
making, authority, hierarchy, self esteem etc. vary.

6.1.2 Introducing organizational decision making models into project
environment

The decision making research in project environment has had a very business oriented 
approach, since the most of the research has been aimed at developing tools and 
procedures that can be used when faced an analytical/measurable/financial decision. 
This research area has an illustrative name decision analysis, as analysis it is. The 
organizational decision making research has focused more also on how decisions are 
made and reached, in order to gain understanding of the phenomena. The difference 
in the focuses can be partly explained by the nature of project, which strives to reach a 
solution, or output at simplest and most cost-effective means, with a pragmatic and 
temporary organization. Therefore, the complexities of organizational decision making 
are not so apparent in project environment. However, this study would suggest that 
the organizational decision making models suit also to project environment, with some 
special features, which are discussed next.

The project’s life cycle seems to determine much how decisions are made. In the early 
phases when a project is formed and planned, the decisions making was well explained 
by organizational decision making models, especially the garbage can model and 
political view of decision making. As the project got a start the decision making moved 
towards the more rational decision making models. The extreme of rational models 
would then be the decisions analysis etc. The good fit of these chaotic decision making 
models is probably due to the high velocity environment of the case project, and most 
likely they will not explain so well the decision making in more mature industries’ 
projects.
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So, the phase of project tells what decision making models are dominant, but the time 
element is not actually the crucial variable, it just happens to be linked to the actual 
determining variable, which is the hierarchy level. In the beginning of the project the 
decisions are done at organization and steering group level, which both deal with 
longer term, complex, frame creating and critical decisions (see Figure 48: 
organization s & project s strategic decisions)35. These kind of decisions were already 
in the literature predicted to follow the more chaotic models of decision making, and 
so it was also observed in the case. As the project progresses the majority of decision 
making moves to the execution personnel (see Figure 48: Project’s administrative & 
operational decisions) who make more concrete decisions, which have also a shorter 
time span. Again as literature predicted, and was observed, the decision making 
became more detailed and rational. In the case project this shift from project’s 
strategic decision to administrative decisions was noticed from the rapid increase in 
number and detail of decisions and the decrease of impact (time span) of decisions, 
the study’s timeframe did not exceed to the other shifts that are illustrated in the 
Figure 48 as a hiccoughs in the decision's time span.

Organization’s 
strategic decisions

Project’s strategic Project’sadm in iarative Project’s operational
decisions decisions decisions

Years

Months

Days / 
Hours

Organizational Steering Group Project
Management

Project
personnel

Figure 48 Decision classes (continued from Figure 41)

This discussion also explains the dominance of decision analysis research in project 
environment; during the execution of a project the decision making has short time 
span and is relatively rational. Of course the irrational features of individual decision 
making prevail also then. However, it seems that the chaotic organizational decision 
making models are predominant in the beginning of a (complex, high velocity) project 
and when the execution starts the rational models take the main role. However, the 
chaotic organizational decision making models prevail throughout the project’s life 
cycle as the steering group and organization levels do not disappear, but are all the 
time connected to the project. Especially the steering group decision making during 
the project’s execution would be an interesting future research area, as it probably will 
remain more chaotic all the way and form an upper chaotic layer to project decision 
making, under which is the rational execution decision making layer.

35 Actually this class of decisions is normally portfolio decisions, which are analytical/rational decisions about 
participating in a certain project. However, this type of analytical portfolio decisions was not apparent. The 
portfolio decision is watered down by the previous commitments (see conscious lateral rigidity).
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The context factors (international markets, high-tech, inter-firm) increased complexity 
in the decision making and thus the chaotic models explain the events well, but the 
inter-firm context raised the chaotic models occurrence in a surprising way. As the two 
firms cannot predict the actions of another, the rational and analytic decision making 
and action of another party can cause chaotic decision making in the other party, as 
the decision appears suddenly from nowhere to it. This happened when the operator 
was approached and suddenly asked for decision about participating in the project. In 
this situation the decision was rational from the initiative party’s point of view, but for 
the receiving party it was a sudden and quick decision event that was offered with 
political features. The implication of this observation can be useful for future research: 
the point of view affects what models explain the decision making in inter-firm 
context.

6.1.3 Conscious lateral rigidity
Vaivio discussed how a firm is a planning organization that relies on its experience and 
plans and is thus rigid in changing its direction in its strategic path36. This concept of 
lateral rigidity is unconscious in its nature, or at least the firm, if aware of its lateral 
rigidity, is able to break free from this rigidity when under pressure to do so. In this 
study a similar phenomena was distinct; the past decisions (3G delivery agreements 
and licenses) and choices set a fixed path for future decisions. However, there is a 
nuance difference here, the firm is aware of its rigidity and is unable to break free from 
the rigidity even under pressure, due to contracts and commitments. This important 
phenomena for strategic decision making in high tech field could be called conscious 
lateral rigidity to distinguish it from Vaivio’s similar concept.

6.1.4 Path of smallest obstacles
In a complex environment where the solution (means) and end result are uncertain the 
decision making can follow the Minztberg’s and Westley’s (2001) doing first process37, 
where the decision is just done to try something and then to see if it works, and if it 
does not then something else is tried. In this study this type of decision making was 
apparent in e.g. making schedules, but interestingly a development of this process was 
also detected in the very complex decision making environment. This phenomena, here 
called the path of smallest obstacles, implies that when doing decisions in highly 
complex environment a decision maker will intuitively aim at reducing the current 
complexity and not to increase the complexity in order to make a more ambitious long 
term decision. In other words, a decision aims at decreasing complexity and to gain 
information through a less ambitious decision, which both make the future decisions 
easier. This could be interpreted also as acting as a risk maker, which was March et 
al.’s (1987) similar, but more general concept38.

The phenomena became apparent in the case when the operator partner was chosen: 
by choosing an international partner some future objectives could have been achieved 
at the same time, but a domestic operator was chosen automatically, intuitively, 
because it made the environment less complex, when an international partner would

36 See chapter 2.1.2 for details.
37 See chapter 2.3.4 for details.
38 See chapter 2.1.2 for details.
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have increased the complexity. This would suggest that decisions in high tech and 
complex environment aim at solving a simplest case first and then moving to the ones 
that have become easier because of the knowledge gained in the previous decision(s). 
The difference to the doing first decision process is that the selection of action is not 
so random, but that it is guided by the rule "first the simplest decision, that will result 
more information for the decisions under greater uncertainty”.

6.1.5 Decision map
The decision map was created basing on literature as a synthesis from the decision 
making processes and features caused by the nature of project environment. The initial 
purpose was to use it in analyzing the case decisions, but that proved to be a too 
challenging task, because detailed enough information did not exist. Thus the model 
did not play a major role in the empirical study after it was used in the beginning of 
the data collection, it remained at the background. Here the findings related to the 
model and its usability are discussed after a short summary of the it.

In the decision map (see below) the arrows define how the process can progress, and 
the boxes represent an event of some kind. The process is supposed to start, in most 
of the times, from the source of decision, although it can start from other points as 
well (seeing first can start from example from Perception). After the decision has 
emerged, then comes the sub-decision where the boundaries for the decision making 
are formed. After the sub-decision the decision making is likely to proceed through 
defining the decision. From that point on the decision making can proceed through 
several paths, depending on the decision making approach, but eventually the decision 
choice is reached and there the decision on which alternative is to be implemented is 
made. Finally the decision is implemented.

Source of decision
•Anticipated (planning) 
•Unanticipated (change)

Sub-Decision
1 .Who should do the final decision' 
(hierarchy level)

2 .How should the decision be made 
(a single person, groip with 
different ta* etc.)

3. what kindofdecision making styl 
is appropriate.

4. Who are affected by the decision, 
should they be consulted? 
(customer, partner etc.)

5. When to make the decision, 
(now/later)?

Decision Choice

Implementation
■Cany ing oii the decision 
■ControlInformation

Perception

Defining the decision
•Definethe Problem 
•establishingobjcctives’ 
hierarchy in ternis of 
cost/sco pe/qualityA ime 
•Design alternatives

Analysis
• Ranking objectives
• Diagnose causes 
•Alternatives evaluated against 
objectives
• filure possible adverse 
consequences arc explored

Figure 49 Decision map

When the decision map was used a difficulty of pinpointing phases became apparent. 
As the decisions became more complex and took more time, the collected data became 
too general to distinguish which stages were gone through and in which order. At this 
point the circularity of decision making that Mintzberg et al.39 reported was observed,

39 See chapter 2.3.2 for details.
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but at the same time it was realized that the circularity (at least in this study) could be 
a cause from the stepwise models inability to express the cause-relations or chain of 
decisions in any other way. No other real findings were made when using the model.

These shortcomings serve as an important finding for future research. A stepwise 
model does not function best in retro perspective research. When using a stepwise 
model, like the decision map, it is better to commit oneself to action research, were 
observations and data collection can be made instantly when the decision is made. 
Thus, studying decision making (e.g. at steering group level) in projects through action 
research could be conducted using the decision map as a starting point.

Managerial use of decision map
The decision map however has managerial implications, as it is a synthesis of decision 
making processes and can thus enhance managers understanding of decision making 
as a process. Supporting this view Kepner and Tregoe said (1965, 24) not many 
understands the whole process and are therefore prone to make mistakes, especially in 
hurry. In addition, when one realizes that there are several ways to make a decision it 
can guide the decision making to a more versatile form and better efficiency40.

Schuyler argued (1996, 88) that a powerful method to improve decisions is post
evaluation or audits, where the decision making process is gone through after the 
general result is known. People tend to rationalize the process and do have difficulties 
in remembering the actual thinking process after learning the outcome. Therefore it is 
essential to preserve the original reasoning by documenting the decision analysis. The 
decision map could be used as a basic structure when documenting decisions. In 
addition, it could make easier to recognize some abstract phases in the decision 
making.

Understanding the different phases of decision making makes though decisions 
slightly easier. If one is stuck with a decision, it can be helpful to start with the sub
decision and figure out when, how and by whom the decision should actually be made. 
For example if the decision is needed quickly one can not rely that the answer comes 
as sudden inspiration (seeing first), but one needs to proceed into brief analysis 
(rational way) or then to dive into action and experimentation (doing first).

6.2 Managerial implications

Here the rest of the findings are discussed as these are of managerial interest also, in 
addition, they provide new insights to the decision making, project, international 
business and co-operation literature. The research was aimed at studying the issues 
underlying the research question:

(1) How are decisions made in an in ter-firm project that delivers a 
leading edge product intended to serve international markets a>'d (2) 
how (and why) this differs from genera! organizational decision making?

40 Caine and Robson (1993) argued that modeling techniques improve the efficiency (doing the task better) of 
decision making but not its effectiveness (doing the right task), but then they later on argue in the same article 
that understanding the problem more widely with the help of model may lead to increased insights, and 
therefore into enhanced effectiveness.
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The theoretical implications explained the second part of the research question, by 
pointing differences to the current literature, thus, now the attention is turned to the 
first part of the question which asked about the context factors’ specific effects. 
Persons acting in projects where these context factors prevail, should keep them in 
mind so that they can be used to enhance decisions quality or then avoided so that 
decision quality does not suffer.

The case project was between two domestic companies. However, as they both act 
internationally, and furthermore, act in a high tech field, which is globally highly 
homogenous, the managerial implications are also applicable in situations where the 
other party is of other nationality. In these multicultural situations there are issues that 
must be taken into account, in addition to the issues discussed here.

6-2.1 The effects of co-operation on decision making

Making decisions together
When deciding to work together one places oneself at the mercy of the other to some 
extent, and therefore both parties should be equally committed to the co-operation. 
The reliance on other can affect so that the decision making stalls, as the other party 
can be unable to make a decision as quickly as would be required/wanted and the 
right decision makers or information sources in the partner organization can be 
difficult, if even possible, to identify and use. This was seen in the case, when a critical 
decision was put off for a month, because the (one) key person was unavailable for 
meetings. However, this single person did not have the authority for making the 
decision solely and thus commitment from top level was required and later on 
acquired. So, one person can be a key person to initiate decision making, but that 
person is not necessarily the key or final decision maker.

In co-operative project where the parties are not yet familiar with each other all issues 
must be better prepared beforehand, so that faces are not lost in front of the 
counterpart. This means that the objectives and decisive issues must be discussed 
through and made coherent, within the own organization, before meeting the partner. 
This causes that the decision making is not so innovative as it could be, because 
brainstorming type of idea generation is limited by the prefixed goals and ideas. Also 
the preparation might cause the partner organizations work and decision making to 
seem more rational than it really is.

Project’s decision making is bound to include some periodical features, as the major 
decision making events like milestones and steering group meetings take place 
discontinuously. In inter-firm context this is amplified; the participants scatter into 
different organizations in between meetings, so that there is even less interaction 
between project members. As interaction is seen as enhancing decision quality, this 
phenomena is something to be worried about. However, this scattering can be used in 
making the decision making more rational, so that a decision is not forced in a 
meeting, but the participants spread out to their organizations to prepare the decision 
and then meet again to make the final decision.

Trust needed in making decisions
Lack of trust will deteriorate decision quality, because decision making requires 
information from both parties. This became apparent when in the case project it was
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moved into detailed planning were parties were a bit cautious about revealing 
information that they considered to be their core competence. Furthermore, NDAs 
cannot substitute or act as trust in these important areas. Additionally, surprising was 
that previous experiences did not make trusting or interpreting the partner easier, but 
merely made quicker the settlement to a common mode of working. This however is 
probably caused from the past negative experiences, partly or totally.

Complexity into decision making
Decision making in inter-firm composition is more complex than in a single firm. This 
is caused mainly from the inter-firm interface that makes seeing others’ objectives and 
motives more difficult. This can of course happen also within a company and in fact in 
this case there were some serious variations about views of the project within Music 
Inc. However, the company interface meant that the parties did not totally understand 
the parties’ main reasons to participate in the project and even more when same 
persons made decisions that related to several projects (commercial & co-operative 
projects) there were difficulties to grasp the objectives of those decision makers, when 
viewed through the company interface. Thus, one should try to ease the complexity of 
decision making by making the inter-firm interfaces as transparent as possible and 
maybe even separating conflicting decision making areas to separate persons.

The inter-firm context complicates issues also because one must make sure that the 
interest of the own organization is not threatened. Consequently, all the decisions are 
finally made binding and implemented with a formal contract. The legal format ties the 
parties tightly to the made decisions so that they are more difficult to change, at least 
unilaterally, if a need for change arises. These issues caused in the case project that 
the project form was made to include several exit points, because it was difficult to 
plan the form in a detailed manner. Thus, a backdoor was left open for surprising 
events. In the high velocity environment these legal operations can take a frustratingly 
big role, but as they are necessary one can make them (legal contracts) at the same 
time as the rest of operations goes ahead. Just like was done here in the case project; 
the contract was not ready or signed when the project was already under way.

Benefits for decision makers
The obvious benefit from co-operation for decision making is that it provides a greater 
knowledge base, and more brainpower for decision making. These enhance the 
decisions’ quality and speed up the decision making. E.g. Music Inc. was able to make 
a decision about its MMSC provider quicker than normal, as it had gained experience in 
this co-operation. These benefits should be used and encouraged as these are 
probably not used to maximum, because of threat of leaking confidential information 
and because of lack of trust.

Also co-operation can enhance one’s position in the “food-chain” of decision making, 
by providing new arenas where one can influence. E.g. in the case project the Music 
Inc. acted on standardization forums, where Instrument inc. did not and thus 
Instrument Inc.’s position in that arena was enhanced, at least indirectly. Acting with 
certain partner could be well considered merely because of its position and contacts.
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6.2.2 The effects of international market on decision making 
The differences in decision making styles are apparent between countries, but that did 
not have affect in this project as there were only Finns in this project. Actually the 
Finnish culture probably did not affect the results of the decisions greatly in the sense 
that the industry is so international in nature and the global markets so homogenous 
that these decisions could have been reached not depending on the nationality of the 
persons that have made the decisions. However, the effects that the international 
markets did have to decision making are discussed next.

Pressures to decision making
Both case companies act on international markets and actually consider the global 
markets extremely important (especially Instrument Inc.). This importance of the big 
international markets brings time pressures to decision making, as both companies 
want to be front runners in the global competition, which is naturally more demanding 
than the domestic one. The international field and the high tech nature of the product 
brought intense attention to the project; international press wanted to know how the 
companies were performing with the new technology. These issues place, in addition 
to time pressure, also a quality pressure on the decisions; if poor decisions are made 
then the reputation is easily damaged at international level.

The importance of the international markets and the publicity causes also that 
company interest is guarded more tightly. This means that the evaluation criteria in 
making decisions might change so that they suit the own organization's interests 
better, so they do not necessarily are optimal for the project or the partner 
organization. Additionally, differing interests on, or weights on, international aspects 
can cause conflict that, when rightly handled can enhance the decisions quality, e.g. so 
that the international issues are weighted at their face value, if the other partner sees 
the domestic operation as, or more, important than international.

Complexity and uncertainty into decision making
As does the leading edge nature of the product so does also the international 
operations cause uncertainty and complexity in decision making, like was in the case 
of selecting the international partner in the case project. What makes the international 
aspect more difficult than technology is that the technological issues are at least easy 
to communicate between firms as the technological issues are explicit, although 
uncertain, but the business and international issues are not so easy to communicate, 
as they do not have such a explicit structure that technology does.

The international issues are the most uncertain ones, and thus in the project it seemed 
that the decisions made about international issues turned out to be the most 
unrealistic ones. This illustrates why the path of smallest obstacles is followed, if it is 
not followed then the decisions are easily just based on guesses. Thus the 
international issues tended to be in the end of this path of smallest obstacles.

6.2.3 The effects of leading edge technology on decision making 
The leading edge technology causes that the decisions must take into account more 
business related issues than would be required in the case of older technology. In the 
case of old technology projects the issue is often only fine-tuning the existing product, 
but here a new business was developed in parallel with the technology. Thus the
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decision making becomes more complex as more related issues must be taken into 
account. A concrete example of this is the way schedules were derived backwardly 
from the announced release dates, thus on business grounds, not on technology’s 
premise. However, due to high uncertainty (in means) this was as valid way to do the 
schedules, than any other way.

Although the technology is new, there exists analogical technologies and processes 
that can be utilized as information sources for decisions. In this case e.g. the 
experiences on WAP technology and especially its launch into markets had resulted in 
some negative experiences that were now utilized to calm down excitement and make 
more analytical and rational decisions. Thus, no matter how new technology is there is 
probably always some knowledge that can be used as guidance in making decisions.

One clear cause of the leading edge technology is that the knowledge level of 
companies on issues vary a lot. In this case both firms were able to equally participate 
in the decision making, but there is a threat that if the other has a significantly weaker 
knowledge base, then the party is not able to make or contribute to the decisions 
properly. In these cases the more knowledgeable party will lead the way and make the 
decisions as the other follows. This can happen also during the project, if the other 
company has significantly better absorptive capability. Therefore one could try to 
match the companies skills so that if the other is leading on one front then the other is 
able to lead in other and thus the balance is maintained and additionally synergies 
gained. In the important areas both parties should of course be able to influence the 
outcome, not only to act as labor or resource pool.

6.2.4 Delivering an International Leading Edge Product Through Co
operative R&D

In the previous chapters the issues were discussed in the light of decision making. To 
conclude the discussion the managerial implications are briefly gone through in order 
to help operations aiming at introducing new technology product into international 
markets. In other words, the issues are presented from strategic point of view.

Co-operation and international operation
In the current world of global competition one is faced with a constant race into the 
markets and as Terwiesch et al. (2001) argued the race is even more harsher in the 
high tech industry41 as the ramp up takes a bigger portion of products' life cycle and 
the prices fall sharper. Engaging in co-operation in this situation includes 
opportunities and pitfalls, as it can on the other hand speed up operations and also 
slow them down. The partner can provide important knowledge and teach issues that 
speed operations, like happened in the case project with Music Inc. who saved months 
in its equipment testing and international competitive bidding. However, when seeing 
opportunities in co-operation one must prepare for the difficulties. The most concrete 
in obstacles in starting the co-operation were getting the right people contacted and 
committed, then establishing trust and communicating the true objectives. These all 
tie a lot of time, resources and furthermore place the initiative party under uncertainty 
about the project’s final composition and timetable (if the party participates or not).

41 See chapter 3.1.1 for details
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Therefore when aiming at international markets with a tight schedule one must 
carefully consider, if there is enough time and resources to go through the initiative 
procedures, and is there possibilities to do the project internally or with another party 
(e.g. as a plan b).

Standardization organs and other similar committees are important international 
decision making arenas that affect the competitive advantage of firm(s). However, a 
rarely a single firm has resources or possibilities to participate in each or in a number 
of them, although it would like to. Co-operation can be used in these situations as a 
tool to influence these organs were a firm does not have official authority. Thus, when 
choosing the possible partner it could be estimated how the co-operation could 
beneficial in addition to the project deliverables. These additional possibilities could 
actually be quite crucial when choosing the partner for co-operation.

The international markets are attraractive and cause pressures as discussed earlier. 
Therefore it is important that there exists between the co-operating parties an 
understanding of what must be done, and how. One important issue is e.g. how the 
firms are present in front of the international public, so it must be clear what to make 
public, when and by whom. These issues are important to make clear from the very 
beginning, because all the parties are likely to be very sensitive in this area, as they 
would like to safeguard and emphasize their own interests. Furthermore, the co
operation is likely to face disputes and conflict if the other party goes public without 
consulting the other party.

The leadership or decision making style must be such that it enables co-operation. 
This will mean that there will not be so much, if at all, destructive conflict in the 
execution of the project. To make this happen in practice one must realize how 
decisions are made (the different organizational and individual models) and how the 
manager itself makes decisions. The own style can be analyzed e.g. by using the 
decision map. After one realizes one's own style then the others’ behavior can be 
better understood and adapted to e.g. in cross cultural situation.

Leading edge technology and international markets
In order to stay in schedule, when launching a leading edge product into the global 
markets, everything should go smoothly and without problems. This situation was 
indeed faced in the case project. In the case the goal was first set to accomplish all the 
goals (international and domestic) at once but soon the reality hit back; it was realized 
that first the technology must work locally, before business concept can work and after 
these the international goals can be pursued. Therefore when in rush there is no room 
for mistakes, which then naturally leads to the use of the path of smallest obstacles as 
discussed earlier, or otherwise the number of errors is likely to rise. So, things should 
work first in the simplest environment from where experience and knowledge is gained 
for entering into the more complex settings, like global markets.

Luostarinen (1979, 51-54) said that reacting to international impulses is harder than 
reacting to domestic impulses as the firms have physical and mental commitments to 
domestic markets and these also cause lateral rigidity into internationalization. In this 
study a similar, but not a same, phenomena was discovered. The case firms operate in 
international high-tech markets and have made contracts and public promises publicly 
and globally, thus the firms have mental and legal commitments at the international

Decision Making in Projects - Delivering an International Leading Edge Product Through Co-operative R&D

92



Chapter 6: Conclusion

markets. These commitments guide the companies’ international and domestic 
operations just like lateral rigidity assumes, but the difference is that this rigidity is 
caused by concious action. This concious lateral rigidity, discussed in detail previously, 
can lead a company to difficulties in fulfilling promises (e.g. schedules) or scarcity in 
alternatives (e.g. must operate in some country/internationally due to commitments). 
Thus, when guided by concious lateral rigidity one is powerless in changing the 
direction, or at least the change will come at a high cost. Consequently, when 
committing oneself under guiding commitments, the consequences should be closely 
considered, which however is extremely difficult in the uncertain and complex world of 
high-tech international markets.

6.3 Reliability of the study

The reliability of the literature study depends upon the reliability of the sources and 
how they were used. The sources are articles from several journals and books from 
different authors. The publication date of the sources spans from 1947 to 2001, with 
majority published after 1995 (35 out of 68).

The literature was used as a building blocks onto which the empirical research, as well 
as the decision map relied on. The decision map is a synthesis from some views found 
in literature and bases partly on the author’s logic. The decision map was used in the 
beginning of the data collection to structure the interviews, but then later on omitted. 
Thus the reliability of the decision map does not affect the reliability of the empirical 
research on the other parts than where it was used as analytical tool.

Empirical research
Decision making research has been has suffered from three limitations that are: 
presumption that decision exists and can be clearly identifiable, dehumanization 
(emotions etc missing) and isolation (decision processes can be isolated from each 
other) (Langley et al., 1995). Additionally the research has been hampered by that the 
alternatives and their consequences are not given, but must be identified (March, 
1996). The first problem was the most severely faced in this study, it could be argued 
that the described decisions are as much planning and implementation as they are 
decisions. This is true, and therefore in the analysis section of this study the process 
was described at face value, before it was scrutinized through the “decision-making- 
magnifying-glass”. Thus the reader is provided the non-manipulated material as a 
reference point. The dehumanization happened also in this study, but the isolation of 
decisions was attempted to be evaded by providing as much context into the 
discussion as possible.

The collection of the empirical data is maybe the most severe problem for the 
reliability of the study. Three main concerns are explained below in order of their 
importance:

• The data collection took place 4-10 months after the asked events. This retro 
perspective view causes that details were lost in interviews because of 
forgetting. Also some conflicts in collected data was observed; obviously people 
remembered issues differently. The meeting memos and other documents
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helped to amend this problem, however the lack of detail caused that the model 
(decision map) was not extensively used.

• Asking precise questions and using models/timelines can guide the 
interviewees to see logic and structure in the events, although there was none. 
This problem was mentioned in literature (see e.g. Scwenk 1985) and it was 
recognized already during the data collection and consequently the decision 
map was used as an interview structure only in the two first interviews. Later on 
the interviews followed the timeline of concrete events (meetings). That, 
however, can have slightly caused similar “rationalizing” effects.

• The project was taking place at the same time the research was conducted and 
therefore some interviewees could have tried to manipulate the researchers in 
order to influence the partner organization’s views, or then the interviewees 
could have hidden information as they could have considered the issue to be 
too confidential, although the researchers had signed NDAs. However, the 
interviews took place in a relaxed atmosphere and the comments given were, 
from time to time, very straightforward indeed.

The final part of this study, the chapters analysis and conclusion have relied on 
literature, the empirical observations and on the logic and insights of the author. Also 
the findings are based on a single case study, but can however be partly generalized as 
some of the issues are based on more general observations, this is the case e.g. with 
conscious lateral rigidity. However, e.g. the concept of the smallest path of obstacles 
relies on the data of the single case and should thus be observed also in other cases 
before widely generalized.

6.4 Significance of the study

The literature on decision making in projects is not scarce, on the contrary a number 
of authors have written about it. However, this literature has dealt mostly with, if not 
merely, decision analysis, portfolio analysis and other analytical decision making 
events e.g. counting the NPV (Net Present Value) of different projects (a portfolio 
decision) or using AHP (Analytic Hierarchy Process) to evaluate multi-attribute 
alternatives etc. These remind a lot how the decision making was handled in the 
organizational decision making literature in the 1940’s. Since then the organizational 
decision making has progressed a number of steps to describe the real life decision 
making in a more detailed manner. In the project environment however these progress 
steps have not yet been applied.

This study has introduced these newer views into the project environment and 
provided a link between the current project decision making literature and the 
organizational decision making literature. It seems that these two fields of literature 
work well together, so that the decision analysis literature aims at helping the decision 
at the project’s grass-root-level and the organizational decision making explains how 
the decisions are done at the formation of a project and at the upper levels of project 
hierarchy (project management, steering group, organization).
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the path of smallest obstacles. Also the Finnish decision making style was given a new 
view to complement Albaum et al.’s (1999) cross cultural findings and the decision 
process and context was described. These issues can be seen as incremental 
development of literature on organizational decision making.

This study focused on a very complex environment where international markets, co
operation and the leading edge technology affected to the decision making. These 
context factors provided a fertile ground for findings that enrich the current research 
on organizational decision making, research on projects delivering international 
product and on inter-firm research. In addition these findings act also as managerial 
implications for individuals or organizations acting on such a field. Also the study and 
its findings can provide a strong foundation for future research that focuses on 
decision making in projects or on events under these context factors.
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Appendix 1: Decision outline for interviewees

Timeline for the decision “Pilot Proposal”

Building Desk
Commitment research

at Music

( ï Г
August September October

ч--------- h
November December

i-------------- 1

Instrument's First First Preliminary Phone Meeting at Technical Pibt
internal contact proposal meeting conference Music kick of Proposal

meeting 15.6. 17.8. 12.10. 19.10. 26.10. meeting
1.11.

Signed
16.11.

о Instrument Inc.’s operations to execute the MMS project internally

1. Instrument Inc.’s internal meeting 15.6.2001
Instrument Inc.: - list of participants omitted -

о Instrument Inc.’ decision to approach Music Inc.

2. First Contact
о Mr. Fluit presents the idea about co-operation to Mr. Disco

3. First Proposal 17.8.2001 Instrument Inc.House
Music Inc.: - list of participants omitted - 

Instrument Inc.: - list of participants omitted -

о Instrument Inc.’s PowerPoint show
4. Preliminary meeting

Music Inc.: - list of participants omitted - 

Instrument Inc.: - list of participants omitted -

5. Phone conference 19.10.2001
Music Inc.: - list of participants omitted - 

Instrument Inc.: - list of participants omitted -

о Deciding about next steps, creating goal lists

6. Creating goal lists
о creating goal lists
о Key persons (?):Mr. Blues, Mr. Ska, Mr. Oboe

7. Meeting in at Music Inc.’s premises 26.10.2001
Music Inc.: - list of participants omitted - 

Instrument Inc.: - list of participants omitted -

о Decidind about project form
о Decidind about steering group
о Music Inc. suspicious about terminal availibility

8. Desk research
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Appendix 2: An exemplar interview structure

Interview structure (for Mr. Rap)

о Describe your role in the forming of pilot proposal (use timeline as help)?

о What was the meaning/role of international stream for Music Inc.? How it is 
intended to be carried out?

о Does the project aim to deliver a standardized (international scope) business 
model/technology or customized to each nation? How was decided, when?

о How was the international nature of the product taken into account when 
forming the project?

о How was the international stream planned, who did planns, how? At which 
point?

о Was there IB experts involved, cultural experts etc.? How a confidence about 
the international viability of plans was acquired?

о How does the business model/technology differ in a single foreign market (not 
cross countries)? How about between nations? What is difficult?

о How does Music Inc’s reguirements differ from Instrument Inc’s?

о What where the international objectives for Music/Instrument for THIS 
project? Did they differ?

о Did the goals change on the way?
о Has there emerged some international issues that should have been predicted?

о How thoroughly the IB side was considered? Was that enough?

о How the IB aspect is normally taken into account in Music’s R&D projects?

о How did or did this differ from MMS project? Why (e.g. high tech)?

General questions

о How open the communication/operation was? Was Instrment’s objectives 
visible? Threat of hidden agendas?

о How important the project was to Music? How easily the tasks would have 
been accomplished without Instrument? What were the most important 
commitments/inputs from Instrument Inc? In your opinion, how easily the 
project could have been accomplished without Instrument?

о How into decision making, in forming the project (the timeframe) was affected 
that a) the project was co-operative b) the project had international market to 
be served (+IB stream in general) c) the project was of leading edge 
technology?

о Do you have documents of the time period...?
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