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ABSTRACT
Decision making is imperative for every organization because of the continuous issues or
problems that affect their operations. The study aimed at exploring the application of rational
decision making in solving organizational problems to elicit the best result. Additionally, the
paper looks into stakeholders’ management and engagement in choosing the best alternative
solution to situations affecting various organizations. The significance of the study was to
examine the best model of making a decision and look into how managers can involve major
stakeholders in providing answers to their problem. Markedly, the research used a case study of
an organization which was in a critical circumstance that called for rational decision making.
Instead, the managers chose to use other means of solving the problem, which ultimately led to
more harm than good. The case study was used as an explicit example of the situations that
organizations undergo so as to provide the basis for analyzing and evaluating different problem
solving and decision-making models. One of the insights from the case was that it is necessary
for organizations to identify and classify all the major stakeholders and involve them in decision
making. Through the qualitative analysis of the case study and theories, the findings showed that
timely engagement of stakeholders results in positive outcomes. Despite the fact that the paper
acknowledged that many stakeholders adds stress to an organization, it is evident that
engagement of stakeholders allows consultations and accumulation of different views and
suggestions, which in turn leads to high-quality decisions. Many people and entities influencing
or being influenced by the organization can make decisions based on cooperation and mutual
understanding; hence, creating synergies. The study also revealed that involvement of
organizational members also builds relations amongst the executives, employers, and employees,
which result in making the best decisions. In conclusion, timely engagement of the
organizational team correlates to achievements of the objectives.

Evident Mechanism for Decision-Making in Organization

3

Table of Contents
ABSTRACT .................................................................................................................................... 2
1.0.

INTRODUCTION ............................................................................................................... 6

1.1.

Background Study ............................................................................................................ 6

1.2.

Problem Statement ........................................................................................................... 8

1.3.

Aims of the Study............................................................................................................. 9

1.4.

Objectives of the Study .................................................................................................... 9

1.5. Research Questions ............................................................................................................ 9
1.6. Research Hypothesis ........................................................................................................ 10
1.7. Significance of the Study ................................................................................................... 10
1.8. Research Structure.............................................................................................................. 11
2.0.

LITERATURE REVIEW .................................................................................................. 12

2.1.

The Concept of Problem Solving ................................................................................... 12

2.2.

System Theory: Open System Theory ........................................................................... 15

2.3.

Organizational Theory.................................................................................................... 17

2.4.

Open System Theory in Management ............................................................................ 19

2.5.

Decision-Making Models ............................................................................................... 20

2.5.1.

Decision-Making Model of the Oil and Gas Projects ............................................. 20

2.5.2.

Rational Decision Making ...................................................................................... 21

2.5.3.

Irrationality ............................................................................................................. 23

2.6.

Governance Process: Oversight Project Management Bias ........................................... 23

2.7.

Normative and Descriptive Decision Making Models ................................................... 26

2.8.

Stakeholder Management (Voluntary and Involuntary Risk Bearers) ........................... 26

2.9.

Stakeholder Identification and Classification ................................................................ 27

2.10.

How Stakeholders could be Managed and Recommendations ................................... 30

2.11.

Shared Decision-Making ............................................................................................ 31

2.12.

Interest-Based Negotiation ......................................................................................... 32

2.13.

Joint Problem Solving ................................................................................................ 33

3.0.

RESEARCH METHODOLOGY....................................................................................... 34

3.1.

Research Strategy ........................................................................................................... 34

3.2.

Data Collection ............................................................................................................... 37

Evident Mechanism for Decision-Making in Organization

4

3.2.1.

Secondary Data ....................................................................................................... 37

3.2.2.

Primary Research: Method to Analyze (Case Study) ............................................. 39

3.3.

Critical Appraisal ........................................................................................................... 43

2.4. Limitations ......................................................................................................................... 44
4.0.

DISCUSSION .................................................................................................................... 46

4.1.

Rational Decision Making .............................................................................................. 46

4.2.

Linking Decision Making to Problem Solving .............................................................. 48

4.3.

Individual v/s Group Decision Making .......................................................................... 50

4.4.

Strategic Planning and Decision Making ....................................................................... 54

4.5.

Open-System Theory...................................................................................................... 56

4.6.

Stakeholder Map ............................................................................................................ 58

4.7.

Levels of Corporate Stakeholder Engagement ............................................................... 60

4.8.

Stakeholder Management ............................................................................................... 62

4.9.

Systematic Stakeholder Engagement ............................................................................. 64

4.10.

Approaches to Stakeholder Engagement .................................................................... 66

5.0.

CONCLUSION .................................................................................................................. 68

5.1.

RECOMMENDATIONS ................................................................................................... 72

Reference List ............................................................................................................................... 73
Appendix ....................................................................................................................................... 79

List of Figures
Figure 1: The problem solving model ......................................................................................................... 15
Figure 2: A stakeholders’ matrix that shows which strategies to use ......................................................... 30
Figure 3: rational decision making model................................................................................................... 48
Figure 4: The strategic planning process .................................................................................................... 55
Figure 5: The open system theory ............................................................................................................... 57
Figure 6: Levels of corporate stakeholder engagement .............................................................................. 61
Figure 7: The framework of stakeholder management ............................................................................... 63
Figure 8: The systematic engagement of stakeholders ............................................................................... 65
Figure 9: Traditional v/s emerging models of stakeholder engagement ..................................................... 67

Evident Mechanism for Decision-Making in Organization

5

List of Tables
Table 1: The Influence of stakeholders in the organization (case study) .................................................... 41
Table 2: The current Influences of Stakeholders on the Organization ........................................................ 42
Table 3: The Ideal Levels of stakeholders in an organization .................................................................... 43
Table 4: Decision making and problem solving ......................................................................................... 50
Table 5: Individual v/s Group Decision Making ........................................................................................ 52
Table 6: Stakeholder map ........................................................................................................................... 59

Evident Mechanism for Decision-Making in Organization
1.0.
1.1.

6

INTRODUCTION
Background Study

The model of decision-making is fundamental to the success of business projects and
organizations. This study explores approaches such as rational decision making, which favors
formal analysis of processes and application of objective data as opposed to intuition and
subjectivity. The assumption on rational decision-making is that the decision makers have full
information concerning the alternatives from which evaluations are made. It is also assumed that
rational decision makers have the cognitive ability, time, and resources to make the best choices.
Ideally, the main reason for adopting such kind of decision-making is to maximize the benefits
and minimize the costs. Most importantly, the study looks into the application of rational
decision-making in an organization. As Funke (2013, p. 32) explained, a rational model of
decision-making entails a reasonable and structured thought process in making a decision. This is
particularly relevant when making high valued decisions in an organization, which requires
applications of knowledge from experts, processes, and tools. The idea of using rationality is to
facilitate solutions to problems that face organizations, which when not approached well, could
lead to business failures or losses (Peterson 2010, p. 55). Undoubtedly, all businesses are
continually subjected to a lot of challenges; however, the application of rational decision-making
is a critical problem-solving technique.

Notably, another concept that prompts the need for this study is determining the link between
decision making and solution to business problems. According to Toygar and Akbulut (2013, p.
168), problem-solving entails the process of perceiving and resolving the void that exists
between the current situation and the future goals of an organization. Markedly, the desired goals
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are often blocked by either unknown or known obstacles and challenges, which the organization
leaders and partners should strive to remove. In particular, the situation causing the problem has
not been encountered in the previous times or the organization may have some past experiences.
On the other hand, decision-making is a selective process of choosing one out of two or many
options to provide the solution for achieving the desired goal (Van Knippenberg 2014, p. 4).
More often, the two terms are used interchangeably. The last aspect that this study looks into is
the impacts of early engagement of organization stakeholders on the outcomes. Notably, prompt
evaluation and analysis of problem allow the stakeholders to commit resources, thoughts, and
time in finding the best solution to a problem; thus, resulting in positive outcomes. The notion is
what informs the basis of this research by defining the hypothesis.

Markedly, the study’s hypothesis requires an approval or disapproval based on a case study of an
organization which was on a verge of making a critical decision. The organization that produces
polyethylene polymer has two levels (1 and 2) of control systems. It faces a problem at the Level
2 due to the failure of the display graphic (screens) caused by a shortage of spare parts. The
vendor has also agreed to supply the spare parts for level1for two years only. As such the
solution to the problem was to upgrade the whole control system platform consisting of both
level 1 and 2. Later, the top management found another solution of purchasing a six display
graphics screens, which costs £50,000,000 as opposed to the vendor’s proposal that required
£150,000,000. Ultimately, the decision was made based on the vendor’s proposal but resulted in
a number of mistakes and costs including engineering issues, over-budgeting, schedule overrun,
pending items, and more burden on the system engineers. In hindsight, the conclusion that can be
made is that there was negligence of the senior managers and system engineers were not
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involved in decision-making. Despite neglecting the system engineers from the decision making,
it is noted that their impacts, importance of support, and degree of involvement should be very
high in the organization.

1.2.

Problem Statement

Decision-making and problem-solving are essential aspects of business operations. It is
undeniable that all business organizations often go through difficult times of making critical
decisions to solve certain issues. The essence of achieving the desired goals is to make the right
decision that is based on rationality rather than subjectivity or just intuitions. As a result, it is
relevant to explore how rational thinking and decision-making, which involved a systematic and
structured process influences the outcomes in an organization. Such decision-making processes
inevitably calls for prompt engagement of the stakeholders to ponder on the overall mechanism
and procedure of choosing the best alternative. As Funke (2013, p. 32) noted, decision-making is
an essential element of problem solution because it involves making a choice that is relevant and
right for an organization. With that, the paper provides important insights on the process of
decision-making which involves the definition of the problem, identification of alternatives,
determination of criteria, evaluation of the alternatives, and choosing the alternative. To this end,
making the choice is just about the decision making; however, problem-solving entails additional
steps such as the implementation of the decision, and evaluation of the results. Notably,
understanding the relationship of decision-making and problem solving is central to providing
the best solution to organization problems just like in the case study mentioned above.
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Aims of the Study

The purpose of this study is to provide a deeper conceptualization of the rational decision
making and understand its applications in an organizational context. The case study provides an
overview of the problems that face an organization because of poor decision making and
problem solving techniques. Notably, the case provides a benchmark for exploring how rational
decision-making is relevant to an organization facing various hurdles. The study also examines
the linkage between problem solving and decision making in addition to exploring how positive
business results are fostered by the early engagement of the stakeholders. The research was
guided by the following objectives:

1.4.

Objectives of the Study

1. Explore the process of rational decision-making in the organization.
2. Review the application of rational decision-making
3. Review problem-solving technique
4. Determine the link between problem solving and decision-making
5. Examine the early engagement of stakeholders on the project outcome.

1.5. Research Questions
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What is the process and application of rational decision making in an organization?

2.

What are the problem-solving techniques relevant to an organization?

3.

Is there a link between problem solving and decision making?

4.

What is the impact of the early engagement of stakeholders on the project outcome?
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1.6. Research Hypothesis

H1: Early engagement, of stakeholders, before a decision has been made, will positively reflect
on subsequent project phases’ success.

1.7. Significance of the Study

The rationale for the study is to elicit a deeper understanding of the elements of rational decision
making and its application in an organizational context. It will help organizations to adopt the
flow of decision making that is structured and organized to produce the right results. That is, as
organizations have problems with making critical decisions; the case study is used to provide an
explicit example of the problems and situations that organizations undergo. As such, the study
helps in the definition of problems in an organization so as to ensure the desired goals are
achieved. Notably, recognizing a problem in an organization is essential as it allows the
managers and other stakeholders to approach the problem in different perspectives as mentioned
or suggested by different stakeholders. That is, the involvement of every stakeholder in decisionmaking critical to achieving positive outcomes. The problem situations are also understood well
by conducting the proper problem definition. Markedly, the study also informs on how a problem
can be evaluated so as to identify the corresponding alternatives of the solutions. As such, the
study adds knowledge on how to make the decision by choosing the best option and forgo the
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others for better results. Better results mean the benefits of the outcomes are more than the costs
to avoid losses and failures. The study will also help in providing the models of decision making
and problem-solving.

1.8. Research Structure

The research is structured into five main sections which include the introduction, literature
review, research methodology, discussion, conclusion, and recommendations. The introduction
provides the main concepts and context of the study so as to allow the reader understand the
problem and the rationale for the study. The section explains the main problem by highlighting
the objectives of the study and the hypothesis that drive the study. Second, the literature view
systematically evaluated the different works of other authors to measure the consistency of the
study and identify the knowledge gap. It gives the related information from journals, books,
conference reports, and other credible websites to provide the concepts, theories, and ideas
related to the topic. Third, the methodology explains how the study was conducted through the
analysis of the organizational case study. It describes the research design and the other
considerations to make the study data collection and analysis reliable and accurate. The
discussion section provides the insights and interpretations that are related to the theories and
concepts mentioned by other authors. Finally, the conclusion wraps the whole study paper by
highlighting the main sections of the study. The recommendations provide the limitations of the
study and suggest future areas that need further research.

Evident Mechanism for Decision-Making in Organization
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LITERATURE REVIEW

2.1.

The Concept of Problem Solving
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Problem-solving is an essential concept in different professions such as engineering, business,
education, and health amongst many problems. Just as Toygar and Akbulut (2013, p. 168)
mentioned, problems are continuously affecting many organizations and entities; thus, problem
solving should also be correspondingly continuous. That provides the insights that solving a
problem is a best done through a systematic process rather than just a one-off event. The essence
is that the procedure entails planning, preparations, and deeper thoughts, and choosing from
different options. According to Van Knippenberg (2014, p. 2) problem solving is the process of
finding the best answers or measures for known or unknown problem(s). As a process, it
involves a step-wise mechanism to ensure a systematic approach to providing the best solution.
However, it is important to acknowledge that any solution could work in different manners;
nevertheless, the best solution has various attributes and elements that others do not have.

As Peterson (2010, p. 56) noted, a working solution should be developed through creativity and
deeper thoughts that examine all the possible alternatives present. Creativity results in
implementing innovative solutions that are consistent with the current contexts and economic
capabilities. As such, a solution or decision made should be practical and economically feasible
so as to avoid overwhelming an organization with costs and expenses. In fact, the idea of making
the final decision is to land on a solution that provides more benefits that harm. Additionally, a
decision should be reached if the initiatives and views of different stakeholders are considered
and incorporated (Toygar and Akbulut 2013, p. 168). For instance, in the case study, the problem
of the control systems both in the level 1 and 2 calls for considerations of the suggestions from
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the system engineers, spare part vendors, managers, senior managers and other stakeholders.
That is, everybody should be informed concerning the problem, and their opinions sought to
avoid overlooking the views of other stakeholders. In a nutshell, the best solution is provided
after intensive thoughts that integrate the views of others and consider the various options before
choosing and implementing the best decision (Toygar and Akbulut 2013, p. 169).

The problem-solving concepts are what provide the basis of the conceptual framework of the
study, which is surrogate to the problem-solving model. Notably, the model shown in figure one
below shows that problem-solving entails six steps. The steps are arranged sequentially in a
circle to show the process is continuous but repeatable (Hatch and Cunliffe 2013, p. 22).
Notably, the first step is the definition of the problem so as to develop a broad view of the
problem situation. The step entails defining all the aspects or elements of the problem.
According to Winch and Maytorena (2009, p. 182), defining the problem involves the
determination of the symptoms of the problem by demarcating the various aspects of the
situation. The second stage is the identification of the root causes of the problem by involving
the group members who strive to understand the problem even better. The step calls for
collection of available information using tools like interviews, administration of questionnaires,
experimental, and computation methods amongst others. Notably, the problem is restated, and
concepts such as Fishbone diagrams are drawn to provide the cause of the problem (Toygar and
Akbulut 2013, p. 168).

Step three entails consideration and evaluation of the various viable solutions. In some cases,
organization reacts as a “knee-jerk” by bumping into quick solutions without considerations of
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the potential negative effects. Instead, the organization members should take the time to evaluate
the different options by targeting a solution that would elicit the best results.

The idea of the evaluation of the alternative measures is to ascertain if the preferred solution is
practical and within the economic, social, and cultural attributes of the stakeholders. As Van
Knippenberg (2014, p. 3) supported, it is essential for the stakeholders to use this time to collect
the different views and opinions of the organization members to allow merging of similar
suggestions. Additionally, this is the time for reducing redundancy through the elimination of the
possibilities that do not solve the problem. According to Van Knippenberg (2012, p. 5), the
fourth step is selecting the solution after evaluating the strengths and weaknesses of the provided
options that address the problem in questions. The ultimate aim of the choice is to provide an
effective solution that is technically feasible and acceptable to all stakeholders. Markedly, the
selected solution should be within the cost limits, implementable in time, reliable, flexible, and
use the staff and required equipment efficiently. The next step is the implementation of the
selected solution; nevertheless, an action plan is required to determine, what is to be done, who is
responsible, when is it done, and how and why to carry out the necessary actions (Knudsen and
Tsoukas, 2005, p. 16). Lastly, the outcomes should be evaluated to ensure the costs are
contained, the set milestones are met, and the overall project is completed. The evaluation also
entails provisions of the feedback mechanisms to monitor and respond to the outcome indicators
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and provide the appropriate corrections if necessary.

Figure 1: The problem solving model
Adapted from (Knudsen and Tsoukas, 2005)

2.2.

System Theory: Open System Theory

The open system theory provides the concept that organizational entities and influenced strongly
by the forces acting in its environment. That is, the environment has organized forces that impact
on the economic, social, and political nature of the organization (Van Knippenberg 2011, p. 2).
At the same time, the environment processes the resources required in solving the problems of an
organization and sustaining the progress of projects. Notably, the open system theory was
developed after the Second World War to react to the earlier theories such as the Administrative
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Theories by Henri Fayol and Human Relations Perspective developed by Elton Mayo (Winch
and Maytorena 2009, p. 183). Markedly, the open system theories are explained in different
flavors; for instance, contingency theories note that an organization is organized in a manner that
best fit the context or environment within which it is embedded. On the other hand, institutional
theories hold the opinion that organizations are entities where societal beliefs and values are
hinged in a structure and are indicated through organizational change. Additionally, the Resource
Dependency Theorists consider organizations as capable of adapting to the environment.
Notably, despite the different versions of the arguments concerning the open system theory, the
common notion is that organizations in one way or another depend on its relationship with the
environment (Van Knippenberg 2011, p. 3-4).

As Van Knippenberg (2012, p. 4) summarized, an open system interacts with the external forces
affecting an organization. The theory of open system was first developed in 1956 by a biologist
called Ludwig von Bertalanffy. It is applicable across many fields such as natural sciences, social
sciences, technical sciences, and humanities amongst others. The theory opines that all systems
are characterized by eternal forces or organization whose interaction with the organizational
system creates dependency. According to Van Knippenberg (2011, p. 4-5), open systems act like
“multi-cephalous organizations,” where there are heads who receive information from the
environment to make decisions and take the subsequent actions. The system boundaries are ever
changing, permeable, and amorphous; thus, allows the exchange of ideas, technologies,
resources, and information for decisions and actions. In this sense, the environment is largely
consisting of the stakeholders, who include the system engineers, senior managers, vendors,
suppliers, and consumers amongst others (Winch and Maytorena 2009, p. 184). Their rights and
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responsibilities influence the organizational outcomes; therefore, the action plans should clearly
delineate the roles and responsibilities of every stakeholder.

2.3.

Organizational Theory

Organization theory focuses on organizational context to identify the structures and patterns the
organizations use in solving their problems. The solution is pegged on ensuring that maximum
efficiency is achieved, and the productivity level is acceptable to all the stakeholders. The
organizational theory, in turn, develops other theories to explain how organizations function at
best. Therefore, the organization theory provides insights of how best organizations should be
run, managed, and controlled to maximize efficiency and effectiveness (Francescato and Aber
2015, p. 717). According to Toygar and Akbulut (2013, p. 168), the organizational theory looks
into the patterns and structures in an organizational setting aimed at meeting the needs of all
stakeholders. The theory illustrates that an organization is influenced by both internal and
external factors and stakeholders. The internal stakeholders include the managers and the
employees, while customers, creators, customers, and the entire society constitute the external
stakeholders. The interest of all the stakeholders must be addressed.

The benefits of the organizational theory are received both by the organization and the overall
society. Also, Francescato and Aber (2015, p. 718) noted that there are different theories
concerning the organization and its patterns and structures. The classical organization theory
includes Weber’s bureaucratic approach, scientific management approach, and administrative
theory. First, the scientific management approach focuses on work planning with the purpose of
achieving standardization, efficiency, specialization and so on. The model argues that increasing
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production requires building a mutual trust between the managers and the employees. Such
mutual trust enhances cooperation and prompt engagement of the stakeholders, which further
facilitates planning (Hatch and Cunliffe 2013, p. 12). In 1947 Taylor outlined the principles to
include science without the thump rule, selection of workers labor cooperation and management,
and training of workers (Winch and Maytorena 2009, p. 181-182). Another approach is the
Weber’s Bureaucratic theory which argues that an organization is just part of the overall society.
The theory suggests than an organization should be managed by adhering to the principles of
democracy, rationality, predictability, specialization, and structure (Van Knippenberg 2011, p.
6).

The third approach is the administrative theory, which was developed by Henri Fayol outlining
the principles of organizational management. According to Fayol, management encompasses a
number of roles including but not limited to planning, organizing, coordinating, commanding,
and training. The administrative theory was developed in the neoclassical era, which emphasized
that organizational productivity is related to the individuals, groups, and the relationship amongst
the people. However, in the modern era, an organization is viewed as an adaptive entity that is
supported by internal and external forces. Some of the common modern theories include the
socio-technical approach, situational or contingency approach, and the systems theory
(Ramanathan 2009, p. 26). The socio-technical model argues that an organization is made up of
social and technical systems and its environment. Notably, effective functions in an organization
are realized if the three sub-systems operate in balance. Secondly, the situational or contingency
approach argues that an organization is made up of systems that are inter-related with the
organizational environment. Effective functions of an organization are realized if the
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organization interacts well with the different sets of the environment (European Conference on
Management, Leadership and Governance, and Politis (2012, p.1-2). The last approach is the
systems approach, where an organization is said to be mutually interrelated with sub-systems in
the environment.

2.4.

Open System Theory in Management

As hinted, an open system is a critical concept used in system analysis particularly to understand
the operations and management of organizations. An open system is a system entity that interacts
with the environment, which allows the exchange of information, energy, resources, and
materials for the growth, sustainability, and development of the system. The mutual interaction
shows that materials and other essential resources are the source from the environment. The
organization also works to benefit the environment in return. Notably, as Ramanathan (2009, p.
26-27) explained, before the 1960s, organizations were viewed as closed or isolated systems
while ignoring the influences of the environment. However, it is now apparent that external
factors such as political changes, social issues, technological concerns, legal measures, ethics and
professionalism, suppliers, employees, customers, and the general society have an impact on the
organization. That is, at any time, an organization sources resource from the environments just as
the system is open to the environment. The concept is particularly relevant in management,
where it is required that managers have control over the internal environment which includes the
suppliers, distributors, consumers, employees, and the management. As European Conference on
Management, Leadership and Governance, and Politis (2012, p. 4) noted, the internal
environment is composed of forces that the organization manager has control over, while the
external environment could be beyond the control of the manager. In essence it is not practicable
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for the organization managers to fulfill the demands of all the influencing forces within and
outside an organization; instead, the manager should prioritize those that elicit better results.
However, as Ramanathan (2009, p. 28) explained, under an ideal circumstance, the manager
should consider all the issues affecting both the internal and external stakeholders and the
environment.

2.5.

Decision-Making Models

2.5.1. Decision-Making Model of the Oil and Gas Projects
Oil and Gas projects are some of the mega-projects that require serious and proper management
modalities. According to Dzimbiri (2009, p. 101) most oil and gas projects face daunting
challenges that require critical approaches to managing and provide successful outcomes. The
challenges are not only many but complex and in most case of greater technical needs. Other
issues affecting the large projects include the budget and schedule demands that could be so tight
to achieve or attain. Occupational health and safety have also been a critical consideration in
such projects because of the need to protect the health and welfare of the employers, employees,
contractors, visitors, trainees, and the community amongst other stakeholders. As Ramanathan
(2009, p. 30) noted, such large projects are owned by a network of many stakeholders, which
also makes decision-making a serious thing to do. This is because the opinions and views of
every stakeholder must be taken into account, which in some cases have led to bureaucratic
processes and delays in schedules. Nevertheless, the management process should involve all the
members of the project team; hence, the manager should integrate and institute the roles and
responsibilities of all of the organization.
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According to Castillo and Dorao (2013, p. 46), the large projects on oil and gas are also affected
by the need to recruit talented players; however, that is not enough. The recruits should be
incorporated into the system by conducting routine or refresher training for them to be oriented
to the context of the project. As such, the managers need to develop a management framework
just as European Conference on Management, Leadership, and Governance, & Politis (2012, p.7)
mentioned that successful managers of mega projects should follow a consistent and coherent
reference framework. Undoubtedly, developing a management framework provides the
guidelines to flow particularly when making critical decisions and solving organizational
problems. The model of decision making should provide a formalized project phases and steps in
addition to providing the checkpoints for progress. A project should be disintegrated into
different phases; thus, the accomplishment of the project should be stepwise. According to
Dzimbiri (2009, p. 104), the objectives of oil and gas project should be outlined by considering
SMART principle. That is, the objectives should be specific, measurable, attainable, realistic,
and transferable. Notably, the elements are very important in the management process.
2.5.2. Rational Decision Making
Rational decision making is a cognitive process, which is logically organized from one step to
another. According to Lima and Suslick (2008, p. 34), the decision-making process is not a oneoff process; instead, it favors the use of logics, objectivity, and analytical insights. A critical
decision is reached after consideration of different viewpoints to ascertain that all possibilities
are included in the final decision. Castillo and Dorao (2013, p. 48) noted that rational decision
makers assume that decisions are made with the idea of maximizing the benefits and minimizing
the costs involved. Another assumption is that individuals make decisions based on information
that they understand. Additionally, rationality requires the presence of measurable criteria and
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indicator that enhance data collection and analysis. Also, an individual making the decision is
assumed to have the resources, time, and cognitive ability to evaluate the provided alternatives
and reach the best choice. Markedly, rational decision making is more concerned with deductive
reasoning and use of objective information rather than qualification and subjectivity (Sieck et al.
2015, p. 3). It shuns out considerations such as attitudes, personal feelings, and obligations, but
rather prefers facts, measurements, and proper checkpoints to indicate the reliability and
accuracy of the decision made.

As aforementioned, rational decisions require a stepwise approach; thus, specific objectives
should be developed for each particular stage. At first, it is necessary to define fully the problem
affecting the organization with the aim of making the manager and the other stakeholders
understand the problem better. According to Castillo and Dorao (2013, p. 45), definition and
redefinition of the problem open the window for understanding the problem situation by
characterizing the various aspect of the challenge and provide the insights of the possible
solutions. In fact, as Dzimbiri (2009, p. 96) added, problem definition subsequently allows the
organization managers and the overall team to formulate the specific goals and the way of
operationalizing such goals. Additionally, it helps in identifying the criteria for reaching the
decision through the elimination of the other alternatives based on critical evaluation processes
that is pegged on the context of the organization. The second stage in rational decision making is
examination d evaluation of the potential alternative solutions to the problem. After conducting
an in-depth analysis of the problem, it is apparent and easy to delineate the various attributes of
the problem and correspondingly suggest solutions (Sieck et al. 2015, p. 1-2). With that, the
process goes to a generation of the alternative solutions from which detailed criteria are outlined
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to make the decision. However, a decision is only operationalized if implemented to produce an
optimal decision. Finally, the outcome should also be evaluated by using measurable checkpoints
and indicators to implementation are within the costs, schedules, and quality (Vos and
Achterkamp 2006, p. 164).
2.5.3. Irrationality
Irrationality is a cognitive process that involves thinking, behaving, or acting without rationality.
The process is associated with the inadequate application of reason, cognitive deficiency, and
emotional distress (Sieck et al. 2015, p. 3). As opposed to the rational alternatives, irrationality is
enhanced by the presence of stress, which introduces emotional distress in decision making.
Markedly, making a working solution requires thought and in-depth analysis of the presented
situations. That is people do not take the time to comprehend the problem and understand the
scope of the issue at hand. As such, presentation of unique or new situation subject the project
members to have no better option to solve the new problem, or sometimes the organization may
have run out of time and resources. According to Taylor (2014, p. 17207), irrationality result in
making decisions out of uncertainty and there is no proper prediction and measurement of the
outcomes. In most cases, irrational problem solving may create new problems that further make
the situation complex or expensive to tackle.

2.6.

Governance Process: Oversight Project Management Bias

Organizational project management (OPM) is a critical aspect of an organization as it defines
and refines the operations and performance. According to Gregoriou and Scharfman (2015, p.
84), every organization has a contextual governance system the guides the management and
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operation of the activities. As such, it is important to note the system of governance has the high
responsibility of formulating the objectives of the organization in addition to the allocation of
resources, provision of guidance and ensuring accountability (Joslin and Müller 2015, p. 1378).
Directors are required to show thorough judgment in achieving their fiduciary tasks, which
involve corporate governance and overseeing the operations of the organization, including other
entity’s efforts to thwart fraud and enhance effective management of enterprise risks. In meeting
their responsibility, directors are often subjected to a variety of difficult scenarios requiring
judgment, which calls on matters such as the absorption and acquisition of other business
enterprises, business expansion, and sales of assets (Gregoriou and Scharfman 2015, p. 85).
Markedly, the need for high-quality oversight and judgment has always never been greater.
Directors in most cases make high-quality judgments, which distinguish themselves and the
entities they epitomize in the market.

According to Pinto (2014, p. 376), the Board of Directors is often made up of people who are
capable and understand the judgment processes. It is, therefore, apparent that the members of the
Board are selected using a rigorous process that is biased as it only selects those with adequate
knowledge and skills of leadership and management. Notably, the members conduct the
oversight role to ensure that the decisions made do not affect the operation of the organization. In
fact, Joslin and Müller (2015, p. 1379) noted that the oversight and judgment are facilitated when
the Board members exercise a higher form of skepticism and take part actively in the
management process. The idea is to provide an avenue where the board members can challenge
the judgment of the managers. However, it has been proven that the directors often make
challenging judgments particularly in situations subjected to pressures, uncertainties, and
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complexities. Gregoriou and Scharfman (2015, p. 84) also added the members of the
organization might fall prey to the motivational traps and biases; for example, suggestions of a
quick fix and use of shortcuts in solving urgent problems. Notably, there are four types of
tendencies that induce bias in governance and oversight, which include overconfidence,
availability, confirmation, and anchoring (Pinto 2014, p. 378).

Overconfidence is the tendency of the board of directors or senior managers to make decisions
based on their overestimated abilities to act or perform a particular task. Such overambitiousness results in errors in judgment which affect the predictability or likelihood of
receiving the expected outcomes. The second tendency is confirmation, which refers propensity
of the people to prefer their initial knowledge, beliefs, and understanding; thus, they become
rigid to change. In most cases, the executive leaders of business enterprises tend to seek for
confirmatory evidence rather than seeking new information that might challenge the initial
stands. As such, it may bias the judgment of the executives as they tend to support information
that confirms the explanation of the management, which in other cases could be wrong. The third
bias is caused by anchoring tendency which is the assessment done by starting from an initial
numerical value then making future adjustments based on the initial benchmark value. Pinto
(Pinto 2014, p. 380) mentioned that the anchoring tendency may result in bias when evaluating
the strategy of a business and the probability of the threats to the goals using initial values of
indicators. Changes in future conditions, contexts, and circumstances may cause alterations in
the set goals and strategies. The last bias is caused by the availability tendency as it inclines the
decision makers to consider the information that is easily available or retrievable as more
relevant, important, and applicable. As Joslin and Müller (2015, p. 1381), the information that is
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available may unduly impact on the judgment of the decision makers particularly in making
estimations, assessments, and audits.

2.7.

Normative and Descriptive Decision Making Models

Normative or prescriptive decision making is about identification of the best or ideal decision.
However, in practice, it is not necessarily obvious say that “the best” will elicit the maximum
outcomes because there is the approximate range of optimum level. The normative decision
making model assumes that people make the decisions by using the uttermost rationality and if
necessary compute with full accuracy. Baron (2012, p. 56) noted that the prescriptive method
which outlines how people should make decision is known as decision analysis, which is aimed
at finding methodologies, tools, and software to help people reach better conclusions or
decisions. For example, normative theorists developed the decision support systems as software
to help organization make decisions based on systematic and comprehensive approaches. On the
other hand, McFall (2015, p. 47) said that a descriptive or positive decision model is about
describing the observed behaviors by assuming that the agents for making the decision always
behave in a consistent manner. The consistency in the behavior is shaped by stringent rules
which provide procedural frameworks to be followed. Markedly, the decision makers are said to
select an alternative that meets or exceed the set standards or rules (Skořepa 2007, p. 2-3).

2.8.

Stakeholder Management (Voluntary and Involuntary Risk Bearers)

Management of stakeholders is a critical component of every organization because it determines
the success of the activities and programs of particular projects. According to Boesso and Kumar
(2016, p. 815), a stakeholder is an individual, group, or an organization that affect or is affected
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by a given project or programme. Stakeholder can be classified as voluntary or involuntary risk
bearers. Voluntary stakeholders bear some part of form of risks because of their investments in
form of financial or human capital. According to Eskerod et al. (2015, p. 43) voluntary risk
bearers include employees or shareholders while involuntary risk bearers are at risk because of
the activities of the organization; for example those conducted in the cities and towns. Effective
management of stakeholders, calls for building a unified culture that is composed of people and
entities that are interrelated and interdependent based on mutualism. According to Crane and
Ruebottom (2011, 79), stakeholder management requires outlining an implementation of
underlying principles that help in identification and classification of the various stakeholders.
The management is a process that requires planning and preparation of a strategy that helps in
engaging all the stakeholders.

The key principles in the management of stakeholders include effective communication to ensure
that a proper chain of command is build and the intended message is passed, understood, and
responded to by all. Another principle is consultation which should be done early and often so as
to receive useful information and idea. Additionally, it is important to keep in mind that the
stakeholders are humans; thus, the managers should extend the human feelings to all of them.
Trust is also a critical aspect to consider because it is rewarding to forge the trusting relationships
amongst the team members. Also, in case of diverging priorities, it is prudent for the manager to
work on reaching a compromise that serves the interests of both. The stakeholders will only work
well if the roles and responsibilities are clearly outlined.

2.9.

Stakeholder Identification and Classification
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It is imperative for every organization to identify its key stakeholders so as to properly delineate
their positions, impacts, influence, roles, and responsibilities. The first task is always to
brainstorm about the main stakeholders in the enterprise architecture so as to develop a clear
framework of the different classes of the stakeholders. As hinted, stakeholders are the persons in
an organization who affect or get affected by the operations of an organization. They have power
or influence over the success or failure of the entity. As Aapaoja and Haapasalo (2014, p. 45)
mentioned, the idea of delineating the stakeholders in an organization is to ensure that they
positively contribute to the success of the organization particularly by making the managers
understand the key players and those that must be informed of the daily operations. As a matter
of fact, there are many people, organizations, or groups that qualify to be called stakeholders of a
given enterprise. Boesso and Kumar (2016, p. 816) noted that the senior executives, IT
operations, suppliers, consumers, distributors, sponsors, competitors, and system developers are
just but a few of the people or entities that serve as organizational stakeholders. Similarly, the
classification of the stakeholders may also take different perspectives; for example, they can be
categorized as internal or external, voluntary or involuntary risk bearers, and formal or informal
stakeholders.

The most intriguing questions to ask when identifying and classifying stakeholders include who
gains or losses in case of any change in the organization. It is also necessary to understand those
who control the processes of change management and those responsible for designing new
systems. Most importantly, it is important to note those who make decisions and control the
resources of the organization. The persons with special skills can be grouped as specialized
stakeholders. According to Aapaoja and Haapasalo (2014, p. 47), an organization may have a
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long list of people to call stakeholders; however, it is important to understand that some may
facilitate advancement and progress of the enterprise while others do not. Some may be
interested in what the organization does or the decisions made while others do not care. As such,
it is vital to map out the stakeholders, which is often done using a Power-Interest Grip to classify
the stakeholders based on their powers and interests in the organization. The figure two below
shows the Grid is divided into four classes. In the first section include the high power and
interested stakeholders (promoters) who must engage fully and commit all their efforts to attain
satisfaction. The second group is the high power but less interested stakeholders (latents) who
commit enough efforts to keep them contented, but not too much for them to get bored with their
roles in the organization. Thirdly, the lower power, but interested stakeholders (defenders) need
to be adequately informed to avoid major issues in an organization. They tend to be very helpful
in providing the details concerning the project or organization. Lastly, the stakeholders with low
power and low interest (apathetics) should as well be monitored but the managers should not bag
them with too much communication or issues of the organization (Boesso and Kumar 2016, p.
818).
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Figure 2: A stakeholders’ matrix that shows which strategies to use
Adapted from: (Aapaoja and Haapasalo, 2014)

2.10.

How Stakeholders could be Managed and Recommendations

Stakeholder management is an important aspect of every organization because it highly
contributes to the success of projects in places where others fail. Notably, the texts recommended
that the power and interest of all stakeholders must be understood so as to explicitly understand
their positions and roles in the enterprise. The most powerful and interested stakeholders should
be involved and be informed of all the operations and decisions of the firm. By communicating
with them frequently and promptly, it is possible to identify the major issues affecting them and
have them make decisions on the organizational problems. As Rogers and Blenko (2006, p. 136)
mentioned it is essential to understand all the stakeholders by outlining their concerns,
viewpoints, and views that affect the organization so as to enhance making of informed
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decisions. Vos and Achterkamp (2006, p. 165) supported the idea by noting that stakeholder
management requires consideration of the values and interests of the stakeholders to address
them during the project cycle so as to ensure that every partaker is happy at the end of the
project. In hindsight, the management involves both the internal and external stakeholders in the
formulation of the research objectives and committing efforts to achieve the goals of the
organization. Markedly, the texts recommend that stakeholders should be managed by enhancing
communication that should be done early and frequently in addition to creating mutual
relationships amongst the stakeholders. Additionally, a strategic plan should be drawn to help in
the delineation of the roles and responsibilities of the stakeholders as guided by the
power/interest grid of classification.

2.11.

Shared Decision-Making

Shared decision making is commonly applicable in healthcare organizations where patients and
clinicians communicate together to reach the best option that would result in the best results. The
idea of sharing the decision-making process is a philosophy that is currently applicable in other
business organization through forging for combined efforts in making the final decision. That is,
as Rehman (2016, p. 34) noted decision making should be done systematically and involves
different viewpoints so as to seek a “perfect” informed consent from all the stakeholders and
avoid objections from a certain section of the project team. Just as Rogers and Blenko (2006, p.
134) also complemented, decision making is often subjected to different perspective; therefore,
the project manager should strive to ensure that the conclusion is reached by reaching a
compromise acceptable to all stakeholders. Undoubtedly, making a decision is a collaborative
process, which involves soliciting the ideas and opinions form the different partners and using
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rationality to merge similar notions and addressing the differences. In a nutshell, no stakeholder
should be let uninformed or shunned from contributing the overall success of the project. The
essence is combining the expert opinions of the different members, which creates synergies and
agreeable conclusion that ultimately leaves everyone satisfied. In summation, a high-quality
decision requires the contributions of every member of the project team so as to incorporate all
the possible ideas that make the selection and implementation of the best alternative to produce
the desired outcomes (Rehman 2016, p. 34).

2.12.

Interest-Based Negotiation

Negotiation happens to every person; thus, everyone is a negotiator. However, the nature of the
negotiation is what varies, which could be cooperative or interest-based. Fisher et al. (1991, p. 12) defined negotiation as a process of communicating to persuade another party or parties to give
or accept what is needed in exchange of what they need. In particular, interest-based negotiation
maintains the essence of forming relationships especially when the parties involved are
interdependent. Therefore, just like the shared-decision making, interest-based negotiation calls
for mutualism and meeting the interest of both entities. The essence of interest-based negotiation
is to reach a mutual acceptance of the end results. Notably, the parties ensure that the final
decision is legitimate and fair, and the negotiation process followed credible mechanisms to
reach the results. However, as opposed to the shared-decision making, the interest-based
negotiation still considers the essence of power and influence in negotiation.
According to Senger (2002, p. 234), the factors that influence the course of negotiations include
the personal power, time control, and the information control. In interest-based negotiation, the
manager or leader has the power and influence of the control of information, control of time, and
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the people involved in the negotiation. It is essential to remember that the power in an interestbased negotiation influences people with no intention to go against them. In fact, the intention of
the power and influence is to bring the parties to their senses as opposed to their knees. With
that, it is insightful that just as the shared decision making, the interest-based decision making
calls for rationality and a systematic way of problem-solving. Barrett (2015, p. 433) outlined the
model of interest-based decision making to include four steps, which include preparation,
negotiating process, conflict resolution, and creating mutually beneficial solutions.

2.13.

Joint Problem Solving

Organizations are subjected to day to day issues and problems that require simple approaches to
decision making and problem solving. However, in the novel and complex situations,
organizations effective approach their problems using the joint problem-solving mechanism. The
basis of undertaking a joint negotiation process is to make the parties reach an integrative
solution where a “win-win” end is reached. Ury et al. (1991) mentioned that the parties could use
a joint problem-solving technique to avoid a “win-lose” outcome in a negotiation. The joint
problem solving uses a cooperative approach with the idea of optimizing the benefits to the
parties involved. The strategy also forges for building long-term relationships. Most important,
the joint problem-solving results in accumulation of different options to tackle a problem with
the intent of fulfilling the social, cultural, and political attributes of the conflicting parties. The
ultimate goal is to ensure that the parties are satisfied with the outcome without complains, but
rather an acceptable compromise.
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RESEARCH METHODOLOGY
3.1.

Research Strategy

This study adopted a qualitative study that analyzed a case study of an organization that found
itself in a situation that requires a critical decision making and problem-solving technique. The
use of the case study was explicitly relevant for this study because it provided the same scenario
that most organizations go through in making decisions. As a qualitative approach, the research
strategy does well in explaining the concepts and variables of decision making by developing
theories and ideas that further clarify understanding. The focus of the research method was to
uphold an interpretation of the issues that affect organizations that require rational thinking and
reasoning as opposed to quantification. The emphasis on subjectivity allowed acquisition of a
broad range of information that helped in answering the research questions. First, the study
aimed at answering the question about the process and application of the rational thinking model.
As such, the case study was used to analyze if the organization used the model or not, and if not,
the research provided insights of what should have been done to ensure the organization solved
the problems. In fact, the second question is about how organizations should apply the problemsolving skills in case of a problematic situation. Additionally, the research looks into the link
between problem solving and decision making and use the case study to explain the relationship.
The most critical question the informed the hypothesis of the study was on the impacts of early
engagement of the organizational stakeholders on the outcomes of the organization.

According to Yin (2012, p. 13), case studies are commonly used in social sciences and
organizational studies to provide a description of the situations that take place in organizations
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and use such information to provide an analysis. They have become increasingly essential for
conducting qualitative inquiries. However, some scholars still hold the opinion that the use of
case study research still causes controversies in social sciences because of its limitations.
However, Gagnon (2010, p. 45) added that case studies are distinctively meaningful when
studying complex phenomena as they allow the researchers to understand the characteristics of
the situation. For instance, in this context, the case used to provide a real life experience of what
most organizations go through; thus, providing a concrete point of reference in providing the
analysis and evaluation of the techniques uses in problem solving and decision making.
According to Woodside (2010, p. 23) case studies are relevant when a study is asking questions
about how and why a certain phenomenon happens, which helps in finding new ways of
improvement. For example, this research aimed at discussing the situation of a certain
organization that had problems with the control systems of its organization; thus it explained
how and why the problem occurred so as to devise new ways of solving the problem.

One of the main challenges of using the case study strategy is to use the insights from the
description of the case to analyze what should happen is other organizations. In fact, different
organization operates in different contexts, and it may be intricate to assume that the problems in
one organization are caused in a similar way to another; thus, decision making and solving
problems could be different between organizations. However, the use of the case study provided
a benchmark of understanding what happens in an organizational context, which provided the
idea of the problem-solving techniques used. The case study also indicated the stakeholders,
which opens an avenue for analyzing the identification and classification models of stakeholders.
Additionally, it was important to consider how the manager involved the stakeholders in decision

Evident Mechanism for Decision-Making in Organization

36

making to ascertain why the organization failed or succeeded in the long run. According to Yin
(2012, p. 21) case studies are still used despite the skepticism from some researchers because
they provide insights concerning a context or concept that cannot be provided by other methods.
The context of the study was an organization as it intends to look into how organizations reach
decisions when subjected to particular problems or issues. The idea was to understand whether
the organization applied the concept of rational thinking or not, and did the problem-solving
technique used follow all the recommended steps. Additionally, it was important to evaluate the
involvement of the stakeholders by first understanding the members of the organization and
analyze the mechanism the manager used in reaching the final decision.

Notably, the study analyzed the case where an organization was on the brink of making critical
decision as explained in the subsequent section, which ultimately saw the enterprise reach on an
alternative that led to more costs that benefits. Therefore, the example gives the basis of analysis
a case made it possible to conceptualize the events that happen in organization and understand
the conventional ways that managers use in solving such problems. As such, it provided the
background for building an argument for or against the method that the organization managers
used in making the decision and solving the issue affecting them. As a matter of fact, the
organization failed to properly solve its problem particular because of the haste with which the
decision was made. Additionally, the decision making process did not involve all the
stakeholders, especially the system engineers who should be key parties in the decision making
panel. Markedly, the research design was an exploratory case study that tried to isolate specific
social factors in a real-life context of an organization so as to test the present explanations. The
explanations are provided as theories and concepts on problem solving and decision making. As
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a matter of fact, the basis of using an organization as a case study was to test the present theories,
which formed the basis of the literature review. As discussed below, the secondary research was
used to provide the theories and concepts related to problem solving which were then related to
the situation in the case study. To this end, it is relevant to discuss the data collection method
that was used in sourcing both the secondary and primary information.

3.2.

Data Collection

As hinted, this study depended on both the secondary and primary data so as to provide enough
information to test the existing theories on organization decision making and problem solving.
First, the secondary data important in understanding the concepts and variables of the study so as
to enhance relational studies used to link with the information collected from the case study.
Additionally, the primary data showed the originality of the study by analyzing a case study to
provide the real issues that affect organization. Notably, combination of the two sources of data
allowed enhancement of comprehensiveness of the study and the findings. It is, therefore,
necessary to discuss the two methods of data collection used in the study.
3.2.1. Secondary Data
First, there was the need to collect information from other authors so as to understand the
concepts of decision making. The secondary information was mainly collected from books and
journals that talk about decision making and problem solving techniques. With that, the sources
of information provided the idea of the problem solving model so as to describe the different
steps of solving a problem to elicit positive results. Additionally, it is through the books and
journals that it was possible to collect information about the concept of rational decision making
and its applicability in an organizational context. The insights collected from the theories and
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models helped the research to develop a linkage between decision making and problem solving.
Also, it was to collect information from the secondary sources concerning stakeholder
management. The information was relevant in understanding the organizational stakeholders,
how they should be identified or classified, and delineation of their roles and responsibilities. In
fact the hypothesis of this study was developed from the review of the literature that showed a
knowledge limitation requiring a study to understand the impacts of early engagement of
stakeholders.
In most cases, organizations fail to make correct decisions due to late engagement of certain
stakeholders or in worse cases they are excluded from decision-making. Therefore, the secondary
research provided ideas and concepts concerning the two situations which were then related to
the case study so as to approve or disapprove the hypothesis. On the same concept, the literature
review looked into the idea of shared decision making by making a conceptualization and
highlighting its advantages. Discussing the issue of shared decision making provided the
intuition of involvement of stakeholders in making critical decisions concerning the organization.
Moreover, it was relevant to collect information concerning organizational governance and
oversight roles of the senior managers and the board of directors so as to understand the biases
involved. Such biases affect the judgment of the organizational executives, which in turn result
in poor decision making and in worse cases failures in an organization. Other issues that were
very important secondary research were to discuss the organizational models, especially the open
system theory to explain how enterprises are not treated as single units; instead, they depend on
both internal and external environments and forces. Further, the primary research argued on the
decision-making models used in large projects such as oil and gas plants, which corresponded to
the scale of the organization used in the case study.
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3.2.2. Primary Research: Method to Analyze (Case Study)
The primary research was about an organization that operates a petrochemical plant which
produces polyethylene polymer. The organization has two control systems to control the
operation process called the Master Control System at Level 1 and Master View at Level 2. The
two systems are synchronized and operate in an integrated manner, and are controlled and
maintained by three qualified system engineers. The Level 1 comprises of Masterpiece
200/1(Safeguard), Masterpiece 280 Process Controllers, Advant Master Engineering Station,
Supervisory System, and Historian Device. On the other hand, Level 2 which is majorly the
Masterview Operator Interface has three main functions including configuration facilities to
enhance graphic displays on the screen, providing Human Machine Interface, and operating
environment.
The problem of the organization started at level 2 when the display graphic (screens) started to
malfunction particularly because of shortages of the spare parts with the main concern being
failure of the entire production process. Even more badly, the vendor has announced that there
will be no more availability of spare parts for the Level 2 operations. Moreover, the vendor noted
that the spare parts for Level 1 will only be provided for the next two years. As such, the whole
production system is bound to fail in the near future if no critical decision is made promptly to
solve the problem. Markedly, solution to the problem of the organization requires rational
thinking and involvement of all stakeholders in decision-making so as to create synergistic
outcomes.
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Because of the problem, the top managers asked the system engineers to inspect and evaluate the
current problem through noting all the available spare parts and then write a report about the
situation. The report indicated that the best approach to the problem is to upgrade the whole
system which includes both Level 1 and 2. However, the managers were keen to consider other
options that could bear better results and limited costs. After a while, they decided to purchase
six display graphics screens, which were projected to cost £50,000,000. The reason for
considering this alternative solution was to avoid the higher cost of upgrading the control
systems at the two levels of operations. Nevertheless, the final decision was according to the
proposal of the vendor, which suggested on upgrading level 2 only with a projected cost of
£150,000,000. This was the decision adopted by the top managers.
Unfortunately, the final decision came with a number of challenges. First, there were mistakes
made during the engineering phase where upgrading of the level 2 control systems was
accompanied by defaults and other problems. Additionally, there was the issue of over-budgeting
as the initial cost was doubled to £300,000,000. The time schedule also experienced overruns
due to lack of proper planning of the tasks and the estimation of time requirements. Moreover,
the project has not been hand over due to pending items. It was also realized that combining the
old control system at Level 1 with the upgraded level two system added more burdens to the
system engineers.
A lot of information can be collected from the case study. First it is apparent that there is
negligence of the senior managers in terms of professionalism and non-participation of some
stakeholders, especially the system engineers. Markedly, the decisions were made abruptly
without consulting the engineers, which are said to have very high impacts on the operations of
the organization. As a result, there was the issue of over-budgeting and failure of the project.
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Therefore, the most important question that this research answered is how involvement of the
system in decision making would lead to better outcomes. According to the case study, insights
shows that the stake holders from the top-down levels in the organization include the Board
Committee, Department Manager, Senior Management, System Engineers, and the Vendors. All
of the mentioned stakeholders are within the internal environment of the organization. Notably,
of all the project members, the senior managers and the system engineers have very high
impacts, important, and degree of involvement in the project activities and decision making. The
influence of the other stakeholders is indicated in table 1 below.
Table 1: The Influence of stakeholders in the organization (case study)
No.

Stakeholder

Type of

Stakeholder

Stakeholder

Degree of

Description

Stakeholder

impact

importance

involvement

of support
1

Board

Internal

Very Low

High

Low

Internal

Low

High

Medium

Internal

Very High

Very High`

Very High

Internal

Very High

Very High

Very High

Internal

High

High

Very High

Committee
Department
2
Manager
3

Senior
Management

4

System
Engineers

5

Vendor (ABB).
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The current Influences of Stakeholders on the Organization

As mentioned in the previous sections, the organization is currently influenced majorly by the
senior manager. The manager makes most of the decisions but also involves others such as the
system engineers and the vendors. However, the case study shows that the company also has
other stakeholders including the Board of Directors and Departmental Managers. The hierarchy
of management is shown in the table 2 below to indicate the influences of stakeholders in the
organization. Markedly, the case is not explicit of the involvement of the board members and the
system engineers in making the decisions. It is not an ideal revelation of all the levels of
stakeholders, which should be as shown in table 3. Ideally, an organization should include both
internal and external stakeholders. The internal stakeholders are the owners, managers, and
employees while the eternal include suppliers, customers, shareholders, creditors, the
government, and the society. The table clearly shows persons and entities that make decisions in
a company. Nevertheless, the structure varies in different organizations.

Table 2: The current Influences of Stakeholders on the Organization
Board of Directors

Senior Managers
Departmental
Managers
Vendors (ABB)

System
Engineers
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Table 3: The Ideal Levels of stakeholders in an organization

Adapted from Barrett (2015)

3.3.

Critical Appraisal

From the case study, it can be understood that the decision-making process did not follow all the
recommended steps, which further provides insights that there was no application of rational
thinking in the decision making. As noted, the rational decision making follows six conventional
steps which include a definition of the problem, identification of alternatives, determination of
criteria, evaluation of the alternatives, choosing the alternative, implementation of the decision,
and evaluation of the outcomes. However, there is no indication of adherence to the steps. In
fact, it is only revealed that the decision resulted in negative impacts, which ultimately caused
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failure of the organization. Another conclusion is that the organization has poor stakeholder
management techniques. Notably, the main stakeholders have been identified and classified;
however, the list is not exhaustive because an organization is influenced by both internal and
external stakeholders. It also seems that the alternatives solutions were not all exploited because
there is always a way of solving a problem particularly if rationality is incorporated and the
decision is made based on shared mechanism the involves every responsible stakeholder.

Additionally, not all members of the project are included in the decision-making process. That is,
there was no early engagement of the stakeholders to allow comprehensive deliberation on the
problem. As a result, the project is bound to fail. The table 1 above clearly delineates the roles
and impacts of the stakeholders, where the system engineers were noted as having very high
impacts and importance and had very high degree of involving in decision-making just as the
senior managers. However, the system engineers are neglected from the decision making. This
goes against the hypothesis of the study because the system engineers are neglected from the
decision-making process despite their known impacts. In the end, the organization is forced to
bear numerous burdens caused by lack of early engagement of the system engineers in the
decision-making process. Additionally, the decision was made without considering the influence
of the external stakeholders, which shows that the organization is not applying the theory of open
system that requires interdependence between organizations with their environments.

2.4. Limitations

The use of analysis of a single case study had a number of limitations particularly concerning
generalizability. Notably, it is challenging to generalize the research findings to a wider
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population or different organization. The situation is because every organization has its problems
which depend on the context of the study. As such, the problems of a particular organization
could differ on not apply in different organizations. Additionally, The decision-making model
differs with the size, location, and the culture of every organization which makes the case study
of this research somehow unique to another context. In fact, other organizations with higher
economic base could make different decisions that could produce a better outcome or those
dealing in different products might have experienced varied problem situations. Therefore, the
case study was not appropriate for all organization, but only large firms that produce oil and gas
products. There were also missing aspects of organizational problems particularly facilitated by
the economic status, social, and cultural organization of the stakeholders.

Again, the number of stakeholders in the organization are not exhausted, which limited the
magnitude of influence particularly from the external; stakeholders. As Runeson (2012, p. 102)
explained, case studies majorly focus on qualitative information and incline the researcher to
collect subjective information. Lack of objectivity and deductive reasoning could result in biases
caused by prejudiced opinions and interpretations of certain phenomenon. Additionally, it was
intricate to develop a cause-effect relationship; thus, the analysis was majorly based on
understanding cases of correlations between the study variables instead of determining causation.
Woodside (2010, p. 17) also added that case studies lack methodological rigor that is required for
serious and comprehensive researches. The situation is because a few and in this case just a
single case was chosen for analysis. As such, there is no complete development and clarification
of the methodological techniques and grounding of the epistemological perspective of the study.
According to Gagnon (2010, p. 48), the use of case studies not only reduces external validity
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(generalizability of the findings) but also brings questions concerning construct validity because
the single case cannot be replicated in different contexts and still produce accurate results.
Despite the limitations, the study findings were relevant due to delimitations conducted by
defining the boundaries of the study through specifying the objectives and research questions
specific to the organization and the related ones. Additionally, the qualitative approach enhanced
explanations, reasoning, understanding, and applications of meanings in the interpretation of the
decision-making and problem-solving at the organization.

4.0.
4.1.

DISCUSSION
Rational Decision Making

Rational decision making is a systematic process of applying reasons and fact in making the best
choice from a number of alternative decisions. That is, the application of rationality requires
critical considerations of all the avenues of reason and logic to make a conclusion. As Rogers
and Blenko (2006, p. 135) explained, the decision making is only rational if undertaken through
a process rather than a one-off practice. For instance, in an organizational context, the manager
should follow logical, analytical steps to find the best solution to the problem affecting the
organization. All the possible outcomes are figured out, and the choice is made after considering
all options so as to provide the maximum benefits to the firm. Winch and Maytorena (2009, p.
181-182) explained that rationality is about deductive reasoning that uses objective data rather
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than subjectivity. For instance, it would be fruitful for the organization under study to use
rational decision making to solve its problems. As noted, the organization reached a decision of
upgrading the two control systems without considering the consequences of forgoing the other
options. In fact, the enterprise lands into more troubles including over-budgeting, more tasks,
and not meeting the time schedules. Such problems could be attributed to not using the rational
decision-making model in solving the problem of the organization.
According to figure, rational decision making is a stepwise process that circular, but again
iterative in nature. As such, in the case of any problem in an organization, the steps should be
followed logically and every deliverable provided at each stage. That is, the requisitions form a
step should be accomplished before moving to the next, and if not, the previous step should be
revised. The figure shows that problem solving should start by identifying the problem, which
involves getting a deeper understanding of the real issue affecting the organization. For an
instant, it could have been very worthy if the manager of the organization call all the
stakeholders to provide their view and definition concerning the problem. Definition of the
problem situation helps in establishing the criteria for generating the alternative solution.
However, the criteria should be weighed to understand which method provides the best
alternative solution. After the generation of the different options, it is imperative to evaluate
them to choose the best alternative. The best alternative provides more benefits than harm to an
organization. For example, if the other options would have been considered in the petrochemical
plant, perhaps the decision could have been better. Nevertheless, decision-making is often
useless without implementation of the best decision. In a nutshell, the conclusion should be
implementable with the present finances, time, and meet the expected quality. Such
considerations are what inform the final step which is evaluation of the decision to ascertain
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whether the set goals have been met. The essence of the discussion is that if the organization
would have follow all the steps, then the problem in the control system would have been solved
at lower costs but better results.

Figure 3: rational decision making model
Adapted from (Winch and Maytorena, 2009)

4.2.

Linking Decision Making to Problem Solving

Decision-making and problem-solving are terms often used interchangeably. Notably, in all
problems affecting the organization, there is often a step which involves choosing an alternative
from a given range of possibilities. The step of choosing the solution makes decision-making and
problem-solving become integrated. However, the aspect of rationality is what makes decision-
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making and problem-solving be considered separately. The process of decision making could be
rational or irrational because some people use emotions and feelings in deciding on issues.
However, problem solving requires deeper thoughts and intuitive judgments that rapidly results
in a solution. It is worth to acknowledge that organizations and other entities are not bound to
the distinction of decisions and problems, but are rather free to apply the best model solve their
issues. Nevertheless, the best method is to apply an integrated approach to decision-making and
problem-solving. The table 2 below provides the comparison and contrast between problem
solving and decision making to allow the readers have a full conceptualization of the two
concepts.
Decision making starts with framing the decision which is analogous to defining the problem in
the problem-solving process. The stage allows the organizations to understand the situation,
which will in turn help in building the criteria for choosing the alternative solutions. Another
main step which unites the two concepts is choosing the alternatives. In both cases, the intention
is to choose an alternative that provides the best results. For problem-solving, the alternative has
to be implemented and evaluated against the measures of cost, time, quality, and scope. The idea
of the evaluation is to check if the expectations are met. Similarly, decision making entails
committing and acting on a single choice which is expected to elicit the best outcomes. It is;
however, necessary to manage the consequences and build a framework of the related decisions.
Markedly, it could be concluded that the organization in question made a decision without
solving their problem. The essence is that the idea of rationality requires that after choosing the
best alternative decision, the problem has to be solved by implementing the decision. After the
implementation, the problem is often confirmed to be solved if the parameters of problem
solving are evaluated. That is, the managers and other stakeholders should collude to provide

Evident Mechanism for Decision-Making in Organization

50

indications of positive change, failure of which, the organization may suffer from future
consequences. The essence of the discussion is to reveal that if the organization used an
integrated approach to decision making and problem solving then it could have had better
outcomes.
Table 4: Decision making and problem solving

Adapted from (Rogers and Blenko, 2006)

4.3.

Individual v/s Group Decision Making

The literal question that policy makers often ask themselves is whether two heads make a better
decision compared to a single head. However, it is apparent that both individual and group-based
decision making have advantages as well as disadvantages. For instance, the group decision
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making has the advantage of consolidating different views, options, and suggestions, which
results in synergistic outcomes (Munier and Shakun 2007, p. 34). On the other hand, an
individual has to ponder on the solution for him/herself without receiving the support and
suggestions from others. Therefore, one of the weaknesses of individual decision making is a
presentation of few ideas which in turn leads to few alternatives to choose from; thus, lowering
the likelihood of solving the problem. However, it is faster to make decisions as an individual
because the bureaucratic process of consulting others is not promoted. Despite the quick nature
of making the decision, it may be intricate to select the best person to make the decision. Most
often, the patronizing managers use their power and influence to make the decisions that do not
involve the junior employees or sometimes unaccepted by the senior managers. However, in case
the manager is known to be a committed leader with proper leadership qualities, it could be
necessary to select the individual as the final decision maker. Kilgour and Eden (2010, p. 12)
also added that it is easier to determine accountability of the decision in the case of individual
decision making because the decision can be attributed to an individual.
On the contrary, group decision making involves more thoughts and ideas from the different
stakeholders. Involving the entire stakeholders allows diversity in decision making because
varied perspectives and approaches are integrated into the final decision. However, the model
comes with the challenge of requiring more time because the suggestions and objections must be
considered, which inevitably demand more time, unfortunately limited. With that, group decision
making is not suitable for urgent issues. Nevertheless, the situation at hand had up to two years,
and the time was seemingly enough to allow the managers to involve all the stakeholders early
enough to provide positive results. In fact, the consequences of the decision made could be
highly attributed to the haste in making a decision, which did not involve all the relevant
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stakeholders. As a matter of fact, the system engineers were ignored as the manager decided on a
final decision after just incorporating the views of the vendor. The table 3 also adds that group
decision-making enhances the commitment to ideas because every opinion must be explained
and discussed. The interaction of the stakeholders also builds a team that is united and
composed of members in good relationships and ready to assist one another in making the best
conclusion. Munier and Shakun (2007, p. 34) noted that group decision making creates synergy
because of more knowledge and information is accumulated through enhanced communication
amongst the stakeholders. However, the decision can be affected by dynamism and disparities of
decisions, which also makes it harder to identify account for the responsibility in decision
making.
Table 5: Individual v/s Group Decision Making
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Strategic Planning and Decision Making

Strategic planning is also called “corporate planning” or “long-term planning.” In essence, the
planning considers the whole organization and should be done on a long-term basis. Markedly,
involving every stakeholder with the ambition to make a long-term decision is intrinsically
embedded in the strategic planning in an organization. Matt (2012, p. 805) noted the
characteristics of strategic planning to include giving directions to the entire organization to
foster coordination and integration of operations or activities. The explicit idea of having a
strong strategic plan is to involve all the stakeholders so as to make the decision-making process
contributive and coordinated. Störmer and Truffer (2009, p.75) defined a strategy as the
systematic activities that aim at achieving the organizational objectives within the scope, time,
and resources, particularly on a long-term basis. Just as the strategic planning, decision-making
in an organization should elicit long-term benefits. It is worth adding that strategic planning as a
management technique used in setting priorities, focusing resources, and strengthening the
capacities of the stakeholders. It requires the establishment of agreements through teamwork in
an organization, where people collude to decide on the desired outcomes. The point to take home
is that decision making in an organization is hinged on the overall strategic planning process,
which is also systematic and stepwise as making a decision and solving the organizational
problems.
Markedly, the organization could have succeeded it incorporated the decision-making process
into the strategic plan. Strategic planning entails setting the organizational mission to outline the
long-term goals of the organization. From the mission, it is possible to be delineated the specific
objectives to be achieved in the organization. However, the objectives have to be accepted by all
stakeholders including the internal and external entities influencing the organization. As such it
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is imperative to conduct an appraisal of the internal and external factors in addition to
considering the opinions and views of every stakeholder. Such considerations result in the
generation of the strategic options from which to make the best strategic choice. After which,
the choice requires planning and implementation before considerations of review and control
measures. In hindsight, strategic planning has the same items in decision making and problem
solving; thus, the three processes should be integrated to provide the best outcomes in an
organization. Planning and decision making are essential concepts that every manager should
understand the principles of management. All the steps of strategic planning are illustrated in
figure 4 below.

Figure 4: The strategic planning process
Adapted from (Matt, 2012)
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Open-System Theory

The system theory provides an overall analytical perspective for viewing various types of
organizations. That is, an organization could be based on a closed or open system model.
However, this study focused on the open system framework that is hinged on the concepts of
interdependence, interconnections, and synergy between an organization and its environment
(Matt 2012, p. 805). The interconnection is also framed within the organization itself where
different entities especially the stakeholders work on the basis of support and mutual agreement.
Notably, figure 5 below shows that the organization represents the area of control where
operations and activities of the enterprise are managed and controlled. Störmer and Truffer
(2009, p.75) noted that efficient and effective internal control of an organization could only be
realized when all the stakeholders are engaged and work together for the overall good of the
whole firm. They combine energies and efforts through applications of the concepts of division
of labor and specialization that enhances delineation of roles and responsibilities of every
stakeholder.
Markedly, the internal environment and stakeholders cannot work in seclusion, as they must
cooperate with the transactional and independent environments as illustrated in the figure below.
The transactional environment includes stakeholders such as the suppliers, distributors,
competitors, financial service organization, and the customers amongst others. Therefore, for an
organization to successful solve its issues, the contribution and influence of the entities in this
area of influence should be sought and integrated into the overall decision. That is, their views
and opinions should be considered to avoid objections or reaching conclusions that will later
harm the relationship between the firm and the stakeholders. As a matter of fact, the organization
in question only considered the views of the vendors and the managers, who were just internal
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stakeholders. Even worse, some of the essential stakeholders with influences, the system
engineers, were excluded from the decision-making process. Notably, the figure below further
explains that an organization is also surrounded by an independent environment, which in most
cases is beyond the influence or control of the manager. The portion includes the technological,
political, legal, economic, social, cultural, and environmental factors. Such factors influence the
operations and activities of an organization; however, the managers often have no or limited
control over the elements. Therefore, it is also important for the organization to consider such
factors when making a decision.

Figure 5: The open system theory
Adapted from (Störmer and Truffer, 2009)
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Stakeholder Map

Stakeholder mapping is a systematic way of drawing a conclusion to understand the key
stakeholders and their roles in an organization. It is necessary to delineate the positions and
responsibilities of all stakeholders across the overall stakeholder spectrum. As aforementioned,
stakeholders are people or organizations that affect or are affected by an organization in
question. Their interventions and contributions have an overall impact on the operations and
activities within the firm. As such, all stakeholders should be mapped for the manager to
understand their magnitude of power and interest with the organization. As shown in Table 4
below, mapping stakeholders in an organization involve plotting a four-grid diagram with power
on the y-axis and interest on the x-axis. The essence is that it is relevant to understand the power
and interest that each and every stakeholder has in an organization so as to guide the manager on
how to relate to every team member.
The most influential stakeholders have high interest and high power in the organization. Such
stakeholders should be managed closely by enhancing communication through personal
briefings, workshops, presentations, and risk or issue awareness reports. The stakeholders often
include the senior managers and executive leaders of an organization. Stakeholders with high
power but low interest at any time should be kept satisfied. That is, they should be at par and
agree with the issues in an organization through proper communications conducted by leveraging
existing meetings, presentations, and organizational briefings. Such stakeholders often include
the sponsors, board of directors, and other executive leaders with little interest in the firm. The
third group of the stakeholders has high interest but low power in the organization. They often
include the employees of the organization who work incessantly hard for the best interest of the
firm despite their limited power. Such stakeholders should be kept informed through
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information communicated using newsletters, posters, flyers, websites, and programmed emails.
The last group of the stakeholders has low power and low interest and should be monitored at
any particular time. The information from this group should be monitored; however, they receive
no specific communication. In summation, in decision-making and problem-solving, all the view
and opinions of the stakeholders should be considered and integrated into the final decision.
Table 6: Stakeholder map

Adapted from (Sabella and Redish, 2007)
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Levels of Corporate Stakeholder Engagement

Markedly, there are different levels of engaging the stakeholders which could be plotted against
the capacity for mutual influence. The levels may be qualitatively described as low to high which
corresponds to the mutual influence as shown in figure 6 below. At the lowest level include
stakeholders who are being told what to do, and their mutual influence is very low. At this stage,
the decisions are made entirely by the managers; hence, the concept of individual-based decision
making. That is, the employees, suppliers, distributor, and customers amongst other stakeholders
often have no say concerning the issues of the firm. In such cases, it is more likely for the
decision to be imposed on the stakeholders, which in many instances triggers objections. The
second level of engagement is about being heard before an organization makes a decision.
Compared to the previous level, this engagement includes stakeholders with a higher degree of
mutual influence. Nevertheless, the stakeholders are just being heard by that do not necessarily
count on the final decision. For example, in the organization in question, the system engineers
were told to make a report concerning the control systems, which they did. However, their
contribution was not considered in the final decision.
The third level of influence is affording some stakeholders’ influence on the final decision. This
means that the team members have some say on the overall outcome, which should be
encouraged by all firms. Such limited influence is often accorded in case the decision making
require some levels of contributions from the employees, suppliers, consumers, competitors, and
distributors amongst others. Undoubtedly, when managers consult other stakeholders, they are
bound to make a decision based on a higher mutual agreement. The ultimate level that
organizations should strive to reach is where all stakeholders contribute to the decision-making
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process. Despite being bureaucratic, the stakeholders have an integrative say to the final decision
based on the highest capacity of mutual influence.

Figure 6: Levels of corporate stakeholder engagement
Adapted from (Eskerod et al., 2015)
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Stakeholder Management

High-quality management and engagement of stakeholders require a systematic framework that
helps in creating positive relationships amongst the stakeholders. The first aspect the
management is the identification of the stakeholders to understand those affecting or being
affected by the organization. The identification should not only concentrate on the internal
environment but also include the other stakeholders affected by the organization. For instance,
the petrochemical plant has a range of stakeholders including the executive leaders, the board of
directors, senior managers, departmental managers, employees, vendors, and the sponsor.
However, the list is not exhaustive because the influence of other organizations and entities
including the regulatory bodies and the competitors could also be stakeholders amongst others.
Though, it is important to acknowledge that an increase in the stakeholders’ number adds more
stress to an organization particularly because of the prolonged decision-making process.
Therefore, it is imperative to identify the key stakeholders that influence the decisions made and
contribute to solving the problems affecting an organization.
The second step in stakeholder management is documentation of their needs and desires.
According to De Boer and Hogeweg (2012, p. 48), successful completion of a project is often
realized when the objectives are achieved in accordance with the needs and desires of the
stakeholders. Understanding their needs helps in analyzing the powers and interests of the
stakeholders, which in turn assist in classification as discussed above. Another essential element
is managing the expectations of the stakeholders since it ensures that the orientation of the future
goals of an organization is in line with the stakeholders’ demands. Markedly, action should be
taken to implement the deliverables with the idea of achieving the outlined expectations.
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However, that is not all because the level of attainments must be measured and evaluated against
the set objectives and goals.

Figure 7: The framework of stakeholder management
Adapted form (De Boer and Hogeweg, 2012)
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Systematic Stakeholder Engagement

As aforementioned, stakeholder engagement framework is a complex system as represented by
the robust model shown in figure 8 below. The reason for the robustness is to facilitate timely
and effective engagement of the organization with the major stakeholders. That is, it does no
better by involving the stakeholder out of time or when the decision has been made. The
elements are shown in the figure below also provides the insights of the strategic significance of
the stakeholders in supporting business operations and helping in the management of the social
opportunities and risks within the organization. In a business case, the engagement process
enhances responsive corporate social responsibility (CSR) by involving the members of the
society. Additionally, it improves the reputation of the organization through media advocacy in
addition to enhancing the social risk management. Efficient engagement of the stakeholders also
facilitates appropriate allocation of resources and prioritization of tasks and responsibilities.
Kemp (2008, p. 5) also added that involving the stakeholders is also necessary for building an
integrated social management system within the organization. It also enhances the process of
recruiting and retaining employees in addition to enhancing the responsiveness of the workers.
Most importantly, engaging the members of the organization creates goodwill, cooperation, and
builds strong relationships and mutual understanding amongst the people in and outside an
organization. With that, the managers have good relationships with their employees and other
parties and will often involve them in decision making. Such an environment ensures that the
leaders and considerate of the influence of the team members and always ready to seek their
support and contribution. With that, group-based decision making is enhanced; thus facilitating
the likelihood of using synergies in making the conclusion rich in different perspectives and
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ideas. As De Boer and Hogeweg (2012, 49) mentioned, early engagement of stakeholders allows
contributive problem solving, which in turn creates positive outcomes.

Figure 8: The systematic engagement of stakeholders
Adapted from (Eskerod et al., 2015)
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Approaches to Stakeholder Engagement

The approaches to stakeholder engagement can be grouped as conventional (traditional) or
contemporary (emerging). The traditional engagement of stakeholder was fragment since there
was no any systematic way to include or exclude stakeholders in decision making. Additionally,
the conventional method was issue-based where different stakeholders were involved in decision
making depending on the problem at hand. That is, it was not certain that members of the
organization will participate in problem-solving before defining the problem itself. Postrel
(2002, p. 304) also added that traditional stakeholder engagement focused on managing
relationships, which lasted on a short-term basis. In fact, the goals set were majorly to fulfill the
short-term demands and desires of the stakeholders. The management was also based on personal
interests and styles, which differed from one organization to another. This system of engaging
the stakeholders is boilerplated; unfortunately, some organization still approves the model
instead of adopting the emerging system.
The new model of engaging the stakeholders should be systematic and integrated to include all
the major stakeholders in decision making and other operations of an organization. With that, the
system ought to be on-going, where every time the members are called upon. Additionally, the
focus should be on building strong relationships and cooperation with emphasis made on longterm goals. The main issue should be about creating opportunities and enhancing mutual benefits
and capacities of the stakeholders. Markedly, the goals and objectives of engaging the
stakeholders should be coherent with the mission and vision of the organization. The figure 9
below provides a comparative analysis of the traditional and emerging models of stakeholder
engagement.
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Figure 9: Traditional v/s emerging models of stakeholder engagement
Adapted from (Eskerod et al., 2015) and (O'Neal, 2012)
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CONCLUSION

The paper used a case study of an organization that was on a brink of making a critical decision.
With that, the purpose of the research was to investigate the aspects of decision-making and
problem-solving models that could be used by the organization to get out of the situation.
Markedly, the case used was an explicit example of the circumstance that most organizations
undergo which demand the application of rational decision making. According to this document,
rational decision making is not a one-off event; rather, it involves several steps that guide
organizations to choose the best alternative amongst many possibilities. It was noted that
rationality favors the use of the logical system and objective data as oppose to reliance on
subjectivity and opinions in making an organizational decision. However, the assumptions of the
study are that policy makers have perfect and full information to base their choice and that there
are measurable criteria for collecting and analyzing the data. Most importantly, the study reveals
the steps in rational decision making, which include a definition of the problem, identification of
alternatives, determination of criteria, evaluation of the alternatives, and choosing the alternative.
The levels are not enough, which brings the linkage with problem-solving. As such, the problemsolving model adds two more steps since the chosen alternative or decision has to be
implemented and ultimately evaluation is done to measure if the deliverables are consistent with
the previous expectations.
The second concept that informed the hypothesis of this study was stakeholder management and
engagement which was highly reiterated on because it was directly related to the case study. It
was noted that the case study disclosed some of the stakeholders including the board of directors,
department managers, senior managers, system engineers, and the vendors. Nevertheless, the
literature review disclosed that an organization is made up of more than internal stakeholders
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only. According to the study, a stakeholder is an individual or organization that influences or is
being influenced by the organization in question. For instance, the framing of the aims and
objective of the study must be in line with the needs and the desires of the stakeholders. They
also take part in decision making and solving the problems facing an organization. However,
some business enterprises such as the one used in the case study showed a weakness in the
engagement of some of the stakeholders in decision making. Notably, the system engineers who
evidently had impacts on the operations and activities of the firm were excluded I the decision
making. The insight from that situation led to the concept of individual decision-making versus
the group-based decision making which showed that the latter, despite being bureaucratic results
in consolidation of more ideas and information about the problem. As such, the study favors
shared decision making that gives the opportunity to the major stakeholders in an organization to
contribute to the overall decision so as to elicit the best outcomes.
Timely engagement of the stakeholders also stood as the main concept as the research asserted
that it is only appropriate if the stakeholders are involved earlier enough to give room for
deliberations. As aforementioned, involving various members of a project in making a decision
requires more time for consideration of the different opinions and suggestions. Therefore, the
time dimension is critical for every organization as the best decision should not be made in haste.
Additionally, the paper acknowledged that it is stressful for organizations to involve all the
stakeholders because the overall spectrum may include so many people and organization within
the internal and external environments. As a result, the first step in stakeholder management and
engagement should entail identification and classification so as to choose the major stakeholders
within the influence of the organization to make the decisions. With that, the research used a grid
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plot of power against interest to classify the stakeholders by understanding their positions and
influence on the operations of the organization.
The involvement of stakeholders explained using the ecological concept of the open system
model. The model assumed that organizations should not operate in seclusion; rather, the internal
aspect should mutually relate to the external forces and factors. That is, an organization depends
on the internal stakeholders, such as the executives, managers, employees, suppliers, vendors,
and consumers as well as the external stakeholders. Markedly, the external entities may include
people or organization that have no or limited influence on the organization; thus, their
contribution to decision-making is often limited. Nevertheless, the open system theory
acknowledges that organizations add value and flow to the environment just as they depend on
the forces from the environment. The scenario is particularly practical in a large organization
such as the one used in the case study. The organization was producing polyethylene polymer;
however, the production system was affected by the failure of the level 2 control system coupled
to lack of enough spare parts. Markedly, the possible decisions to be made included upgrading
the two control systems (level 1 and level 2), upgrading only level 2, or looking for an alternative
supplier of spare parts. The ultimate decision made led to various challenges such as engineering
issues, over-budgeting, schedule overruns, pending items, and increased burden on the engineers.
In summation, the findings of the study approve that early engagement of stakeholders results in
positive outcomes. Notably, engaging the stakeholders to create mutual understanding,
cooperation, and goodwill with are parameters that enhance synergy. Combined knowledge,
experience and skills result in accumulation of different views and suggestions, which in turn
leads to making high-quality decisions. Additionally, through shared experiences, it is possible to
consider the objections and allow incorporation of the suggestions from the minority groups. The
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paper supported an integrated decision-making system that is associated with an ongoing
building of mutual relationships amongst the stakeholders. Notably, the success of a project,
program, or an organization requires the setting of long-term goals that are in coherence with the
needs and desires of the stakeholders. Additionally, the goals and objectives of the organization
should be acceptable by the members and in line with the mission and vision of the firm.
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RECOMMENDATIONS

Every organization should delineate the roles and responsibilities of all stakeholders so as
to inform managers when involving them in decision making. That is, in addition to
engaging the stakeholders in making decisions, it is appropriate for the manager to
understand their skills, experiences, and knowledge relevant to specific decisions



Further research and education should be promoted on the leadership skills that promote
the mutual relationship between the employers and employees. In particular, it future
researchers should focus on how transformative leadership can enhance stakeholder
engagement, which in turn result in proper decision making.



Organizations should also consider creating a culture that enhances engagement of
workers, employees, and other stakeholders. Such cultures must be pegged on mutual
benefits and facilitating proper communication and understanding of all stakeholders
particularly in the case of a problem-solving the scenario as further illustrated in the
appendix.



As a way of creating awareness amongst the employees, the managers should always
communicate to the stakeholders to inform them of their roles in solving problems. That
is, managers have the responsibility of informing both the internal and external
stakeholders about the problem so as to allow a combined effort in decision making.
Also, the stakeholders should be engaged in all the steps of rational decision making
without favor or discrimination (see appendix).
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