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This study investigates the influence of three basic drivers of processquality in strategic decision-making (SDM) on the long term outcomes
of SDM-processes in a longitudinal design of six case-studies . These
drivers were resp . rational, political and cultural behavior . We found
that durable outcomes of high-quality SDM-processes are the level of
insight and organizational support generated, rather than the specific
content of the actual choices . Implications of findings for theories on
SDM are discussed.
Strategic decision-making (SDM) and its effectiveness are important issues in both the
fields of organization theory (Hatch, 1997) and strategic management (Rumelt,
Schendel & Teece, 1994) . Much of this interest is based on the idea that sound SDM
leads to good long term business results . So what is sound SDM? Research in this area
has tried to establish links between four basic factors, i .e. context, process, content and
outcome (Bell, Bromily and Bryson, 1998) . That means : a strategic decision concerns
a certain strategic issue (content), which is reached through a particular process and
results in a certain outcome, while being influenced by context, i .e. the organizational
environment of the decision-making process and the environment external to the
organization in question . Interest in the quality of the SDM process then stems from
the basic assumption that, ceteris paribus, high-quality SDM-processes lead to better
outcomes.
The quality of SDM processes and its relation with SDM outcomes has been a topic
in recent empirical research. An example is the investigation into the relative
effectiveness of different methods for dealing with conflicts in SDM processes such as
dialectical inquiry, devil's advocacy and consensus methods of Schweiger, Sandberg &
Rechner (1989) . Another is the more descriptive work by Woolridge and Floyd
(1990), who conducted an investigation in 20 organizations on the degree in which
involvement of middle managers in the strategic process determined their levels of
consensus and commitment . Dean and Sharfman have been among the most prolific
writers on the subject recently, with a number of publications on the interrelations of
procedural rationality, political behavior and SDM effectiveness, all based upon a study
of 57 strategic decisions in 24 companies (Dean and Sharfman 1993a, 1993b, 1996) .
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Amason (1996) combined these sub-streams of research in a survey with 48 top
management teams and showed how functional conflicts can be quite productive in
SDM processes, since they can lead to better understanding as well as more consensus
and affective acceptance by SDM process participants . A final recent contribution was
made by Korsgaard, Schweiger & Sapienza (1995) who put the issue of procedural
fairness and its importance for commitment and consensus on the SDM research
agenda .

However, despite this recent empirical work, one can still identify gaps between the
existing theoretical insights and this empirical material. Several of these gaps stem
from the fact that the underlying theoretical models for most of the research on SDM
effectiveness conducted so far, appear to be more inclined towards a linear model of
strategy, rather than an adaptive model (Chaffee 1985). According to one recent
overview of SDM process research, "past work has typically employed theoretically
under-specified models, reflecting primarily a linear view of the SDM process . The
contribution of the adaptive and interpretive models remain, by and large, underexploited in empirical research" (Rajagopalan, Rasheed, Datta & Spreitzer 1997 : 239) .
This article addresses three of such gaps .
A first gap between the theoretical state of the art and the body of empirical
material on SDM process quality is that, in most empirical work the actual decision is
still seen as the primary output of any SDM process and the value of that decision is
judged on the basis of the resulting long term business performance . In this SDM
research tradition, the actual choice is "the high point of the decision-making process"
(Harrison, 1987 : 53) . This choice focus research tradition has received considerable
criticism from other researchers, who focus their analysis of SDM effectiveness less on
the resulting decision per se, but more on the resulting strategic change process. In
these more adaptive or interpretive research traditions, the formulation-implementation
dichotomy is rejected (c.f. Mintzberg & Quinn, 1992) . Here it is asserted that it is
rarely the case that a single, specific decision made by a specific group of people at a
specific point in time leads, through subsequent implementation, to improved long term
business performance. Rather, such performance improvements are achieved through a
series of states, where in each subsequent state there is renewed decision-making,
building on previous analyses and experiences, and leading via additional analyses,
commitments and experiences to the next state . This insight has resulted in
conceptualizations like `muddling through' (Lindblom, 1959) or `logical
incrementalism' (Quinn, 1980; 1989) . In the present context we would say that this
approach to SDM effectiveness has a change focus. Research with a change-focus
rather tries to link a trajectory of decision-making with a trajectory of changes and
outcomes. It is interested in how, in an ever-changing world, SDM really becomes a
never-ending journey of complex organizational adaptation . In the fields of
organizational change or strategic management empirical research with a change-focus
is more common than in research on SDM effectiveness, but there it has been aimed
mostly at the overall nature of the process of strategic change and much less on the
embedded decision-making processes .

The second gap, which builds on the first, is that aspects of managerial learning and
cognition, which are usually not present in the linear model, are not researched indepth . In the adaptive and interpretive models of strategy, managerial cognition and
learning are central themes . Examples here are the field of organizational learning
(Argyris & Sch6n 1978 ; De Geus 1988, Senge 1990) and applications of complexity
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science to the field of management studies (Stacey 1995 ; Eisenhardt 1997) . Despite
these examples, in general so far "managerial cognitions ( . .) have received little
attention in empirical SDM research" (Rajagopalan et al. 1997 : 237) .
The third gap also arises from the simplifications inherent in the linear view of
strategy . In the linear model, it is difficult to grasp what happens in the period after a
strategic decision has been formulated and how the characteristics of the process
leading up to that decision drive these developments. Or, to quote Dean & Sharfrnan :
"one clear opportunity for future research is in more complex conceptualizations of
decision-making, implementation and environmental effects . Formulating these would
probably require conducting case study research so as to disentangle the complex
strands of influence on decision effectiveness in any setting . Such research would be
less suited to demonstrating empirically that these constructs have an effect, but better
suited to explaining how their influences play out ." (1996 : 391).

The present study empirically investigates SDM processes not from a linear
perspective of strategy, but rather from an adaptive perspective . The cross-case
analysis of six case studies of SDM processes with Dutch multinational firms focuses
more on the degree in which the SDM process created the necessary conditions for
subsequent well-informed managerial actions, rather than on specific decisions being
made at certain moments in time . Managerial cognitions and emotions are assumed to
play a pivotal role here . This study investigates in what ways these necessary
conditions for change are driven by different aspects of the SDM process itself, in
particular the degree of rational, political and cultural behavior during the strategic
decision-making process .

STRATEGIC DECISION-MAKING
Following Mintzberg, Raisinghani & Théoret (1976 : 246), we define SDM as
decision-making on issues, which are "important, in terms of the actions taken, the
resources committed, or the precedents set" . The classic approach to SDM (which
includes authors like Ansoff, 1965 ; Andrews, 1971 ; Miles & Snow, 1978 ; and Porter,
1980) focused on the content of the decision, using rational decision-making processes
and developing a series of powerful analytical tools like the SWOT-analysis, the
Boston Consulting Group's growth/share matrix, industry-analysis and sophisticated
quantitative models to evaluate - mostly in financial terms - strategic alternatives . In
this approach the decision-making process is seen as a linear sequence of steps, leading
from problem recognition to the final choice . Hence the term "linear model" by
Chaffee (1985) . This classical approach had also clear normative ambitions: sound
rational strategic decision-making was supposed to yield the desired good long term
business results.

Subsequent research has greatly enriched our understanding of real-life strategic
decision-making . An excellent review of that literature can e .g. be found in
Rajagopalan, Rasheed & Datta (1993) . This research has learnt us that SDM-processes
prove to be only rational to a certain extent ; they are influenced by political and other
social or cultural processes and they usually do not proceed in a linear manner . Several
authors have attempted to arrive at a synthesis of the old and new findings . Chaffee's
(1985) suggestion is to see linear, adaptive and interpretive models of strategy as on
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different levels of Boulding's (1956) nine-level hierarchical framework of system
classes, where the linear model would represent the machine level . The adaptive model
of strategy, in which it is recognized that the organization and its parts change,
proactively or reactively, in order to be aligned with consumer preferences, would
stand for the biological level . And interpretive strategy, in which "organizational
representatives convey meanings that are intended to motivate stakeholders in ways
that favor the organization" (Chaffee 1985 : 94), would refer to the cultural level in
Boulding's systems hierarchy
Another approach is the TPC-model of Tichy (1983), who, in line with the adaptive
model, does not discuss strategic decisions, but strategic change . He argues that
strategic change involves simultaneous and interrelated changes in three intertwined
subsystems, i .e. the technical (T), the political (P) and the cultural (C) subsystems
(hence the term TPC model) . This is also the model that we have chosen for our
change-focused analysis of strategic decision-processes embedded in overall strategic
change processes . In the present research, it is assumed that such processes have both
technical-rational, political and cultural subprocesses and that the quality of the overall
SDM-process is determined by the quality of those three intertwined subprocesses .
Next we will zoom in on each of the three subsystems in the TPC model .
The first element in Tichy's TPC model is the technical-rational subprocess . None
of the newer frameworks for SDM theory imply that strategic decisions are either
completely rational or irrational . Rather, the importance of this subsystem can range on
a continuous scale from purely rational to "very boundedly" rational (see e .g.
Harrison & Philips, 1991) . At the rational end of this continuum, actors have known
objectives, gather comprehensively the necessary information, develop alternative
actions, choose and implement . At the other end they perform similar actions, but
much less comprehensively . The degree of rationality is seen by some authors as
contingent on environmental context (see e .g. Mintzberg & Waters, 1982 ; Fredrickson,
1984; and Dean & Sharfman, 1993) .
The second subsystem in the TPC model is the political subprocess . The interest in
political subprocesses arises from the idea that organizations are groups of people with
at least partially conflicting goals (at individual or sub-group level), while people or
sub-groups use their formal or informal power to further their private goals (see e .g.
Pettigrew, 1973 ; Quinn, 1980 ; Pfeffer, 1981 ; 1992 ; Eisenhardt & Bourgeois, 1988).
Where the political subprocess is important, the resulting choices may seem subrational in view of overall organizational objectives ; their rationality stems from
conflicting subgoals . Interestingly, Dean & Sharfman (1993a) found the political
subprocess to be independent from the rational one, an empirical result which is at
least not confirmed by the research reported in the present article.
The third subsystem is the cultural one, by which Tichy refers to participation and
involvement of the various stakeholders in the SDM process, with participation and
involvement leading to more and better information for decision-makers and to
stronger commitment with the resulting choices (Tichy, 1983 ; Guth & MacMillan,
1986 ; Woolridge & Floyd, 1990, Mintzberg, 1990) . However, the influence of the
cultural subprocess on the quality of the overall SDM-process has more determinants,
including group think (Janis, 1982), interpersonal conflict (Amason, 1996 ; Eisenhardt,
Kahwajy & Bourgeois, 1997), perceived procedural fairness (Korsgaard, Schweiger &
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Sapienza, 1995), and various ways in which the SDM group process is structured (c .f.
McGrath, 1984; Schweiger, Sandberg & Rechner, 1989) .
Finally, the quality of the overall SDM-process is not only influenced by these three
subprocesses, but also by its development over time . It appears that in practice, a
SDM-process almost never follows a linear sequence of (rational) steps, but is better
described as a series of process steps with feedback and feed-forward loops (Witte,
1972 ; Mintzberg, Raisinghani & Théoret, 1976) . The process can be even further away
from the linear sequence by taking the character of an organized anarchy, like the
garbage-can model of Cohen, March & Olsen, 1972 (see also March & WeissingerBaylon, 1986 ; Magjuka, 1988 ; Levitt & Nass, 1989) . However, our study included
only fairly well-organized SDM-processes, that is to say neither on the linear or
garbage-can extremes of the structuredness scale.

EFFECTIVITY OF SDM : CHOICE OR CHANGE FOCUS
Earlier on we have noted that most empirical research on SDM effectiveness so far has
had a choice focus, based on a linear model of strategic decision-making . Strategic
decision-making leads to a decision, which through subsequent implementation leads
to business performance . Often, the quality of the implementation process is seen as
largely independent from the quality of the decision-making process (see e .g. Dean &
Sharfman, 1993a, 1993b; 1996) .This linear model, however pleasantly simple at first
sight, as Figure 1 illustrates, creates some difficult conceptualization and measurement
issues when put to work.

FIGURE 1
Relation Between SDM and Business Results in Research with a Choice Focus

strategic decisionmaking process ~---10

strategic decision F--10 I

decision
implementation

business
performance

time

One measurement issue with the choice focus is that, measuring the causal relation
between a specific strategic decision and business performance turns out to be
problematic. Long term business performance is subjected to far more influences than a
specific strategic decision at a point in time . If one chooses to use specific business
results rather than overall performance as a measure of effectiveness, this problem is
somewhat mitigated but remains thorny . In system theory terms one has to detect a
"signal", i .e. a result connected with the decision, out of the "noise" of the effects
from a host of other - external and internal - influences . Furthermore, the impact of
decisions, even major ones, usually decreases over time . Or, in the system theory
metaphor : the effect of any input to a system dampens over time . It is for this reason
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that Bell, Bromily & Bryson (1997) go so far as to suggest that one should be
"suspicious of any model of SDM which purports to explain a large percentage of
variation in organizational ROA" (p .175) . Rajagopalan et al. (1997) plead for a similar
modesty in aiming for research results that focus on business performance effects .

Next to this technical measurement issue there is a conceptual problem related to
empirical research using a choice-focus : how does one define the effectiveness of a
(strategic) decision? Dean & Sharfman (1996) define this as the extent to which the
decision contributes to the business objectives used for making that decision (Dean &
Sharfinan, 1996: 372) . But what if, in the mean time, the situation changes and
therefore the business objectives change? Any change of mind during implementation
would imply a decrease of effectiveness of the original decision, while it may be well so
that a thorough decision-making process enables an organization to react quickly and
effectively to new information or changing circumstances, while adapting previous
decisions. Just like the linear sequence of steps is seldom found in practice, the
strategic decision frozen in time is uncommon .
In fact, in the six case studies we analyzed in this research, only two cases were
found in which the content of the decisions, made during the SDM-process, remained
more or less stable during the follow up of that process . Rather, in line with Stacey
(1995) and Brown & Eisenhardt (1998), we found management teams that reacted to
unexpected events very rapidly on the basis of good common understanding and
consensus . But although this understanding and consensus was developed during the
preceding SDM process we studied, the actual decisions in four out of six cases was
on a related issue, but not on the issue identified at the beginning of the SDM process .
So not only did these organizations live in a fast changing world, but they were
certainly also in a very high state of what we will call strategic readiness, ready to cope
with any subsequent challenge .
As a final point : not only the frozen strategic decision is uncommon, but also the
strategic decision made at a specific point of time . As early as in 1962 Folsom (1962 :
4) remarks "It is often hard to pinpoint the exact stage at which a decision is reached .
More often than not, the decision comes about naturally during discussions, when the
consensus seems to be reached among those whose judgment and opinion the
executive seeks" . Later Quinn (1980; 1989) reached the same conclusion, when
analyzing real-life strategic decision-making and change in big corporations . And also
in our research, strategic readiness to act was built up gradually during the SDM
process and subsequent implementation phase . We found that this `state of readiness"
remained fairly stable for four up to six years afterwards .
All in all, this would suggest that empirical research into SDM quality using a
change-focus may be instrumental in overcoming the before-mentioned conceptual and
measurement issues . Figure 2 illustrates a model for such research . Here a trajectory of
decision-making processes leads to a heightened level of strategic readiness . This is
linked to a trajectory of informed actions by organization members, leading to a
trajectory of changes in the business, resulting in a trajectory of business results . SDM
is seen as a change and development journey in an ever-changing world .
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FIGURE 2

Relation between SDM and Business Results in Research with a Change Focus
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Research Model

Overview : SDM Process and Outcomes

Our research model distinguishes three main kinds of SDM outcomes, as shown in
Figure 3 . [Figure 3 is a detailing of Figure 2 but turned 90 degrees . The relations
indicated by the arrows between the boxes is causal, not temporal .] The ultimate
outcome of the SDM process is still business results, and it is still assumed that
"better" SDM processes lead to "better" business results . In our research, we have
found little hard evidence on the relation between SDM process and business
performance . Only in Case no I the bottom line was clearly improved, and this was
seen by interviewees as a direct result of the SDM process, as we will discuss in the
coming sections . The same is true to a lesser extent for the second classic kind of SDM
outcome, "decision implementation" . In our research, only a minority of cases had so
little environmental change between the start of the SDM process and its subsequent
implementation that the original objectives were still relevant . Much more robust was
the third SDM outcome, "state of strategic readiness"
By "state of strategic readiness" we mean that, as a result of the SDM process,
there now exists a group of people within the organization who have gained
considerable insight into the set of issues under scrutiny . This insight is shared, both
intellectually and emotionally, i .e. there is not only a good understanding of the issues
and possible courses for action, but there is also consensus regarding the findings and
commitment to act upon the recommendations they suggest .
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FIGURE 3
Research Model of Strategic Decision Making For Informed Action

SDM Process

SDM Outcomes

The process of strategic decision making consists of all the discussions and analyses
by the relevant stakeholders, which may or may not result in the making of a number of
specific decisions regarding a set of specific issues . Within this SDM process, we
distinguish three subprocesses which drive the quality of this process :
1 . the level of procedural rationality employed,
2. the degree in which behavior of process participants was politically driven and
3 . the degree in which the cultural behavior of participants was supportive or not.
These three subprocesses follow Tichy's TPC model of organizational change, in
which he distinguishes techno-rational, political and cultural aspects and states that
these three aspects are to be managed simultaneously if successful change is to take
place (Tichy 1983) . This tripartite view of the SDM process is not only based upon
Tichy's TPC model, but also matches well with Eisenhardt's & Zbaracki's (1992)
classification of SDM paradigms (i.c. bounded rationality, power & politics and
garbage can) . Furthermore, these constructs complement Dean & Sharfman's (1993a,
1993b, 1996) two dimensions of the SDM process, rational behavior and political
behavior, with a third dimension, i .e. cultural behavior . This cultural dimension in the
SDM process is reflected in the work by Amason (1996) and Eisenhardt, Kahwajy &
Bourgeois (1997a, 1997b) on the role of cognitive and affective conflicts in SDM . And
finally, these three aspects fit perfectly with Rajagopalan et al 's (1997) multi-theoretic
model of the SDM process in which both rationality, political activity and
participation/involvement are distinguished .

In this study, SDM content as such is not taken into account, although the specific
decision content of each of the six case studies will be described briefly to give some
flavor of the case in question. SDM context was analyzed in depth in the original
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research design (c .f. Akkermans and Vennix 1997, Akkermans and Bertrand 1997),
but will in the present article be treated in an ad hoc manner. That is, in some cases it
will turn out to be relevant to mention that "problem urgency" was very high here, or
that "top management support" was relatively low there . But the main focus of the
current research remains on the effects of SDM process on SDM outcomes, as well as
on the direct interrelations between various aspects of SDM process and between
various aspects of SDM outcomes, as visualized in Figure 3 .
Indicators for Research Model Constructs

Each of the elements of the SDM process and outcomes we have identified has
multiple descriptive indicators in our research model . These are listed in Table 1 . We
will discuss them one by one, starting with those for the SDM process and working
forward. For the SDM process our main grouping of constructs has been, as stated
before, techno-rational, political and cultural subprocesses .
Rational behavior. For measuring the degree in which this subprocess was important,
we used three indicators : completeness (the degree in which all the relevant data were
considered), thoroughness (the degree in which all the required analyses were
conducted) and focus (the degree in which discussions were felt to be centered around
the key issues) . For these three indicators we have followed the operationalizations of
Dean & Sharfman (1993a, 199b, 1996) closely .
Political behavior . We used two indicators to measure the degree in which political
behavior was important . The first is the degree in which participants saw (discussing)
the issue as threatening to their own position in the company, the second one is the
inverse of the degree in which discussions were felt to be open, inhibited by ulterior
motives . This is again consistent with the recent literature such as Dean & Sharfman
(1993, 1996) and Eisenhardt, Kahwajy & Bourgeois (1997) . The latter formulate this
as follows : 'The successful groups we studied consistently framed their decisions as
collaboration in which it was in everyone's interest to achieve the best possible
solution for the collective . They did so by creating a common goal around which the
team could rally ." (1997 :80).
Cultural behavior . By this we mean the degree in which stakeholders are willing to
participate actively in the SDM process ("willingness to cooperate") and the degree in
which they actually are involved in the discussions ("involvement") . Active
involvement of all the relevant stakeholders is definitely something which Woolridge
and Floyd (1990) found to be leading to more consensus with middle managers .
Rajagopalan et al . (1997) also mention the need for involvement of the relevant
players in the SDM process. If one equates cognitive conflicts simply with having a
good and open debate, then this may fit fairly well with the supportive cultural
behavior we are referring to here . Affective conflicts in which "not the ball but the
man" is played, will then fall in the category of political behavior .

9

TABLE 1
Constructs and Indicators for Stages of Strategic Decision Making
SDM SDM Process Aspects State of Strategic Readiness Business Effects
Stage
Stage Rational Political Cultural Insight Organiza- Informed
Business
aspect behavior Behavior Behavior tional Action PerformPlatform ance
Aspect
.Involvement .Problem *Commit- *Decision *NA
.Complete- *Perceived
indi- ness political
.Openness of insight ment implecators
.Thor- sensitivity commu- •Appre- *Ownership mentation
oughness *Willingness nication ciation of •Consensus
*Focus to cooperate problem
solving
method

State of strategic readiness . In our research model we state that the core deliverable of
a SDM process in an ever-changing world is a group of people who have learned a
great deal about the issue at stake and feel committed to translate these insights into
informed actions whenever the time is right for doing so . This is what we have labeled
"state of strategic readiness" . State of strategic readiness has both a rational and an
emotional aspect. We have labeled these "insight" and "organizational platform" .
Similarly, Amason (1996) talks about "decision quality and "understanding of
decisions" on the one hand, and "commitment to decisions and "affective acceptance
of TMT members" on the other .
Insight . In an ever-changing world, Argyris' and Sch6n's (1978) distinction between
"single and double loop" learning has only gained in relevance in the past twenty
years . For increasingly, management teams do not so much have to tackle similar
issues over time, but are forced to rethink their way of tackling issues, their problemsolving method . Therefore, the two indicators used in our resea=rch model are single
and double loop learning . The former refers to the degree in which participants felt
they acquired new insights regarding the issue at stake, the second to the degree in
which they have acquired a better appreciation of the specifically designed strategy
support method (cf. Akkermans 1995, Akkermans and Vennix 1997, Akkermans and
Bertrand 1997), which was unfamiliar to participants prior to the six SDM processes
investigated here .
Organizational platform. A good understanding of the issue at stake and how they
interrelate will not suffice if a company has to act quickly and decisively in a turbulent
environment . Apart from this cognitive process, emotions of stakeholders need to be
involved as well . This is where the term organizational platform comes in . The term is
borrowed from Stafford Beer (Beer 1975) . It's core elements are commitment,
consensus and ownership
Commitment is frequently mentioned in empirical SDM research (Amason 1996,
Korsgaard et al. 1995, Woolridge & Floyd 1990) . Commitment stands for the degree
in which stakeholders feel determined to translate the insights gained from the SDM
process into (informed) actions . This is more than paying lip service. As the popular
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saying goes, in a bacon-and-eggs breakfast the chicken is involved, but the pig is
committed .
This commitment should not be an individual affair, if it is to be successful . There
also has to be a consensus amongst the stakeholders regarding these insights and how
they should be translated into action . Like commitment, consensus is also frequently
taken into account in empirical SDM research, starting with Bourgeois (1980),
progressing with Woolridge & Floyd ( 1990) and continuing up to the present day with
Amason (1996) and Schenk (1997) . An important insight emerging from this recent
research is that consensus need not be absolute to be effective. Almost to the contrary,
full consensus might indicate a group where cognitive conflicts have been limited, for
instance through overly dominant leadership (c.f. Schenk 1997) or groupthink (Janis
1982) . Past research has shown that groups where more different viewpoints are
represented make better decisions than groups where a limited number of views are
expressed (McGrath 1984, Schweiger, Sandberg & Rechner 1989) . This corresponds
with Fiol's ( 1994) statements on consensus in an organizational learning context and
Eisenhardt et ad.'s ( 1997) statements about "consensus with qualification" in SDM
processes for management teams in turbulent environments . In our research design,
consensus was measured several months up to years after the SDM deliberations had
taken place, so by that time consensus should have been reached on the proper course
of informed actions .

The third indicator for organizational platform in our research model is ownership,
the degree in which participants feel the insights have been an intellectual product from
a process where they themselves participated actively in . Especially in the field of
policy modeling (e.g. Ackoff 1979), but also in the area of consulting (e .g. Schein
1969) and that of organizational learning (De Geus 1988, 1997, Senge 1990),
ownership has been seen as an essential linking pin between the analytic steps of
reaching a decision by a group of stakeholders and the willingness of that group to
commit themselves to implementing that decision .
Business effects. We used two indicators to measure the business effects of the SDM
process: bottom-line impact and informed learning . The bottom-line impact of the
SDM process, in terms of annual savings could only measured in one case, Case 1 .
Therefore, we have relied strongly on interviewees' assessments of the informed
actions resulting from the decisions made during the SDM process . This focus on the
direct consequences of the strategic decision is in line with Dean & Sharfman (1993a,
1993b, 1996) who also asked interviewees to what extent implementation of the
decision in question had been a success in their view.
Research Hypotheses

The constructs discussed above give rise to the following set of hypotheses that this
research set out to explore :
State or strategic readiness constructs-.informed actions The higher the level of
knowledge, and the higher the level of commitment to translate this knowledge into
action, the better the informed actions resulting from these will be .
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Hypothesis la : More insight leads to better informed actions
Hypothesis lb : A stronger organizational platform leads to better
informed actions

SDMprocess aspects -> state of strategic readiness . This state or readiness, both in its
cognitive and its affective aspect, is strongly determined by the nature of the decision
making process . Of the three subprocesses that we distinguish, two have a positive
effect on the level of this state of readiness : rational behavior and cultural behavior .
Political behavior will deteriorate both the level of insight gained and the strength of
I
the organizational platform achieved .
Hypothesis 2a : More rational behavior leads to more insight
Hypothesis 2b :More rational behavior leads to a stronger
organizational platform
Hypothesis 2c : Less political behavior leads to more insight
Hypothesis 2d : :Less political behavior leads to a stronger
organizational platform
Hypothesis 2e : More cultural behavior leads to more insight
Hypothesis 2f: More cultural behavior leads to a stronger
organizational platform
Interrelations of aspects of the SDM process . Despite the fact that in a statistically
significant study by Dean & Sharfman (1993a), it was established that political
behavior and rational behavior are two independent dimensions of the SDM process,
we nevertheless will hypothesize that, ceteris paribus, the one will work against the
other . Causality is intended as bi-directional here . Similarly, the more intense cultural
behavior, ceteris paribus, the less behavior will be driven by power & politics .
Hypothesis 3a : More rational behavior leads to less political
behavior and vice versa
Hypothesis 3b : More cultural behavior leads to more rational
behavior and vice versa
Hypothesis 3c :Less political behavior leads to more cultural
behavior and vice versa

RESEARCH METHOD
Research Design

This article reports findings from a research project in which cross-case analysis was
conducted over six cases of actual strategic decision-making processes . Case data were
collected from beginning to end of the SDM process, then in a first wave of evaluation
interviews some months afterwards and in a second wave four to six years later . This
research design contrasts with the survey-type of research that has generated important
empirical findings on the SDM process and effectiveness in recent years (e .g.
Woolridge & Floyd 1990, Dean & Sharfman 1993, 1996, Lumpkin & Dess 1995,
Amason 1996) . Our case study design was intended to provide new theory, richness of
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detail and clinical support ; not so much for the statistical generalization and theorytesting in which survey designs excel (c.f. Eisenhardt 1989 ; Yin 1989 ; Amason 1996) .
Research process

We will describe the research process that was followed in this research project in
terms of the road map that Eisenhardt (1989) suggested for the process of building
theories from case study research .
Initial research questions and a priori constructs . As with many theory-building
studies, the research questions and constructs have evolved over time . This particular
study started back in 1990 and had as its focus problems in operations strategy
development and ways of overcoming those problems . Our original research model is
shown in Figure 4 and dates from early 1991 (Akkermans & van Aken 1992) . It was
based upon a literature review of empirical studies in this field, similar to the procedure
followed by Bourgeois & Eisenhardt (1988) who identified several important
constructs from the literature on decision making and measured these explicitly in the
interview protocols . Most of the constructs and indicators that appear in this article
more than seven years later are already there, but their grouping and causal logic has
changed considerably since then .
FIGURE 4
The Original Research Model of Operations Strategy Development*
___PROBLEMS OF lack of
COGNITION
common language
lack of --~
A(
/ [lack of cross-fuctional
knowledge
communication
'A _ _ ' _ (
I
PROBLEMS OF
ORGANISATION
lack of
lack of
awareness~ /representation

* : From Akkermans & van Aken, 1992

Theoretical sampling of case studies. The selection of case-studies was not statistical,
but driven by theory. We wanted to study the operations strategy process in practice
and in particular see what the effects of a focus on rational behavior in the form of
conceptual and formal modeling might be, another element in the original research
focus (Akkermans & Bertrand, 1997) . At the same time, the case selection process
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was opportunistic, since the population was limited to those case studies in which the
first author was involved in as a part-time consultant with a Dutch consulting firm .
This potentially complicating double role was felt to be necessary, because the SDM
process had to be studied up close and while it was unfolding, which is a privilege
rarely granted to outside academic researchers who do not participate in the process
itself but only wish to observe it . Over time, it became apparent that the phenomena
we wanted to study had little to do with operations management issues in particular
and everything with SDM in general . Therefore, the insistence on a "hard" operations
management content was somewhat loosened to explore the nature of the SDM
process for less tangible issues .
Multiple data collection methods and investigators . Triangulation was an important
element in the data collection approach . Pre-project interviews, sessions transcripts,
post-interview transcripts, research notes and external documents were all collected
over the course of each case . Post-project interviews were always conducted by
someone else than the first author who was involved on a day-to-day basis in these
processes. It is worth noting that the use of these different collection methods was
flexible . For instance, over the course of the study, post-project interviews gained in
importance and refinement over session protocols, to the extent that in the 2°d wave
four to six years later a structured and strongly focused questionnaire could be used
where originally piles of data had to be analyzed to obtain case results at the required
level of aggregation .
Within-case analysis. The total amount of data was, as is not unusual in qualitative
research (c.f. Miles & Huberman, 1984), huge . For instance, approximately one
hundred hours of tape recordings were available. All these tapes were scanned,
transcribed for a large part and analyzed in various ways. The case-by-case analysis
followed two paths of data aggregation . The first one was to create what Miles &
Huberman (1984) call "matrix displays" : a tabulation of all references in the
transcripts or research notes to a certain construct and an overall assessment and
summary of those references . This analysis took place at several levels : first for each
data source or respondent per indicator, then for all respondents per indicator and
finally for all constructs per case . This analysis resulted in assessments of the
appropriate values for each of the constructs for that particular case . These
assessments contained of both a numerical part, the Likert-scale values, and verbal
summaries explaining the rationale for these values . The numerical values for the
highest level of data aggregation, the cross-case analysis, reappear in Table 2 and
Appendix A for those constructs and indicators investigated in the present article .
The second path of analysis was causally oriented . In a similar process, all
references in the data for each case to a specific causal relation between constructs
were noted and combined into a overall causal network, a visual story of what actually
happened and why that was so, according to the respondents, in each case (c .f. Miles
and Huberman 1984 ; Rosenhead 1989) . These causal networks per case served two
purposes . Firstly, they were sent back to respondents for member checks and
presented to the second author and other researchers for peer review . In both cases,
this was done to establish whether the reconstruction of reality as it was seen by the
researchers was also recognizable to them (Guba & Lincoln 1981, Miles & Huberman
1984) . Secondly, these causal networks on a case-by case basis were also employed in
the search for causal patterns across cases .
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Searching for cross-case patterns . Those causal relations that were mentioned
frequently in the case-by-case analyses were the starting point for the cross-case
analysis, together with the result from another literature study of the latest insights on
SDM in 1995 . In this cross-case analysis, so-called "scatter plots" (cf. Miles &
Huberman, 1984) as they appear in Figures 5-9 in this article were used extensively, in
line with Eisenhardt's (1989) recommendation to compare constructs on a continuous
measurement scale to permit graphing to aid the search for cross-case patterns . These
scatter plots should not be interpreted as statistical validation tools, the role in which
they are often used in survey or laboratory research . In this research design, our goal
has not been to prove or disprove anything statistically, but to provide potentially
useful novel theory based on sound empirical data . In this process, scatter plots can be
extremely powerful in visualizing a large amount of underlying data in an insightful
manner.
Enfolding extant literature . Eisenhardt (1989) stresses the importance of confronting
case study findings with the extant literature on the issue, both conflicting and
supporting . The existing literature has indeed played a crucial role at several instances
in this study . As indicated, literature studies were employed both at the start of the
study in 1991 and again during the cross-case analysis in 1995 to guide the research
process . But also after the initial results from this research were published (Akkermans
& Vennix 1997, Akkermans & Bertrand 1997) this process has continued . As
Schwenk (1997) has noted, in the second half of the 1990s the intellectual debate on
SDM has made any overview of the state of the art outdated in two years . In our case,
our original interpretations of our findings has significantly altered as a result reading
the - supporting -recent readings on the impact of complexity theory on SDM on
the one hand (e .g. Stacey 1995, Brown and Eisenhardt 1997), and the - partly
supporting, partly conflicting - empirical findings on drivers of SDM outcomes by
Dean and Sharfman (1993a, 1993b, 1996), Amason (1996) and others on the other .
This article should bear the fruits of this reassessment .

SIX CASE STUDIES OF STRATEGIC DECISION MAKING
In this research project six cases were evaluated . All cases concern commercial firms
facing a strategic issue . In the majority of cases (Case 1, 3, 5 and 6) this issue was an
operations issue, as that was the original content focus of the research project . In all
six cases, a similar problem solving method was applied, group model-building on the
basis of system dynamics modeling, which is an increasingly popular method of dealing
with complex business issues with multiple stakeholders in a participatory yet
analytically driven manner (cf. Senge 1990 ; Sterman & Morecroft 1994 ; Akkermans
1995a; Akkermans 1995b ; Vennix 1997). The first author was involved in all these
cases in his role as part time consultant with a Dutch consulting firm, and in all cases
concerned the activities in question took place in Europe, with The Netherlands as
their center .

Despite these similarities in content and - at least intended - SDM process, every
case differed clearly from others in both contextual and outcome related aspects . For
instance, some were very successful in terms of achieved state of strategic readiness
achieved (Case 1, 5), others were a clear failure (Case 4) . In Case 1 several million
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guilders of direct savings were reported, in Case 3 the company almost went bankrupt
just after the SDM process was completed, quite unrelated to the strategic issue at
stake in our investigation. Cases 5 and 6 were with major Dutch multinationals in
banking and high-tech electronics, Case 3 was with a small American biotech firm
setting up operations in Europe . The cases are numbered chronologically and will be
briefly described in that order .
Case 1 : Redesigning Operations in Newspaper Distribution

The content matter of this first case was a fairly straightforward one : the redesign of
internal operations in international newspaper distribution . However, the context of
this case was one of turbulence . The company in question had just merged with
another one and its operational performance was so bad that its future was becoming
questionable . This was a relatively small company of a few hundred employees, part of
a larger concern with a very dominant entrepreneur-founder looking over the shoulders
of the managers, which led to some considerable political strife in the higher
management level, for instance regarding the issue why two external consultant from
different firms had to be brought in to support the operations manager, of whom the
first author was one . Nevertheless, on the factory floor willingness to cooperate was
very high; people could see that bankruptcy was not far away .
The SDM process went well . A small team of four to five participants engaged in a
series of group problem solving sessions, starting with problem conceptualizations and
becoming gradually more and more oriented towards quantitative analyses bases upon
those conceptualizations . Despite some initial hesitations, communication was quite
open and involvement was good . The SDM outcomes were even better ; not only were
high levels of learning reported and strong commitment for the study findings, but in
this case all recommendations resulted in considerable performance improvements and
cost reductions as well . By the time of the second wave of data gathering, the original
operations manager had moved up the ladder and the client company was still in good
shape.
Case 2 :Identifying Drivers of Management Behavior in Professional
Services
In this case the content matter was far less straightforward . The issue at stake was why
business unit managers were not cooperating more and what could be done to make
this happen, as it was felt by top management that such collaboration would be more
and more required in the future due to marketdevelopments . The SDM context here
was a relatively stable one : the company was doing well, the issue was not a very
urgent one, the group of participants were managers from one region who knew each
other fairly well, there were no specific decisions delegated to this group .

Perhaps as a result of this low problem urgency and low problem tangibility, the
SDM process left some things to be desired . Although this was a peer group without
top management present, and therefore with little political behavior during meetings,
involvement was certainly not optimal because not all participants showed up every
time . The group was quite successful in analyzing why collaboration did not happen
more often but could not come up with good alternatives, so rational behavior
remained medium . In line with our hypotheses, the SDM outcomes were not very high
either. Especially when asked to look back six years later, long term organizational
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platform and insight were felt to be low, although back in 1992 these still received high
marks. The findings from the SDM process were not implemented in the organization
and, in fact, the client company is still struggling with inter-BU collaboration at the
time of writing.
Case 3 : Designing a European Pharmaceutics Distribution Network and
Strategy
The content matter of case 3 posed some interesting design issues: how does one
design a distribution network for a company that does not yet exist and a product that
has unique requirements in a few months time? The context of this SDM situation was
an American biotechnology start-up firm setting up operations in Europe, expecting to
sell considerable quantities of its life-saving drug as soon as the final round of clinical
trials required by the Federal Drug Administration would be finalized . The European
team consisted of a nucleus management team and a few dozen staff .

Once again this was a process where politics played only a minor part . If there were
differences of opinion between the operations manager and the marketing manager or
the general manager, these resulted in what Eisenhardt et alL label (1997) as "qualified
consensus" . In practice, this meant that many of the logistics decisions were left to the
operations manager, which resulted in low involvement from the marketing and clinical
side in the strategic deliberations . However, this did not stop the team from making a
number of thorough quantitative analyses which were also confirmed by independent
external studies, so rational behavior in this case was pretty good .
The SDM outcomes of this case appear paradoxical at first sight . On the one hand
we find high levels of learning and strong organizational platform, even five years later .
And on the other hand we find no implementation whatsoever. The reason for this was
that the clinical trials everyone expected to be over soonturned out to be negative for
the efficacy of the promising drug that was to be sold and distributed in Europe . As a
result, the company had to cut back operations drastically, came near bankruptcy and
was sold off to a competitor the next year, despite its fine European distribution
strategy . Indeed, an ever-changing world . . .
Case 4 :Designing an Organizational Structure for Internationalization
of a professional Services Firm

The content matter of the fourth case was, like the second case, not operationsoriented. Rather, the issue was how a Dutch IT firm with a history of successfully
delivering professional services in The Netherlands should organize itself to operate
with equal success in an international environment . The context for this case was
highly political . Both country managers and central functional managers were present,
all newly appointed . The founder-CEO, who initiated this effort, was present but also
his successor, who had just joined the firm a few days before .
In retrospect, given the extreme political sensitivity of the issue and the low
problem tangibility, it was perhaps not surprising that the SDM sessions resulted in a
complete failure . Discussions went nowhere and a workshop planned for two days was
broken off after the first day . Obviously, as a result, most of the analyses that were
originally planned did not take place . Five years later only one of the participants in the
original case was still working with the same company and he was not willing not
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collaborate again, so the long term data for this case have been obtained via indirect
data collection . Not surprisingly, the outcomes from this SDM process are rated
minimal. Little was learned about the issue, and the findings that were obtained and
written down in a final report were not shared with participants so obviously there was
no support for them and no informed actions were taken .
Case 5 :Evaluating Branch Office Network Effectiveness in Retail
Banking
The content matter of case 5 was not operations management per se, but rather at the
intersection of consumer marketing and service operations . The objective here was to
develop a decision support model by which branch office networks in specific regions
could be evaluated for a large Dutch retail bank . The content matter was technically
complex and not really tangible, but the organizational context was favorable . On
average the political sensitivity of the issue was low ; internal consultants specializing in
this area as well as the branch office managers who participated in the effort were quite
willing to cooperate . At the same time, problem urgency was high because the
company was undergoing a major cost-cutting exercise at the time and demand was
high with local bank management teams for support for this type of strategic decision
making .

The SDM process that followed was exemplary . Although the issue was complex,
all the required analyses were felt to have been made . Political behavior was very
limited and cultural behavior was strongly supportive . Not surprisingly in the light of
our hypotheses, the outcomes have been very favorable indeed . After four years the
model that was developed and in which all the relevant findings from the group were
accumulated is still operational and has been used several dozens of times .
Organizational support is still very high as is participants' assessment of the level of
insight gained through this process .
Case 6 : Achieving Insight in Supply Chain Dynamics in the
Semiconductor Industry

The content matter of case 6 is notorious in the high tech industry : how to steer safely
through the steep ups and downs of the business cycle in the semiconductor industry .
The objective of the project that was set up here was to achieve a better insight into
the drivers of those business cycles, both in the short term and in the longer term, and
derive recommendations for supply chain management from those . The SDM context
for this case was mixed. On the one hand politics was not an issue : the group of
participants consisted of logistics managers only, many of whom had known each other
for a long time and their managers were not present . But time was pressing on the
group since supply chain management was getting out of control, and yet problem
urgency could be formulated as fairly modest because this particular project was never
expected to solve many of the pressing short-term logistical problems for the company
in this case .

This mixed picture in the context has seeped through in the SDM process and
outcomes, it would almost seem . Communication in the group was very good, politics
were non-existent and involvement was good . Yet the project was abandoned after its
first phase of problem conceptualization because of the extreme time pressures the
group was facing in daily work . This made quite some of the analyses incomplete,

18

resulting in only medium rational behavior . And afterwards, the SDM outcomes show
considerable learning and organizational platform, also after four years, but very little
implementation of the ideas generated in the project . Indeed, the business is as hectic
as it ever was, making it very difficult to sit back and really think about the real nature
of the business cycle, which according to some authors may in itself be an important
explanation for the viciousness of that very same business cycle (c .f. Forrester 1961,
Meadows 1970).

CROSS-CASE ANALYSIS
In this section we will investigate the case material across cases . We will focus our
analyses on two aspects . Firstly, we will compare the scores for the two interview
waves for the three aspects of SDM outcomes we have distinguished, insight,
organizational platform and informed action . And secondly we will look at how the
research hypotheses as formulated in our research model have held up across the
various cases .
Comparison of Two Waves of Evatuation o Data
Table 2 shows the key data for the two waves of evaluation that have taken place, the
first in the period 1992-1994, the second in 1998 . From these data, a number of
insights become apparent . Firstly, in the 1992-1994 wave of data gathering, these cases
scored on average high (4 .1 and 3 .9 on a five point scale) on the constructs for state of
strategic readiness, whereas the scores on informed action were considerably lower.
This is especially so if we leave out Case 4, which was a very unsuccessful one .
Secondly, these data show that implementation of the SDM findings was mixed at
best . Only in two cases was implementation very good : cases 1 and 5 . Case 5 gets an
even higher score four years later because the model that was developed in 1994 was
still in use to support specific strategic decisions in 1998 . But Case 4 was a failure
from the start . Cases 2, 3 and 4 scored low (2 .5) on implementation in 1992-1994 and
even lower in 1998 .
Thirdly, we notice that four to six years later organizational platform for the project
findings is as strong as ever (3 .7 in 1998 vs . 3 .8 in 1992-1994) . Indeed, in half of the
six cases it has actually gone up since then . This contrasts with the delta in the
perceived level of insight gained from the SDM process, which is considerable, from
4.1 . to 2.7 . But then again, that was to be expected . For if one asks four to six years
later to what extent people learned from a specific past experience, they are bound to
compare their assessment of their learning back then with what they know today . And
that includes everything they have learned since then, including the things they couldn't
possibly have learned back then but have come to know since then . So people are still
strongly committed to the results from the SDM process they participated in, but since
then they have not stopped learning, on the contrary . Similar reasoning may apply to
the delta in informed action, which is also considerable : whatever implementation did
take place four to six years ago must have been superseded by other changes since
then .
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TABLE 2*
Results of Two Waves (1992-1994 and 1998) of Data Gathering on SDM
outcomes
Case #
Insight
Organizational Platform
Informed Action
Case # Time 1" 2 Score 1s` 2 Score
F` 2 Score
Delta
wave wave Delta wave wave Delta wave wave Delta
1
6
5 .0 3 .9
- 1 .1 4 .3 4 .8 +0.5 5 .0 5 .0 0.0
2
6
4.5 2.4 -2 .1 3 .7 3 .2 -0.5 2 .5 2 .0 -0 .5
3
5
4.8 3 .0
- 1 .8 4 .5 4 .8
+0.3 3 .5 1 .0 -2.5
4
5
3 .0 1 .0 -2 .0 1 .3 1 .0 -0.3 2 .5 1 .0 -1 .5
5
4
4 .0 3 .1 -0 .9 4 .5 4 .7 +0.2
4 .0 5.0 +1 .0
6
4
3 .5 3 .1
-0.4 4 .5 3 .8 -0.7 2 .5 2.0 -0.5
Avg. A
4 .1 2 .7 -1 .4 3 .8 3.7 -0.1 3 .3 2.7 -0.7
* : Data for SDM outcome indicators and SDM process aspects can be found in Annex B

Hypotheses On Drivers Of Business Effects
It was mentioned earlier on that the relation between SDM process and SDM
outcomes becomes more problematic to measure as more time progresses between the
two . This is illustrated in Figure 5, which shows scores on insight and organizational
platform (measured in the first wave) versus informed actions in the years following
the SDM process (measured in the second wave) .

FIGURE 5
Scatter Plots of Insight and Organizational Platform versus Informed Action
(Hypotheses la and 1b)
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Cases 4, 5 and 1 clearly fit with both hypotheses, but the other cases don't . And why
not? Perhaps these data illustrate primarily the noted problems in measuring
effectiveness of an SDM process in terms of its business effects. For we know from
our detailed understanding of several of the cases that it were external factors that
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made a fine SDM process result in few or no informed actions . Case 3 is the clearest
example: here we find a great deal of learning and strong organizational support, but
unfortunately the company went bankrupt before any implementation could take place
because its core product was banned from the market . External developments may also
lead to a lower problem urgency for dealing with a strategic issue . This happened in
cases 2 and 6, where business was so booming and therefore so hectic that all attention
had to be focused on tackling the daily operational problems . Here a good SDM
process in terms of culture, politics and rationality was not followed through and
translated into informed actions because not enough time could be made available to
do so. (Of course, five years later the same systemic problems that were tackled in
those last two cases were still very much around and operational pressures were as
high as they were back then . . . ).
Hypotheses on Drivers of Organizational Platform and Insight

The effects of the SDM process on the state of strategic readiness appears to be
considerably less prone to external influences, even after four to six years as we have
seen. We will look at rational behavior, political behavior and cultural behavior one by
one and use the data from the first wave of interviews .
Effects of rational behavior on insight and organizational platform . The scatter
plots in Figure 6 strongly suggest a positive relationship between these constructs .
Case 2 is the main outlier here because one would expect either more rational behavior
or a lower state of strategic readiness here . And, interestingly, it is this case where six
years later both organizational platform and insight is found to be far less robust than
in the other cases .
FIGURE 6
Scatter Plots of Rational Behavior versus Insight
and Organizational Platform (Hypotheses 2a and 2b)

Effects of political behavior on insight and organizational platform . The scatter
plots for this relation in Figure 7 do not confirm Hypotheses 2c and 2d, yet do not
refute them either. This may be due to the fact that political behavior was fairly low in
most cases, with case 4 as the clear exception. So we have a cluster of little political
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behavior and considerable strategic readiness on the one hand, and a singe case, case 4,
with high political activity and low strategic readiness on the other hand . However, we
do not seem to have clear outliers either . Case 6 scores lower than might be expected
on insight, but we know that this process was abandoned prematurely, resulting in
fewer analytic findings than required . And we do find case I with better insight and
organizational platform than expected, but we know that the political behavior in this
case took place mainly outside of the group of middle managers who participated
directly in the SDM process and who were interviewed afterwards .

FIGURE 7
Scatter Plots of Political Behavior versus Insight
and Organizational Platform (Hypotheses 2c and 2d)

Effects of cultural behavior on insight and organizational platform . The scatter
plots of Figure 8 would appear to give a mixed message here . If there is a link between
supportive cultural behavior and insight (Hypothesis 4a), then it was probably a weak
one in these six cases, or at least one less dominant than the link between rational
behavior and insight, for example . On the other hand, Hypothesis 4b, which suggests a
positive link between supportive cultural behavior and organizational platform, would
appear to have been upheld in these six cases, be it that the curve which the data points
suggest is one of decreasing additional returns for higher levels of supportive behavior,
rather than a linear relationship .
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FIGURE 8

Scatter Plots of Cultural Behavior versus Insight
and Organizational Platform (Hypotheses 2e and 2f)
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Interrelations between Aspects of the SDM Process

Finally, we come to the interrelations of rational, political and cultural behavior . These
are visualized in Figure 9 for the six cases studied . What are these plots telling us?
Firstly, that the causal relations between politics and rationality are not obvious in this
material . One explanation may be that political sensitivity was low most cases : as said,
we have one cluster of five cases where political behavior was fairly low and rational
behavior was fairly high and one case (Case 4) in the high-low quadrant . At the same
time, the data also do not confirm the findings by Dean & Sharfman (1993a) either .
They found that politics and rationality to be two independent dimensions of the SDM
process : they found SDM processes with high politics and high rationality and cases
with little of both . But we have not have a singe case in the low-low or the high-high
quadrant . Of course this may well be due to the limited number of cases studied . On
the other hand, in case 4 we found that rational behavior was felt to be low because the
project was "killed" in the first stage of the process, which has of course detrimental
effects on the level of completeness and thoroughness one can achieve within that
time . So that case would suggest a negative interdependence of politics and rationality .
On the other hand, the link between rationality and culture appears clear enough,
without any real outliers. For Hypothesis 5c, the relation between politics and culture,
again the limited spread in political behavior is not helpful . The case data might
suggest a negative relationship, be it a non-linear one . But cases 2 and 3 appear to be
outliers here, so it would be premature to speak of an undisputed confirmation from
these six cases .
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FIGURE 9
Scatter Plots of Reciprocal Effects of Rational, Political and Cultural Behavior
(Hypotheses 3a, 3b & 3c)
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DISCUSSION
The first finding of our study may be that, in an ever-changing world, empirical SDM
effectiveness research with a change focus becomes more and more relevant . Empirical
research with an implicit choice focus is becoming problematic as environments and
organizations evolve ever more rapidly . Increasingly, the issue on which a SDM
process focuses at its start has changed considerably by the time that implementation
actions are required . Therefore, if one judges SDM effectiveness only on the degree in
which the original issue was "solved", one is bound to get fewer and fewer results .
Measuring SDM effectiveness on the basis of bottom-line business results several years
later is even more problematic due to the multitude of disturbing factors outside the
SDM process exerting their influence .
So what can one use as a yard stick for SDM effectiveness if both business effects
and the degree in which the original decision was "solved" become problematic
indicators? In this article, we suggest to link up with the body of literature on
organizational change and learning and to focus on the mindsets of the people
involved, both their cognitions and their attitudes . Hence our suggestion of "state of
strategic readiness" as indicator of SDM effectiveness . Strategic readiness we have
defined as both the cognitive aspect of insight gained and the attitudinal aspects of
commitment, consensus and ownership, which we have labeled "organizational
platform" . This in line with Arie de Geus's notion that "the only competitive
advantage that the company of the future will have is its managers' ability to learn
faster than their competitors ." (De Geus 1988 : 74) . We have found these managerial
mindsets to be surprisingly robust over periods of four to six years, although this long
time period also gives rise to all sorts of measurement problems as well .

Case-based research as the underlying one is not suited to "prove" or "refute"
causal relations . Its strength lies in coming up with new theories and insight in complex
situations . Nevertheless, we can assess to what degree our case findings fit with
existing theories . In particular, we have investigated the role of rational, cultural and
political subprocesses in the SDM process and their impact on SDM effectiveness . Our
cross-case analysis data certainly fit with the theory that procedural rationality helps in
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SDM processes. Another existing theory is that cultural behavior, as manifested by a
willingness to cooperate and involvement in the strategic discussions of the relevant
stakeholders, is also beneficial to SDM effectiveness . This is certainly the picture that
emerges for the degree of organizational commitment and consensus achieved, but less
clearly so for the level of insight obtained . Our case data have been less helpful to build
upon the existing theories on the role of political behavior in SDK this because our
data set contained five cases with low to low-medium political behavior, and only one
case with a very high degree of political activity. We would especially have liked to
present some convincing data on Dean and Sharfman's (1993b) controversial finding
that politics and rationality are independent dimensions of the SDM process . But all we
can add to the discussion on this topic is that (a) in one case a number of rational
analyses were not conducted due to politics and (b) in our six cases high rationality
always coincided with low politics and vice versa .

A final observation we would like to share with the reader is that our own
"strategic decision making process" in conducting this research may well be seen as a
change process as well, and one in which over the course of our deliberations and
research our own insights evolved considerably . Compared to our original research
model shown in Figure 4, our preliminary research results led us to add a process
perspective and the role of politics . And after all six cases were analyzed, we have
changed our original focus on specific decisions at specific points in time into a change
focus. This exchange was stimulated both by our own cross-case analysis data as well
as by those recent developments in the theories on SDM that see strategic decisions
making as "improvisation" (Eisenhardt 1997) or "competing on the edge" (Brown
and Eisenhardt 1998) . In this sense, our own research process could also be seen as a
development journey through an ever-changing world .
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Annex
Cross-Case Data on Indicators for Research Model Constructs*
Construct/Indicator Case 1 Case 2 Case 3 Case 4 Case 5 Case 6

Informed Action

2.5

4.0

2.5

4 .5 4.75 3 .0
5 .0 5.0 2 .5
4 .0 4.5 3 .5

4.0
4 .0
4.0

3.5
3 .5
3 .5

Organizational Platform 4.3
• Commitment
5 .0
• Ownership 4 .0
• Consensus
4 .0

3.7
4 .0
3 .5
3 .5

4.5
4.5
4 .0
5 .0

1.3
1 .0
2 .0
1 .0

4.5
4.5
4.0
5 .0

4.5
4.5
4.0
5 .0

Rational behavior 4 .2
• Completeness 3 .5
• Thoroughness 4 .0
•
Focus
5 .0

3.2
3 .5
2 .0
4 .0

3.8
3 .5
4 .0
4 .0

2.0
3 .5
1 .5
1 .0

3.8
4.0
3 .5
4.0

3.7
4.0
3 .5
3 .5

Political Behavior
2.3
• Political Sensitivity 3 .5
• Openness of 5 .0
Communication**

1 .8
2.5
5.0

1 .8
2 .5
5 .0

4.5
5 .0
2.0

2.3
2 .5
4 .0

1 .5
2 .0
5 .0

Cultural Behavior
• Willingness to cooperate
• Involvement

3 .3
4 .0
2 .5

3.0
4 .0
2 .0

2.0
1 .0
3 .0

4.0
4 .0
4 .0

5.0
5 .0
5 .0

Insight
• Problem insight
• Organizational learning

5.0
5.0
5 .0
5 .0

3.3
2.5
4.0

2.5

3.5

* : 1 " wave of data gathering only
** : Inverse scale used in calculation for political behavior
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