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Effective group decision

By Dr Rafikul Islam

ERBERT Simon, a Nobel lau-
H reate in Economics of Decision
Making, once described deci:
gion making ag being synonymous
With managing. Not onty Simon, but
many other prominent personalities
also have said that the other name
of management is decision making.
. Some pegple have gone to that ex-
tent by saying that the only task of
A manager is to make decisions.
These people are not far from truth,
which we can easily realise if we
have a close look at the day-to-day
activities of a typical manager, Few
examples of these activities are:

" M decide optimum number of em-
ployees required to rup a depart-
ient;

# decide who is the best employ-
#e of the year; what type of reward
or recognition will be given to him/
her;

W decide what should be the pro-
mbtion criteria and what will be
Hieir corresponding weights;

" M decide wha't hrand of computer
td be purchased, from which vendor:

B decide how much money is to
be allocated for the next year's ad-

" vertisement;

B decide where to EO to observe
the family day program, efc,

Decision making is a process
through which we choose the best
alternative from a pool of alterna-
tives. Every human being - be he or
she a household person, politician,
scientist or a manager (HR, finance,
marketing or operations) makes de.
cisions, It is beyond any douht that
the majority of the decisions made
by a manager of any organisation
affect a group of people - some times
the whole organisation, especially jf
A isa strategic one,

7 Il a decision ig going to affect a
Eroup of people, then logically, it
should be made in a Broup. One of

the fundamental reasons for involy-
i P to make an organisation-

erate many alternat;
1. To make an effec-
cision, managers need to have
ve ideas. For example,
problems the depart-’
now? What is the most
What are the possible
this problem? In these
essential to involve em.
d seek their inputs,

How to generate alternative jde-
ommon way is to take
people in a room and

quite often these sessin
storm than brain, Virtu
ETOUD possesses one or few in
uals who dominate the whole s
Due to their verbosity and ta
less, others keep quiet. Ag
the creativity of these °
pleis not used at a|l.
come this problem
sessions? A Broup of r
prising Delbecq, Ve
Gustafson have dey
nique called nomin
nique, which ensure
ticipation among gri
P technique. Nominal
ue (NGT) is a struc-
ruing technique that
duce a large number
ning to an issue while
galitarian Participation in
ment of ideas. NGT is ot
O Eelerate a large number
but also to prioritise the
consequentially the ideag
majority of votes can-

Requirements, A group of seven
who are expected to
nowledgeable about the issue
ssion will be con-
tter if the partic.
ipants have divers
riences. The reason
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VeI'se experiences among these peo-
ple is that they can visualise the ig-
sue from different angles and there-
fore be able to provide different
types of ideas,

A room which should preferably
have a U-shaped table. A marker
board, marker Pen and some cards
(papers) should also be available, A
facilitator should be chosen who is
expected to have prior experience
in conducting nominal group (NG)
sessions.,

Various steps of NG, Step 1: Open-
ing the session, This is done by enun-
ciating the purpose of convening the
session, especially stating the issue
(usually in the foriy of a guestion),
In many instances, the issue is com-
municated to the barticipants well
before assembling for the NG session,

Step 2: Silent generation of ideag
in writing. All the participants are
given about 10 minutes time to gen-
erate as many ideas ag possible per-
taining to the issue, Participants are
encouraged to write down whatever
ideas come into their minds. This step
has to be completed in total silence.

Step 3: Round-robin recording of
ideas. The facilitator starts from one
end of the room and asks each par-

-

ticipant to provide th,
his or her list. If the
in one round there il]
All the ideas have to be
i the marker board,
1 view of the entire
ompleting the first
tator should start for
d and again one idea
1 be collected and iy
10 more jdeas will be writ-
on the board. Collecting -
s round-robin fashion will
ed until all the ideas are
in the participants’ list,
Serial discussion on the
e meaning of any idea is
hen it has to be made clear.
eds are to be well-under-
1l the participants,
Voting to select the most
tideas. Each participant ig
dentify the most important
m the master Jist op the
oard and rank them using one to
Ve scale according to their impor-
ance and write them down on the
most important idea is to
d a rating of five, and the
rtant will receive the rat.
When all the partici pants
ranking task, cards have
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to be collected from aj] of them.
Based on the cards, votes have to be
written against the ideas on the
board. When all the votes are aggre-
gated, it is easy to pick up the ideas
which are most highly rated by the
ETOUp as a whole. If only ane idea is
to be selected, then the idea which
receives the highest vote is select-
ed,

Rules for conducting a NG session,
For a suceesstul NG session, the fol-
lowing rules should be observed:

B no criticism on any idea during
the session:

B the more unusual and original
the idea, the better:

W while eenerating ideag, quantity,
not quality is the primary objective;

M dissecting, modifying and com-
mingling of ideas is desirable;

M anonymity of input; and

B defer in-depth evaluation until
all the ideas are displayed.

Advantages of g successful NG ses-
sion. If all the rules are observed,
then we can have the following ad-
Vantages in conducting a NG sesgion:

W A large number of ideas are gen.
erated and a prioritised list of ideas
or solutions is obtained,

H Absolutely balanced participa-
tion among EToup members,

B The technique overcomes the
"bond” among a Broup of partici-
Pants and it also nullifies some-
bady's loyalty to another; it over-
comes the problem of “groupthink",

W Since the decision ig through
consensus, there is a very little
chance of facing resistance while
implementing the decision,

M By effectively diffusing the ten-
sion among a group of people who
fail to take an unanimous decision,
NGT helps them to make a decision
on the basis of Broup majority, So,
NGT works as a vehicle which can
bring them on a common platform,

B The NGT takes advantage of
pooled judgments. Thig means that

making

the judgments of a variety of people
with various talents, knowledge, and
skills will be uged together. By do-
ing this, the resulting ideas are like.
ly to be better than those that might
be obtained by other methods.

Applications, NGT has been exten-
sively applied in many areas of man-
agement. Few specific areas of ap-
plications are change lnanagement,
tonsumer research, meeting manage-
ment, organisational |levelupment,
and strategic planning, Following is
a non-exhaustive list of further poge
sible applications of NGT;

B SWOT analysls - identify
strengths, wealnesses, oppartunities
and threats for certain organisation/
ricpartment,ﬁmlt;

W identifying the vision, mission,
and goals for an organisation;

M what are the suggestions to im-
brove the working condition of the
department;

W how can the surplus budget of 4
certain financial year be utilised;
and

B how can the overal] communi-
cation be improved,

Conclusion. Organisations need to
make many decisions. Decisions are
required so that an organisation can
run, progress, adapt and overcome
crisis. As it is said, good managers
are those who make good decisionsg,
For many of these decisions, manag-
ers need to involve a Eroup of em-
ployees, In this context, NGT can be
an effective aid to the managers,
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