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I. Research Objectives

The o)jecetives of the research were (1) to examine the decision making process on the
setting o public utility rates in the Korean central government with emphasis on the actual
and dyn mic process of decision making, and (2) to recommend the changes necessary in
organiza ional structure, procedures and the major factors to be taken into account in the
determin ition of a spectific rate. In this paper the writer concerns himself only with the first
objective

II. Research Scope

Originil scope was on the cases after the Korean War on the three functional areas of
electric itility, mass transit lines and communications service. Out of the case inventories
covering the above scope, the writer further limited his concern in the following manner. With
regard t) bus far, that of the City of Seoul, with regard to the communication services, the
telephon: and potstal service rates were considered as more accessible for the study and also
as havirz had greater impact on the society. Such delimitation of the scope was further

necessitz ted because of the inadequate number of research staff and the time and financial
* This research was made possible through the contract between the writer, the Ministry of Science
and echnology, the Ministry of Government Administration and USOM/K. The writer especially
want; to thank the two research assistants, Huh Bum and Kim Shi-Jin, for their wholehearted
devo ion to the research.
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limits. Thus, finally, one case from the mass transit fare of the City of Seoul, one case from
the telephone service, one case from postal service and two cases from the electric utility
service were chosen for intensive study. The reason for the selection of two cases from utility
service rates was mainly because of the fact that the two were so much interrelated as insep-
arable for th: understanding of the process. In this paper the two cases are put together as
one because f this close relationship and high degree of mutual similarities.
The specifi: cases selected were as follows:
(1) Bus Fire; Feb. 2, 1966 decision to raise bus fare from 5 Won to 8 Won.
(2) Postal Service Rates; Sept. 24, 1965 decision to raise postal service rates by 70%.
(3) Teleptone Service Rates; Sept. 24, 1965 decision to raise telephone service rates by
100%. ‘
(4) Electri: Utility Rates; Sept. 1, 1964 decision to raise electric utility rate by 509 and
April | 1966 decsion to raise it by 259%.

III. Research Design

The researh design was based from the initial period of research on such variables as (1)
decision units (2) perception of situation by the decision units, (2) goals, (4) alternatives
considered an1 the perception of their consequences, (5) conflicts and power, and (6) decision
making proce s and communications.

Since it wes found through preliminary studies that the above variables can be applied to the
Korean public administration, it was decided to follow the similar frameworks in formulating
the final reseirch design. For this purpose, the most frequently referred book was J. March
and H. Simor’s Organizations. However, this does not mean that the writer always closely
followed their model. Because this research was the first of its kind in Korean public admin-
istration the +rriter perceived his role as that of stimulating the scholars concerned to conduct
such a research in the future and with increased rigour.

The final r search design was formulated entirely by me and was intended to serve at the
same time as guides for the interviewers. It is appended to this paper and the reader will

find in it the phrases referring to the interviewers and interviewing situations.
IV. Research Methods

The resear:h took around seven months. During the first three months the writer was
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engaged in the preparatory works such as (1) collection of the refenence books and review of
the orge aization theories concerned, (2) collection of the laws and regulations concerned with
the deci ions, (3) making newspaper clippings, (4) and making inventories of the previous
similar « ecisions.

The fnal research design was formulated as a result of the above works and preliminary
intervies's of around 10 persons who were familiar with the decisions. The rest of the seven
months were spent in conducting interviews in offices, tea roofns and restaurants for almost

fifty per sons.

V. Findings

A, Introductory Statement

‘The -esearch has been handicapped in that those incumbents currently occupying the minis-
terial pcsitions or the positions of similar level were not cooperative to the resrarch team’s
call for help in providing themselves as interviewees to our interviewers. Another obstacle was
the fact that most of our interviewees were reluctant to disclose informations on the informal
aspects f the decision process and when did so they put the statements in vague and cloudy
manner. This tendency was especially conspicuous among the interviewees in the government.
Because of these of these difficulties, the analyses of the data collected could not be as rigor-
ous as “he writer originally had hoped for in the research design. The degree of rigorousness
in the following findings should be understood as the results of these retarding factors. The
findings presented hereunder include only those which are convincing unless otherwise menti-
oned. The findings in the individual cases will be presented first and the findings based on the

compariions of all of the cases will presented thereafter.

B. Findings out of Individual Case Analysis
(1) ~'he Decision on Bus Fare
(a) Memories
The nemories of the similar previous decions were stored in the individuals of middle mana-
gement levels of both the Ministy of Transportation and the City of Seoul. In spite of the
politica upheavals such as the April student revolution of 1960 and May military revolution
of 1961 and the reshuffles in the career personnel which ensued these political changes, there
remaine 1 both in the Ministry of Transportation and the City of Seoul the career civil servants

of midcle management level who were more or less informed about this kind of decision,
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They were lar tely centered in the Bureau of Land Transportation in the ministry and Bureau
of Toruism anl Transportation in the city government.

On the othe hand the decision makers in the top level of the government such as ministers,
the prime min ster and the president did not have memories concerning this kind of decision
making. This ~vas largély due to the almost complete changes in the personalities because of
the above polirical changes.

Memories in the middle management level mentioned above were almost individual memories.
There were fe v memories formally stored in the organizational units in the above two bureaus.
The only data stored in the bureaus are those simple documents used in the formalization of
the previous cecisions. These documents specifically include the notice to the mass transit
business associ .tions approving the raise of the fares and the simple upward referral ducuments
within the bu eaucracy asking for the decisions by higher authorities. These documents are
classified only >y date and filed according to the same criterion. However, the records on what
happened a fe'; years ago are not easily identifiable as to their location.

The conten of the memories §tored in the individuals had the following characteristics.
Through the e ¢perience of the previous decisions it was perceived that the decision on the bus
fare is always decided by those in the top level of the government. Therefore, the career civil
servants in the middle management level are incapable of exercising dominant influence in the
decision process. Scientific cost analysis for mass transit business is impossible and, even when
it is done, the final decision will not be based on such cost analyses. It will be made between
the top leader: of the government and the mass transit business on the grounds other than
rational bases Since these grounds are largely political reasons and they change with the
passing of tim:, there have not been developed formalized standard procedures.

These memcries of the middle management level were not actively communicated to the top
level leaders o the government but retained in their own minds. This factor together with the
following mad: the decision process have uniqueness in that more time span was taken to
arrive at the {nal agreement and more affective factors governed the process than in previous
similar decisior s. Additional factors which made this case unique were (1) conspicuous changes
in the politica. and economic environment, and in the balance sheet of the mass transit business,
(2) unprecedeted means utilized both by the business and the government, (3) timing which
took advantag - of the elections, and (4) fixation of the rate 5W for the unprecedently long

period. In spitz of these uniqueness the case is similar with the previous cases in that the rate
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was ¢ 2termined politically.

Th' memories of the middle management level also had the following aspects. The exper
ience with the previous cases showed that the initiation of the process is always made by the
mass ‘ransit business, and the raise of the bus fare will have immediate effect of raising the
gener 1l price level and will encounter oppositions from the press.

Th- memories of the representives of the mass transit business also had the similar content
with hose of the middle management personnel. This was largely due to the more frequent
intera:tions between these two groups and also due to the relative stability of the leadership
of the mass transit business association who had had the experiences of dealing with the
gover iment agencies with respect to the raising of bus fare.

(1) Goals

Thi dominant goals of the top leaders of the government with regard to this decision were
not cizar and varying frequently with the passing of time. Goal structures were not logical
and vy unstable. Because of such features of goal, the whole decison process became very
compl:x and took very ldng time, and the decisions were extemporary. In spite of such vagu-
eness the following generalizations are possible. In the first phase of the process, the govern-
ment’; dominant goal was to win in the forthcoming general election. For this purpose the
maint nance of the current rate was thought as the only feasible alternative, because raising of
of the fare will have the consequences of raising the general price level and unfavorably affect
the v ting outcome. In the second phase, low price policy and the continuous operation of the
buses were dominant goals. In the third phase, the negative sanctions on the mass transit
business first and later the continuous operation of the buses were the governing goals. The
contin 1ous operation of the buses was the outcome of the threats by the mass transit business
and tle bus labor union to stop the operations of the buses. In this third phase, in spite of
the fa:t that the government informally had decided already in May 1964 to raise the bus fare
from + Won to 8 Won, the formal decision to this effect was prolonged until the threat of strike
by the lobor union in February 1966. This postponement of the raise was largely due to the
intenti>ns of the government to exercise punishment on the mass transit business for the
latter’ prior act of actually stopping all the buses for one day and refusing the government’s
propo: al to raise the fare to 8 Won in 1964 instead of 10 Won.

The mass transit business was consistently governed by profit motive, for whose realization

the ra sing of bus fare was thought the only alternative. As long as the satisfactory profit level
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is attained the lusiness is not insistent upon the raising of the fare. It was due to unsatisfa-
ctory level of p:ofit and possibly due to deficits in their balance sheets that the business was
so much insister t upon the raise and that they appealed to extreme means of exercising their
power of stoppi g buses and that they continued to present such demands for more than two
years and a hall. The reduction in the income was largely due to the continuous escalation of
the general price level, the unprecedently long period of maintenance of the constant fare rate,
the increase in tie costs of the parts and the oils and gasoline.

When we jux apose the goals of the leaders of the government and those of the mass
transit business. we find that they were mutually irreconciable especially in the initial period.
For example, t.e winning of elections and the profit motive cannot be mutually consistent.
For the winning of elections the maintenance of the current rate was a logical conclusion. For
the profit-makin;, the rasing of the fare was the logical conclusion. Similar conclusion can also
be derived as to the low price policy of the government. In order to maintain the general
price level low, the bus fare had to be kept at the current rate. The solution for the conflic-
ting demands w 1s feasible only in the latter stage of the second phase and the third phase.
The government was more concerned about the continuous operation of the buses than about
the low price pclicy. For the continuous operation of the buses, the raising of the fare was
necessitated. On the other hand, for the mass transit business the stopping or the srike of the
buses was to worsen their balance sheet situation. Thus the government and the business
interests met or the continuous operations of the buses and the raising of the fare was made
possible only wlen such mutual convergence of interests occurred.

Such differenc:s 'in goals affected the decision making process involved in the case in the
following manne . The decision was largely political involving bargaining, formation of coalitions
and exercise of :oercive power rather than the search for the facts involved. The facts as to
the costs of the business operation was regarded either as irrelevant, unreliable, unimportant
and/or easy to evise for any purpose.

Given the ak>ve geneal characteristics of goals, there were varieties of goals among the

persons and org inizational subunits in the government. As to the winning of elections, howe-
ver, there does not seem to have existed much varieties among the actors in the government.
As to the low jrice policy the Minister of the Economic Planning Board(EPB) was the most
ardent upholder of that policy. The Mayor of the City of Seoul was not consistent in his behav-

jor; sometimes supporting the low price policy and sometimes showing his sympathy toward
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the rass transit business suggesting the possibility of the raise. Minister K of the Transpor-
tatior Ministry was relatively more consistent in denying the possibility of raise. His line of
apprcach was to work on the reduction of the unit costs of the major input items of the mass
trans © businss so that both the government’s goal and the business goal could be achieved wit-
hout -aising the fare. However, such line of approach was successfully rejected by the Minister
Comuterce and Industry who had the jurisdiction over the oil, gasoline and the parts. Minister
K’s fruch goal was evidently revised later due to the stopping of the buses by the business and
the L ck of cooperaﬁon by the above minister.

Th: goal of the bureau chief and the vice minister of transportation was to raise the income
statu: of the mass transit business. However, this goal was strongly colored by the need to
adjus themselves to the goal of their superior, Minister K. Thus their goal was not expressed
towa: d the direction of raising of the fare under the minister. The goals of the middle mana-
geme 1t personnel of the two bureaus were largely dominated by the personal goal of keeping
them elves out' the trouble and thus keep their status intact. This was one of the reasons why
they lid not actively communicate to the top leaders their belief in the extreme deficits being
suffer :d by the mass transit business and also why they were not explicit their response to the
busin :ss demands for the raise of the fare.

Th: above differences in the goals made the different actors in the government to act in
inconsistent and uncoordinated manner. Such inconsistencies and lack of coordination were
least ohservable only when the continous operation of the buses became the dominant concern
of th: government because of the threats posed by the business and the union.

c) Perception of Situation.

Tk> perceptions of the actors in the government had the following common features. Bus
fare vas considered to have direct influence on the general price level. Especially the bus fare
in th: City of Seoul was considered to have been a target of criticism by public opinion.
The alternative of raising the bus fare was considered to bring the unfavorable outcome on
the ¢ection results to the government and the government party. On the other hand, in the
first shase it was thought that the rejection of the business demands would not result in the

extre ne means of stopping the buses by the business.

Ariong the actors in the government those who were most familiar with the facts on the
finan ial condition of the mass transit business were those in the middle management level

and ‘he bureau chief of the City of Seoul. There had existed a relatively constant stream
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of conacts betwee1 the Transportation Administraion Section of the City of Seoul, the
Highway Transpo -tation Section of the Ministry of Transportation and the representatives of
the mass transit b siness due to the official activities of the sections regulating the mass transit
business. These p ople in the sections were aware that the mass transit business was losing the
money under the current fare of 5 Won. The evidences they used for such judgement were
such factors as () the level of price increase in the past, (2) unprecedently long period of
fixation of the sane rate, (3) the frequency and seriousness of the demands by the drivers and
conductors to the »wners of the buses for the raise of pay, (4) the price increase in the parts,
gasoline and the il, (5) the changes in the sale prices of buses in the market and the number
of bus owners w0 wanted to sell the buses. Some of these indicators are very rough. However,
they are considired as more accurate means of meansuring the financial status of the bus
owners than mocarn scientfic ways of cost analysis.

Cost analyses zither in aggregate or in individual unit analysis are perceived as impossible
to conduct and, f conducted, as unreliable. This is due to the multiplicity of parts, frequent
changes in the p-ices of parts, the oldness of the ages of buses, the facts that the individual
buses are the mictures of different models assembled with whatever parts available at the time
of assemblage, nost of the owners have one to three buses, the owners disguise their incomes,
the owners eithe: directly or through the drivers submit briberies to the police, and the irregular
amount of comp nsation for the accidents to the damaged.

With respect o the perception on the cost analysis utilizing modern accounting techniques,
the perceptions f the masé transit business were very similar to those of the civil servants of
the middle man; gement level. Both groups coincice in the fact that they perceive such cost
analysis as imp ssible and when made reflect subjective opinions of the analysts.

It was becaus: of shch perception of the mass transit business that they bribed the middle
management pe:sonnel who were conducting the cost analysis. It was also due to such perce-
ption of the cwvil servants that they did not use for the decision the cost analysis report
submitted by tt: Business Management Research Institute of the Korea University, because‘
they found the fare proposed in the report was too high compard with the rate they wanted.
The fact that tt 2 bureau chief of the City of Seoul informally and secretly requested the Korea
Productivity Cnter to derive the fare which is very close to what he wanted is also an
evidence of suc1 perception of the cost analysis.

In spite of tle relatively accurate perceptions by the civil servants in the middle management
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level abcut the financial conditions of the mass transit business, they never attempted to
commun cate such facts to the top management level. This was due to their perception that
the deci ion to raise the bus fare had always been decided politically. More important was
their pe sonal goal not to involve themselves in the trouble. The secions mentioned above
were cosidered as the most lucrative units as far as the incomes other than the official salary
are con erned. The section personnel were thus always under suspicion that the transactions
between the mass transit business and the section personnel may involve illegal money. Conse-
quently whatever is said in favor of the business could likely to be regarded by the personnel
in the 15>p management and the colleagues as a sign of having received bribes. In order to
show tl em as clean, none of them provided decision makers in the top level with the facts
which 1ight be used in the interests of the business.

Whil : the top leaders of the government certainly acted on the basis of political considera-
tions sich as the elections and the low price policy, their estimate of the possible responses
of the nass transit business to the government’s rejection of the demands was based on the
inaccur. te perception of the financial conditions of the mass transit business. For example, the
top lea lers of the government did not think that there would occur the stoppage of the buses.
Such a1 inaccurate perception was largely due to the blockage of the information from the
middle management level to the top management. The facts that the cost analyses conducted
by the civil servants themselves and the so-called independent agencies were largely initiated
by the direction of the top leaders and this action was taken when they were under the extr-
eme piassures put by the business and that the leaders in the government largely relied on
persuation of the business in the first phases are the evidences for this reasoning.

Perc :ption by the business group had the following features. If the bus fare is not raised
the buiiness will have greater difficulties in the financial situation in the future. The raise of
the fare is the only alternative which can be considered. If the bus fare is not raised, the
busine s will encounter the strikes by the labor union because the financial situation based on
the cu-rent fare will not allow the raise of the pay for the drivers and the conductors. How-
ever, aising of the fare will have direct effect on the general price level and the public
opinio1 will show strong opposition. The timing for the presentation of the request should be
when the goverment is under weaker position and thus is likely to render favors to the public
concet aed. For this purpose the period immediately preceding the general elections is the most

adequ ite. Since this kind of decision is largely governed by bargaining factors, always utilize
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the weak poirts of the government. For this purpose, present bribes to the middle management
personnel whe also think that there does not exist accurate measuring devices for the financial
status of the jusiness. Since actual decisions are made by the top leaders of the government
in the variou ministries and they are in positions too remote to allow personal contacts,
esent petitions simultaneously to the president’s office, the prime minister, the Ministers of
EPB, Commeice and Industry, Finance together with those to the Minister of Transportation
and the Mayc: of the City of Seoul. Present higher figure which can be reduced later gradually
through barga ning process to the point of their satisfaction.

In the secord phase of the decision process, the business group perceived themselves as
cheated by thi leaders of the government and thought that further peaceful means would be
responded in the similar manner by the government. The lack of coordination among the
major actors i1 the government as to the government’s attitude toward the raise of fare cert-
ainly contribu =d to this sense of having been cheated. From this point, the decision pracess
has been gove ned by very strong element of affective factors as shown in such utterances of
a representativ2 of the business group that they “would not hesitate to demolish the buses and
sell them as s raps”. The only remaining alternative was perceived to be the stopping of all
of the buses. [his alternative was considered as would make the government surrender and
would not har n seriously the business financial status any more than to continue to operate.
In the third piase when the labor union threatened to strike, the business regarded this as a
good occasion to force the government to raise the fare and at the same time the alternative
of not acting for the prevention of the strike was considered as would exempt the business
group from th: possible future arrests by the police which they had experienced in the second
phase.

Until the last date of bargaining, the labor union did not know the fact that the Korea
Productivity C:nter had submitted the cost analyses report, in which the wage level much
higher than th y requested was recommended. If this fact had been known to the labor union,
the final decisi n would have been made more easily.

Perception b - the press as shown in the editorials especially in the third phase was that the
business group actively sought for and recommended strikes to the labor union. The press
created the imjression that the business group was greedy for profit and entirely disregarded
the public inter :st. As pointed out above, the business did not actively involved themselves in

the attempted : trike but passively acted in order not to involve themselves again in the possible
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arrests.

In the second bhase, from the moment that the business group actually stopped the bus
operatiot for one day, the gonernment actors’ behavior was largely gonerned by affective
factors. This is shown in the fact that while the government secretly had decided to raise the
fare to i Won, it did not formalize it for almost two years in order to punish the business on
the act »f stopping the buses in 1964.

(d) Alternatives

The ¢lternative of cutting down the current rate was never considered by any actor involved
in the cise. Therefore, the major alternatives were between keeping the current rate and
raising he current rate. The government’s response to the formal petitions by the business
group fir the raise of fare is likely to be to stick to the alternative of keeping the current
rate. O:ly upon meeting with extreme demands such as the stopping of buses, strikes, the
governn ent will seriously consider the alternative of raising the rate.

For tie mass transit business the greater the financial difficulty the greater will be the serio-
usness «f their demand for the raise of current rate.

The lternative of cutting down the costs and keeping the current rate is never considered
by the nass transit business. In the government minister K of the Transportation Ministry was
the onl - one who formally expressed the need for such measures as the import of parts and
mainter ance of current price level for the gasoline, The other measures such as giving subsidies,
loans, :pplying special low rates were never considered by any actor involved in the government.

Impo tant subsidiary alternatives were on timing of the raise and amount of the raise. It
seems tiat the timing decision was perceivd as almost identical with the decision whether or
not to raise the rate, because to promise to the business only the raise and not to commit
about t ming is similar to rejecting the demand for raise. The decision on the different rates
of the -aise is based on bargaining considerations rather than on cost analysis.

The >rder of consideration of alternatives is that of sequence examinining one or two at the
first pl ce, if none of them work, another one or two are considered until the final decision
is mad . The characteristic of search behavior was that of collecting the informations on the
maneuw ering of the opposites either secretly and/or by informal channels of contacts. Since the
experic ace stored in the memories of the middle management personnel was not widely shared,
the actors in the government handles the case in a trial and error base. Except the cost analyses

conduc ted in the case there has been very little search for the information on the substantive
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facts on the bus fare. This was largely due to the perception by both the mass transit business
and the middle management personnel that the decision on the bus fare is always decided on
the basis of pclitical considerations.

(e) Decisim Procedures -

This has a sery low degree of programmed content either in procedural aspect or in subst-
antive aspect. Consequently, the procedures were very irregular and governed by very high
degree of irrat onality and affectivity. Except the business audit taken by the Korea University
and the cost aialyses by the Korea Productivity Center, there was very little effort to ration-
alize the decis i procedures. The decision was also governed by high degree of secrecy.

While the d:cision units provided in the law are the Mayor of the Special City Seoul, the
Tourism and " ‘ransportation Bureau, the Minister of Transportation, Vice-Minister of Transp-
ortation, and Land Transportation Bureau of the Ministry, the actual decision units in the
government in luded in addition to the above, those above the ministerial level such as the
president, the Prime Minister, the Minister of EPB, the Minister of Commerce and Industry,
the Minister ¢’ Finance, and the cabinet. Therefore, one can say that there is a discrepancy
between the decision procedures provided in the law and the actual procedures, and such
discrepancy should be understood in terms of the fact that while the decision on bus fare is
actually highly political decision the laws did not take into account this fact.

Interactions among the actors in the government became frequent only when the government
was faced wit . emergency situations such as the stopping of buses by the mass transit business
and by the la or union. There was not enough of the horizontal communications cutting across
the agencies a: to make the different actors in the top management act in concert. The officials
in the middle management level were ousted from the formulation of major decisions. Neither
the substantiv. procedures not the procedural programs were applied in a problem solving
manner. However, only in the third phase in which the goals of the government and the
goals of the business and the goals of the labor union were mutually complementing, the
decision proce lures took the character of problem solving approach.

(B Coflic:

The typical char.acter of the decision making process of this case can be regarded as that of
conflicts betw: en the groups involved. The conflicts were due to the different goals between
the governmer t and the mass transit business. They were also due to to the differences in the

perceptions of facts on the financial status of the business between the top leaders of the
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govert ment and the mass transit business. If the communication from the middle management
level jersonnel to the top leaders of the government had been accelerated, the latter would
have 1ad more accurate perception of the facts and this would have helped them to arrive at
the so ution of the conflict much earlier.

The e were not superior common goals governing both the business and the government.
Only i1 the third phase in which the continuous operation of the buses became the sole ground
commen to the government, the business and the labor, all of the parties involved came to
regard the facts more important and the technique of persuasion could work.

How 2ver, the dominant characteristic of the whole decision process is that it was governed
mainly by bargaining, formation of implicit coalition among the actors and exercise of coercion.
This c aracteristic made the actors involved in the decision process regard the factval analyses
as toas and excuses for bargaining and perceptions Qf facts sometimes produced chaotic
conditi ms.

The only criterion to arrive at the resolution of conflict under such conditions was 1o appeal
to forcs. Thus the threats by the government to cancel the authorization of the mass transit
busines: and the arrests of the representatives of the business were used by the government.
The bi siness also relied on threats such as the stoppage of buses.

The police and even the CIA acted as a partner for the coalition formation for the gover-
nment ind the threat of strike by the labor union actually functioned as additions to the

powe - of the mass transit business.

Since the mass transit business and the labor are largely outside of government power hiera-
rchy, tie conflicts took longer period to resolve and were more vivid.

(2) "“he Decision of Postal Service Rate

(a Memories

A gr at amount of formal memories were stored in the formal organizational units such as
the But2au of Postal Service and the Office of Planning and Management. However, the
amount of information stored was greater in the former office. These memories were not fully
utilized as supporting data for the initiation of the decision process. This was partly due to
the feelng of jealousy actors in the Bureau had to the Office of Planning and Management
which trok the initiarive in the formalization of the process within the Ministry of Commun-
jcations Another and, more important reason was that the raise of postal service rate was

perceivel as having greater degree of feasibility of actualization because of the previous
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approval by t.e Committee on the Examination of Public Utility Rates, the support previously

promised by ¢ few key members of the Committee of Transportation and Communications of
the National Assembly and the strong support promised by the newly appointed minister k.
The greater the feasibility perception of the adoption of a proposed decision, the less the
utilization of he available memories at hand in the formulation of the proposal.

However, t e memories concerning the prior attempt to raise the rate and the approval by
the Committec on the Examination of Public Utility Rates in 1962 exerted greater influence
and were utilized in the decision making process of this case. This kind of information was
explicity utiliz:d in the process of formulating and executing the ministry’s external strategies
vis-a-vis the ¢ her hierarchically superior decision units in the government. _

The search for the memories stored in the Bureau was actively done rather by the sub-section
chief of the fiiance in the Office of Planning and Management than by the bureau itself. The
search for ad litional information from external sources on the substantive aspect of postal
service rates v-as not attempted.

The decision making process was largely a reproduction of the previous decision of similar
case. A minor uniquenss involved in the case was due to such factors as the personalities invo-
Ived in the m nisterial level both within and outside the Ministry of Communications. Uniqueness
was relatively more evident in the process of formulating and executing external strategies.

(b) Goals

The dominait goals in this case were (1) low price policy and (2) termination of deficit
operation of t e postal accounts. These goals were in conflict against each other. The minister
of EPB repres:nted the goal of low price policy while the Ministry of Communications was
more concerne | with the eliminaion of deficits.

Within the ninistry the goal to eliminate the deficits was formed because of the following
factors. First, the current rate had been maintained for almost 10 years since 1956. The aspir-
atin to raise he rate was widely shared within the ministry because of the above factor.
Second, the B ireau of Postal Service no longer was to receive inputs as in the past from the
Telecommunic: tion Service Bureau in the same ministry. Telecommunications service was to
operate under an independent business type account and was prohibited from transfering its
income to oth¢r accounts under the AID loan agreement. The third factor was that the min-
istry had planted the expansion of postal service facilities in the first five year economic

development plan. The final factor was that the values or the concepts toward the operation
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of the postal service was changing within the ministry from that of regarding the postal service
as the one to be operated with low cost even under deficits because of the public interests
involved to that of rejecting such idea and regarding it as one of the business and for this
reason a reasonable profit should be expected from the operation. The bureau chief of the
Postal Service was the one who represented this goal of eliminating the deficits.

Min ster K was highly motivated for achievement and open to the ideas of his subordinated
for thi: purpose. However, one does not know to what extent behavior of positively acting for
the re:lization of the raise was influenced by personal goal. .

The government party members of the Committee on Transportation and Communications
of the National Assembly were more concerned with forthcoming election. More postal stations
could e established through the elimination of deficit.

In tie initiation process within the ministry the Office of Planning and Management played
more : ctive role in compiling data and formulating ideas than the Bureau of Postal Service,
which showed jealousy toward the former because of this fact. The office might have been
motiv: ted by group goal to show its achievements to the Minister. It seems there occurred
a subt e kind of competition between the Bureau and the Office as to the actual staff works.
The g eater the feasibility of a proposal to be adopted, the greater will be the competition
among the organizational units for merit.

(<) Perception of Situations

The continued maintenance of the current rate was thought to bring further deficits and
these leficits would not be made up with the inputs from the telecommunication service acco-
unt. " ‘he raising of the rate would be the means to attain the goal of eliminating the deficits.
Further it would guarantee the independence of the bureau from the Bureau of Telecommunic-
ations Service. Other alernatives were not considered.

Min ster K was perceived by the other actors in the government as having close personal
relatic 1ship with the president and enjoying greater amount of the latter’s confidence compared
to the previous minister.

The actors in the ministry including the minister himself perceived that the press is most
likely to oppose against the raise and therefore the matter should be kept secret until the
major decision makers such as the president, the National Assembly and the government
party give their cornmitment.

These actors also perceived that the time available for the actualization of the decision is
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very short bace 1se it was thought that the year is 1966 most inadequate due to the general
elections to be held in the 1967. Consequently, the actors were under constant time pressure
throughout the decision process to get the decision formaly adopted during the year 1965,

. The external environment for the actualization of the decision was perceived to be rather
favorable. The emphasis placed on the strategy vis-a-vis the external units was mainly due to
the fact that ar other case on the raise of the rates for telecommunication service was lumpied
mmed with thic case in the same process.

(d) Alterratives

The alternati res considered as to the substantive content of the decision were (1) to continue
to maintain the current rate and (2) to raise the rate. The alternative of cutting down the
current cost was never considered.

The determir ation of unit costs for the postal service was set aside as impossible and the
aggregate total income versus aggregate total expenditure were presented as data. Korea Produ-
ctivity Center v as given the contract for as independent analysis of costs. However, the ministerial
decision as to ‘he specific rate to be prop osed was not based on the reports of the KPC.
The figure sho'/n by the Bureau of Postal Service, 100%, was the one in which the later
possible reducti m was taken into account. This is shown by the fact that, when the Office of
Planning and M anagement, less involved than the bureau as far as the interests in the substance
is concerned, sl owed 50%, the bureau easily withrew to 709.

As to the tiring of the raise it has the similar character of taking into account the possible
latter unfavoral le disturbance. The ministry actually planned for the raise from Jan. 1 of 19€6
but disguised tlis by saying to the Committee on the Examination of Public Utility Rates that
they were plan iing for the raise from Aug. 1 of 1965 in the original propisal.

The time pressure evidently was a cause for the less degree for search for factual inform-
ation on the st jstance of the postal service rates. The less search for factual information was
also due to the perception that the environment was rather favorable for the adoption of the
proposal. It wa: also due to the bureau’s feeling that it was deprived of initiative by the Office
of Planning an. Management.

(e) Decisic n Procedures _

The decision process was initiated because of the stimulus that a new minister the perception

toward whom vras as mentioned above showed his strong support. The decision procedures

were relativelly programmed within the ministry and unprogrammed vis-a-vis external units. By
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exclud ng the wide participation of the civil servants concerned within the ministry the decision
was made secret. The decision units as provided in the laws and regulations are (1) the Min-
ister ¢ Comminications, (2) Vice Minister of Communications, (3) the bureau director, the
sectior chief and the subsection chief in the Bureau of the Postal Service, (4) the Committee
on the Examination of Public Utility Rates, (5) the Cabinet, and (6) the Prime Minister and
the Pizsident.

The actual decision units involved in the process were (1) the President, (2) the Prime
Minist :r, (3) the Minister of EPB, (4) the Committee on the Examination of Public Utility
Rates, (5) the Minister of Communications, (6) the Director of the Office of Planning and
Manag :ment and the su-section chief of finance in the same office, (7) the bureau director and
the su r-section chief of planning in the Postal Service Bureau and (8) the Committee on Tra-
nsport tion and Communications of the National Assembly, and the Policy Committee of the
Gover iment party.

The discrepancy between the legal and the actual is noticeable in the following aspects.
First, :he Government party was involved in the case. Second, the roles played by vice mini-
ster ard section chiefs are almost negligent. Probably the most important positions in the
minist:ies in the formulation of a new ministerial policy are bureau chiefs and sub-section
chiefs. Third, the opposition party was disregarded as to its influence.

The most noted phenomenon in the decision procedures is that the minister made a detour
by firs: briefing the Prime Minister and the President and then letting the Minister of EPB
know ibout the proposal. This was mainly due to the minister’s perception that the Minister
of EP.3 would oppose the proposal because of his low price policy and that the latter would
faithfu ly follow the intentions of his hierarchical superiors. According to the legal procedures,
the miaistry has to go through’ the procedures step by step climbing hierarchical ladder. In
other vords the Minister of EPB had to be briefed and his approval should have been granted
first b fore the proposal reaches to those in the higher level.

In t e formulation of strategies vis-a-vis the external units, all of those above the bureau
chief 1wel within the ministry were active participants. These strategies were based on
informil and personal linkages the participants could mobilize and were carried out before
the co wvening of conferences of external units and the formalization of approvals. There deve-
loped . sort of division of work in the execution of strategies among these participants. The

minister himself contacted the Prime Minister and the President and briefed to the press when
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the news on the matter leaked out and was picked up in the papers. The others above the
bureau chief lev: divided their work so that each person was responsible for one or two
persons of the ( ommittee on Transportation and Communication of the National Assembly,
the Policy Comr ittee of the government party and the Committee on the Examination of the
Public Utility R: tes.

The Committe 2 on the Examination of Public Utility Rates is composed of the Minister of
EPB as chairma i, the Ministers of Finance, Agriculture and Foresty Commerce and Industry,
Transportation, nd Communications and also the 9 civilians who are either scholars or represe-
ntatives of Kore1 Productivity Center, Korea Electric Association or a staff of the Committee
on Commerce zid Industry of the National Assembly. The committee did not exercise its
legally provided power of examining the proposal. The proposal was presented with the
explanations tha the president had already approved the case, there were international oblig-
ations committec in the AID loan agreement and the budget document which is on the new
rate had already been submitted to National Assembly for its examination. Consequently the
committee was : ctually incapacitated and had to approve the case.

() Conflici

Theoretically there was to be conflict between the Minister of EPB and the Minister of
Communications becauce of the differences of goals. However, there did not develop this conflict
because of the "atter’s maneuvering in secrecy aimed at exerting political and hierarchical pres-
sures on the fo mer. Consequently the content of the proposals formulated by the Ministry of
Communications were kept intact until the final moment of adoption. One might call this made
of decision mak ng as analytic as far as the substantive content of the decision is concerned.
However, differ mt views held by the other decision units were not reflected. Conflict was
resolved with tl e exercise of political and hierarchical power. The feeling of relinquishment on
the part of the Minister of EPB is well reflected in his behavior of disregarding the substantive
content of the 'natter by ordering to close the briefing in the midst of it.

The conflicts in the ministry itself occured between (1) Postal Service Bureau and the Office
of Planning an | Management and (2) Postal Service Bureau and Telecommunications Bureau.
These conflicts were mainly due to the sense of competition among these units. However, they
were not seriots as to harm the analytical character of the process within the ministry. Such

an easy resolut on might have been due to the high integrative ability of the new minister.
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(3 The Decision on Telephone Service Rate
‘a) Memories

A zreat amount of formal memories were stored in the Telecommunications Bureau. These
mem ries were sought for, collected, stored and utilized to a great extent in the preparatory
work conducted by the bureau. The reason for such: an extensive search for formal data was
because the probability of actualization of the proposal was perceived as low. The greater is
the e :tent that the environment is perceived as unfavorable the greater will be the search for
factuz: 1 information in the formulation of a proposal. The memories concerning the previous
attem>t to get the approvals of the previous Minister of Communications and the Minister of
EPB were stored in the Bureau chief and were utilized in the decision making process of
this c¢1se.

Th: search for the memories was conducted by the bureau staff especially by the sub-section
chief >f planning rather than by the Office of Planning and Management as in the case of
postal service rate.

(») Goals

The dominant goals in this case were (1) low price policy and (2) expansion of the tele-
comm nication facilities. Outwardly these goals were in conflict against each other. The Mini-
ster o EPB represented the former goal while the Bureau of Telecommunication Service and
the M nister of Communications represented the latter goal.

The Bureau of Telecommunication Service traditonally had enjoyed relatively higher prestige
within the ministry especially vis-a-vis the Postal Service Bureau. The motivation to maintain
this st itus was working among the bureau staff of telecommunication service.

In aldition to this informal group goal, the commitments which had been made in the first
five year economic plan for the expansion of telecommunication services especially to the rural
areas :nd the lack of domestic funds for the purchase of parts and installation of the telecom-
munice jon facilities which were being imported with the AID loan and the second loan given
by West Germany were the dominant contributing factors to the alternative of raising the
rates. - n addition, because of the separate and independent account of telecommunication services
the buieau could not expect the transfer of funds to this account from the other sources of the
govern: aent.

The members of the Committee on Transportation and Communications of the National Asse-

mbly wzre more concerned about the forthcoming elections. The raise of the rate was intereted
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as to its future effects on the election outcome.

There did no: develop a sense of competition between the Office of Planning and Manag-
ement and the 3ureau of Telecommunication Service. The latter welcomed whatever support it
could get withit the ministry and therefore welcomed the former’s role in integrating the this
case and the case on postal servide rate.

The other fartors were very similar to those of the postal service case.

(c) Percep ion of Situation

It was thouglt that the expansion of the facilities as committed in the first five year econ-
omic plan is possible only through the raise of rates. However, not only the external environ-
ment but also he internal environment within the ministry was thought unfavorable for the
actualization of the raise. With regard to the internal environment such perception was espe-
cially due to th: memory that the similar proposal by the bureau had been rejected by the
previous ministcr. The above perception of the expernal environment was reinforced because
of the prior rej ction by the EPB of the proposal. The proposal in this case, therefore, was
considered as a:. adventure. It was also thought that unless the rate is raised during 1965, the
current rate wo1ld continue to exist well beyond the 1967 elections.

The bureau caief of postal service and the director of the Office of Planning and Manag-
ement did not shject to the initiation of this proposal to raise the telephone rate. On the
contrary they p:rceived that it would help their strategy for the realization of the raise of
postal service rite. This strategy was to give up the raise of the telephone service rate in
case it is met v ‘ith‘ strong opposition by other external units and for the price of this sacrifice
to acquire the 1aise of the postal service. As far as their relations to the external decision
units were con:erned they were perceived as political and bargaining relationships.

The other fa:tors were similar to the case of the postal service rates.

(d) Altern tives

The major alernative considered were (1) to keep the current rates and (2) to raise the
rates. The alternative of cutting down the current cost was never really considered. Thus the
appearance of 1ais alternative in the documentation used in the porposal is merely an attempt
to cheat the adpters by making it appear as rational.

The alternati e of maintaining the current rates was perceived as would bring the consequ-
ences such as (1) the deficits in the account, (2) non-abidance with the commitments made

in the five yea1 economic plan, (3) degrading of relative prestige of the Bureau of Telecom-
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muni :ations, and (4) inability to install and operate the facilities imported with foreign loan
funds. The alternative of raising the current rates was eliminate the above consequences but
wouli bring serious objections both within and outside the ministry.

Th: members of the National Assembly were divided as to the consequences of raising the
rates. Some were of the opinion that public opinion is formed in this country by the middle
class in urban areas and would oppose to the measure because most of the customers are these
peopl:. On the other hand, some were of the opinion that the increased collection of fees from
the u'ban centers would enable the fund to be transferred to the rural areas and further
exape asion of facilities in the rural sectors would be possible. The evaluation of the consequences
was made on the basis of each assemblyman’s calculation of the increase in the probability
of hi: getting reelected in his own district in the forthcoming election.

Th : other features are very similar with the case of postal service rates.

(2) Decision Procedures

The initial attempt to raise the telephone service rates was made in 1964 when the Bureau
of Po tal Service was working on its proposal to raise postal service rate. The stimulus for the
initiat on of the raise of telephone service at that time was the attemptv of the Bureau of Postal
Service to raise its own rates. In 1965 the stimulus for the revival of the proposal was the
new :chievment oriented minister’s appointment to this ministry.

The noted featurz of this case is that the staff study on the proposal was strictly put under
secrec 7 even within the ministry and the bureau until its formal initiation within the ministry.
Thus the number of persons who joined in the study was kept to the minimum of two to
three within the bureau.

We find in this case that the sub-section chief of planning of the Bureau of Telecommuni-
cation . actively cooperated with the subsection chief of finance in the Office of Planning and
Mana; ement in the compilation of data for the proposal. While in the case of postal service
rates “he sub-section chief of planning in the Bureau of Postal Service was reluctant to surr-
ender the bureau’s data to the sub-section chief of finance of the Office of Planning and
Manag ement, the pattern of interaction in this case was different.

On ‘he other hand, the interactions between the two bureaus in the formulation of the
propos als which were to be put together and pushed through in one package were almost nill.

The other findings in the case are almost identical with the case on postal service rates.

() Conflicts
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The conflict b tween the two bureaus was due to the sense of competition to enhance the
relative prestige »f the groups in the ministry. As far as the feasibility of actualization of the
proposal is conce ‘ned, the raise of the postal service rates was perceived as having greater
degree of feasibiity than the raise of the telephone service rates. In other words, the Bureau
of Telecommunic itions was in weaker position. This made this bureau to form a sort of seeking
coalition with th: Office of Planning and Management against the Bureau of Postal Service.
However, this ccalition was to win over the other party but to get its proposal adopted toge-

ther with the priposal submitted by the other bureau.

The other find ngs are the same with those in the case on the postal service rates.

(4) The Decis on on Electric Utility Rates
(a) Memorir s

The experience utilized for this case starts with the the decision to raise the rates in 1961
immediately afte; the consolidation of three companies into the Korea Electric Co., The exper-
ience prior to 1€31 was not utilized in these case. The decision in 1966 was almost a reprod-
uction of that in 1964. This was because of the fact that the latter decision was a mere exect-
uion of the decis ‘ons already arrived at in 1964,

The most note1 phenomenon of this case is the fact that an extraordinary amount of
data on the subs antive content of the decision was available at the time of the two decisons
in 1964 and 196 . This was due to the following two factors. First, the EBASCO and Thomas
teams helped in the systematization of data and in the analyses of financial status of the
company. Seconc¢, the Korea Electric Co. had in the company structure an organizational unit,
Rates Setion, wlich was specializing in the area of the substance.

(b) Goals

The goals gov:rned this case were (1) the expansion of the sources of electric power, (2)
low price policy, and (3) fair return for loan investment. The first goal was represented by
the Korea Elect1 ¢ Co. and the Ministry of Commerce and Indus_try. The second goal was
upheld by the M inister of EPB. The third was represented by USOM/K. The alternative of
raising the rates was found by the USOM/K and the company as serving their respective
goals. However, the goal of low price policy and the other two were in conflict.

This is the 12ason why there developed conflicts between the Minister of EPB and the
USOM/K.
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The other actors in the decision process such as the president, the cabinet, the Minister
witho it Portfolio and the Minister of Government Administration opposed to the rise of the
rates, out intsisted upon the reduction of the costs for the operation of the Korea Electric Co.
This . lternative was to serve all of the above goals.

() Perception of Situations

The increase in the electric power was perceived as an sbsolute necessity in order to facili-
tate tie further expansion of secondary industry as planned in the first five year economic
develc oment plan and to be planned in the first five year ecomic development plan. This
percejtion was common to all of the actors in the government. In order to increase the
electri: power further investments were necessitated. However, as to the means for the acqui-
sition of funds for such further investments, the actors in the government differed. Some
thoug it reduction of current costs was necessary. However, the Korea Electric Co. and Ministry
of Co nmerce and Industry thought the only alternative is to get foreign loans and for this purpose
to rai e the incomes through the raise of the rates. From the standpoint of the Korea Electric
Co. it could divide the responsibility for the raise of the rates with the aid giving agency,
becaw e the latter was as much interested in the raise as the company.

The raise of the rates of the electric utility service was perceived by all of the actors in the
decisicn process as having most important cost-push effect on the industries than any other
gover ment owned public utilities.

Cor ipared to the other cases of the above, this case is-least governed by group pressure and
compe tition.

The actors like the Minister of EPB and the Minister of Comerce and Industry perceived
the dicision on different rates of increase as the matter of bargaining with the USOM/K
rathe; than as the problem of rigorous and rational analyses of the necessities for the raise of
rates or the additional investments.

(D Alternatives

Th major alternatives were (1) to maintain the current rates and (2) to raise the current
rates. The alternative of cutting down the current cost was raised by other independent sources
such s the cabinet, the office of the Minister without Fortfolio, the president, the Minister
of G¢vernment Administration. However, this alternative was never seriously considered by the
Koree Electric Co.

Th: company together with the aid rendering agency mobilized the obiective data for the
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achievement of “he alternative of raising the current rates.

The subsidiar; alternatives were the timings and the different rates of increase. Both kinds
of these alternat ves were determined by bargaining rather than on the rational bases.

Only when th: decision on the raise and timing were made, further subsidiary alternatives
were considered by the actors in the government as to the exceptions to be made. These
exceptions were made on the bases of the consequences the raise would bring especially as to
the impact on tie big industries and the probability of opposition by the public opinion
against the mea: ure.

e) Decision Procedures

The decision irodecure was largely initiated by the aid giving agency by requesting a fixed
ratio of return >n investment as a condition to the loan. The reports of the EBASCO and
Thomas teams s:rved as common ties for both the Korea Electric Co. and the aid agency, on
the bases of whch the same conclusion was derived by both of the actors. Within the company
a highly prograiimed decision procedures governed. However, among the actors of the top
management of he government above the ministerial level including the representative of the
USOM/K, non-rogrammed decision procedures governed.

The Committce on the Examination of Public Utility Rates exercised little influence. It rather
served as a mer: mechanism of formalization for the decision already made.

Because the rites and the timings were determined by bargaing, the Korea Electric Co. had
to re-arrange th: data in order to made them fit to these decisions made by higher levels of
the government

The formal ¢ecision units are (1) the Korea Electric Co., (2) Minister of Commerce and
Industry, (3) Minister of EPB, (4) the Committee on the Examination of Public Utility Rates,
(5) the Cabinet (6) USOM/K. However, actual decision units included in addition to this units
were (1) the p sident, (2) the Minister without Portfolio, (3) the Minister of Government
Administration, (4) the government party, (5) the Council on Economics and Sciences.

Thus the disc epancy ocurred so as to include the president and to let allow wider particip-
ation of those a: the ministerial level,

() Conflict;

There was a <ind of coalition formed between the USOM/K and the Korea Electric Co. on

the one hand ar d the other actors in the top managerial level on the other. The Minister of

Commerce and ndustry was playing the mediating role sometimes siding himself with the lower
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rates an1 sometimes working for higher rates.

The + onflicts were mainly due to the difference in goals. However, at to the fact that futher
investm nt into the expansion of electric power and for this purpose the foreign loan was
needed, both sides were in agreements.

C. Findings Common to the Cases

1) Tie Committee on the Examination of Public Utility Rates does not serve the intended
functior of examining the needs for the different rates of changes submitted by the individual
ministri:s. The main function of the committee is to formalize the decision arrived at already
by othe-s.

2) Tae decision on public utility rates is always the decision to increase the rates and this
decisior is governed by highly political maneuvering and bargaining. The powers used are such
as the inancial resource power, hierarchical power, and physical power.

3) Tae data on the substance of the rates are collected, presented, and interpreted so as to
fit witl the above character of the decision making process.

4) The alternative of reducing the current costs of operation is never seriously considered
by the agency which is the main beneficiary of the raise of the rates. Thus the cost analyses
made :re likely to be in aggregagate figures of total investment versus total income and when
unit ccst analyses are attempted there is no effort to reduce the them especially these conce-
rning ' he maintenance of the organization.

5) The decision procedures always positively involve those at the top of the government
such a: the president and the prime minister to the contrary of the legal provisions.

6) " he decision procedures are governed by high degree of secrecy. Unless otherwise forced
by ext:rnal environment which is out of the conirol of the decision makers, the procedures are

likely 0 remain secret.

APPENDIX
FINAL RESEARCH DESIGN: DECISION-MAKING PROCESS
FOR THE GOVERNMENT UTILITY RATE SETTING

(Simultaneously to serve as interview .guides)

Ceneral Frames of Reference to be Followed

Int rviewers should bear the following frames of reference which are to govern the whole

proce: s of interviewing.
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A. Identify decision untis: these may be either individuals or formal organizational units.

B. Subdivide he whole time span into several major phases. The criteria to be used in such
subdivision nay either be (a) climax of the process, (b) major decisions and/or (c) crucial
decisions wl ose explanations are needed for the understanding of subsequent phases of the
decision pro ess.

C. Interviewer; should always focus their attention on the dynamic phases of the process. By
dynamic it is meant informal, sociological, psychological, and interactional.

D. Interviewer; should always try to find the relationships between various variables. If this
is not done the study will probably result in a failure. This means you are required to be
analytic rath:r than descriptive.

E. Alyways keep in mind that the purpose of study is to arrive at some generalizations (hypot-
heses, propos itions which are useful for scholarship and practices of decision making theory.
F. Try to derire some practical policy recommendations out of the above generalizations. I think

the USOM and the ministries concerned are more interested in such recommendations.

Specific Variables to be Forcused On,

A. Memorie:

By memories t is meant the experience with regard to the particular type of previous decisi-
ons. Experience may be of an individual or organizational. Content of experience consists of all
the variables t¢ be enumerated hereunder. Try to find whether you can derive broad generali-
zations with resard to this type of decisions. This will also enable you to judge whether this
specific decision is unigue and in what sense or it is largly a reprodution of the previous
decisions of the same type.

Memories of individuals, -organizations and orgaizational units (decision units) should be
analyzed.

If the memories are stored in organization or its subunits, what type of information are
. formally stored nd what type excluded from storage?

If the memor es are not stored in organization or its subunits and there have occurred pers-
onnel change, it the previous experience not reflected in the decision? If reflected, how? Is there
such tendency hat the more the memory the more the decision making process routinized,
and the less the search for new alternatives?

Are the orgarizationally stored memories utilized? If they are, how? If not, why?

If this decisio i is unique in any sense compared to the previous decision, what are the factors
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which nade the decision unique.

B. Coals

Whi e not neglecting stated (formal) goals your emphasis should be on real goals. The methods
to be 1sed for finding real goals should be inductive rather than deductive. For this purpose get
data s ch as social background or socialization process of the individuals concerned, their attitude
towarc clients, the press, political parties, power figures in the government, the subunits and
orgain ation to which they belong. From these data you will be able to induce the subcat-
egorie: of real goals such as personal goal, organizational goal, informal group goal and subunit
goals.

The 1 compare these goals with stated goals and find the discrepancy between the two types
of goels. Explain why such discrepancy occurred and in the particular manner. Try to put the
proble n in the framework of conflict theory. This might aid you in deriving meaningful expla-
nation Another meaningful way of putting the question is to ask “Are not the goals derived
from :lternatives rather than the other way around?”

Stai: also the extent to which the goals were operationalized and examine how the operatio-
nality of the goals affected the mode of the subsequent process of decision making. Since the
goals ire changing through the various phases of decision process, please examine how and why
goal cianges occurred.

C. ’erception of Situation

Sitiation consists of (1) future events and their probabililty distributions, (2) alternatives
availa e for action, (B) consequences attached io alternatives, and (4) rules or principles for
orderi \g alternatives.

Per eption is affected by two factors, namely (1) motivational or affective aspects and (2)
cogni ive or knowledge aspects. Therefore, interviewers are required to focus their inquiry on
these two factors of perception with regard to each of the elements of situation.

Fo1 example the variables important for motivational aspects might be aspiration level, content
of pe-sonal goal or incentives, group pressure, competition, and identification targets. Cognitive
aspec s might be explained through such variables as individual’s competence including his
previcus knowledge, organizational structure and information processing, and environment. Try to
relate these variables to each of the situation elements within the context of dependent and
indep :ndent variable relationship.

Po.itical economic and social conditions surrounding the organization should be carefully
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scrutinized anc relate such conditions to each of the above situation elements.

D. Alternati ses

In finding a ternatives considered do not rely on formal data only, but also analyze those
considered in the mental process of individuals and discussed informally or formally between
individuals.

If there wer: more than two alternatives considered, identify their order of consideration and
explain the factors influencing such sequence of consideration.

Besides the different ranges of raising the rates, always ask how the alternative of keeping
the current rat s and saving current cost of operation was treated.

What were he characteristics of search behavior? For example, was there any search beha-
vior noticeable' What were the factors determining the amount of search behavior? Did they
ever search fo the alternative of cutting down the current cost and why?

As to “alteratives considered”, “perception of consequences of alternatives” and “evaluation
of consequences”, recapitulate what were found in connection with C above. .However, try to
examine the c:se more rigorously with respect to the following questions. v

What were 11e major stimuli evoking specific alternatives? How were the goals (refer B above)
related to eval ation and perception of consequences? In perception of consequences of altern-
atives what dic they expect of the responses of the press, the clients, the opposition party and
the public? Ho: ) were these responses treated in the process of evaluating the alternatives?

E. Decision ?rocedures

By decision procedures it is meant the whole process starting from the initiation to the
conclusion of tie decision. Find how the above stated variables mutually interact with each
other according to the changes in the phases of the decision process. The contents and patterns
of communicatins should be classified. Find also the discrepancy between the formal rules of
procedure and ictual procedures. Interactions cutting across the different organizations should
also be our conern.

F. Conflict

In the case [ conflict, you are not required to concern yourself too much with regard to
individual confl ct. Such a judgement is due to the fact that knowledge on depth psychology is
needed to tackl: individual conflict. However, sketchy analyses might be necessary, provided
you are not unc ily subjective in your judgement. Conflicts between individuals and groups should

be analyzed intensively as to their causes and the methods of resolution. As to the methods, analytic

vs. bargaining, Zictatorial vs. democratic, force vs. persuasion classifications will help you.
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