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2.2: Quality and Acceptance
While a strategy is a solution to a problem, the implementation of strategy itself creates problems that must be resolved. The
effective resolution of problems depends on applying the leadership method that fits each type of problem (Maier, 1963). Problems
can be classified into types based on their requirements for objective quality and subjective acceptance.

Decision quality, dependent on knowledge and expertise, is factual. Decision acceptance, dependent on participation and
involvement, is emotional. Effective decisions (ED) are the product of decision quality (Q) and its acceptance (A) by those who
must work with the decision, thus, ED = Q × A. The two dimensions, quality and acceptance, give rise to four types of problems:
high quality low acceptance (Q/A), high acceptance low quality (A/Q), low quality and acceptance (/QA), and high acceptance and
quality (QA/). A matrix showing the four types of problems and the leadership method that fits each type is shown in Figure .

Figure : Quality and Acceptance Dimensions of Problems

Q/A problems are those concerning pricing, sourcing, and technical issues. The effective decision for these problems depends on
facts, analysis, and expert judgment. Involving subordinates who do not know the facts and are not experts in the issue will be seen
by subordinates as wasting their time. An expert should decide. If someone with more expertise than the executive is available, the
executive should defer to the expert.

A/Q problems are those requiring a decision for which the choice is immaterial to its quality, but about which fairness is a concern.
Who should work overtime, who should get the new office, what should be the penalty for breaking a rule, and what should be the
reward for exceptional performance, are examples of problems of this kind. The executive should engage those involved in a group
discussion, and accept the consensus of the group. The executive should expect that the group consensus will vary with the
personalities involved, even when the objective facts are the same. This is not a problem, for fairness is not an immutable rule, but
a feeling that a decision fits the concerns of the members of the group.

/QA problems are those requiring a decision for which neither quality nor acceptance will be lacking whatever the decision may be.
Decisions on work direction are generally of this kind. Should work proceed from A to B or vice versa? Asking subordinates to
make the decision as a group can give rise to an engaging but time-wasting debate over trivial concerns. The executive should settle
the matter by the easiest means available, such as flipping a coin.

2.2.1

2.2.1

https://libretexts.org/
https://creativecommons.org/licenses/by-nc-sa/4.0/
https://biz.libretexts.org/@go/page/11826?pdf
https://biz.libretexts.org/Courses/Towson_University/MNGT_481%3A_Strategic_Management/02%3A_Strategy_Implementation/2.02%3A_Quality_and_Acceptance


2.2.2 https://biz.libretexts.org/@go/page/11826

QA/ problems are those involving methods of work and standards for performance. Conflicts of interest between superiors and
subordinates, fairness among subordinates, and expertise required to understand data might all be involved. Problems of this kind
can be handled in one of two ways.

One way is for the executive to address first the quality aspect of the problem by making the decision or delegating the decision to
an expert. Having decided on the solution, the executive applies persuasion to gain acceptance. The persuasion might include a
quid pro quo, sufficient to gain acceptance but not so much as to undermine the solution. The acceptance that comes from
persuasion, however, is rarely enthusiastic.

A better way is for the executive to address first the acceptance aspect of the problem by applying the method of group decision.
The method assures acceptance, but a quality outcome depends on discussion leadership skills. These include skills in stating the
problem, clarifying the facts, encouraging new contributions, discouraging repetition, keeping discussion on track, separating
solution generation from solution evaluation, and assuring that alternatives are rigorously screened.

The skills do not include subterfuge, for the objective is not to guide group discussion to the solution that the discussion leader
prefers, but to work with the group to reach the best decision possible. In fact, the process is hindered when the discussion leader
has a preference, because a leader who has a preference feels compelled to state the preference. Preference stated, the group has
more difficulty in reaching the highest quality decision, because the members must work on two objectives simultaneously, solving
the problem and pleasing the leader. If after stating the preference, the leader proceeds to promote the preference and defend it
against criticism, group members, suspecting deceit, will respond defensively, effectively ending the collaborative state of mind.
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