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ABSTRACT 
 

Strategic decision-making is a fundamental process in business management as 

strategic decisions affect the long-term health of the organisation. However, a 

constantly and unpredictably changing business environment, becoming progressively 

more complex as time passes makes strategy formulation increasingly difficult. Shock 

events such as terrorist attacks, rapidly spreading communicable diseases, and 

unexpected business failures of large and well-established companies greatly affect 

organisations by making it difficult to effectively plan for the future.  

 

This thesis contributes to the strategic decision-making literature by investigating the 

role of shock events in a complex system, namely strategic decision-making. Using 

chaos/complexity theory as an intellectual platform this thesis argues that strategic 

decision-making is a complex, open, dynamic and non-linear system and that shock 

events can represent an opportunity in strategic decision-making. A number of 

contemporary writers are calling for more integrated models. In response this research 

proposes a generic and integrative framework that highlights the complexity of 

strategic decision-making and its processes. 

 

The research is qualitative and a single-case study approach was chosen, examining 

the decision-making processes in a large Australian regional airport. Data collection 

was triangulated, consisting mainly of in-depth interviews with executives but also 

included questionnaires, and quantitative and qualitative archival data. It was found 

that shock events influenced strategic decision-making by causing evolutionary 

changes in the strategic decision-making processes. In addition it was found that 

shock events impacted on internal drivers such as cognition and organisational 

culture. The shock event was perceived as an opportunity, which resulted in changing 

decision-making processes a change in business strategy. It was concluded that 

environmental perception, intuition and an opportunity-seeking culture can play an 

important part in strategic decision-making following a shock event. 
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CHAPTER 1 - INTRODUCTION 
 

 

1.1  BACKGROUND 

 

Strategic decision-making can be seen as one of the fundamental processes in business 

management since the industrial revolution (Pollard, 1993) as strategic decisions affect 

the long-term health of the organisation (Eisenhardt and Zbaracki, 1992). This has long 

been recognised by early thinkers such as Robert Owen, Henry Towne and Frederick 

Taylor who all developed the foundations of modern management thinking during the 

18th and 19th century (Bartol et al., 1995). Their management theories were essentially 

born not only out of the need for more control but also in recognition of an increasingly 

complex system of managing a business (Pollard, 1993). For example, scientific 

management, developed by Taylor, responded by breaking down complex processes into 

simpler components to find the most efficient and optimum way and creating a 

managerial class to specialise in decision-making (Taylor, 1947). Complexity in strategic 

decision-making has thus been a bane of strategic management ever since and many 

contemporary researchers have followed Taylor’s approach using quantitative linear 

models (e.g. Selznick, 1957; Chandler, 1962) in the attempt to simplify an inherently 

complex and chaotic human process. 

 

Good quality decisions are embedded in appropriate and effective decision-making 

processes be they long-term, rational, incremental, consultative, linear or entrepreneurial 

in nature (Silver, 1991; Quinn, 1993; Harrisson, 1999; Jarzabkowski, 2003; Lin, 2004). 

Structured strategic decision-making has long been seen as a tool for long-term planning 

(Chandler, 1962, Harrison, 1999). However, a constantly and unpredictably changing 

business environment, becoming progressively more complex as time passes by (Lewin, 

1999), continues to make strategic planning and accurate forecasting problematic. The 

positivist deductive approach has so far not been able to adequately address the 

persistently recurrent problems of significant discrepancies between long-range forecasts 

and actual occurrence (e.g. Mintzberg and Waters, 1985; Mintzberg, 1994; Calantone et 

 1



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

al., 2003). Much research has been devoted to strategic decision-making and its processes 

in the quest for a better understanding and new models that can lead to higher decision 

quality (Lin, 2004). This has prompted other writers to explore new avenues to better 

understand complex systems utilizing chaos theory in order to find appropriate solutions 

to some persistent problems (e.g. Lewin, 1999; McKercher, 1999).  

 

Chaos/complexity theory offers one such avenue. Originally grounded in the natural 

sciences and mathematics during the 1970s (Gleick, 1987), chaos theory was a radical 

departure of Newton’s measurable and predictable worldview. Chaos theory provides the 

spectacles through which one can view complex systems and find order in a seemingly 

disorderly and chaotic environment (Gleick, 1987; Williams, 1997). It reveals 

recognizable patterns within complex systems and thus enables one to make sense out of 

this complexity (McKercher, 1999; Russell and Faulkner, 1999). As this theory is 

essentially a dynamic systems theory it is highly generic and has thereby found its way 

into other areas of study outside natural science and mathematics (Williams, 1997). 

Chaos theory was found to be relevant in decision-making in marketing (McKercher, 

1999) and tourism management (e.g. McKercher, 1999; Faulkner, 2001; Ritchie, 2004).  

 

Using chaos and complexity as a conceptual platform, the argument in this thesis is that 

shocks and disasters are unpredictable, can cause short-term devastation and are a 

potential route to chaos (Williams, 1997). Nevertheless, the system will eventually 

readjust itself and by understanding this it is possible to prepare and design the system in 

such a way that the shock becomes a creative force, leading to an improved system 

(Russell and Faulkner, 1999). In the attempt to shed more light on this concept it is 

necessary to look at shock events in context. It appears that the travel industry provides 

an ideal focus industry to study the impacts of shock events on strategic decision-making 

processes.  

 

Shock events such as terrorist attacks, rapidly spreading communicable diseases, and 

‘sudden’ and unexpected business failures of large and well-established companies are 

topical issues that have affected and continue to greatly affect the business world by 
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making it difficult to effectively plan for the future. The travel industry is particularly 

vulnerable since it relies on a prosperous society and a safe and peaceful environment for 

people to travel (Buckley and Klemm, 1993). In many countries this industry is 

economically of high importance (Ritchie, 2004) and the Australian tourism industry has 

been a significant contributor to both the state and federal economies (ABS, 2002). 

Terrorist attacks such as September 11, wars such as the Gulf Wars, highly 

communicable diseases such as Severe Acute Respiratory Syndrome (SARS), natural 

disasters such as the tsunami in 2004 and even unexpected business failures such as 

Ansett in 2001 seriously impacted on the industry (e.g., Richter and Waugh, 1986; 

Buckley and Klamm, 1993; Goodrich, 2002; Easdown, 2002; Leung and Ooi, 2003). 

 

Curiously enough, although many of these shocks have caused serious problems to many 

businesses and even a decline in tourism in some destinations, these shocks have failed to 

actually destroy the industry. People around the globe are still traveling and, in fact, 

many tourism companies have experienced an increase in business after the shock event 

(The Australian, 18/4/2001; Gold Coast Bulletin, 11/9/01; The Australian Financial 

Review, 17/9/2001; Sunday Mail, 23/9/01). How is this possible? How do organisations 

manage to turn a chaotic event into an opportunity for new growth? What sort of 

decision-making processes do management teams employ to achieve success under such 

highly uncertain conditions? It is clear that the tourism and travel industry, already a 

highly volatile environment, has become increasingly susceptible to shock events and that 

strategic decision-making has consequently become increasingly complex (Ritchie, 

2004).  

 

This thesis will argue that (a) the strategic decision-making process is a dynamic, 

complex and self-regulating system, and (b) shock events can be a creative force, 

providing opportunities for new growth. A large Australian regional airport was selected 

for this case study because the airline industry has been identified as an industry that is 

prone to crisis (King, 2002) and therefore shock events. The collapse of Ansett in 2001 

was selected as the shock event for this case study. The Ansett collapse has been 

identified as the most significant shock event in the Australian aviation industry (Aviline, 

 3



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

2004) and subsequently impacted heavily on the case study airport. However, this airport 

is now one of the fastest growing airports in Australia. This investigation sheds light on 

the strategic decision-making processes involved that caused this airport not only to cope 

with a shock event but also to exceed its previous position in the industry. 

 

 

1.2  RESEARCH PROBLEM 

 

The literature review in the following chapter reveals that both the internal and external 

environments have a strong influence on decision-making, particularly during a shock 

event. Internal factors strongly influencing strategic decision-making are organisational 

capabilities, structure, culture and cognition (e.g., Pfeffer and Salancik, 1978; Hitt et al., 

2001; Jackson, 1993; Schein, 1990; Beach, 1993; Chattopadhyay et al., 1999). The main 

external factors influencing strategic decision-making were identified as technology, 

political and regulatory conditions, and competition and consumer demand (e.g., 

Elenkov, 1997; Goll and Rasheed, 1997; Gimeno, 1999; Chang and Singh, 2000; 

Laplante et al., 2004; Chou, 2003; Namasivayam, 2004). A fourth factor is shock. This 

factor constitutes a key concept in this thesis and is explored in detail. External shocks 

have been extensively researched mainly under the headings of ‘disaster’ and ‘crisis’. 

These were found to have profound impacts on company performance and strategies 

(e.g., Smart and Vertinsky, 1984; Meszaros, 1999; Haddad, 2001; King III, 2002; 

Stafford et al., 2002). However, it is not clear in the literature what role shock events play 

in strategic decision-making and whether decision-making always follows a particular 

pattern, i.e. whether it is rational or irrational, linear or non-linear. In order to investigate 

this link between shock events and strategic decision-making the following research 

question will guide this research. 

 

How have recent shock events impacted on strategic decision-making processes in 

companies in the Australian tourism and travel industry? 
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1.3  JUSTIFICATION OF THE RESEARCH 

 

This thesis fundamentally seeks to significantly contribute to the strategic decision-

making literature by investigating the role of shock events in a complex system, namely 

strategic decision-making. Strategic decision-making is a complex human process and 

much research has been done on decision-making by many eminent researchers. Much of 

the research explores models through the spectacles of linearity and rationality (e.g., 

Winch, 1995; Lin, 2004). However, there is a growing number of writers that advocate 

non-linearity, inter-disciplinary, complexity and the use of chaos theory in strategic 

decision-making research (e.g., Lewin, 1999; McKercher, 1999; Faulkner and Russell, 

1997; Faulkner, 2001; Johnson, 2002). This thesis argues that strategic decision-making 

processes are complex, dynamic, evolutionary and non-linear in nature, reflecting an 

emerging approach to the decision-making literature. 

 

Existing research on crisis and disaster management, which traditionally put forward 

models and frameworks addressing problems in an isolated and narrow view, may be 

inadequate. Consequently, a number of contemporary writers are calling for more 

integrated models (e.g., Papadakis et al., 1998; Faulkner and Vikulov 2001; Mitroff and 

Alpaslan, 2003). This research heeds this call and proposes a generic and integrative 

framework that highlights the complexity of strategic decision-making and its processes 

to reveal a recognizable evolutionary pattern before, during and after a shock event. 

 

Disaster and crisis management and crisis prevention have been widely researched (e.g., 

Smart and Vertinsky, 1984; Meszaros, 1999; King III, 2002), yet there appears to be a 

lack of attention to the impact of such shock events on strategic decision-making and its 

processes. Moreover, the majority of research focuses on the potentially catastrophic 

effects of shocks (e.g., Meszaros, 1999; Desouza, 2003) but largely ignores the 

potentially positive effects (e.g., McKercher, 1999; Faulkner and Russell, 1997). In 

relation to the tourism and travel industry’s important position in the Australian 

economy, companies in this industry operate in an increasingly volatile world, with many 

shock events occurring in ever shorter intervals. This research attempts to combine the 
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decision-making and crisis/disaster literature into a conceptual framework to better 

understand the impacts of shocks on strategic decision-making through the spectacles of 

chaos and complexity. The thesis adopts a largely qualitative research approach to 

explore the richness of data and subtleties of information that can shed light on the 

underlying influences of shock events on strategic decision-making processes. 

 

 

1.4 DEFINITIONS 

 

The key concepts for this thesis are strategic decision-making and shock events. These 

terms are defined here as: 

 

Strategic decision-making  

The process of formulating a set of long-term strategies, after considering available 

options and exercising choice, in order to achieve a particular objective that will 

enhance an organisation’s position in a competitive and hostile environment. 

 

Shock event 

A sudden and unexpected externally generated event that causes significant stress 

in the industry and in individual organisations, potentially threatening the 

profitability and/or existence of an organisation.  

 

 

1.5 SCOPE 

 

The objectives of the thesis are as follows: 

 

(a) To synthesise the decision-making literature to contribute to a more 

comprehensive understanding of the corporate strategic decision-making 

literature. 
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(b) To examine and analyse factors that govern strategic decision-making during and 

after shock events. 

 

(c) To analyse how recent shock events have impacted on strategic decision-making 

in an Australian travel & tourism company. 

 

(d) To develop a generic integrated framework that combines knowledge from the 

decision-making and crisis/disaster literature into a conceptual framework to 

highlight the complexity of strategic decision-making processes. 

 

 

1.6 THESIS OUTLINE AND KEY CONCEPTS 

 

This thesis is outlined as follows: 

 

Chapter 2 develops a comprehensive body of knowledge and understanding of past and 

current research in the fields of (a) strategic decision-making, (b) an overview of chaos 

/complexity in the context of decision-making processes and (c) externally generated 

shock events and crisis management. 

 

Chapter 3 develops an integrated conceptual framework for the research undertaken in 

this thesis. Based on issues identified in the literature the thesis will then devise a number 

of propositions to determine whether shock events have a direct impact on decision-

making processes and decision-makers. 

 

Chapter 4 documents the research procedures used in this thesis. To investigate the topic 

at hand a single-case study approach was deemed to be most appropriate as it allowed the 

author to explore senior management decision-making in-depth (e.g. Yin, 2003; 

Eisenhardt, 1998b). Further, some grounded theory techniques were utilised (Locke, 

2001; Kan and Parry, 2004) to test the robustness of the framework developed in chapter 

three. 

 7



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

 

Chapter 5 presents and analyses data gathered in the field, discusses the findings in detail 

and draws conclusions in relation to the propositions and theoretical framework 

developed in chapter three. 

 

Finally, chapter 6 presents a final thesis summary and discusses the overall findings with 

the aim to generate stimuli for intellectual debate. Further, an overall conclusion based on 

the findings and discussion is offered and possible implications for theory and practice 

and auxiliary material for further research are suggested. 
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CHAPTER 2 – LITERATURE REVIEW  
 

2.1 INTRODUCTION 

 

The purpose of this chapter is to review existing literature to discover the current research 

issues in strategic decision-making and to justify the relevance and use of chaos and 

complexity in order to explain the role and impacts of shock events on strategic decision-

making.   

 

This chapter proceeds in four stages. Firstly, section 2.2 will examine strategic decision-

making and its various aspects. This section will start by defining strategic decision-

making. This is followed by identifying strategic decision makers. Thereafter types of 

strategic decision-making processes and types of strategy formulations are discussed. The 

next section thereafter examines internal and external influences on strategic decision-

making. Then decision-making in the context of a system is introduced. Secondly, section 

2.3 defines and discusses chaos and complexity theory, shows its relevance to decision-

making in the tourism context and explains the role of external shock events in strategic 

decision-making. Thirdly, section 2.4 defines external shock events and then investigates 

current literature on shock events, crisis and its impact on strategy areas. Lastly, section 

2.5 summarises and brings together the concepts of strategic decision-making, 

chaos/complexity theory and shock events based on the literature reviewed into a 

coherent argument from which a set of propositions are developed in chapter 3. 

 

 

2.2 STRATEGIC DECISION-MAKING 

 

Decision-making is a fundamental and complex process, underpinning all human actions. 

This concept has attracted a vast amount of attention among researchers and has been 

studied in a variety of social science literatures including marketing (Nowlis and 

Simonson 1996; Sivakumar and Raj 1997) organisational behaviour (Connolly and 

Wagner 1988; Beach and Mitchell 1998), strategic management (Eisenhardt and 

 9



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

Zbaracki, 1992; Eisenhardt, 1999) and psychology (Tversky and Kahneman, 1983; 

Beach, 1990, 1993; Bazerman, 2002). Within marketing science empirical research 

includes both consumer (Simonson 1989, Tellis and Gaeth 1990, Nelson and Puto 1998, 

Kivetz and Simonson 2000) and organisational or group-based decision-making (Irwin 

and Davis 1995, Dawes et al. 1997, Weatherly and Beach 1998).  The thesis’ focus is on 

corporate strategic decision-making and how it is impacted on by external shock events 

viewed through the spectacles of chaos/complexity theory. The review will mainly draw 

on the strategic management literature with specific reference to strategic decision-

making, chaos/complexity theory and the crisis/disaster management literature. 

 

Generally speaking, decision-making as such may not necessarily be strategic in nature, 

that is, without a particular long term-plan in view. It is therefore important to 

specifically define strategic decision-making in an organisational context for clarification 

sake. 

 

2.2.1 Definition of Strategic Decision-Making 

 

Decisions are typically made by upper-level management and affect the long-term health 

of the organisation (Eisenhardt and Zbaracki, 1992). Previous studies have provided 

important insights into rational and bounded rational processes of decision-making 

(Eisenhardt, 1999), the role of power and politics (Mintzberg, 1983; Eisenhardt and 

Zabracki, 1992), and the importance of chance and random confluence of events (Cohen 

et al., 1972).  

 

Mintzberg, et al., (1976) state that strategic decisions are those that are “important in 

terms of the action taken, the resources committed, or the precedents set” (1976: p. 246). 

Eisenhardt and Zbaracki (1992) also agree with this definition. Mintzberg and Waters 

(1982) imply that strategy formulation is a function of consistency in decision-making 

behaviour. Harrison (1999) states that organisational decision-making is “…aimed at 

effectively matching or aligning organisational resources with environmental 

opportunities and threats” (1999: p. 321).  
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Based on the above definitions and for the purpose of this thesis, strategic decision-

making is defined here as: 

 

The process of formulating a set of long-term strategies, after considering 

available options and exercising choice, in order to achieve a particular objective 

that will enhance an organisation’s position in a competitive and hostile 

environment. 

 

This thesis focuses specifically on strategic decision-making. Naturally, decision-making 

is a human process and it is therefore important to identify the principal decision-makers 

at the corporate strategic level 

 

 

2.2.2 Strategic Decision Makers  

 

Organisations are governed by people who make the decisions that result in 

organisational actions. The literature recognises Board of Directors, Chief Executive 

Officers and Top Management Teams as the main decision makers in firms. The section 

below seeks to build an understanding of the actual decision-making entities in the 

strategic decision-making process. 

 

2.2.2.1 Board of Directors (BOD) 

Boards of Directors essentially represent a company’s ultimate owners, i.e. shareholders, 

particularly in large public companies (Monks and Minow 2001). However, there is much 

debate in the literature regarding the roles and behaviour of BODs in large companies as 

BODs are complex social systems despite their small size (Hill, 1995). Stiles and Taylor 

(2001) list six traditions that describe and discuss the nature of a BOD’s contribution to 

the firm. These are (a) agency theory / transaction-cost economics, (b) stewardship 

theory, (c) resource dependence, (d) class hegemony, and (e) managerial hegemony. The 

most dominant theories today are arguably Agency theory, Stewardship theory and 
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Resource dependence theory. Agency theory, for example, is concerned with the 

principal (owner) and agent (manager) relationship (Stiles and Taylor, 2001). Positivist 

agency theory, in particular, is concerned with corporate governance mechanisms that 

limit the self-serving behaviour of the agent (Eisenhardt, 1989a). In this case, the Board 

of Directors (BOD) monitors the Chief Executive Officer (CEO) and management 

(Monks and Minow, 2001; Hillman and Dalziel, 2003), advocating a separation of BOD 

and CEO. Stewardship theory, on the other hand, argues that instead of viewing 

management as opportunistic and self-interest seeking, management should be regarded 

as good stewards of the company wanting to do a good job. In this view a combination of 

Chairman and CEO is sometimes preferred to provide unified direction (Stiles and 

Taylor, 2001). Resource dependency theory sees the role of the BOD as resource 

provider, particularly in terms of specific capabilities of individuals serving on the board, 

their knowledge and insights leading to enhanced performance and competitive 

advantage (e.g., Wernerfelt, 1984; Barney et al, 2001). This is consistent with Carpenter 

and Westphal (2001) who report that director appointments from other BODs provide the 

company with relevant strategic information and perspectives and thereby enhance 

strategic decision-making capability.  

 

However, none of these theories can account adequately for BOD behaviour in the firm 

nor can they reveal true decision-making powers of a BOD. Golden and Zajac (2001) ask 

the question whether BODs are typically passive or active players in strategic decision-

making, whether they impede or impel organisational strategy. Their findings suggest 

that both possibilities exist since their results showed a wide variation in board 

involvement but that BODs influence strategic change most strongly where the board is 

powerful. Simmers (1998) found that collaborative politics via board involvement in 

strategic decision-making processes showed strong relationships to decision quality and 

speed and findings by Denis et al. (1999) generally supports this view in the framework 

of agency theory, stating that ownership structure influences strategy making. Although 

this is contested by Lane et al. (1999), who are adamant that directors’ monitoring has no 

bearing on effective strategic decision-making, the example of the Telstra BOD blocking 
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its previous CEO’s decision to bid for John Fairfax Holdings (The Australian, 18/2/04) 

supports the view taken by Simmers (1998) and Denis et al. (1999). 

 

The answer to the question as to what extent a BOD influences strategy is not entirely 

straightforward. This is indicated by McNulty and Pettigrew (1999), who ask this 

question in their paper on the role of part-time board members in the UK. The authors 

found that board members do influence the decision-making process by “shaping the 

ideas that form the content of company strategy and the methodologies and processes by 

which those ideas evolve” (1999: p. 47). Monk and Minow (2001) indicate that decision-

making can be strongly influenced by whether the organisation has adopted a strong 

agency approach, i.e. separation of the BOD and the CEO or embraced a stewardship 

approach, combining chairman of the board and CEO into one individual. McNulty and 

Pettigrew (1999) state, however, that BOD involvement in strategy depends on dynamics 

such as corporate governance, history and performance of the firm, process and conduct 

of board meetings, and informal dialogue between directors. Forbes and Milliken (1999), 

consistent with Hill (1995), highlight the complexity of board dynamics and the 

associated decision-making processes and call for more research focused on BODs as a 

decision-making group. This indicates that there is no one agreed view of the role of 

BOD in strategic decision-making. 

 

2.2.2.2 Top Management Team (TMT) 

Pfeffer and Salancik (1978) propose three roles of management, i.e. (a) symbolic role, (b) 

responsive role, and (c) discretionary role, all of which differ in the way organisational 

constraints and actions are related. Pfeffer and Salancik (1978) suggest that instead of 

having an all-knowing single chief executive, the organisation would have a number of 

executives with individual expertise in their respective area of specialization, effectively 

forming a decision-making management team or top management team (TMT), chaired 

by the chief executive officer (CEO). Pfeffer and Salancik (1978) describe the chief 

executive thus as an information gatherer rather than a decision maker. This view is, 

however, contested in the literature.  
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Decision-making has become more complex than merely gathering and disseminating 

information. Decentralization of knowledge appears to be the current corporate strategy, 

often expressed in TMT heterogeneity, particularly in a time of growing 

internationalisation and globalisation of firms. This approach has been taken up in 

contemporary pluralistic organisations whereby such organisations have entered into 

highly collaborative arrangements with high skills heterogeneity and executives sharing 

leadership roles, responding to an increasingly complex environment (Denis et al., 2001). 

On a similar note, Bonn (2005) argues that job-related heterogeneous TMTs have high 

strategic thinking capabilities. Pfeffer and Salancik (1978), Denis et al. (2001) and Bonn 

(2005), however, do not describe how the TMT comes to an actual decision. Pettigrew 

(1987) suggests that among other factors, leadership is central to organisational change 

processes. In fact, shared leadership can have a number of undesirable consequences such 

as internal rivalry or ‘strategic uncoupling’ (Denis et al., 2001).  Carpenter and 

Frederickson (2001) examine the relationship between top management teams, global 

strategic posture and uncertainty and find that under highly uncertain conditions a 

homogeneous team perform better than a heterogeneous team, although, the authors did 

not divulge the role leadership plays in the team performance.  

 

2.2.2.3 Chief Executive Officer (CEO) 

Mintzberg (1973) examined the role of management in more detail and found that the 

‘real world’ manager has to be a ‘jack of all trades’, combining a variety of ten roles. 

Mintzberg (1975) later divided these roles into three chief roles described as (a) the 

figurehead role, (b) the leader role, and (c) the liaison role. Mintzberg (1975) describes 

the manager also as an information gatherer but stresses that information is merely a 

basic input of decision-making. The CEO is essentially seen as an ultimate decision-

maker whose effectiveness is based on his/her insight into his/her own work. Mintzberg 

(1975), however, warns of the danger of centralizing knowledge in a single person since 

this would limit the organisation in its scope to grow due to decision-making based on 

one person’s view and also leaves it susceptible to the loss of knowledge capital if this 

person leaves.  Although aspects of Mintzberg’s model have recently been somewhat 

challenged, it is still seen as overall robust (Chareanpunsirikul and Wood, 2002). The fact 
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that executives are responsible for multiple aspects of managing a company illuminates 

the complexity of corporate decision-making. 

 

Hambrick et al. (2005) argue that the job demands of a CEO are so great that it leads to 

bounded rationality and that faced with the complexity of received information draws on 

personal experiences and biases to interpret this information in order to make a decision. 

Ganster (2005), on the other hand, purports that there is little evidence that stress 

response to high job demand degrades the decision-making process. Rather, Ganster 

(2005) suggests that difficult circumstances produce better decision makers and that 

stress situations among executives improve the generation of innovative alternatives in 

decision-making processes. This requires great skill on part of the CEO. The value of 

‘management capital’ has been recognised by large companies and, according to agency 

theory, utilises CEO knowledge and skill in TMT management as a form of risk 

management in a competitive market place (Shen, 2003).  This is echoed by Tallman and 

Fladmoe-Lindquist (2002) who relate that “…multinational firms can gain sustained 

competitive advantage in the global marketplace by basing their strategies on building 

and leveraging their unique internal capabilities” (2002: p. 117). In an attempt to 

integrate agency theory and stewardship theory, Shen (2003) proposes the focus on 

leadership development for a new CEO but also advocates that role to be scaled back 

once the CEO has proven him/herself as a leader. However, Shen (2003) recognises 

limitations to this approach with reference to the environment, for example, in an 

uncertain environment single leadership is preferred whereas in a certain environment 

diffused leadership is preferred. His view is consistent with Waldman et al. (2001) who 

propose that under certain and stable conditions CEO charismatic leadership did not 

significantly enhance company performance but did so under uncertain and unstable 

conditions. 

 

So far, the literature on management and leadership is not entirely clear on who the real 

decision makers are. This view is reflected by Westphal and Frederickson (2001) who 

argue that new CEOs have an affect on strategic change but that this could mask the 

effects of the board. Nonetheless, it seems to emerge that although shared leadership 
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and/or decision-making in times of stability is commonplace on BODs and TMTs, during 

periods of uncertainty and instability, strong centralised leadership is required and 

preferred.   

 

To formulate strategy, decision makers follow a strategic decision-making process that 

would guide them to what is considered the optimal decision at the time. Below is a brief 

outline of the importance of this process. 

 

2.2.3 Strategic Decision-Making Processes 

 

Strategy and strategy success are the ultimate aims of decision-making and process plays 

an important part in making good decisions. Silver (1991) writes that “…choosing the 

path (determining the structure of the process) is more important and more difficult than 

traversing it (executing the process)” (1991: p. 24). Harrison (1999) stresses the need for 

rationality by following a set procedure to achieve the given objectives and Jarzabkowski 

(2003) uses activity theory to highlight the importance of formal strategic practices by the 

top management team (TMT) in organisational direction setting. Lin (2004) also argues 

that the quality of the decision is largely determined by the decision-making process and 

advocates linear analysis to achieve rational optimisation of decision-making. However, 

these views are not without problems. For example, strategic decision quality can be 

difficult to define (Ganster, 2005; Hough and ogolvie, 2005) and a smart CEO can bypass 

the normal processes and ‘snow’ a BOD as directors mostly judge performance by 

external signs of success (Johnson Jr., 2002). In recognition of this danger Scherrer 

(2003) calls for BODs to get more actively involved in strategic decision-making 

processes to ensure corporate governance compliance. 

 

This section highlighted the importance and purpose of strategic decision-making 

processes. It was also shown that decision-making processes can be seen as structural, i.e. 

the path of the communication (e.g. Silver, 1991) or decision-making processes can be 

seen as typological, i.e. the type of communication (e.g. Harrison, 1999). In this thesis, 

the latter is chosen. 
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2.2.4 Types of Strategic Decision-Making Processes 

 

In the previous sections the literature review has shown that companies operate at 

different levels of decision-making whereby the actual decision makers may vary 

according to fluctuating conditions. It follows that the decision-making processes may 

also differ based on these variations. In this section types of strategic decision-making 

processes are broadly divided into three categories, i.e. (a) rational and analytic, (b) 

incremental and opportunistic, (c) consultation and consensus.  

 

2.2.4.1 Rational and analytical 

Harrison (1999) used the Cuban missile crisis and Iranian hostage crisis case studies to 

highlight both successful and failed organisational decision-making processes in crisis 

situations. The US government successfully defused the Cuban missile crisis by 

following a decision-making process that would logically lead to the selection of the most 

effective and advantageous option at hand (Allison, 1971). The steps in the process 

described were (a) clear objectives, (b) search for alternatives, (c) comparison and 

evaluation of alternatives, (d) choice, (e) implementation of the decision, and (f) follow-

up and control. The crucial factors were, however, timing, decisiveness and strong 

leadership provided by President John F. Kennedy (Steel, 1971; Harrison, 1999). The 

Iranian hostage crisis, in contrast, was recorded in history as a failure (Scott, 1984). 

During the Iranian hostage crisis the Carter administration, though following the same 

decision-making process as in the Cuban missile crisis, failed to act decisively, taking 

five months before taking steps towards rescuing the hostages whereas the Cuban crisis 

was resolved in six days. Further, in the Iranian hostage crisis the US government failed 

to adequately plan the rescue operation, displayed over-confidence, a dangerous cognitive 

bias in decision-making (e.g. Schoemaker, 1993; Bazerman, 2002), and lacked strong 

leadership from president Jimmy Carter (Harrison, 1999). Harrison (1999) suggests thus 

that logical and rational decision-making processes are a crucial basis for effective 

decision-making. In addition, decisiveness, timing, being prepared for failure and strong 

leadership are also vital ingredients to launch a successful strategy. Goll et al. (1997) 

found that high environmental munificence and dynamism strongly influenced rational 
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decision-making and thereby performance positively. However, it could be debatable 

whether complete rationality in decision-making can be achieved as it has already been 

argued that managers are often overwhelmed by the diversity of roles (Mintzberg, 1973, 

1975) and complexity of information received leading to bounded rationality (Hambrick 

et al., 2005), satisficing (Eisenhardt, 1989c) and intuitive decision-making (Mintzberg et 

al., 1998). 

 

2.2.4.2 Incremental and opportunistic 

The notion of incremental strategy formulation as part of a decision-making process 

supports Mintzberg and Water’s (1982) view of ‘emergent strategy’ as opposed to 

‘intended strategy’, arguing that it is more realistic to acknowledge that circumstance and 

conditions change and that strategic decisions will reflect these changes, resulting in 

unintended strategies. Such views are related to the entrepreneurial school, which 

purports that strategy and strategy formation is a visionary construct in a leader’s mind, 

driven by ‘instinct’ and ‘intuition’ and highly flexible (Mintzberg et al., 1998). The 

underlying decision-making processes tend to allow that flexibility. Quinn (1993) looked 

at top executive decision-making and found that many executives developed strategies 

incrementally by going through a number of communication processes, including 

consultation with their key people, before announcing a final strategy. Quinn (1993) also 

found this to be a non-linear process whereby it is difficult to determine when a specific 

decision is actually being made. 

 

One of the most famous examples of entrepreneurial opportunism is, perhaps, Sir Richard 

Branson, founder of the ‘Virgin Empire’. His decision-making has been guided by ‘gut 

feelings’ throughout his entrepreneurial career yet he recognised the need for a formal 

decision-making structure and expertise knowledge (Branson, 2000). The management 

teams of Branson’s various companies formulate the strategies but in consultation with 

Branson who keeps his hands on the pulse and remains the ultimate decision maker 

(Branson, 2000; Thorn, 2000). Entrepreneurship, however, is not only descriptive of 

people who launch their own businesses, be they large or small. It also encompasses 

corporate entrepreneurship, that is, executives or consultants who devise innovative 
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methods, strategies and strategy aiding processes in order to enhance competitive 

advantages. The nature of rapidly changing and increasingly complex environmental 

conditions prompt companies to innovate managerial practices, particularly decision-

making processes.  

 

An increased number of businesses respond to this environmental pressure by adopting 

opportunity-based decision-making processes (Dess et al., 1997). Barringer and Bluedorn 

(1999) found that entrepreneurial managers would decide on opportunity recognition, 

which is based on regular environmental scanning. However, the writers also comment 

that planning flexibility can be difficult to achieve, depending on the amount of resources 

spent previously on developing mid- to long-term plans. This problem has been 

addressed by Eisenhardt and Brown (1998) who argue that (a) strategy should be 

temporary, (b) environmental changes occur too fast for a ‘strategy-first-approach’, and 

(c) timing, rhythm, pacing and anticipating change is fundamental to modern strategic 

decision-making. Brown et al. (2001) acknowledge that more work has to done to 

successfully integrate entrepreneurial management as a set of opportunity-based 

practices.  

 

2.2.4.3 Consultation and consensus 

It has emerged above that in leadership research the management team aspect has 

occupied an important part since consultation with key personnel is an integral part of 

modern strategic decision-making (e.g., Pascale, 1984, Quinn, 1993, Branson, 2000).  It 

should be noted that consultation and consensus are often associated with each other and 

used interchangeably. However, they are not entirely the same. Consensus follows 

consultation but consultation may not lead to consensus. 

 

Winch (1995) supports team consensus as essential to successful linear strategy 

formulation. Top management team (TMT) agreement is also seen as critical to 

successful decision-making and performance by Ianquinto and Frederickson (1997). 

These writers also reveal that TMT agreement is more likely in uncertain conditions than 

in stable conditions. TMT diversity and consensus was researched by Knight et al. (1999) 
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who found that TMT heterogeneity has an adverse effect on consensus in their particular 

study. Knight et al. (1999) were unable to show whether the effect of heterogeneity on 

TMT consensus influences decision-quality and success but indicate that TMT 

heterogeneity, correctly managed, can increase the standard of environmental scanning 

and thus decision-making capacity and quality. Markoczy (2001) investigated the 

importance of TMT consensus in decision-making processes and whether consensus is 

generally present in TMTs during organisational change. It is shown that consensus 

occurs in various interest groups that favour organisational change rather than directly in 

the TMT. However, Markoczy (2001) also divulges that the study does not clarify 

whether consensus actually influences strategic choice. Conversely, Dooley and Fryxell 

(1999) disclose that dissent rather than consensus enhances decision quality as TMT 

members would be forced to examine decisions more closely due to divergent opinions. 

However, the authors stress that such dissent must be embedded in trust and loyalty in 

order to achieve decision quality. 

 

At the beginning of this section it was stated that the strategic decision-making process is 

highly important to strategy formulation. To further demonstrate this importance in 

relation to strategy formulation and to aid the development of an integrative theoretical 

framework, the following section focuses on strategy formulation. 

 

 

2.2.5 Strategy formulation 

 

Strategic decision-making or strategy formulation process theories have progressively 

moved away from single-line linear, fully formulated planning processes (e.g. Selznick, 

1957; Chandler, 1962) to a more emerging and developmental approach (e.g. Mintzberg 

and Waters, 1982; Pascale, 1984; Quinn, 1993; Eisenhardt and Brown, 1998). As a 

consequence the literature now distinguishes two main strands of strategy, i.e. deliberate 

and emergent (Mintzberg and Waters, 1982; Mintzberg and Waters, 1985).  

 

 

 20



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

2.2.5.1 Deliberate 

‘Deliberate strategy’ is a term coined by Mintzberg and Waters (1982 and 1985), based 

on a large number of major and minor studies across industries. These authors propose 

that a deliberate strategy is one that is both intended and realised. This implies a planning 

strategy that assumes that the environment is perfectly calculable and predictable and 

under the organisation’s full control (Mintzberg and Waters, 1985).  Wright (1975), for 

example, suggests that long-range planning is fundamental to effective management. 

Ruess (1980) emphasises that a well-defined decision-making process is one of the 

elements of a successful project and MacMillan and Jones (1984) assert that strategic 

success must be measurable, whilst Proctor (1992) proposes a computerised SWOT 

analysis technique. These concepts of long-range planning and SWOT analysis, strongly 

associated with deliberate strategy, do not adequately consider a constantly changing 

environment outside organisational control. Thus, other writers recommend caution 

regarding long-range planning. For example, Tregoe and Tobia (1991) suggest that long-

range planning is more short-term than planners care to admit and Calantone et al. (2003) 

found that environmental turbulence has profound impacts on strategic planning for new 

product developments. Mintzberg and Waters (1985), in particular, are highly critical and 

sceptical of deliberate strategy claims and suggest that this rarely occurs. In their 

extensive studies they found that strategies are formulated with intent to take a certain 

path but are unrealised during the process. Instead these strategies are altered and become 

‘emergent’ (Mintzberg and Waters, 1982). This leads to the second type of strategy 

approach, ‘emergent strategy’. 

 

2.2.5.2 Emergent 

Pure emergent strategies must have consistency in the absence of intent (Mintzberg and 

Waters, 1985). Strategic decision-making is essentially a dynamic process developed 

over a period of time (Harrison, 1999).  Strategic planning as an end in itself is seen as 

fallacious but has a place as a supporting tool in strategy and decision-making 

(Mintzberg, 1994; Bramwell, 1997). This is also recognised by strategic planning 

researchers who understand the need for a multiple-indicator approach as a managerial 

decision-making tool (Boyd and Reuning-Elliott, 1998). Eisenhardt and Zbaracki (1992) 
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call for a new paradigm as the old ‘single organisational goal and perfect rationality’ 

paradigm no longer bears relevance. They assert that this paradigm does not take account 

of conflict, intuition, emotion and political agendas in decision-making and strategy. 

 

Environmental conditions do not remain constant and may change at a drastic and rapid 

pace to which companies respond with new strategies (Eisenhardt, 1989c). The advantage 

of strategic-decision making in the context of strategy formation as an incremental 

process has been documented by Pascale (1984) who described the course of action taken 

by the Honda executive team in breaking into the US motorcycle market in the 1960s. 

The Honda team arrived in the US with little pre-conceived ideas as to how to market 

their product but keenly observed the local environment, took advantage of opportunities 

that arose and developed their marketing strategy according to the unfolding and 

changing local conditions (Pascale, 1984). An old and highly successful approach to 

decision-making that was even adopted 2,500 years ago by the Chinese general Sun Tzu 

who remarked: “By altering his (the general) arrangements and changing his plans, he 

keeps the enemy without definite knowledge. By shifting his camp and taking circuitous 

routes, prevents the enemy from anticipating his purpose” (Clavell, 1981: p. 77). 

Mintzberg and Waters (1985), however, observe that a pure emergent strategy is as 

unlikely as a pure deliberate strategy and suggest that organisations often combine 

different strategies at different times. Lovas and Ghoshal (2000) advocate a model of 

strategy as guided evolution. This is consistent with Pascale (1984) and Mintzberg and 

Waters’ (1982) emergent strategy premise. Lovas and Ghoshal (2000) reason that top 

management should have a role in the evolutionary strategy process within firms and that 

human and social capital be part as a critical unit of selection in this process. 

 

It has become clear that strategic decisions and ultimately strategy can be arrived at in a 

number of ways using the above decision-making processes. This link is shown in figure 

2.1 below. In the ‘real world’ it is most likely that a combination of these is used, for 

example, a CEO may make an authoritarian decision based on ‘gut feeling’ but consults 

with his team before doing so (Quinn, 1993; Branson, 2000). It appears that all decision-

making entities would have all the decision-making processes at their disposal and the 
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usage of each combination would depend on both internal and external factors such as 

nature of BOD or CEO, company culture, market situation, etc.  

 

Figure 2.1. Link between strategic decision-making process and strategy formulation 
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The above section has focused on strategic decision-making processes and its relation to 

strategy formulation. Companies and individual decision makers do not operate in 

isolation but respond to both internal stimuli and external factors. In the following 

sections influences on decision-making are reviewed. 

 

 

2.2.6 Influences on Strategic Decision-Making 

 

Strategic decision makers in organisations have to consider a variety of aspects such as 

the availability of resources, and individual and organisational behaviour in the context of 

the internal and external environment. Influencing factors are therefore categorised as 

internal and external factors. It is recognised that the factors listed are by no means 
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exhaustive but discussing them all would go beyond the scope of this thesis. Salient 

factors relevant to the theme of this study were chosen. 

 

2.2.6.1 Internal factors 

Three categories were identified that include the main internal factors influencing 

strategic decision-making. These are (a) organisational capabilities, (b) organisational 

culture and structure, and (c) cognition. 

 

2.2.6.1.1 Organisational capabilities 

Perhaps one of the most crucial factors is the availability of resources. This notion has 

been conceptualised in the Resource-Based View (RBV) by Wernerfelt (1984). He argues 

that resources may be in the form of monetary funds, machinery and equipment, land or 

human resources. Such resources are seen as strategically important leading to a 

competitive advantage in the market place (Barney et al., 2001; Tallman and Fladmoe-

Lindquist, 2002). Organisational capabilities are largely associated with executive and 

BOD skills, experience and knowledge and are often brought into the company to 

enhance strategic decision making capabilities (e.g. Daily et al., 2000; Pegels et al., 2000; 

Monks and Minow, 2001). It follows that highly skilled and experienced executives can 

make superior decisions in a centralised decision-making setting or in the absence of 

TMT consensus. 

 

Pfeffer and Salancik (1978) argue that in order to require needed resources the 

organisation must interact with its external environment and is dependent on its 

environment to obtain such resources. Other writers disagree that the environment is 

entirely responsible for an organisation’s action, but simultaneously acknowledge that 

resources are critical to operate successfully in the general business environment 

(Flannery and May, 2000; Hitt et al., 2001; Arragon-Correa, 2003). Hitt et al. (2001) 

propose that human capital can be a driving force in strategic decision-making, for 

example, in terms of diversification. That is, managerial and technical expertise allows 

the company to expand in other areas.  
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Resource-based view (RBV) literature has devoted a lot of attention to organisational 

capabilities over the past few years. Henderson and Mitchell (1997) argue that 

organisational capabilities can exist by design or are shaped by external environmental 

conditions. Capabilities that are shaped by endogenous processes such as competitive 

behaviour represent new learning opportunities for the organisation. Sharma and 

Vredenburg (1998) looked at organisational capability in relation to environmental 

responsiveness. The writers conclude that proactive environmental strategy is closely 

linked to the development of unique organisational capabilities. Eisenhardt and Martin 

(2000) pose the question as to what dynamic capabilities are and argue that they are “a set 

of specific and identifiable processes such as product development, strategic decision-

making and alliancing” (2000: p. 1105). However, dynamic capabilities vary in nature in 

different environments. In moderate dynamic markets they are detailed, analytical, and 

stable with predictable outcomes. In high-velocity environments, on the other hand, they 

become simple, experiential and fragile with unpredictable outcomes (Eisenhardt and 

Martin, 2000). Parry and Proctor-Thompson (2002) express the need for good managerial 

leadership in organisations whilst Daily et al. (2000) found that international experience 

of CEOs and CEO succession had a significant effect on corporate financial performance 

due to superior decision-making capabilities. Pegels et al. (2000) assert that TMT 

experience heterogeneity and functional heterogeneity is highly associated with the firm’s 

competitive performance within its competitive interaction group. 

 

2.2.6.1.2 Organisational culture and structure 

Strategic decision-making is also influenced by the company’s culture (Jackson, 1993). 

Schein (1990) described culture as “a pattern of basic assumptions, invented, discovered 

or developed by a given group, as it learns to cope with its problems of external 

adaptation and internal integration, that has worked well enough to be considered valid 

and, therefore is to be taught to new members as the correct way to perceive, think, and 

feel in relation to those problems” (1990: p. 111). Cooke and Szumal (2000) talk of 

“behavioural norms and expectations on the other” (2000: p. 152) and use their 

Organisational Culture Inventory (OCI) to categorise culture into three types, i.e. (a) 

constructive, (b) passive/defensive, and (c) aggressive/defensive. These authors reason 
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that culture can have a profound influence on decision-making processes, e.g., 

constructive norms enable teams to be initiative taking and proactive whereas a 

passive/defensive norms lead to centralised decision-making. Culture can be expressed in 

a number of ways such as respect for colleagues in the workplace (McGovern and Hope-

Hailey, 1997), opportunism as part of an interactive, entrepreneurial and strategic 

environment (Miller et al., 1996; Chen et al., 2002), learning as a competitive tool 

(Jashapara, 2003), trust as part of team behaviour (Erdem and Ozen, 2003; Sharif et al., 

2005), or participative management during the decision-making phase (Bonn, 2005). 

 

The culture in organisations can, however, change in a number of ways.  Management 

can have a strong influence on cultural change by changing management style or using 

mission statements (McGovern and Hope-Hailey, 1997). External environmental changes 

can also lead to evolutionary changes in culture over time either through ‘natural’ 

changes in societal values or ethics or through forced evolutionary changes, for example, 

through changing cultures in a significant competitor (Schein, 1990). Similarly, Miller et 

al. (1996) found that organisational opportunism was much stronger in turbulent 

environments than in more stable environments. Cultural changes can be problematic as a 

shift in paradigm is not easily achieved. This is indicated by Rueff (1997) who asserts 

that organisations have difficulties overcoming structural inertia when attempting to 

match structural changes to changing competitive environments. Thus fundamental 

structural change aimed at organisational culture which influences organisational 

behaviour (Schein, 1990) is hard to achieve. This is confirmed by Lengnick-Hall and 

Woff (1999) who looked at three strategy research streams. These authors found that 

replacing one approach with another or combining them can cause inconsistencies within 

companies by undergoing a ‘core logic shift’ and such firms may struggle to maintain 

internal consistency. Internal inconsistencies would most certainly affect decision-

making leading to more centralised decision-making. 

 

Culture and structure are often linked in the literature. Tikkanen et al., (2005) state 

“Structure is a key determinant of decision-making” (2005: p. 794) and can have 

profound impacts on organisational cultures via the flow of communication and 

 26



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

interaction (Bonn, 2005). A tall hierarchical structure may dictate a more centralised 

decision-making process that leads to little interaction at lower managerial levels whereas 

a flat structure favours more decentralised decision-making and thereby encourages 

greater interaction between various departmental managers. However, culture can also 

affect structure. For example, Coopey et al. (1998) suggest that an institutionalised 

‘working innovation’ culture “modifies the existing system and structures in ways that 

constrain…the behaviours of all those involved” (1998: p. 263). At board and executive 

level in particular, structure can significantly influence decision-making. According to 

agency theory, a clear distinction between the BOD and the CEO is seen as important in 

protecting the interest of the shareholders by monitoring the actions of the executives and 

ensuring the best possible performance (Monks and Minow, 1995; Stiles and Taylor, 

2001). In such governance structures, the CEO’s and TMT’s decisions have to be ratified 

by the BOD before action can be taken and the independence of the chairman is crucial to 

the effective working of this system (Coles and Hesterly, 2000). The importance of 

structure is confirmed by Harris and Ruefli (2000) who associated structural changes with 

high performance. 

 

2.2.6.1.3 Cognition 

Finally, since decision-making is essentially a human activity, it has a psychological 

aspect to it, which is well documented in the behavioural decision theory literature. 

Above the literature discussed that under particular conditions, for example, high 

uncertainty and instability, strong single leadership in form of the CEO is preferred. The 

CEO thus becomes an individual decision maker, influencing corporate strategy (Sharma, 

2000). Tikkanen et al. (2005) view cognition as “the conceptual and operational 

representation that humans develop while interacting with complex systems” (2005: p. 

792). Cognitive categories of problems are highly influential in strategic decision-making 

(Ocasio, 1997) and Tikkanen et al. (2005) go as far as to argue that managerial cognition, 

action and the business model are intrinsically connected and that cognition should be 

included in the conceptualization of business models. 
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Bazerman (2002) identified ‘conjunction fallacy’, among others, as an important human 

bias can be triggered when a conjunction is perceived as more available or representative 

than a component of the conjunction. For example, Tversky and Kahneman (1983) show 

in their study that people judged the probability of a flood in the USA in which more than 

1,000 people drown lower than the probability of an earthquake in California, causing a 

flood in which more than 1,000 people drown. This demonstrates that the perception of 

the same event can be quite different if framed differently in people’s minds. This, in 

turn, can skew individual judgement and thereby decision-making.  

 

At the firm level, individual managerial perception can be a powerful player in 

organisational decision-making and organisational behaviour (Lyon et al., 2000). In an 

earlier research Kahneman and Tversky (1979), looking at decision-making under risk, 

developed the prospect theory. Based on probability theory, prospect theory asserts that 

whilst incurring losses under conditions of uncertainty the decision-maker is more risk 

seeking whereas under conditions of certainty the decision maker becomes risk averse. In 

contrast to this theory, Heath (2002) suggests that the perception of a threat tends to lead 

to defensive behaviour. Boyd and Fulk (1996) relate regular environmental scanning by 

managers to a defence mechanism when these managers perceive the external 

environment as uncertain or threatening in order to be able respond rapidly to changes. 

This is consistent with Dulek et al. (1997) who found that perception influenced 

executives’ information control but they also found that perception itself was influenced 

by a number of factors such as gender, age, and education. Thus the perceptions of threats 

and opportunities but also cultural backgrounds can lead to different perceptions about 

the value of resources and thereby to the allocation of resources (e.g. Davies, 1997; 

Chattopadhyay et al., 1999; Lyon et al., 2000; Priem et al., 2002) However, Lyon et al. 

(2000) point out that the link between perception and resource allocation does not fully 

account for performance and thus may be more complex. 

 

In this context, the way a problem is viewed appears to be highly relevant in relation to 

appropriate decisions and actions. Framing a problem is critical to finding the solution to 

the problem or in other words the decision maker must first correctly evaluate the 
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problem before employing the appropriate decision-making mechanism (Beach, 1990). In 

image theory framing is a key concept that provides the context in which a particular 

individual decision is made. Beach (1993) purports that decisions are based on three 

different images, i.e. (a) the value image, (b) the trajectory image and (c) the strategic 

image. In relation to the value image Davis (1997) found that under similar uncertain 

conditions managers in the USA and UK decided to utilise resources in different ways 

than managers in China as they assigned different values to these resources. 

Chattopadhyay et al. (1999) and Miller et al. (1998) reveal that executive decision-

making is often guided by individual beliefs and values. The trajectory image was 

investigated by Martins and Kambil (1999) who looked at the influence of past successful 

experience with an IT technology on managers’ strategic decision-making and found that 

this resulted in a positive bias in managers’ interpretation of new IT technology. The 

strategic image, involves the need to formulate a plan to attain a set goal or goals. 

Osborne et al. (2001) assert, in the context of strategic group theory, that mental models 

are important in strategy formation and performance. However, Hodgkinson et al. (1999) 

offer a warning about framing as it can lead to framing biases, which can significantly 

influence decision-making. The writers advocate the application of cognitive mapping or 

causal maps in order to counteract such biases. 

 

In summary, the literature discloses how the internal environment may influence strategic 

decision-making. Internal environmental aspects such as organisational capabilities 

according to RBV have an immense effect on decision-making and company 

performance. Organisational culture and structure are also shown to affect strategic 

decision-making in one form or another. Individual behaviour and cognitive biases are 

crucial factors to consider when assessing decision-making. Based on the above literature 

this thesis argues that these internal factors will play a significant role in the framework 

of impacting external shock events on strategic decision-making.  

 

2.2.6.2 External factors 

Changing, volatile and new environments are perceived as risks and such risks result in 

strategic trade-offs in order to reduce the risk factor (Shrader et al., 2000). Zajac et al. 
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(2000) showed a clear link between specific environmental forces - e.g., high interest 

rates, and organisational resources, such as competency deficiencies - and strategic 

decision-making by modelling the dynamics of strategic fit. This is consistent with 

findings by Forte et al. (2000) who conclude that a fit between environmental 

contingencies and organisational form relates to enhanced company performance. 

Extensive research has been conducted on this topic but almost exclusively on financial 

risk or management risk taking. There is no mentioning of socio-economic or political 

risk assessment, particularly regarding threats originating in seemingly unrelated 

environments.  

 

The main external factors influencing strategic decision-making have been organised into 

three groups. These are (a) technology, (b) political and regulatory conditions, (c) 

competition and consumer demand. 

 

2.2.6.2.1 Technology 

Over the past 20 years technological advances have been developing at such a rapid 

speed that organisations struggle to keep up with such progress. Information technology 

(IT) in particular is perhaps the most rapidly advancing technology. Advances in 

telecommunication, artificial intelligence, and software development have substantially 

impacted on strategic decision-making in terms of speed, location and quality (e.g. Silver, 

1991; Proctor, 1992; Georgantzas and Acar, 1995; Rogers et al., 1999; Johnson, 2002; 

Perry et al., 2003; Lin, 2004). The external environment is such that failing to stay 

abreast with these technological developments would result in uncompetitiveness and 

potential business collapse. Consequently, organisations strategically plan for technology. 

For example, in order to be able to compete on the international market, the Thailand 

government has been pursuing a rigorous plan to create a nationwide IT infrastructure to 

serve the public and the private sector (Bhattarakosol, 2003). In a similar effort the 

Australian government has become more involved in fostering e-commerce among 

Australian SMEs (Yong and Yang, 2003). Technological disadvantage equally leads to 

particular strategies as IT outsourcing has become a common practice among companies 

to save costs and concentrate on their core competencies (Laplante et al., 2004; 
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Namasivayam, 2004). IT technology has been a long-standing feature of the airline 

industry. Thus, in response to competition from alternative public transport systems the 

railway and automobile industries too are increasingly employing technology solutions as 

part of a strategic decision to create future intelligent transport systems (Chou, 2003).  

 

 

2.2.6.2.2 Political and regulatory conditions 

Strategic decision-making is often constraint by a political or regulatory environment. 

Elenkov (1997), for example, reports that in Bulgaria, corporate decision-making was 

highly constrained due to high dependence on the external environment in relation to 

necessary political power networks needed to operate competitively. This was coupled 

with great political and economic uncertainty existing in the environment. Elenkov 

(1997) also shows in the same study that US companies have the power to influence 

government initiatives through lobbying, thus influencing environmental conditions. This 

indicates that these companies have made a strategic decision to minimise environmental 

constraints. This is due to the fact that the environmental conditions provide scope for 

this in the first place in relation to the political and legal system. The current Free Trade 

Agreement (FTA) between Australia and the United States, whereby the US sugarcane 

lobby significantly influenced the nature of the agreement, is a prime example of this. 

The aviation industry is a further example of a highly regulated environment that impacts 

strategic decision-making (de Neufville and Odoni, 2003). The Australian airport 

industry, for example, is regulated by a number of international bodies, such as the 

International Civil Aviation Organisation (ICAO), (Ashford et al., 1997; Wells, 2000; de 

Neufville and Odoni, 2003) and national organisations such as the Civil Aviation Safety 

Authority (CASA), the Department of Transport and Regional Services (DTRS), and 

state transport departments via the Civil Aviation Act 1988 (CASA, 2005; DTRS, 2005; 

Queensland Transport, 2005). These regulatory bodies issue a host of legislation and 

regulation that airports have to satisfy to operate legally. One of such regulation is the 

legal requirement for a long-term master plan. This has profound impact on an airport’s 

strategic decision-making as conditions constantly change in the aviation industry 

(Ashford et al., 1997; de Neufville and Odoni, 2003). 
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2.2.6.2.3 Competition and consumer demand 

In highly competitive markets flexible and speedy decision-making processes are vital for 

survival (Eisenhardt, 1989c). SMEs often respond to environmental changes with flexible 

strategies. Dean et al. (1998) discovered that environmental effects on strategic decision-

making vary with company size. The authors report that small sized companies were able 

to take advantage of low resources by pursuing strategies such as niche product 

development thus gaining low cost entry into a particular market that may be dominated 

by a large company engaging in mass production. Although company size itself is an 

internal factor, an environment dominated by a number of established and large 

competitors may make entry barriers too high to enter the market at a large scale and 

companies decide to stay small in order to operate at low cost and compete on price. A 

classic example of this is the emergence of low cost carriers in the airline industry such as 

Ryanair and Easyjet in the UK. Nevertheless, Chang and Singh (2000) explain that 

results from their research on corporate and industry effects on business unit competitive 

position depended on industry definition and what size business units were included. In a 

highly competitive environment that indicates limited resources, companies engage in 

strategic positioning and taking advantage of differing interests of rivals to get a foothold 

in the rivals’ strongholds as, for example, in the US domestic airline industry (Gimeno, 

1999). Other organisations respond to global competitive environments by strategically 

changing internal structures to allow internal processes to be operable in the changing 

external environment (Malnight, 2001).  

 

Consumer demands and preferences are major driving forces of competitive strategy 

making and strategic decision-making reflects this influence as tastes and preferences 

constantly change (Okada, 2001). Consumer demands and preferences have been the 

target of extensive marketing research in order to understand consumer behaviour and 

keeping track with changing tastes, fashions and values (Thompson and Troester, 2002). 

Consumers are a resource whose purchasing behaviour and decision-making can be both 

rational and irrational and companies make strategic decisions to capture this external 

resource (Okada, 2001; Adaval and Monroes, 2002). Marketers are trying to exercise 

some control over consumer behaviour by tapping into consumers’ cognition and 
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communication in order to develop strategies that create emotional attachments to a 

particular product (Hill, 2003). The creation of brand image and brand extension is part 

of such strategies, exacting brand familiarity and loyalty (Moreau et al., 2001; Martinez 

and de Chernatony, 2004) and such efforts are often focused on segments of the market 

such as age groups (Moschis, 2003). The end game is, of course, competitive advantage 

(Kuczmarski, 2003) and more and more innovative marketing techniques are developed 

to tap into both domestic and global markets (Hassan et al., 2003). 

 

In this section, the literature reveals that conditions in the external environment have a 

significant influence on strategic decision-making. Technology, competition and 

consumer demand, political and regulatory conditions are particularly influential in a 

firm’s strategy making. Shock events were deliberately excluded from the external 

influences as this is a key concept in this thesis and is examined below in more detail. 

Before doing so, however, it has become imperative to account for and elucidate why it is 

argued that strategic decision-making is a complex system and why the chaos/complexity 

theory has been included into this argument. It is suggested that chaos/complexity theory 

is a useful tool to make sense of strategic decision-making processes and to better 

understand the impacts of shock events. Below is an outline of the theory and its 

applicability to the argument put forward in this thesis. 

 

 

2.3 CHAOS THEORY, COMPLEXITY AND THE STRATEGIC DECISION-

MAKING SYSTEM 

 

This section will explore strategic decision-making as a complex system and draw links 

to chaos/complexity theory as an explanatory concept to unravel the true impacts of 

shock events on decision-making processes and ultimately on corporate strategies. This 

will be achieved firstly by presenting strategic decision-making as a complex system, 

secondly by defining and explaining chaos/complexity theory and thirdly by looking at 

the role shock events play in complex systems. 
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2.3.1 Systems Theory and Decision-Making Processes 

 

Systems theory provides a theoretical framework that can help recognise underlying 

patterns and enhance understanding of human processes such as learning, decision-

making and change (Walmsley, 1972; Evered, 1980; Senge, 1992). Systems have been 

studied as early as the 19thcentury in the natural sciences. Charles Darwin in his ‘Origin 

of Species’ of 1859 observed the interaction of environment and animal species in a 

complex world from which he developed his theory of evolution (Darwin, 1968). 

Systems theory is based on Darwin’s observation of natural systems and has been 

developed during the 1950s and 1960s (Walmsley, 1972). A number of definitions have 

been offered for example Hall and Fagan (1956) write that a system is “…a set of objects 

together with relationships between the objects and between their attributes” (in 

Walmsley, 1972: p. 22), Emery and Trist (1965) describe systems as “the most 

appropriate conceptual response when understanding the nature of interdependencies” (in 

Walmsley, 1972: p. 22),  Evered (1980) explains a system as “a complex of interrelating, 

mutually interdependent parts and a field of interdependencies” (1980: p. 6) and Williams 

(1997) states that “A system is an assemblage of interacting parts” (1997: p. 3).  

 

Based on these definitions it can be said that from a systems perspective decision-making 

is a set of complex processes within an organisational system since it is a collection 

interdependent facets as was shown in the previous section, i.e. (a) decision-making 

processes, (b) decision makers, (c) strategies, (d) internal factors, and (e) external factors. 

This has been confirmed by Churchman (1968) who writes, “The systems approach 

expedites logical and coherent decision-making” (in Walmsley, 1972: p. 25) and by 

Silver (1991) who asserts that “decision-making is a complex sequence of differentiated 

activities occurring over time” (1991: p. 24). Complex systems are characterised by being 

open systems and non-linear in nature. Opens systems constantly interact with an external 

environment and operate on feedback (Walmsley, 1972; Silver, 1991; Lewin, 1999; 

Gavetti, et al., 2005) and complex systems such as decision-making are subject to human 

judgements and unpredictable outside influences thus rendering them non-linear (Gleick, 

1987; Silver, 1991; Lewin, 1999). 
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Strategic decision-making processes are governed by an array of factors such as financial 

reporting, management structure, communication structure but also management 

characteristics and contextual factors, that is, internal and external environmental issues 

(Papadakis et al., 1998). In their study, Papadakis et al. (1998) report that generic 

characteristics of a strategic decision such as its perceived magnitude of impact, its 

frequency/familiarity, its uncertainty and its threat/crisis component have a profound 

influence on the decision-making process. The writers advocate an integrative model that 

includes decision-specific, management, environmental, and organisational factors in 

order to understand strategic decision-making processes more in-depth.  

 

The following section will now place strategic decision-making as a system in the realm 

of chaos/complexity theory. 

 

 

2.3.2 Chaos Theory and Complexity 

 

This review of chaos theory is not a comprehensive one but rather focuses on the main 

relevant components important to this thesis. 

 

Chaos theory has been developed in separate snippets of research since about the 19th 

century. However, as a unified discipline it was formulated during the 1960s and 1970s 

(Williams, 1997). This theory was born out of the mathematical sciences representing a 

radical departure from Newtonian positivistic linear predictability. Chaos is essentially a 

systems theory and is ascribed to complex systems that are deterministic, dynamic and 

non-linear. A deterministic system is one that although seemingly chaotic follows rules; a 

dynamic system is one that moves, changes and evolves over time; and a non-linear 

system is one where input does not directly correspond to a proportional output over time 

(Williams, 1997).  Chaos theory is thus defined as “sustained and disorderly-looking 

long-term evolution that satisfies certain special mathematical criteria and that occurs in a 

deterministic non-linear system” (1997: p. 9). In his book ‘Chaos’ James Gleick brought 

the chaos theory to life to non-mathematician and non-scientists by emphasising its 
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applicability to all complex systems (Gleick, 1987). Terms such as the butterfly effect 

took a prominence in the theory. The butterfly effect describes the concept of a small 

change in one part of the system can lead to a disaster or catastrophe in another part of 

the system, much like the insignificant eddies created by the wings of a butterfly could 

cause a hurricane in another part of the world (Gleick, 1987). This butterfly effect 

invariably points to the whole of a system, the interconnectedness of its components.  

 

Another important concept in this theory is the concept of self-regulation, that the system 

will correct itself after a shock or catastrophe. What exactly this factor is that causes self-

regulation has been the subject of discussion among researchers (Lewin, 1999). Chaos 

theorists call this factor a ‘strange attractor’. A strange attractor is an independent ever-

moving force, much like a pendulum, that pulls the system towards equilibrium at a 

certain point until the force loses energy and becomes steady. At this steady-state the 

‘pendulum’ moves back along the same path to a new equilibrium. If this path, however, 

is disturbed by some event the force or attractor goes on to a new path and the motion is 

repeated. Such an event could be generated either internally or externally, resulting in a 

constantly changing and increasingly complex yet orderly pattern of the system, 

following the direction of the strange attractor (Gleick, 1997; Lewin, 1999).  

 

 

2.3.3 The Role of Shocks in Complex Systems 

 

In the previous section it was discussed that complex systems are self-regulating after 

being disturbed by some event. In this section the role of shock events in a system will be 

highlighted further. Shock events essentially represent drivers of change in a system. 

When such an event occurs a change will take place in one part of the system, which will 

ripple through the system, affecting other if not all parts of the system. It is therefore 

imperative to recognise that a shock event can affect the entire system. For example, the 

Foot & Mouth outbreak in the UK in 2003 started out as a regional farm crisis but 

developed into a national tourism crisis due to the failure of looking at the problem 

holistically and not recognizing that the countryside actually is a complex collection of 
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interconnected systems (Ritchie, 2004). The September 11 attacks in 2001 resulted in 

enhanced security systems in airports upon the realization that the pre-shock system 

proved to be inadequate (Goodrich, 2002). Shock events, therefore, cause the system to 

change and to adapt to new conditions, seeking a new equilibrium or steady-state. 

 

In the following section the literature of externally generated shock events are presented 

and their general impacts in terms of crisis are examined. 

 

 

2.4 SHOCK EVENTS 

 

The literature offers a vast array of over 4,000 references of documentation on crisis 

management and disasters, indicating that a large number of authors have investigated 

these topics. The literature only rarely talks of ‘shock’, preferring the terms ‘crisis’ and 

‘disaster’. Nevertheless, ‘shock’ is the preferred term in this thesis since it conveys the 

notion of suddenness and unpredictability stronger than the other terms. Moreover, a 

crisis is a situation that has been brought on by a particular event, which is called here 

shock event. Lastly, a shock event may have an initial negative impact due to its sudden 

and unexpected occurrence but may not necessarily lead to a crisis. Shocks can be 

divided into ‘internal’ and ‘external’. An example of an internal shock event would be the 

death or sudden departure of a CEO or another key manager that can impact on the 

strategic decision-making process. For example, Gottliebsen (2003) suggests that the 

sudden departure of Air New Zealand’s CEO Jim McCrea, leaving Air NZ without 

effective leadership for five months, led to inferior decision-making during the Ansett 

crisis. However, since such sudden departures are relatively rare occasions it is not 

discussed further in this thesis. Shock events will therefore relate to externally generated 

events in this study from here on. 

 

This section looks at the impacts of crises and disasters and defines a specific type of 

disaster, ‘shock events’. The section is divided into two parts, i.e. (a) defining shock 

event and (b) impact of shock events.  
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2.4.1 Defining Shock Events 

 

The term ‘shock event’ appears only occasionally in the literature (e.g., Prideaux et al, 

2003). Writers tend to talk rather of ‘crisis’ or ‘disaster’. There are a number definitions 

of these concepts of which a few are listed here. Pearson and Clair (1998) define 

organisational crisis as “…a low-probability, high-impact event that threatens the 

viability of the organisation…” (1998: p. 60). Carter (1991) defines a disaster as “an 

event, natural or man-made, sudden or progressive, which impacts with such severity that 

the effected community has to respond by taking exceptional measures” (1991: p. xix). A 

further definition of disaster is provided by Faulkner (2001) as “…where an 

enterprise…is confronted with sudden unpredictable catastrophic changes over which it 

has little control” (2001: p. 136). Prideaux et al. (2003) describe disaster as 

“…unpredictable catastrophic change that can normally only be responded to after the 

event…” (2003: p. 478). Prideaux et al. (2003) also offer a classification of shocks. Their 

classifications are summarised in table 2.1. 

 

Table 2.1 Classification of shocks (Prideaux et al., 2003) 

Scale Probability Level of certainty of 
forecast 
 

S4 Not anticipated Very low 
S3 Unlikely but just possible Beyond current range of 

acceptability 
S2 The possibility based on worst-case scenario of 

past trading conditions 
Medium to low 

S1 The expected based on recent past trading 
conditions 

High for near term, lower in 
the medium term 

 

Based on these definitions and for the purpose of this thesis, shock events are defined as: 

 

A sudden and unexpected externally generated event that causes significant 

stress in the industry and in individual organisations, potentially threatening 

the profitability and/or existence of an organisation.  
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2.4.2 Crises and Disasters 

 

As already mentioned, the literature on crisis and disaster is enormous. There are many 

types of crisis that can impact on a number of areas. Politico-socio crises can have drastic 

effects on global and national economies or social fabrics, affecting business and 

households alike (e.g., English, 1999; Ackerbally, 2003; Edmunds, 2003; Gluck, 2003; 

Seneviratne, 2003; Reiter, 2004; Juska et al., 2004) Economic crises, such as recession, 

world market price fluctuations or inflation can have far reaching consequences for a 

country’s population (e.g., Yates, 2004). Further, financial type crises (e.g., Doraisami, 

2004; Healy, 2004; Phelps, 2004) too, filter through to individual businesses and 

employees (e.g., Flora, 2003; Frankenberg et al., 2003; Kondrasuk, 2004; Roth, 2004). 

This thesis will, however, focus specifically on the impacts of shock events on strategic 

decision-making within organisations. 

 

2.4.2.1. Impact of shock events on strategy and decision-making 

In recent years new threats have appeared on the world stage such as terrorist attacks 

against ‘soft targets’, rapidly spreading communicable diseases, and ‘sudden’ and 

unexpected business failures of large and well-established companies. Though these 

problems in themselves are not particularly new, the globalization and rapidity of their 

occurrence over the past ten years are a new phenomenon (Jenkins, 2001).   

 

A number of researchers and consultants stress the importance of a good crisis 

management plan that needs to be regularly practiced (e.g. Hayward, 2001; Sullivan and 

Adams, 2002; Ware, 2002; Connolly, 2003; Brown, 2003; Watson, 2003; Wolff, 2003; 

Armstrong, 2004). Stafford et al. (2002), for example, report how hotels in Washington 

D.C. coped with the aftermath of September 11 by exercising a sophisticated crisis 

management plan. However, the plan does not reveal the decision-making processes and 

how, if so, they impacted upon by the shock event. It seems that a plan in itself is not 

sufficient but that the decisions made in response to a crisis may vary from event to 

event. Smart and Vertinsky (1984) looked at the relationship between the external 

environment and crisis management strategies. They found that this relationship is non-
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linear and depends on the executive’s perceived ability to control the environment and 

the economics of change. The more volatile and uncertain the environment, the more 

entrepreneurial the managerial response (Smart and Vertinsky, 1984). Meszaros (1999) 

shows more insight into the decision-making processes to prevent unlikely occurrences of 

shock events. The writer found that satisficing, threat-rigidity behaviour and ambiguity 

management were prevalent among managers rather than actions based on compensatory 

decision rules presumed by liability laws. Haddad (2001) reports that United Parcel 

Service (UPS) in the US coped extremely well after the September 11 event by quickly 

decentralizing decision-making and let local managers decide how to respond during the 

crisis. This indicates that organisational and communication structure plays some role in 

determining the decision-making process. 

 

Looking at team effectiveness and crisis management, King III (2002) asserts that team 

effectiveness depends on a number of factors such as good communication, 

heterogeneity, type of leadership and knowledge about the facts. Knowledge management 

is seen as crucial in decision-making during a crisis (Desouza, 2003). Leadership in 

particular may have a strong influence of the decision-making process itself. Boin and 

Hart (2003) highlight some risks involved with strong leadership in a crisis, especially 

when the leader uses a crisis situation to drive reforms. The writers warn that crisis-

induced reforms can represent long-term challenges and could lead to a loss in 

confidence in the leader among constituents. It is acknowledged that new ideas are 

needed to minimise the impact of shock events and prevent crises. Pearson and Clair 

(1998) recognise the lack of integration in crises management models and propose a 

multi-disciplinary framework that includes aspects such as psychological, social-political, 

technological-structural views. This is echoed by Faulkner (1999, 2001) and Faulkner 

and Vikulov (2001), who call for an urgent development of an integrated framework for 

disaster prevention in the tourism industry. Some researchers propose the integration of 

the internet in a crisis management framework. Segars (2003) and Perry et al. (2003), for 

example, purport that electronic messages are highly strategic in conveying the well-

being and future directions of the company on corporate websites while others promote 
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the integration of computer technology in crisis prevention (e.g. Tuttle, 2003; Britnell, 

2003).  

 

The SARS example shows how severe the impact can be on the tourism and travel 

industry. However, it may be worth observing that out of over 200 million people 

boarding aircraft since the start of SARS only 7,800 (0.0039%) were infected (ATC, 

2004) of which 16 (0.000008%) were by transmission in an aircraft. It follows thus that 

the shock event may not directly have an impact but rather the fear of the potential and 

the perception of the threat. The media can also be a significant contributor to the impact 

of a shock event as their reporting foster or erode consumer confidence in a particular 

organisation or industry (e.g. Pearson and Clair, 1998; Faulkner, 2001; Hayward, 2001).  

 

There is evidence that the SARS crisis was sufficiently serious to affect strategic 

decision-making of some companies. For example, Asia’s Star Cruises relocated its two 

largest cruise ships to Sydney and Freemantle due to the slump in Asia’s tourism 

(Australian Financial Review, 16/4/03) and Kumgang Korea Chemical Co. launched a 

successful multi-million sales pitch from California/USA, using video conferencing in 

their efforts to stay away from the SARS affected region (Australian Financial Review, 

22/4/03). Although these are indications that organisations respond to such threats by 

altering their initial strategies, there are no signals or suggestions as to what processes 

these organisations went through and whether these decisions amount to short-term or 

long-term strategies. Moreover, these examples also indicate that the shock event, in this 

case SARS, proved to be an opportunity for Sydney and Freemantle ports and companies 

that sell video conferencing technology. 

 
Thus far it can be said the literature is very well aware of the new threats and challenges 

and researchers are highlighting the need for a new approach to address these threats. It 

became also clear that shock events can be of different natures, e.g., unforeseeable and 

unexpected, and foreseeable but unexpected and that the impact can be direct or indirect 

(Prideaux et al., 2003). However, the literature fails to investigate how shock events 

impact not only on strategies but also on the decision-making processes or whether 
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existing decision-making processes allow firms to react or pro-act effectively and 

opportunistically. 

 
The influencing factors on strategic decision-making are classified in table 2.2 below. It 

appears that the factors identified in the literature are generally predictable and expected 

in the business world. Again, the vast majority of current literature is concerned with 

competitive behaviour and views risk and crisis mainly in economic terms. Some 

reference is made to external shock events, which are highly unpredictable and usually 

unexpected. This suggests a need for a framework to address this problem in the early 

stages of strategic decision-making. Lowendahl and Revang (1998) speak of challenges 

to existing strategy theory in response to increasing global complexity at societal level. 

 

Table 2.2. Influencing factors on strategic decision-making processes. 

Environment 
 

Predictable/Expected Unpredictable/Unexpected

Internal Organisational capabilities 
Organisational culture and 
structure 
Cognition 
 

Death or sudden departure 
of CEO and/or key manager 

External Technology 
Political and regulatory 
Competition and consumer 
demand 
 

Shock events 
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2.5 SUMMARY AND CONCLUSION 

 

This section summarises the findings and draws the main points identified in the 

literature together to form a basis on which to build the thesis framework in the following 

chapter. 

 

 

2.5.1. Summary 

 

1. Strategic decision-making was defined as: 

The process of formulating a set of long-term strategies, after considering 

available options and exercising choice, in order to achieve a particular objective 

that will enhance an organisation’s position in a competitive and hostile 

environment. 

 

It was found that: 

 

2. Although shared leadership and/or decision-making in times of stability is 

commonplace on BODs and TMTs, during periods of uncertainty and instability, 

strong centralised leadership is required and preferred.  

 

3. There are three broad categories of decision-making processes, i.e. (a) rational 

and analytical, (b) consultation and consensus, (c) incremental and opportunistic. 

 

4. There are two main types of strategic decision-making or strategy formulation 

distinguished in the literature, i.e. deliberate and emergent. 

 

5. There are a number of factors that influence decision-making. These were 

categorised into internal and external. Internal factors consist of (a) organisational 

capabilities; (b) organisational culture and structure; and (c) cognition. External 
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factors consist of (d) technology; (e) political and regulatory conditions; (f) 

competition and consumer demand; and (g) external shock events (Table 2.1). 

 

6. Strategic decision-making is a dynamic and complex system that should be 

treated holistically and that chaos/complexity theory could potentially provide a 

basis of understanding the phenomenon of shock impacts on such a system. 

 

7. Shock events were defined as:  

A sudden, unexpected and externally generated event that causes significant 

stress in the industry and in individual organisations, seriously threatening 

the profitability and existence of an organisation.  

 
 
 
It was found that: 
 

8. Crisis management has been extensively researched across industries and the 

literature is very well aware of the new threats and challenges and researchers are 

highlighting the need for a new approach to address these threats. 

 

9. Literature fails to investigate how shock events impact not only on strategies but 

also on the decision-making processes or whether existing decision-making 

processes allow firms to react or pro-act effectively and opportunistically. 

 

10. Researchers are calling for integrated frameworks to address these new global 

threats and new ideas and concepts are being formed to contribute. 

 

 

2.5.2. Conclusion 

 

The literature on both strategic decision-making and crisis management is extensive. 

Many researchers have, over the years, contributed a vast amount of knowledge to these 

fields. The literature recognises that the world is becoming increasingly complex, 
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constantly interacting at a local and a global level. There is an acute awareness that 

traditional notions and concepts in terms of planning, decision-making, crisis prevention 

and management methods are often outdated and inadequate. Much of the research is of 

extremely high standard but equally often a narrow view of strategic decision-making and 

crisis prevention has been taken.  A number of contemporary writers are calling for more 

inter-disciplinary and integrated models and frameworks to confront the new threats that 

are faced by society at large and business in particular. It also appears that 

chaos/complexity theory could be a valuable tool to expand our understanding of the role 

of shock events in decision-making processes. 

 

Shock events and their impacts are currently very topical due to their recent frequency 

and devastating occurrence, for example, September 11 (Chomsky, 2001), Ansett 

collapse (Wilson, 2002) and SARS (Leung and Ooi, 2003). The literature has addressed 

many issues with regards to decision-making and shock events leading to crisis. 

However, there is a gap that looks specifically at how shock events may impact on the 

strategic decision-making processes. For companies to remain competitive in a volatile 

environment it is important that their decision quality is high which can only be achieved 

by sound and appropriate decision-making processes. It is the aim of this thesis, 

therefore, to shed more light on decision-making processes under such highly uncertain 

conditions.  

 

The research question is: 

 

How have recent shock events impacted on strategic decision-making processes in 

companies in the Australian tourism and travel industry? 

 

The following chapter will develop the integrated conceptual framework for this thesis. 
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CHAPTER 3 – CONCEPTUAL FRAMEWORK 
 

3.1 INTRODUCTION 

 

In the previous chapter the literature on decision-making and crisis management was 

reviewed in order to establish whether there is a link between the occurrence of shock 

events and strategic decision-making processes. This link was not established in the 

literature and therefore showed a research gap in this respect. This thesis will attempt to 

address this shortcoming. Chaos theory literature was also discussed to explore its 

usefulness in explaining complexity in decision-making. In this chapter an integrated 

conceptual framework (ICF) is developed to express the importance of systems thinking 

in terms of strategic decision-making and to guide this research to address the gap 

identified in the literature review. 

. 

 

3.2 AN INTEGRATED CONCEPTUAL FRAMEWORK (ICF) 

 

Four main points were noted in the literature. Firstly, the literature recognises that the 

world is becoming increasingly complex. Secondly, the literature review demonstrated 

that many researchers have taken a narrow and often linear view of strategic decision-

making and crisis prevention.  Thirdly, a number of contemporary writers are calling for 

more inter-disciplinary and integrated models and frameworks to confront the new threats 

that are faced by society at large and business in particular. Lastly, chaos/complexity 

theory supports the view that decision-making should be considered as a dynamic and 

complex system to better understand the role and impacts of shock events.  

 

Figure 3.1 expresses the thesis concept and research focus in an ICF, linking the relevant 

component identified in the literature into a cohesive construct. The diagram reveals that 

shock events potentially affect not only decision-making processes but also the entire 

strategic decision-making system (SDMS) due to its interconnectedness. The ICF is 

therefore named SDMS. 
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Figure 3.1. The ICF of a strategic decision-making system (SDMS). 
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3.2.1 SMDS Components 

 

Figure 3.1 depicts the complexity involved in strategic decision-making by highlighting 

the interrelations and connections between the components of the ICF. Numeric labels 

from 1-14 have been assigned to the various arrows to explain how these components 

interrelate. 

 

1. Decision-making processes are not necessarily static but dynamic. They can 

change or combine in a number of ways. For example, a CEO can make a 

centralised decision to take advantage of an opportunity after consulting the TMT 

(e.g. Quinn, 1993; Branson, 2000). 

 

2. This arrow reflects the influence decision-making processes can have on the 

effectiveness of each decision maker. For example, a strong 

consultative/consensus approach indicates a more decentralised decision-making 

system in which the TMT takes on a more dominant role. This is particularly true 

under certain and stable conditions (e.g. Denis et al., 2001; Shen, 2003). 

Conversely, the arrow may swing the opposite way if, for example, the CEO 

decides to suspend the consensus approach due to highly uncertain and unstable 

environmental conditions and exercises centralised decision-making (e.g. 

Waldman et al., 2001; Shen, 2003). 

 

3.  Effective decision-making often depends on what paradigm the organisation has 

adopted. For example, based on agency theory the line of communication would 

be clearly distinguished with the TMT reporting to the CEO, the CEO reporting to 

the BOD and the BOD ratifying the decision. Varying from country to country 

this line of communication and decision-making may be less clear if the CEO and 

the chairman is the same person (e.g. Stiles and Taylor, 2001; Hillman and 

Dalziel, 2003). In this situation, shared leadership in the TMT could be more 

prominent (e.g. Peffer and Salancik, 1978; Denis et al., 2001). Moreover, based 

on RBV organisational capabilities within the BOD and top executives would 
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further influence decision-making due to experience, technical knowledge and 

networks (e.g. Wernerfelt, 1984; Barney et al, 2001). 

 

4. This arrow represents an actual decision made to pursue a strategy. The fact that 

the line is double arrowed indicates a feedback mechanism whereby a decision 

may be reviewed, for example during quarterly or annual strategic meetings, 

particularly in the case of long-term strategic plans (e.g. Tregoe and Tobia, 1991; 

Harrison, 1999). 

 

5. Once a strategic decision is made it is implemented. However, it is highly debated 

whether an intended strategy is actually realised in the long run. There are views 

within the literature that strategies emerge and are implemented incrementally 

(e.g. Pascale, 1984; Mintzberg and Waters, 1985; Quinn, 1993; Lovas and 

Ghoshal, 2000). 

 

6. Some strategies can influence the type of decision-making process. For example, 

an aggressive innovation strategy may require cognitive skills such as intuition 

and/or opportunity recognition within the executive team. Thus an 

incremental/opportunistic approach may be appropriate (e.g. Eisenhardt and 

Zbaracki, 1992; Dess et al., 1997). A defensive long-term strategy, on the other 

hand may need a more rational/analytical approach (e.g. Harrison, 1999; Lin, 

2004). 

 

7. Strategies can certainly affect the external environment directly. For example, a 

strategy to outsource non-core functions of the company could lead to a 

competitive advantage in the marketplace or pro-active lobbying may lead to a 

change in the regulatory environment (e.g. Laplante et al., 2004; Namasivayam, 

2004; Elenkov, 1997). Conversely, the external environment can also impact on 

strategies. For example, changing consumer demands may lead to a revision of 

strategies to maintain market share and competitiveness (e.g. Okada, 2001; 

Adaval and Monroe, 2002). 
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8. Strategies would have a strong influence on the internal environment. This is 

particularly highlighted in the long-standing strategy/structure debate (e.g. Harris 

and Ruefly, 2000).  Essentially, in an increasingly global world, companies may 

strategise to partake in this globalisation and need to alter their internal structure 

to do so effectively (e.g. Malnight, 2001). Strategies can also lead to changes in 

organisational culture, for example, by changing mission statements or 

employment conditions (e.g. McGovern and Hope-Hailey, 1997) or in cognition if 

international team heterogeneity leads to varying perceptions of resource 

evaluations (e.g. Davis, 1997; Chattopadhyay et al., 1999). 

 

9. Structure, culture and cognition are highly interactive as was shown in the 

literature review. Structure can have profound impacts on organisational cultures 

via the flow of communication and interaction (e.g. Bonn, 2005) or vice versa 

(e.g. Coopey et al., 1998). A culture of entrepreneurial opportunism may 

influence how the market is cognitively perceived (e.g. Miller et al., 1996; Chen 

et al., 2002). 

 

10. The literature identified organisational capabilities as an important internal facet 

of strategic decision-making. This has, however, not been included in the internal 

environment here as organisational capabilities are already represented as part of 

BOD, CEO and TMT skills (e.g. Wernerfelt, 1984; Barney et al., 2001; Tallman 

and Fladmoe-Lindquist, 2002). The remaining concepts of structure, culture and 

cognition are included. The internal environment can affect decision-making 

processes particularly via the communication structure (Tikkanen et al., 2005; 

Bonn, 2005) but also by culture, for example, in a passive/defensive culture 

consultation/consensus is less likely (Cooke and Szumal, 2000). A negative 

perception of the environment can lead to a defensive behaviour (e.g. Heath, 

2002), resulting in more centralised decision-making (e.g. Sharma, 2000). 
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11. The internal environment influences the external environment particularly via 

culture and cognition. For example, a culture of innovation, pro-activity and 

opportunism can lead a TMT to strongly lobby against or for certain regulations 

or legislations that are perceived as constraining or as advantageous. If the lobby 

is successful it could lead to a significant change in the external environment 

affecting the regulatory conditions, competitive advantage and potentially 

technology (e.g. Miller et al., 1996; Elenkov, 1997; Chen et al., 2002). 

 

12. Regulations, technology, and competition are all interrelated. For example, 

regulations can determine technological requirements such as security scanning at 

airports or communication equipments in aircrafts (de Neufville and Odoni, 

2003). New technology, in turn, can enhance competitive advantage in the 

marketplace (Chou, 2003; Yong and Yang, 2003). 

 

13. This arrow expresses the underlying assumption in this thesis that significant 

shock events are externally generated. Shocks can be generated by a myriad of 

causes such as financial policy, political strategy or drastic socio-economic 

changes (e.g. Wilson, 2002; Doraisami, 2004; Healy, 2004; Reiter, 2004) and take 

on a number of forms such as natural disasters, terrorist attacks, communicable 

diseases or business failures of large companies (e.g. Chomsky, 2001; Faulkner 

and Vikulov, 2001, ATC, 2004; Wilson, 2002). 

 

14. The direct impact of shock events on decision-making processes is unclear in the 

literature and represents the research gap that is being investigated in this thesis. 

To guide this investigation a number of propositions have been developed in the 

subsequent section. 
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3.3 PROPOSITIONS 

 

The following research question has been identified in the literature review to guide this 

research: 

 

RQ: How have recent shock events impacted on strategic decision-making processes 

in companies in the Australian tourism and travel industry? 

 

In order to investigate the impact of shock events on decision-making processes in detail, 

a number of propositions (P) have been developed to further guide this research.  These 

propositions have been developed to address the research question above and the 

additional relevant issues identified in the literature review.  Figure 3.2 is a SDMS sub-

framework and looks more specifically at the direct impacts of shock events in isolation 

yet still as being part of the whole system as depicted in figure 3.1. The propositions are 

organised according to the research question and are placed on the integrated framework 

to emphasise the relevance of the propositions with regards to the framework.  

 

Figure 3.2.  SDMS sub-framework. 
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In the literature review three basic types of strategic decision-making processes were 

identified, i.e. (a) rational and analytical, (b) incremental and opportunistic, and (c) 

consultation and opportunistic. These processes are often combined or otherwise altered 

as the situation demands. It is suggested that during a time of crisis or high uncertainty 

the decision-making process will or should become rational and analytical, following a 

set procedure as part of a crisis or emergency plan (Harrison, 1999; Faulkner, 2001; 

Faulkner and Vikulov, 2001; Stafford et al., 2002). This leads to the following 

propositions: 

 

P1 Decision-making processes will become rational/analytical in the short-

term1 following a shock event. 

 

P2 Decision-making processes will become consultative/consensus-seeking in 

the short-medium2 term following a shock event. 

 

A shock event and consequent crisis may expose severe weaknesses in an organisation’s 

position in the market place. Therefore, as a direct result of the impacts of shock events, 

organisations may well alter their strategies in order to develop new marketing or product 

development strategies that would strengthen their future market position (Mintzberg and 

Waters, 1985; Faulkner, 2001; Faulkner and Vikulov, 2001; Boin and Hart, 2003). This 

leads to the following proposition: 

 

P3 Decision-making processes will become opportunistic in the short-medium 

term following a shock event. 

 

The literature on management and leadership generally recognises Boards of Directors, 

Chief Executive Officers and Top Management Teams as the main decision-making 

entities in large firms but is not entirely clear on who are the ultimate decision makers. 

Nonetheless, it seems to emerge that although shared leadership and/or decision-making 

                                                 
1 1-4 weeks 
2 1-6 months 
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in times of stability is commonplace on BODs and TMTs, during periods of uncertainty 

and instability, strong unitary leadership is required and preferred (Pettigrew, 1987; 

Harrison, 1999; Shen 2003).  This leads to the following proposition: 

 

P4 In the time period immediately following a shock event the CEO will 

become the ultimate decision maker.   

 

Framing a problem is critical to finding the solution to the problem or in other words the 

decision maker must first correctly evaluate the problem before employing the 

appropriate decision-making mechanism (Beach, 1990). The literature also shows that 

consultation and team agreement in times of uncertainty will improve decision-making 

quality (Quinn, 1993; Iaquinto and Frederickson, 1997) thus leading to a better framing 

of the problem. This leads to the following proposition: 

 

P5 The consultation and consensus process in the short-medium term will 

lead to improved framing of the problem. 

 

 

The ICF developed in this chapter will be compared with the results in chapter 5 to arrive 

at a final framework than can be used as a basis for theory development. 

 

 

3.4 SUMMARY 

 

In this chapter an integrated conceptual framework (ICF) of a strategic decision-making 

system (SDMS) was developed and graphically expressed in figure 3.1. This framework 

links the relevant components of a strategic decision-making into a cohesive construct or 

system. The diagram reveals that shock events potentially affect directly decision-making 

processes and thereby indirectly the changing role of decision makers under uncertain 

circumstances. To further steer this research a number of propositions were developed 

 
 

54



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

that will specifically address the research question. The following chapter 4 outlines the 

methodology for the research.  
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CHAPTER 4 – METHODOLOGY 
 

4.1 INTRODUCTION 
 

In the previous chapter an integrated conceptual framework (ICF) of a strategic decision-

making system (SDMS) was developed to integrate research on strategic decision-making 

and crisis management. Based on the literature reviewed in chapter 2 and the SDMS in 

chapter 3, a number of propositions were developed.  These propositions have been 

fashioned to directly address the research question. This chapter will discuss the research 

design including the justification for the use of the single case study methodology. 

Further, it will discuss data collection and analysis methods, including reliability and 

validity issues to minimise related errors and/or biases.  

 

 

4.2 RESEARCH DESIGN 
 

Due to the nature of the inquiry into a human process, i.e. decision-making processes, it 

was decided to adopt a qualitative research approach. The case study method emerged as 

the most appropriate method to conduct this research. Based on Yin (2003) an 

appropriate and transferable research design was developed. This design has been 

labelled as the ‘4-Cs Research Approach’ (Figure 4.1). The four Cs stand for (a) concept, 

(b) context, (c) case, and (d) conclusion. This approach follows a logical progressive 

sequence of four stages in the research process. Stage I defines the skeleton of the thesis. 

It sets the parameters of the research by developing the conceptual framework based on a 

comprehensive literature review. Stage II adds context to the concept, in this case the 

tourism and travel industry and more specifically the airport industry and provides a 

platform for the development of an appropriate methodology for the given context. Stage 

III depicts the actual field data collection and data analysis. The data refer to data arrived 

from different techniques resulting from a triangulation process, i.e. interviews, 

quantitative data, questionnaire and archive documents. Finally, stage IV is dedicated to 

the interpretation of results and conclusions. 
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Figure 4.1. The 4-Cs Research Approach 
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4.2.1 Single Case Study 

 

Yin (2003) identifies two case study approaches, i.e. (a) a single-case study design and 

(b) a multiple-case study design. Single case studies are often used to test a particular 

theory or unique circumstance. Single case studies represent a more traditional approach 

(Yin, 2003). Multiple-case study designs are appropriate when seeking literal replication 

of results across cases. The evidence resulting from a multiple-case study design creates 

stronger external validity because of the replication logic used and is thus more suitable 

for a theoretical generalization (Yin, 2003).  

 

Yin (2003) identifies five possible rationales for choosing a single case study approach, 

i.e. (a) the study represents a critical case in testing a well-formulated theory; (b) the 

study represents an extreme or unique case; (c) the study is a representative or typical 

case; (d) the study is a revelatory case; and (e) the study is longitudinal. Yin (2003) also 

distinguishes between holistic and embedded case studies. The difference lies within the 

number of units of analysis. Holistic cases tend to have only one unit of analysis whereas 

embedded cases have a series of units of analysis. The embedded design offers a stronger 

internal validity, as different units of analysis can be cross-compared. 

 

The rationales for choosing the single case study method were two-fold. Firstly, the case 

provided the opportunity to test the SDMS concept and secondly, the case study was 

representative of the industry the organisation operates in. Moreover, there was also the 

strong likelihood that data could be obtained from a variety of sources and therefore 

providing the ability to choose an embedded case study design. The main advantage of 

single case studies is that it can be quite in-depth by employing multiple sources of 

information or triangulation, thus increasing the internal validity and reliability of the 

evidence. The main disadvantage of a single case study, however, is that the external 

validity cannot be tested as easily as with a multiple case study research design. 
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4.3 CASE STUDY DESIGN. 
 

Since the literature identified BODs, CEOs and TMTs as the prevalent decision-making 

entities it was decided to target a larger organisation, such as an airport, that would have 

such management structures in place rather than Small to Medium Enterprises (SMEs). 

Moreover, larger companies would have more archival records available such as annual 

reports, share price records, press releases, etc, all of which would aid the purpose of 

internal validity (Eisenhardt, 1989b).  

 

 

4.3.1 Organisational Context 

 

Due to confidentiality considerations it was decided not to disclose the identity of the 

case study organisation or any of the individuals within that organisation. The 

organisation chosen for this case study was a regional airport in Australia. This 

organisation was chosen because it serves both the domestic and international market, 

and also the business and leisure market. An embedded case study design, as described 

above, was chosen, using multiple units of analysis.  

 

The Australian airport industry is a highly complex and well regulated industry. This 

industry is regulated primarily and directly through the International Civil Aviation 

Organisation (ICAO), an UN body to which there are 189 signatories, including Australia 

(ICAO, 2005). This agency sets international standards to which, although not legally 

binding, all signatories normally adhere to (de Neufville and Odoni, 2003). There exist a 

second regulatory body, the US Federal Aviation Administration (FAA). Although an 

American domestic agency, this agency often sets standards that are subsequently 

adopted by the ICAO. This is due to the USA having the largest aviation industry in the 

world and dedicates more funds to aviation research and development than any other 

nation. These international organisations regulate issues relating mainly to civil 

engineering infrastructures (de Neufville and Odoni, 2003). In addition to international 

regulation there are also the national regulatory bodies. In Australia the main agency is 
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the Civil Aviation Safety Authority (CASA) who are responsible for regulating safety 

and security issues via the Civil Aviation Act 1988 (CASA, 2005). In addition to CASA 

are also the Department of Transport and Regional Services, and state transport 

departments that govern airport operations (DTRS, 2005; Queensland Transport, 2005). 

Airport and business administration is usually conducted by the owner. Airport 

ownership can vary widely. Some airports are owned by governments, some partially by 

government and private investors, some by private companies, some by public 

companies, some by international consortiums, some by other airports (de Neufville and 

Odoni, 2003). To add to the complexity, ownership is continuously shifting through 

privatizations, mergers, take-overs and management buy-outs. This induces a strong 

element of competition between airport companies, vying for airlines to land at their 

airports. Aeronautical fees have been traditionally the main source of revenue for airports 

but increasingly non-aviation revenue such as retail shopping and real estate is becoming 

ever more important (Ashford et al., 1997) 

 

The main considerations for strategic decision-making in the airport industry are airport 

systems planning, financial and business planning (Wells, 2000). Traditional master 

planning tends to be long-term but as the industry environment has become increasingly 

changeable airport executives have to adopt dynamic planning strategies and consider 

several possible futures and scenarios of operation (de Neufville and Odoni, 2003). 

Revenue diversification has thus become imperative to survival. Progressively more 

revenue is sought from non-traditional sources such as airport land leases for other 

businesses and floor leases for shopping and catering facilities (Ashford et al., 1997; 

Wells, 2000; de Neufville and Odoni, 2003).  

 

 

4.3.2 Data Collection Method 

 

A research procedure based on Yin (2003) was developed and strictly observed. The case 

study is both exploratory and descriptive. This case study is exploratory because it 

explores an unknown variable, i.e. the impact of shock events on strategic decision-
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making. The impact of shock events on decision-making processes has not been 

empirically examined. It is also descriptive because it seeks a better understanding of 

known variables, i.e. decision-making processes between BOD, CEO and TMT (Cavana 

et al., 2001). Qualitative data was chosen to obtain a rich and deeper understanding of the 

decision-making processes in the organisation. Some quantitative methods are employed 

as part of the diversity of information sources in order to achieve triangulation of data. 

 

4.3.2.1 Units of analysis 

There are three units of analysis: (a) the organisation, (b) decision makers as a team, and 

(c) decision makers as individuals. The use of multiple units of analysis is seen as more 

advantageous than a single unit of analysis by a number of writers (e.g. Cavana et al., 

2001; Yin, 2003) as is the use of multiple sources of data (Eisenhardt, 1989b; Cavana et 

al., 2001; Denis et al., 2001; Yin 2003).  The use of three units of analysis will increase 

the internal validity.  

 

The first unit of analysis, the organisation, is analysed by using both quantitative and 

qualitative data. Quantitative data were used to investigate how strategic decision-making 

is expressed in measurable performance indicators (Waldman et al., 2001) such as visitor 

numbers, airline load factors, turnovers, and capital expenditures. Such data are 

commonly used to assess performance in the tourism and travel industry (ABS, 2002). 

Quantitative analysis in decision-making research has been used by a number of 

researchers such as Papadakis et al. (1998) and Waldman et al. (2001). In this thesis 

descriptive quantitative data were used in the form of (a) financial data, (b) aeronautical 

data, and (c) questionnaire data. These data were utilised mainly to explore relationships 

between organisational and/or business performance and shock events at the time of 

occurrence. It was anticipated that this quantitative analysis would increase reliability of 

the qualitative data obtained. Qualitative data consisted of archival data, i.e. (d) annual 

reports, (e) newspaper articles and (f) press releases. 

 

The second and third unit of analysis, the decision makers as a team and as individuals, 

was analysed both quantitatively and qualitatively. The chief method for the team 
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analysis was a short questionnaire. Questionnaires are frequently used in socio-economic 

and business research, using mainly 5-point (e.g., Dess et al., 1997; Papadakis, 1998; 

Waldman et al., 2001) or 7-point (e.g., Dutton, 1986; Papadakis et al., 1998) Likert scale 

type questionnaires. In this thesis a 5-point Likert type scale was adopted (Appendix 8.2). 

These questionnaires are often used in combination with face-to-face interviews. The 

method used for analysing decision makers as individuals was in-depth interviews. In this 

thesis data obtained from the interviews were the main focus of the analysis and 

interpretation. This method is described in more details below. 

 

4.3.2.2 Interview procedure 

A number of writers have put forward various methods to conduct interviews in the social 

science and business environment. In order to obtain “deep information and 

understanding” of an unknown (Johnson, 2002), i.e. the impact of shock events on 

strategic decision-making, the in-depth semi-structured interview technique (Minichiello 

et al., 1995; Johnson, 2002) was chosen. To adequately address reliability and validity 

issues and to avoid possible biases the instrument to conduct the research was adopted 

from Papadakis et al. (1998) as follows: 

 

1. Archival records documenting processes and performance indicators were 

collected prior to main interviews.  

2. Questionnaires were administered on the day of the interview but prior to the 

interview. 

3. All discussions were recorded to enable researchers to examine details later on. 

Notes were written down within 24 hours after the interview. 

4. Selecting only participants with intimate knowledge of the strategic decision-

making processes. 

5. Adopting a ‘funnel sequence’ method in interviews and cross-checking with other 

managers’ recollections. 

6. Cross-checking interview data with archival data sources. 

7. Scale anchors were reversed in places to reduce and compensate for the 

development of response patterns. 
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The interview instrument was chosen based on Minichiello et al. (1995), using a semi-

structured approach that combines the ‘funnel’ and ‘story telling’ method. Funnelling 

refers to a structured interview whereby the researcher guides the informant by asking 

broad questions first but becoming progressively specific (Janz et al., 1986). Control lies 

entirely with the researcher. Story telling, on the other hand, refers to an initially 

structured beginning but here the researcher allows the informant to lead the direction of 

the ‘story’ being told if this appears to be beneficial to the information being sought. The 

research would then eventually bring the ‘conversation’ back onto the original track. 

Thus the control is partially shared between researcher and informant. The use of this 

approach is considered to be conducive to extracting rich and deep information of a 

process that is little known to ‘outsiders’ (Johnson, 2002). The interview structure used in 

this research was steered by the subsequent composition. 

 

1. Establish rapport. This is to break down any perceived barriers and to make the 

respondent to feel relaxed. 

2. Introduction of researcher and personal background. This is to personalise and 

humanise the researcher and thereby establish some trust on the respondent’s part. 

3. Explanation of interview process including ethical issues. This is in order to 

ensure that the respondent is fully aware of what is involved and to reassure 

him/her of the confidentiality of the interview. 

4. Opening questions (Appendix 8.3). These are to create a path into the specific 

questions. 

5. Specific questions allowing story telling (Appendix 8.3). These are the questions 

to obtain specific information that would answer the proposals. 

6. Closing question (Appendix 8.3). These are questions that would lead to explore 

other emerging themes and to prepare the respondents for the end of the 

interview. 

7. Closing the interview. This is done by formally stating that the interview has 

ended. 

All interviews were held over a period of three weeks, as executives were available. The 

interviews were conducted in individual offices or in a small boardroom. They were held 
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either late-morning or early afternoon and the average duration of the interviews were 30-

45 minutes. The entire field research was conducted over five weeks in 2004 whereby the 

first two weeks were dedicated to archival research. 

 

4.3.2.3 Analysis 

The target groups chosen were (a) Directors, (b) Chief Executive Officer, and (c) Top 

executive managers. The total sample size consisted of nine respondents.  

 

To analyse the data from the interviews two approaches were considered, i.e. a ‘manual’ 

approach and a computerised approach using the QRS NVivo computer program 

(Bazeley and Richards, 2000). Since the sample was quite small with only 9 respondents 

no significant advantage was anticipated in using a computer program such as NVivo and 

it was therefore decided to conduct the analysis manually. The manual approach was 

conducted to find the answers to the previously developed propositions and to test the 

theoretical framework. This approach followed essentially the traditional deductive 

positivist school by taking the researcher’s view, testing a pre-developed concept. 

However, during the manual process of analysing the interview data a number of 

interesting concepts emerged that were not considered in the original theoretical concept. 

In order to make full use of the richness of the data and to increase the robustness of the 

analysis some grounded theory methods, i.e. coding, were adopted in addition. 

 

The grounded theory method was developed by Barney Glaser and Anselm Strauss 

during the late 1960s and throughout the 1970s and 1980s as a qualitative research 

technique to explore the richness of qualitative data (Glaser and Strauss, 1967; Parry, 

1998, Locke, 2001). The main thrust of grounded theory is that formal theory should be 

generated out of empirical research data (Locke, 2001). This means that theory is allowed 

to emerge from direct observations rather than being born of an existing theoretical 

framework that is superimposed on field observation (Sooklal and Hanlon, 2002; Kan 

and Parry, 2004). Using this technique, experienced researchers often know what they are 

looking for but in their search for their expected concepts they often find new unexpected 

concepts (Parry, 1998; Herman and Egri, 2002). Grounded theory allows for these 
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unexpected concepts to be incorporated in a pre-conceived framework or, indeed, a total 

revision of such theoretical frameworks as new concepts emerge (Locke, 2001). Hence 

the grounded theory approach is used by some researchers as one of several methods in a 

triangulation process to strengthen the robustness of their data analysis and interpretation 

in the attempt to construct solid theory (Parry, 1998; Herman and Egri, 2002). It is 

emphasised that this research has not used grounded theory as a methodology since this 

thesis tests theory rather than generates it. Rather, the study utilises some aspects of 

grounded theory to complement the research approach.  

 

In order to identify a clearer pattern the responses were coded based on Glaser and 

Strauss (1967). Coding is a way of conceptually categorizing or indexing interview 

responses, which can then be compared (Locke, 2001). In this paper three levels of 

coding were applied, which are (a) basic coding, (b) intermediate coding and (c) final 

coding. Basic coding constituted grouping of responses into general classes, intermediate 

coding grouped these classes into narrower classes and final coding grouped these classes 

into more specific categories. All codes are based on groupings in the SDMS. This was 

done in order to arrive at some recognizable patterns in the interview responses. The only 

basic codes that do not correspond with the SDMS are ‘survival’ and ‘perception’. 

‘Survival’ emerged from the interview responses and ‘perception’ has been identified in 

the literature. The coding system is summarised in tables 5.6-5.12 and figure 5.5 below.  

 

In addition to the above techniques, some quantitative data were explored using time 

simple descriptive statistical techniques such as time series and percentages. Lastly, press 

releases and newspaper articles were reviewed for external validity purposes. 

 

 

4.4 METHODOLOGICAL LIMITATIONS 

 

Two possible limitations with respect to the methodology are identified and outlined in 

this section. These are (a) the disadvantages of a single case study approach (Yin, 2003) 

and (b) researcher bias (Minichiello et al., 1995). 
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4.4.1 Single Case Study Approach 

 

The main disadvantage in choosing a single case study approach is that it lacks external 

validity (Yin, 2003). It is not possible to compare the findings with another case study to 

ascertain whether the results from the case study research are unique or whether they 

form part of a larger pattern in the wider environment. The findings must therefore be 

seen in this light and should not be used to interpret strategic decision-making patterns in 

other organisations and/or industries. However, all due care has been taken to achieve 

internal validity through data triangulation and the use of multiple units of analysis to 

enable this research to be used as a basis for further research. 

 

 

4.4.2 Researcher Bias 

 

Two important researcher biases are recognised. These are (a) objectivity and (b) 

insider/outsider phenomenon (Minichiello et al., 1995). Firstly, objectivity is seen as 

unachievable for any researcher due to a number of reasons, e.g. the researcher may use 

his own values or is theory-bound when applying meanings to responses. Secondly, the 

insider/outsider phenomenon can affect the quality of responses, e.g. the respondent may 

give prejudiced or guarded answers as they see the researcher as an ‘outsider’ 

(Minichiello et al., 1995). This could also affect the researcher’s interpretation of the 

data. Although researcher bias cannot be discounted entirely, a number of relevant 

techniques were employed to minimise the effects of such biases. The techniques used 

were (a) data triangulation to cross check responses for their reliability, (b) story telling 

to allow respondents to express themselves in their own words, and (c) paraphrasing and 

prompting to confirm that meanings of responses were interpreted correctly. 
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4.5 ETHICAL CONSIDERATION 
 

Griffith University has strict ethical policies to protect respondents from any possible 

physical, social, economic or legal harm potentially caused by research being carried out. 

Appropriate procedures are in place to ensure that these policies are adhered. This 

research has followed all mandatory procedures and has satisfied Griffith University’s 

ethical criteria by obtaining ethical clearance from the Human Research Ethics 

Committee (HREC) in accordance with the National Statement on Ethical Conduct on 

Research Involving Humans. 

 

This research involved willing participants and the research was open in terms of the 

purposes of both the research and the questions asked. The identity of the researcher was 

divulged and voluntary participation was invited. Informed consent is a primary principle 

of social research. Informed consent was obtained from both the case study organisation 

and individual respondents prior to the commencement of this research.  Privacy and 

confidentiality are important issues to respondents.  Confidentiality was guaranteed to 

each respondent and the identity of the respondent was not disclosed.   

 

 

4.6 SUMMARY 
 

This chapter has discussed and justified the research design approach, labelled the ‘4-C 

Research Approach’, employed in this research.  A single case study methodology was 

used to test a theoretical model of shock event impacts on strategic decision-making 

processes in an Australian regional airport. This chapter has outlined the procedures 

followed in collecting data with consideration given to maximising reliability and 

validity.  Further, this chapter outlined the analytical techniques used for the data analysis 

in the following chapter. In addition, some possible methodological limitations were 

identified. Lastly, ethical issues relevant to human research were also discussed. 

 

The next chapter will display, analyze and discuss the derived results that emerged from 

the analysis.  
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CHAPTER 5 - DATA ANALYSIS AND DISCUSSION 
 

In this chapter the results from the field research are presented, analyzed and discussed. 

The data are divided into three units of analysis, i.e. (a) the organisation and (b) the team 

and (b) the individual. The bulk of the analysis is, focused on the qualitative data to 

explore the richness of responses from in-depth interviews. The quantitative and archival 

data serve to support or discount findings stemming from the interview data. 

 

 

5.1. THE ORGANISATION 

 

The data to support the analysis of the organisation consists of (a) financial and 

aeronautical data and (b) archival data. 

 

 

5.1.1 Financial and Aeronautical Data. 

 

The periods for the data ranged from 1998/99 to 2004/05. Total passenger movements for 

the periods of 1998/99 to 2003/04 remained reasonably steady.  During September 2001, 

caused by the collapse of Ansett, total passenger movements decreased from 156,340 in 

August by 22,350 (14.3%) to 133,990 (Tables 5.1). A more detailed picture is revealed 

when looking at passenger movements by airline where Ansett accounts for a total 

passenger loss of 662,562 (81%) from the previous financial year. However, Qantas, 

Virgin Blue and Freedom Air account for a combined gain of 498,995 passengers. Thus 

the total loss stood at 163,567 or 8.8% for the financial year of 2001/02 (Table 5.2). 
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Table 5.1. Total passenger movements 
 1998/99 

 
1999/00 2000/01 2001/02 2002/03 2003/04 2004/05

July 154,186 148,063 151,446 164,796 190,947 195,938 259,708 
August 154,947 158,579 154,600 156,340 180,600 177,603 257,234 
September 164,295 173,704 164,045 133,990 191,763 205,051  
October 185,874 194,383 154,275 119,208 205,126 220,869  
November 153,727 151,763 139,246 128,847 172,811 219,856  
December 162,921 164,501 160,096 149,511 198,158 231,619  
January 198,236 200,108 187,973 164,851 212,551 257,036  
February 134,667 147,829 136,806 131,729 166,193 199,034  
March 152,632 156,515 169,141 149,524 181,385 210,699  
April 151,842 162,034 159,716 142,997 180,865 208,718  
May 134,893 139,433 152,373 131,591 162,696 217,664  
June 143,398 153,259 166,453 150,723 172,093 232,854  
Total 1,891,618 1,953,171 1,896,170 1,724,107 2,215,188 2,576,941 516,942 
Average 157,635 162,764 158,014 143,676 184,599 214,745  
 

Table 5.2. Total passenger movements by airline 
 
 

Ansett Qantas Virgin Jetstar Other Freedom Australian

1998/99 865,026 952,769 0 0 58,702 15,121 0 
1999/00 886,689 1,011,312 0 0 33,708 21,462 0 
2000/01 818,321 1,009,514 3,924 0 30,651 33,742 0 
2001/02 155,759 1,217,353 260,575 0 22,173 68,247 0 
2002/03 0 1,357,701 664,064 0 19,667 118,682 55,074 
2003/04 0 1,091,728 1,159,531 85,772 18,918 109,140 100,317 
Total 2,725,795 6,640,377 2,088,094 85,772 183,819 366,394 155,391 
 

Table 5.3. Income 
 1998/99 

 
1999/00 2000/01 2001/02 2002/03 2003/04 

Aeronautical 4,765,476 5,803,807 4,438,328 8,566,985 15,288,613 14,367,786 
Trading 1,840,890 2,021,903 2,204,253 2,567,383   4,471,218   5,999,741 
Property 3,932,625 3,723,276 4,568,453 5,221,413   4,177,453   5,077,234 
Other 5,032,225   177,295   108,847      -6,234       86,714   1,827,177 
Total 15,571,216 11,726,281 11,319,881 16,349,547 24,023,998 27,271,938 
 

Curiously, table 5.3 reveals that total income between 2001/02 and 2002/03 actually 

increased from $16.3 million by $7.7 million to $24 million, i.e. an increase of 47%. This 

increase is largely due to an increase in aeronautical charges from $8.6 million to $15.3 

million, representing an increase of $6.7 million or 78.5%. Clearly, the 8.8% drop in total 

passenger movements does not correspond with a 78.5% increase in aeronautical income. 

A correlation analysis of total passenger movements and income returns a weak co-
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efficient of –0.173 indicating a negative relationship. Figure 5.1 below shows this 

relationship. This gap between passenger movements and income is largely due to the 

increase in aeronautical charges. 

 
Figure 5.1. Passenger / Income relationship. 
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5.1.2 Archival Data 

 

5.1.2.1 Annual reports. 

Overall the annual reports did not provide a detailed insight into the impacts of any of the 

shock events other than general statements to the effect that revenue and passenger 

movements were affected. However, there were some indications as to the underlying 

motives for some of the strategic decisions that were made by the airport. Annual reports 

of three financial years were reviewed. These were 1999/2000, 2000-2001, and 2001-

2002.  

 

1999/2000. The organisation reported a passenger growth of 3.25% since privatization 

the previous year. Revenue increased over the three main sectors, i.e. aeronautical 

charges, trading and property with a significant reduction in operating costs. The 
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company also reported its aeronautical weight-based pricing regime, i.e. charging airlines 

per landed ton. This pricing regime in combination with a price cap on aeronautical 

charges was imposed by the government upon privatization in 1998. 

 

2000/2001. Annual reports cover the period of August to July and are normally written 

up September/October. The September 11 attacks and the collapse of Ansett occurred 

during the writing of this report. The content of the report refers therefore essentially to 

the period prior to these shock events but comments from the chairman and the CEO 

about these events were included in their personal messages. The report discussed the 

growing competition from a nearby major airport due to the arrival of Virgin Blue at that 

airport and the inability of Ansett to expand due to lack of resources, causing a passenger 

leakage to a rival airport. In addition and more importantly, ongoing aviation technology 

changes and profitability concerns by the airlines prompted carriers to reduce the number 

of flights to the case study airport to increase load factors and thereby efficiency and 

profitability. Aircraft became smaller and more fuel efficient yet carrying more 

passengers. As the airport was restricted by the imposed price cap and weight-based 

charging regime, it was not able to capitalise from increased passenger movements but 

rather experienced a slow and gradual decline in landed tons. Recognizing the potential 

long-term financial problem, the airport had been lobbying the regulatory authorities to 

change this pricing regime from weight-based to passenger-based. 

 

2001/2002. At this point the worst of the Ansett crisis had passed. The overall passenger 

numbers showed a decrease of 9% from the previous year and the report also highlighted 

the fact that 9/11 resulted in decreased international travel the airport reported for the 

financial year. However, a notable boost in international travel demand had been 

subsequently recognised and a substantial increase in domestic travel, accounting for a 

rising number in passenger movement at the airport had also been reported. In addition, 

the government, based on the reported impacts of Ansett, had approved the change in the 

pricing regime. Lastly, the report acknowledged the company’s capitalization of the 

rising opportunities from the shift in the aviation environment. 
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5.1.2.2 Newspaper articles. 

This airport operates a system of consistent environmental scanning whereby any articles 

pertaining to news that directly or indirectly affect the business are collected and filed as 

environmental intelligence. According to the literature this indicates that the management 

perceives the environment as threatening, using scanning as a defense mechanism against 

sudden changes in that environment (Boyd and Fulk, 1996; Dulek et al., 1997; Heath, 

2002). It follows that the articles reflect the concerns of the airport. In terms of shock 

events the articles were dominated by reports on Ansett. A number of articles were 

reviewed by the author of this thesis, particularly the periods before, during and 

immediately after the collapse of Ansett. It emerged that the extent of the financial and 

operational state of Ansett was publicly known at least as early as April 2001 when some 

of Ansett’s fleet was grounded by the Civil Aviation Safety Authority (CASA) (e.g., 

Daily News, 14/04/01; Courier Mail, 16/4/01; The Australian 16/4/01; The Australian 

Financial Review, 17/4/01, Gold Coast Bulletin, 18/4/01).  

 

In August 2001 the Australian government was warned that Ansett was losing $18 

million per week and that the airline could fail (Courier Mail, 11/9/01; The Australian, 

19/9/01; Gold Coat Weekend Bulletin, 22-23/9/01). The Australian Financial Review 

(29/8/01) reported that Ansett substantially increased its fares to regain profitability and 

in the days before Ansett’s announcement of being put into administration it became 

clear that it was unlikely for Ansett to escape failure (Courier Mail, 10/9/01; Financial 

Review, 10/9/01). Although the airport authorities or staff were not informed about the 

actual final grounding until on the day (Daily News, 15/9/01), the evidence suggests that 

Ansett’s demise was perhaps sudden but not entirely unexpected (Wilson, 2002). This is 

strengthened by the fact that the airport had negotiated increased operation with Virgin 

Blue, a new domestic operator, months before the Ansett crisis. It also appears that the 

demise of Ansett did not impact only negatively but actually provided an opportunity for 

rival airlines such as Qantas and Virgin to profit from increased traffic as former Ansett 

customers booked with these respective airlines (The Australian, 18/4/01; Courier Mail, 

5/9/01; Gold Coast Bulletin, 11/9/01; The Australian Financial Review, 17/9/01). 
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5.1.2.3 Press releases 

The TMT and Ansett staff were not advised that Ansett had ceased operations from the 

airport on 14/9/01 (Press 14/9/01). This clearly indicates that the Ansett collapse, in terms 

of operation, qualifies as a sudden shock event. Ansett was not the only shock event 

occurring at the airport but the TMT identified Ansett as the event with the most far 

reaching consequences. 

 

In October 2001, the CEO announced that 40% of revenue was lost while operating costs 

remained the same. Following Ansett’s collapse, the airport strongly lobbied the 

government to change the pricing regime, allowing the airport to charge airlines per 

passenger rather than per landed tonnage. This was granted by the government (Press 

2/10/01). Although a 40% revenue loss was put forward as the main reason for the 

change in charging regime, there is no evidence in the financial data that supports this. In 

fact, revenue rose substantially by almost 79%. This is explained, however, by the change 

in charging for passengers rather than landed tons. 

 

In another press release it emerged that the landing fees, being part of a pricing cap on 

aeronautical fees imposed by the Federal Government on the airport, were under 

negotiations since privatization in 1998 - three years before Ansett failed (Press, October 

2001). This suggests that the grounding of the Ansett fleet materialised as an opportunity 

to change the pricing regime rather than it being the cause. Since then the airport has 

been moving from strength to strength as is reported in subsequent press releases. For 

example, in August 2004 a 16.5% increase in passenger movements over the past 12 

months and the construction of a $5 million new departure lounge was reported (Press, 

August 2004). 

 

Thus far the evidence presented reveal four important points: (1) the financial and 

aeronautical data do not support the respondents’ view that the case study airport lost 

40% of revenue due to the collapse of Ansett but after a brief dip in passenger numbers 

rather an increase in revenue due to other airlines substantially increasing their capacity, 

(2) it was also revealed that the Ansett crisis represented a sudden event in terms of 
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aircraft being grounded but foreseeable in terms of a business failure, given the extensive 

reporting on Ansett’s state of affairs in newspaper article in the airports archives, (3) the 

external environment is perceived by management as uncertain and threatening as 

indicated by rigorous environmental scanning to be able to respond rapidly to changes or 

to take advantage of arising opportunities, (4) that management were engaged in pricing 

negotiations with the Australian government since 1998 and that the grounding of 

Ansett’s fleet represented an opportunity to have the pricing regime changed. 

 
 
5.2 THE TEAM 
 
The data that supports the team analysis were generated from a questionnaire. 
 
 
5.2.1 Questionnaire Data Analysis 

 

The questionnaire consisted of 10 questions to measure the decision-making concepts of 

rationality and analysis, consensus and consultation, opportunism, problem framing, and 

leadership on a 5-point Likert type scale (App. 8.1, Table 8.1). The responses showed a 

wide-ranging picture with no clear pattern emerging (App. 8.4, Table 8.4). However, 

some items drew broad agreements among the respondents (Table 5.4). These were: 

(a) Question 4 (Problem framing) – 6 out of 9 respondents generally agreed that the 

TMT identifies the causes of the problem before making decisions; 

(b) Question 8 (Problem framing) – all respondents unanimously agreed that 

consultation will lead to a better understanding of the nature of the problem at 

hand; 

(c) Question 10 (Leadership) – 8 out of 9 respondents agreed that the CEO is the 

ultimate decision maker immediately after a shock event. However, only 5 out of 

9 respondents believed that the CEO inspired confidence as a strong strategic 

decision maker (Question 5). 
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Table 5.4. Summarised agreement/disagreement table. 

Question 
 

Disagree Neither  Agree Don’t know Total 

1 3 1 5 0 9 
2 5 1 3 0 9 
3 3 1 5 0 9 
4 1 2 6 0 9 
5 1 1 5 2 9 
6 3 0 4 2 9 
7 2 1 5 1 9 
8 0 0 9 0 9 
9 1 3 5 0 9 
10 1 0 8 0 9 
 

Based on the questionnaire responses it is suggested that problem framing via 

consultation is perceived to be highly important in strategic decision-making in this case 

study organisation, which is consistent with Quinn (1993) and Ianquinto and 

Frederickson (1997). The fact that the responses were overall somewhat heterogeneous 

within the team could suggest that perception is an individual driver in strategic decision-

making at team level, taking into consideration that consultation is a key factor in the 

process. This is supported by Osborne et al. (2001). 

 

The archival and questionnaire data have shed some light on the events during the Ansett 

shock. However, these data failed to explain how and why some of the decisions were 

made. The following section explores some deeper information and meanings through in-

depth interviews. 
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5.3 THE INDIVIDUAL 

 

This section analysis the individual responses through one-to-one interviews. 

 

5.3.1 In-Depth Interview Analysis 

 

Each of the 9 respondents were asked a total of 17 questions with the aim to test the 

propositions posed in chapter 3 and also to highlight any underlying and relevant issues 

that may impact on the strategic decision-making processes in the case study 

organisation. During the interview the respondent would refer to the management team as 

SMT (senior management team). However, in order to maintain consistency with the 

terminology in the literature, the thesis uses the term TMT (top management team) in 

place of SMT. The responses are organised in sections corresponding to the propositions 

developed in chapter 3. To establish the baseline of normal decision-making processes 

the first section addresses pre-shock procedures. The full interview structure, questions 

and responses can be viewed in appendices 8.3 and 8.4 (tables 8.9-8.50). 

 

5.3.1.1 Pre-shock processes 

The respondents gave a fairly unified response to this introductory question. It appears 

that the standard decision-making process is of an established and structured nature. 

Although the respondents emphasised different aspects at times based on their 

departmental role and subjective views plus using slightly different terminology, it 

emerged that the normal process is as follows: 

 

The top management team (TMT), led by the Chief Executive Officer (CEO), meets 

annually to discuss a rolling five-year strategic airport development or business plan. 

This broader strategic plan is generally agreed upon jointly by the team during an 

interactive brainstorming session. The derived decisions are based on a combination of 

the needs of both the company and the various business managers. Once the general 

strategic direction is decided upon, the plan is then divided into yearly sections whereby 

the TMT researches and analyses the tactical, operational and logistical considerations 
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and implications, making recommendations, according to their findings, to the CEO. 

Unanimous agreement is not essential but if the TMT fails to reach an acceptable 

consensus, the CEO will make the final decision at this level. 

 

“We normally develop a 5-year master plan and then work it back and break it up into 1, 

2 or 3-year sections. The management team does the preliminary work and presents it to 

the board. The plan is then ratified by the board.” 

 

“We have in the past I suppose conducted a business planning session…we’ve had a 

number of work-shops as a team; the presentations have been as a team, after we’ve done 

all, each our own pieces of work we’ll come back to the team and discuss…and then 

obviously once we’ve agreed as a team and [the CEO] has approved, then it will go to 

Board.” 

 

After this process is completed, the CEO then gives a presentation of the overall strategic 

plan, which the Board of Directors (BOD) considers before making a final decision. After 

the strategic plan has been ratified the TMT sets about implementing the plan to attempt 

to reach the stated annual targets. This strategic development plan is subject to annual 

reviews and, if necessary, altered in business, operational and/or logistical areas. Thus the 

five-year plan is referred to as a rolling plan whereby the ways and means of achieving 

the strategic goals evolve, allowing the organisation to respond to a constantly changing 

environment and emerging opportunities. These lower level strategic or tactical meetings 

are scheduled on a weekly basis. The broad strategic direction, however, is not changed 

unless the BOD decides to do so for a significant reason such as a serious crisis. It can be 

said that the case study organisation has adopted a classical agency theory approach with 

a clear division between the BOD and executives (e.g., Eisenhardt, 1989a; Stiles and 

Taylor (2001). 

 

Figure 5.2 depicts this basic pre-shock process. It can be seen that the TMT is the most 

important decision-making entity. Although a central figure, the CEO is very much part 

of the team with much interaction involved. Decisions are forwarded to the BOD who 
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gives approval before implementation or execution takes place. This process is best 

summarised by one respondent: 

 

“Normally…we have a rolling five-year business plans, so we have an annual planning 

process that generally starts about half way through the middle of a financial year, to 

develop and review the five-year plan and to develop the annual plan for the next 

financial year, that’s then normally taken to the board in draught form …we’ve really 

only adopted this process in about the last twelve months… I suppose it’s an interactive 

session … to determine the strategic direction” 

 

Figure 5.2 Pre-shock decision-making processes. 
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The respondents identified a number of different shock events, namely, the collapse of 

Ansett, SARS, Bali bombing and a helicopter crash. It became clear, however, that the 

demise of Ansett had the most profound impact on the organisation’s strategy and 

strategic decision-making. It must be made clear at this point that the TMT had been 

formed only two years prior to the time of writing this thesis and therefore could be 

classed as a ‘young’ team. It follows that some members of the TMT were not present at 

the time of the Ansett crisis and their responses were based on second-hand knowledge 

from newspapers, industry intelligence, internal documents and verbal communications 

with those who were present. The comments from the respondents assert that Ansett’s 
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collapse impacted on the organisation in a major strategic way, i.e. changing both its 

revenue strategy and operational strategy. Although some of the responses are linked to 

some other minor shock events, the majority of answers refer to Ansett and came from 

executives who were present at that time.  

 

“…obviously the collapse of Ansett was a major significant impact which this airport 

handled rather well in relation to the acquisition of the Ansett terminal and then 

converting it into a combined international domestic facility over there.” 

 

“We lost 40% of our revenue - overnight. That crystallised in our own minds, something 

that we had been working through, which was that we wanted to get out of the regime of 

landed tons, and into a charging regime of a passenger service charge.” 

 

In summary, the collapse of Ansett appears to have most profoundly affected the 

company at the strategic level. However, the claim of a 40% revenue loss cannot be 

substantiated by the financial data presented above as total revenue increased by 47%. 

Rather, there is an indication of entrepreneurial opportunism (Dess et al., 1997; Barringer 

and Bluedorn, 1999) as the airport used the Ansett collapse to increase its aeronautical 

fees. This also suggests that the impacts of a shock event depend on a number of factors 

such as the severity of impact, the market sector, timing, suddenness of occurrence but 

also how it is perceived. 

 

The following responses specifically address the propositions developed in chapter 3 of 

this thesis. The propositions will explore strategic decision-making during and after the 

shock event. 

 

5.3.1.2 Proposition 1 

Decision-making will become rational/analytical in the short-term following a shock 

event. 

 

It appears that all the team agreed without hesitation that the collapse of Ansett had a 

significant impact on airport’s strategic decision-making, leading to an actual change in 
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its pricing and operational strategy. Not only did the Ansett demise impact on strategy 

formulation but the event also influenced the strategic decision-making processes 

involved. This was partly affected by the then management structure at the time of the 

event. The CEO was the only full-time senior management employee whereas all other 

management staff were consultants or employees of contractors. 

 

“Initially it was all about survival as a company. We immediately went to the government 

to negotiate a substantial increase in airport charges. We increased the charges by 

170%…that was the only alternative we had if we were to survive. It was a clear-cut 

position.” 

 

“You have to remember that at that particular time it was a very different management 

structure…a lot of our services were outsourced, and indeed…the Managing Director, … 

the General Manager, (were) responsible for all the services… that’s not the way it 

happens now…” 

 

It seems there were some differences in perceptions among the team as to whether some 

shock events other than Ansett did or did not affect strategic decision-making. For 

example, no one acknowledged September 11 as having an impact since that event 

severely impacted international traffic, which was not a major concern as the airport was 

predominantly a domestic airport. However, one executive recognised an indirect effect. 

Overall, the decision-making process during the various shock events was aided by 

already existing procedures and frameworks, albeit to varying degrees. 

 

“We’ve had things imposed on us, in terms of things to do like CBS check-bag-

screening…all international and now domestic hold baggage will have to be screened for 

explosives… our strategic thinking…wouldn’t have necessarily delivered something like 

that…” 

 

 “…there is a framework there, you’re able to get a decision through, you know the 

guidelines, you follow the guidelines, you push it through as quickly as you can and it’s 

done.” 
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The TMT has an inherent policy of being very analytical in their strategic and operational 

thinking. Decisions are made on the basis of option analysis. This is translated directly 

into their strategic decision-making, even under pressure from an impacting shock event. 

There are a number of analytical methods being employed, both formally and informally. 

The formal methods consist of (1) rigorous environmental scanning, (2) daily, weekly 

and monthly financial and aeronautical data gathering, (3) quantitative scenario planning, 

and (4) weekly and monthly meetings. The informal methods consist of (1) hallway and 

office chats, and (2) networking by telephone and at conferences with external colleagues 

in the industry. This constant intelligent gathering puts the TMT in an enabling position 

of having analysis always at their fingertips when needed. 

 
“…we analyze our financial position every year…on a monthly basis or on a daily basis record 

the airline seats…we record the load factors, you know so we keep pretty close watch on those 

things that drive us…when you lose somebody whose nearly half your customer base, it doesn’t 

take too long to know that by forecasting out…what sort of problems you’re going to be in…and 

we look at a route by route analysis of how our airlines are going now…” 
 
“… it’s a mixture of hallway chat and one-on-one in the office…” 

 

It is clear from both the literature (e.g., Wells, 2000; De Neufville and Odoni, 2003; 

CASA, 2005) and from the data that this airport, as all sectors of the aviation industry, is 

heavily regulated by a number of governing bodies via legislation. The airport is often 

constrained by legislation to pursue strategic business opportunities but is simultaneously 

also protected from taking responsibility in relation to operational matters based on such 

legislation. To achieve a balance between complying with existing regulations and 

achieving its business aims and objectives, the airport adopted a highly pro-active 

strategy in dealing with the various regulatory authorities. Interestingly, some of the TMT 

members acknowledged that the decision-making process is quite significantly affected 

by regulation but others did not see regulation as being part of decision-making since to 

them regulation was simply a matter of compliance with aviation legislation. Again, this 

appears to be based on individual perceptions and definitions of what strategic decision-

making and its processes are but also what an impact is. 
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“Airports are heavily controlled and we have to deal with a large number of 

organisations…” 

 

 

“It probably comes down to the exercise whereby the government would mandate certain 

things...in our organisation that would be raised within the senior management 

team…and the decision is made accordingly… unfortunately the government probably 

have a…well… bureaucrat, probably have a more…you don’t get a decision when you 

need one.” 

 

“…the decision was made to go to the regulator to change the regulations.” 

 

“Well anything that’s regulated is number one, so basically anything we do, it isn’t really 

a decision-making process, we just have to assume that’s what… once it’s regulated we 

got to make it happen…” 

 

In summary, it has become clear that the Ansett shock events had affected strategic 

decision-making to varying degrees at different levels. The Ansett collapse prompted 

increased centralization immediately after occurrence of the shock. This is consistent 

with Waldman et al. (2001) and Shen (2003). However, this was also influenced by the 

existing management structures at the time. There is also evidence that different 

executives have different perceptions as to how a shock event impacts or what strategic 

decision-making actually is. In a stable environment the TMT devotes a large proportion 

of resources to intelligence gathering and its subsequent analysis on which the team bases 

the majority of its decision. This remains true even in the event of a shock although the 

extent of analysis may vary according to the severity and suddenness of the shock event. 

Analysis is conducted in a number of different ways such as formal quantitative analysis 

but also informal qualitative analysis. Aviation legislation and regulation play a 

significant part in the strategic decision-making process since approval has to be sought 

first before certain decisions can be implemented. However, the organisation has adopted 

a highly pro-active strategy to manage and to change regulations if necessary. Finally, 
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decision-making at this airport is highly analytical and aided by existing procedures and 

frameworks during a crisis. This is supported by Harrison (1999), Faulkner (2001), and 

Faulkner and Vikulov (2001). Nevertheless, rationality must be questioned, as an element 

of intuition remains always part of the final decision for the CEO. Individual perceptions 

of impacts vary as suggested by Mintzberg et al. (1998) and Hambrick et al. (2005). 

Therefore, at this stage, this proposition is only partially accepted. 

 

5.3.1.3 Proposition 2 

Decision-making processes will become consultative/consensus seeking in the short-

medium term following a shock event. 

 

Most responses to this question referred to the Ansett shock with the general consensus 

being that the CEO and the Chairman of the Board or the BOD were the key participants 

in the decision-making process, based on the fact that there was no effective TMT in 

place at the time. However, after some probing it emerged that there were others involved 

in the decision-making process, some of who are still with the current management team. 

Moreover, during other less severe shock events, TMT members would frequently 

consult with their colleagues before making decisions or before making presentation 

before the TMT, the CEO or indeed the BOD. Though the majority of executives insist 

that the final decision rests with them, consultation was important to them. 

 

“The CEO and the Board, mainly the CEO; he drove that process…” 

 

“The CEO…, myself, we had a very good legal adviser, we had good financial advice 

from ‘XYZ’,, and our chairman of the board… I was a central player to it … and was one 

of the real key people [around] the CEO…” 

 

“Well, it’s just our team…senior management team…I’ve got a fantastic terminal 

manager and customer service team… I rely on them very heavily for advice.” 

 

“I’d consult the key people and the board… it might not always be a team decision.” 
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The level of analysis, consultation and decision-making depends on the severity and 

suddenness of the shock event. In this case study, Ansett represents the worst shock event 

experienced by some of the current TMT members and BOD. There was a clear 

centralization of decision-making due to the severity and suddenness of the event, i.e. the 

grounding of the Ansett fleet. Nevertheless, there clearly was consultation with other 

players involved in the decision-making process and any decision was subject to Board 

approval. The CEO, working closely with the Chairman of the Board, crystallised as the 

sole driving force behind the strategic thinking in terms of the decision-making. 

Consultation is preferred but agreement was not generally seen as vital. There was a 

strong feeling and consensus within the TMT and the Board that during a time of crisis, 

decision-making should be centralised. 

 

“I think team agreement would be a pre-requisite when making a business plan…to the 

issue though of shock event, I doubt you would get team agreement…because a decision 

would need to be made very quickly… but the team needs to be heard…. There’s 

definitely consultation.” 

 

“I would suggest yes, as a modus operandi I would suggest yes, but not the whole team, 

at least the business managers, the three GMs yes…If it’s impact on the business; if it’s 

not impact on the business then no…[otherwise]…well then CEO rules…CEO’s got to 

make a decision.” 

 

“I think when it comes to these crisis events at the end of the day the CEO got to call the 

shots, you don’t want paralysis by analysis…you know, a lot of it is run by intuition, by 

gut feel…” 

 

In summary, during a shock event the CEO and BOD were named as the key participants 

in the decision-making process. Though the ultimate decision always lies with the BOD, 

it emerged that in each event, though less than during stable times, consultation took 

place either with external advisers or within the TMT before the CEO would make 

representation before the Board. Consultation appears to be very important in this 

company in order to make an informed decision. This is also suggested by Quinn (1993) 
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and Branson (2000). All decision-making entities, i.e. the CEO, the Board and the TMT 

prefer decision-making to be centralised during a crisis. Team consensus was not seen as 

necessary to reach a decision even at a strategic level. This is in contrast to Ianquinto and 

Frederickson (1997) but is consistent with Knight et al. (1999) and Markoczy (2001). 

Consultation is a strong feature in strategic decision-making but the actual decision-

making was more centralised and decisions were made relatively quickly. Consensus 

seeking was not shown to be a prerequisite for decision-making. On this basis, 

proposition 2 can only be partially accepted. 

 

5.3.1.4 Proposition 3 

Decision-making processes will become opportunistic in the short-medium term 

following a shock event. 

 

The responses here strongly indicate that the organisation has a philosophy of being pro-

active and opportunity seeking.  

 

“…we’re all open minded to opportunities and we’re looking for these opportunities.” 

 

“So generally our philosophy as a company is to always look at new opportunities and 

exploit them.” 

 

This was exemplified in the Ansett shock whereby the organisation took advantage by 

inducing the government to change their revenue regime and by becoming an operator of 

one of its terminals instead of a mere landlord. The word ‘opportunistic’, however, 

seemed to carry a slight negative connotation and the TMT members were a little uneasy 

about it. They wanted to be seen as an ethical operation that cares about the community 

rather than a ruthless corporation pursuing any opportunity, come what may. 

 

“Absolutely…in fact you could say that that’s exactly what we did, we took advantage of 

the fact we had a shock event that enabled us to get a decision from the government that 

would have otherwise have taken months and months and months…” 
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“That’s…ethical… for an example, like you’d never in your advertising campaign say 

you can’t go to Bali but come to the Gold Coast, so there’s only ethical, that’d be an 

opportunity but you wouldn’t draw on it because you don’t make obvious gains out of 

somebody else’s distress you know.” 

 

On the whole, the speed of strategic decision-making and subsequent implementation is 

influenced by the type of opportunity, its timing, e.g. as a direct or indirect result of a 

shock event, and/or level of strategic advantage. Strategic decisions to take advantage of 

an emerging opportunity are made quickly after some form of initial analysis and internal 

consultation. Implementation, on the other hand, is carried out incrementally mainly due 

to a number of considerations such as aviation regulation and government legislation, 

market conditions, engineering feasibilities, cost implications but also ethical issues. 

Consequently, the TMT always seeks to strike a balance between being prepared for 

taking advantage of an opportunity quickly but at the same time taking care to make 

informed strategic decisions. 

 

“It all depends on the… like for instance, with the shock event of Ansett… we took over 

the terminal as quickly as we possibly could… we’re talking about a 10 million dollar 

project...the CEO…he has his reporting responsibilities to the board and our 

shareholders…” 

 

“We make certain strategic decisions quickly but we implement them gradually over 

time.” 

 

“… we still have processes, we still have to put stuff to our board, you know, particularly 

if it’s a license that’s going to take any long time, or money, still got to go to our 

board…” 

 

In summary, the company is highly pro-active and very alert to new opportunities and 

ready to take on new challenges as Barringer and Bluedorn (1999) argue. However, the 

TMT is also very sensitive to ethical issues and to the project the right image to the 

community. Decisions to take advantage of new opportunities are generally taken fairly 

quickly but the team is very analytical in their endeavors to make informed and well 
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researched decisions to maximise the company’s strategic advantage. This is supported 

by Mintzberg and Waters (1985) and Eisenhardt and Brown (1998). Implementation thus 

usually takes significantly longer. The management is highly opportunistic in its outlook 

after a shock event yet implements new strategies incrementally over time. Proposition 3 

is therefore accepted. 

 

5.3.1.5 Proposition 4 

In the time period immediately following a shock event the CEO will become the 

ultimate decision maker.   

 

The BOD was no doubt intimately involved during the Ansett crisis in particular. At the 

very least the board was constantly kept informed of any developments and ratified any 

necessary decisions to be taken. However, there seemed to be different views or 

perceptions as to what form that involvement took place. Some comments implied that 

the BOD was actively taking part in making decisions. Other comments suggested that 

the Board was rather passive and acted more as a receiver and processor of information, 

merely sanctioning recommendations by the CEO. Yet other comments purported that the 

CEO worked in close collaboration with the Chairman of the Board, making joint 

decisions based on agreements. 

 

“The board was heavily involved in the decision-making process and…met more 

frequently via the telephone during the Ansett crisis.” 

 

“… [the CEO was the decision maker], definitely, except that all the way along he kept 

the board informed via his contact with the chairman. But certainly, in that process no, 

he definitely…he was.” 

 

“…it’s, management…who sets the criteria, you know, for making the decision… if 

you’ve got the right relationship…you’re not out on a limb by yourself.” 

 

As with the previous question there was no clear-cut revelation as to who made the actual 

decisions during the shock events. However, these additional comments do show that the 
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respondents somehow subconsciously distinguish between ‘legitimate’ and ‘effective’ 

decision-making authority. There were those that acknowledged the BOD as the 

legitimate and ultimate decision-makers. On the other hand, there were also those that 

perceived the CEO as the effective leader and thereby also as the effective decision-

maker, translating this into ‘ultimate’ decision-maker. Again, centralised decision-

making during the shock event was acknowledged and agreed upon as the appropriate 

way by all respondents. 

 

“The CEO is not the ultimate decision maker, the board is. However, the Managing 

Director (MD) is also part of the board and therefore a significant decision maker. 

Before making a strategic decision, we consult closely with the management team, 

particularly via the MD.” 

 

“…and (the CEO) made that decision, now obviously keeping the Chairman in the 

picture, but that was a decision that he made and then basically kept the board in line 

with it… if any of the board members had have said no, sorry no we don’t proceed well it 

would have stopped…” 

 

“If its very severe shock event that has the potential to close down the airport or put us 

into bankruptcy [you] need an immediate decision within twenty four hours…The normal 

process of us brainstorming and that in a day wouldn’t happen…” 

 

The responses here were more of an individual nature simply due to the individual 

positions in the company. As far as the TMT was concerned, its members took essentially 

a supporting role, i.e. providing analysis and interpretation of the problem, and 

implementing decisions made by the CEO and/or the BOD. The Board would 

communicate and consult before endorsing any decision. The CEO would take charge 

and responsibility for the decisions taken. 

 

“…post-shock most of my energies went into making sure that we made the most of the 

operational capabilities that we had…keep things operating.” 
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“I had a lot of discussion with the CEO during the Ansett crisis and we worked very close 

together. We would then decide on what issues to put before the board to be decided 

upon.” 

 

“…at the end of the day depending on the nature of the crisis you have to make decisions, 

and I suppose I see my role as CEO in accepting that responsibility to make those 

decisions…and indeed accept the consequences of those decisions.” 

 

In summary, the BOD was intimately involved in the decision-making process during the 

Ansett shock event. However, there were some discrepancies in perception as to what 

form that involvement took place, i.e. whether passive or active. It appears that the Board 

itself was more passive than active in that the CEO would make recommendations, which 

were then ratified. Nevertheless, the BOD was represented by the Chairman who worked 

closely together with the CEO and discussed the relevant issues at hand. In that sense the 

Board was actively involved. What is still unclear is whether the CEO made decisions by 

himself and put these to the Chairman to bring the rest of the Board ‘in line’ or whether 

both discussed and came to joint conclusions. The possibility that other factors such as 

political agenda or power could be at play cannot not be ruled out (e.g., Eisenhardt and 

Zbaracki, 1992). It is this ambiguity that has given rise to the debate as to whether BODs 

are active or passive (e.g., Simmers, 1998; McNulty and Pettigrew, 1999; Golden and 

Zajac, 2001). The data imply that the word ‘ultimate’ may not adequately describe the 

concept of ‘final decision-making’. It also elevates the issue of legitimate versus effective 

power in the decision-making process (e.g., Monks and Minow, 2001; Johnson Jr., 2002). 

The TMT members would not have a decision-making role during shock events but 

rather a highly departmental supporting role, providing data for analysis to aid decision-

making. However, there have been cryptic comments indicating that the team does indeed 

take a decision-making role. Given the responses relating to this proposition it can be said 

that in this case study the CEO is indeed the ultimate decision maker during a shock 

event. However, the word ‘ultimate’ should be replaced by ‘effective’. The BOD must be 

seen legally as the ultimate decision maker. Proposition 4 can only be partially accepted. 
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Figure 5.3 depicts the changing decision-making process during the shock event. As the 

shock event unfolds, the decision-making process within the TMT becomes highly 

centralised (e.g. Boin and Hart, 2003). The team members take on the role of support 

staff, providing relevant information based on research and analysis. This information is 

then absorbed by the CEO who processes this information within his own perceptual 

frame of thinking and then makes a decision he puts forward to the board. This behaviour 

was also shown by Dulek et al. (1997). Further, it should be noted that only the relevant 

TMT members, i.e. executives whose departments are directly affected, take part in this 

process. The other managers are involved only in minor roles such as feedback or 

logistical support. This is indicated by the dotted lines. Once a decision has been made by 

the CEO, the BOD will then consider it and approve it based on a simple majority in 

emergency cases. The board tends to approve the CEO’s decisions due to the trust the 

directors have invested in both the CEO’s and TMT’s competence. 

 

Figure 5.3 Decision-making processes during the shock event. 
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5.3.1.6 Proposition 5 

The consultation and consensus process in the short-medium term will lead to improved 

framing of the problem. 
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There was a strong consensus that it would be desirable if the team could come together 

to discuss problems in order to find the optimum solution. However, the TMT is also 

very departmental focused and display a high degree of pragmatism. The trend is 

therefore such that the TMT only involves the relevant people rather than all the team to 

discuss and analyze problems. This is largely borne out of the time constraints and 

pragmatism. To a large extent the TMT express a lot of respect for each other’s 

professional integrity and trust that the relevant executives will come to the right decision 

be it strategic or operational. This was found also to be true of the CEO and the BOD 

concerning their thinking on this issue. 

 

“I think probably the whole team needs to be involved to an extent that they’re briefed 

about it, but obviously on the team there are people who are more qualified in making 

those decisions…it probably is important that everyone is involved because they bring to 

the table different aspects.” 

 

“…if it’s an issue that going to affect the whole of operation of our port then yes 

certainly I would. I mean one of the things that drives [us] is that we’re so busy… it’s not 

going to affect my department, I don’t want to know about it, because I haven’t got time 

to worry about that…” 

 

“… the nice part about that is that we trust each other, you know, and frequently out of 

courtesy, we don’t operate in vacuums.” 

 

The TMT believed that good research and analysis was important to arrive at an informed 

decision. Developing and remaining faithful to a robust but flexible business plan was 

mentioned several times. Consultation among team members also ranked highly, keeping 

up-to-date, and being prepared for arising events and opportunities. 

 

“I think the best way to do it would be by informed analysis by the team, we arrive at a 

decision following informed analysis by the team.” 
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“You pull out your existing strategic plan which you should have, and work out what 

amendments if anything need to be made as a result of the event and try to build on what 

you’ve got; there’s no point going back to square one and starting all over again; if 

you’ve got a strategic plan…with a good business plan… I think you need to do that as a 

team…” 

 

“I suppose being prepared is the first, that’s a pre-emptive strike if you like…” 

 

In summary, the team believes that team analysis is a desirable way to understand the 

nature of a major problem, particularly a shock event. However, they agreed that this is 

not always practical, nor efficient, largely due to time constraints. The TMT felt that 

research and analysis, having a good plan and being prepared are the basis of making 

good strategic decisions. This is consistent with Harrison (1999). These responses 

indicate that problem framing is important in the decision-making process as indicated by 

Beach (1990). However, given that consensus was not shown to be important in the 

framing process, proposition 5 is therefore only partially accepted. 

 

5.3.1.7 Emerging themes. 

Three exploratory questions were asked to tease out any other underlying issues that were 

not covered by the propositions. This section reports themes that emerged from the 

interview process. 

 

5.3.1.8 Shock perception 

The majority of TMT members agree that any of these mentioned shock events have had 

an impact on the organisation’s long-term strategy in one way or another. Ansett has had 

the strongest and most direct effect but SARS, Bali and 9/11 also had effects, albeit more 

indirect. For example, 9/11 caused the introduction of ‘check bag screening’ (CBS) and 

other security measures, which had some bearing on financial strategies. On the other 

hand, the 9/11 shock event affected the airport in a positive way as domestic traveling 

increased due to customers’ fear of international traveling. Only one team member 

believed that none of these events had a real impact on long-term strategy but were just 

some bad things that happened from time to time. 
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“It has…Ansett falling over gave Virgin the opportunity for…dramatic growth 

opportunities. 9/11 changed the focus Australia’s traveling public…” 

 

“…they took advantage of the fact that they had that terminal for free because Ansett 

collapsed so that was probably the best thing that ever happened to the airport…” 

 

“I really don’t think that it does, I think you really have to think of the business that 

we’re in…or even in your personal life, make your life choices for yourself around what 

bad things might happen… we have different low, high and medium scenarios, but none 

of them are based around events like that.” 

 

5.3.1.9 Learning 

Most of the managers felt that they personally learned from the experience of a shock 

event but also that the organisation learned. The TMT learned to stay calm and focused, 

to be prepared and to be flexible. One of the managers drew valuable lessons in terms of 

personal life philosophy that everything is temporary and the world will continue. This is 

consistent with the premise of self-regulation in chaos theory (Gleick, 1997). 

Interestingly, one of the managers did not believe that there were any lessons to be 

learned from any of the shock events but that any change represented a natural evolution 

of management. 

 

“Prepare for the unexpected! As part of being prepared we are now working very closely 

with the airlines, city councils and community so as to be always alert to changes.” 

 

“…all these events they pass, that’s the thing I’ve learnt, that they pass and people get 

back on airplanes and they fly and you know you have to make them feel safe and be safe 

and as diligent and vigilant as you can, but at the end of the day…they bounce back 

quicker so you know you will always get a blip but I think they tend to be brief… 

nothing’s going to stop aviation… and blips there will be but people are getting over 

them…” 
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“…so if that’s a lesson learned…I would be hard pressed to say that that is a 

consequence of any shock event. I think that’s a higher order, evolutionary sort of type 

what the company had to be originally when it first started versus what it needs to be now 

versus what it needs to be in the future.” 

 

5.3.1.10 Future vision 

Again, the respondents displayed general agreement, in this case, that the organisation’s 

strategic decision-making could be improved. The areas for improvements included more 

team analysis, better risk management and analysis, and better communication across 

departments.  Two TMT members thought that the current strategic decision-making 

process in relation to shock events is adequate. This was based mainly on the belief in the 

strength of TMT professionalism and the success of the decisions following the Ansett 

collapse. 

 

“We could be a lot better at getting the team together and really sitting down and 

analyzing the information that we’ve got; be better at gathering the information, and 

better at analyzing the information…” 

 

“I think we are already in the process of doing that. Whereas probably two, five years 

ago…the CEO would have set that strategic direction. Now he is devolving that down to 

us…it is our role to assist him and the board with the strategic direction where to go… 

So I think we are learning, we are becoming more and more understanding of our 

respective wants and needs.” 

 

In summary, the majority of the TMT believed that both domestic and international shock 

events had an impact on long-term strategy in some way. The impacts ranged from low to 

high and also negative to positive. This suggests that shock impacts may not necessarily 

be negative but could be positive as is proposed by Russell and Faulkner (1999). One 

manager, who thought that none of these events had a real impact on long-term strategy, 

comparing it to life in general where bad things happen but that one must keep a positive 

outlook to overcome adversity, exemplified this view. The TMT on the whole drew a 

number of lessons from the shock events, both at a personal and organisational level. 
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These were to develop certain attributes, i.e. be prepared, to stay focused, to be flexible, 

and to be pro-active. One of the managers did not see change as a result of lessons from a 

shock event but as a natural evolution of management practice. The TMT believes that 

better team analysis and communication across departments would aid the effectiveness 

of the decision-making process, again, emphasizing the importance of problem framing 

(Beach, 1990; Quinn, 1993; Iaquinto and Frederickson, 1997). 

 

Figure 5.4 below reveals an emerging new decision-making process after the shock 

events. The processes are still rational/analytical, consultative/consensus and 

opportunistic/incremental. However, the process has become more decentralised than 

before and during the shock event. Prior to a shock event TMT members would meet and 

consult with each other and then present a decision to the CEO who will consider this 

decision and approve or reject it, similar to the model described by Pfeffer and Salancik 

(1978). Upon the CEO’s approval the decision is then presented to the BOD for a final 

ratification. This change has taken the CEO effectively out of the decision-making 

process and is now increasingly taking on the role of a decision approver rather than an 

actual decision maker. This does not mean that the CEO has become a passive player. 

The CEO remains the main active strategist who decides on the priority issues regarding 

the company’s survival, direction, competitiveness and future performance. However, the 

TMT, gaining in experience and confidence, are now much more of an actual decision-

making entity than a mere information-providing entity (e.g., Bonn, 2005). The main 

driver for this change appears to be ‘trust’. This trust is based on the TMT’s competence 

and integrity. For example: 

 

“Well, usually [our recommendations] are very well received when we put a business 

case together. We put a lot of effort into it so we want it to come off. They are a very 

supportive Board, we’re quite lucky. They trust us forever.” 

 

 

 

 95



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

“…there’s just still an element of [the CEO] does his own thing, now we’re slowly 

but surely weaning him away from that, and that’s as much a trust issue for him, in 

that he knows he’s got a management team around him that he knows and trusts, and 

we see that happening more and more.” 

 

Figure 5.4 Emerging post-shock event decision-making processes. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

TMT

Decision 

Incremental 
Execution

Decentralization 

Rational / Analytical 
Consultation / Opportunistic 

CEO 1. 
Approval 

BOD 
Consensus 

2.  
Approval 

 
 
The decision-making system adjusts during some evolutionary process in response to the 

shock event. Although some of the propositions posed in chapter 3 of this thesis were 

supported by the evidence presented so far, e.g., the centralization of decision-making 

during a shock event or the importance of problem framing and opportunistic behaviour, 

many of the answers given by the respondents highlighted some underlying issues 

affecting strategic decision-making at this airport, suggesting a greater complexity.  
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5.3.2 Coding 

 

Tables 5.5 to 5.11 below summarise the basic and intermediate codes. The interviews 

were divided into sections based on the propositions to be tested.  Based on the interview 

responses, table 5.5 shows that the pre-shock processes were essentially categorised as 

rational, perceptual and opportunistic behaviour. The level of planning was high but 

shocks were perceived differently as both negative and positive as an opportunity. 

 

Table 5.5. Basic and intermediate coding for pre-shock processes. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

1 Rational 
Process/procedure 

Rationality  
 
Pre-shock processes 2 Justification 

Opportunity 
Departmental impact 
No impact 
 

Perception 
Opportunistic 

 

 

In table 5.6, rationality was tested and it emerged that there were a number of other 

aspects at play. Again, rationality, perception and opportunism were identified but 

structure and survival came also into play. 
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Table 5.6. Basic and intermediate coding for proposition 1. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

3 Decision speed 
Opportunity 
Survival 
Centralization 
Dept. impact 
Analytical 
Rational 
Consultation 
Process/procedure 
 

Opportunistic 
Rationality 
Survival 
Perception 
Structure 

4 Analytical 
Consultation 
Opportunity 
Decision speed 
Rational 
Informal 
communication 
 

Rationality 
Structure 
Opportunistic 
 
 

 
 
 
 
 
 
 
 
 
Rational / analytical 

5 Constraint 
Consultation 
Process/procedure 
Opportunity 
 

Perception 
Structure 
Rationality 

 
When examining table 5.7 it can be seen that consensus did not play a significant role in 

the basic code but rather consultation and centralization. These attributes were grouped 

under ‘structure’ (e.g., Silver, 1991; Bonn, 2005), representing an important driver of the 

process. Intuition was also mentioned, which was grouped as ‘cognition’. 

 
Table 5.7. Basic and intermediate coding for proposition 2. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

6 Centralization 
Consultation 
 

Structure  
 
 
Consultation / consensus 7 Centralization 

BOD consensus 
Limited consensus 
Intuition 
 

Structure 
Cognition 
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In table 5.8 incremental and opportunistic was tested and it emerged that incremental 

played a role only in implementing decisions rather than in making the decision. The 

intermediate code shows that opportunism, rationality and cognition (via ethics) were the 

important drivers here. 

 

Table 5.8. Basic and intermediate coding for proposition 3. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

8 Culture 
Pro-activity 
Opportunity 
Ethics 
 

Opportunistic 
Rationality 
Cognition 

 
 
 
 
Incremental / opportunistic 

9 Decision speed 
Process/procedure 
Incremental 
Ethics 
 

Opportunistic 
Rationality 
Cognition 

 
As was discussed above, the question of who is the ultimate decision maker remains 

slightly unclear. Table 5.9 below consequently shows that perception, together with 

structure and rationality, is a major factor in this respect. 

 
Table 5.9. Basic and intermediate coding for proposition 4. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

10 BOD decision 
CEO decision 
Consultation 
BOD Consensus 
 

Perception 
Structure 

11 BOD legitimate 
Centralization 
Consultation 
CEO effective 
 

Perception 
Structure 

 
 
 
 
 
 
 
Decision makers 

12 Operation 
Consultation 
Analysis 
CEO effective 
Centralization 
 

Structure 
Rationality 
Perception 
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Table 5.10 reveals that problem framing is driven by a number of attributes. These are 

structure, rationality, perception, cognition and survival. 

 

Table 5.10. Basic and intermediate coding for proposition 5. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

13 Consultation 
Problem analysis 
Time constraints 
Pragmatism 
Trust 
Respect 
Integrity 
 

Structure 
Rationality 
Perception 
Cognition 

 
 
 
 
 
 
 
Problem framing 

14 Analytical 
Consultation 
Pro-activity 
Rational 
Problem analysis 
Preparedness 
 

Rationality 
Structure 
Survival 

 
 
Table 5.11 represents the grouping of the three exploratory questions that were designed 

to tease out more underlying relevant issues not covered by the proposal. These questions 

were categorised as (a) shock perception, (b) learning and (c) future vision. As the first 

category already implies, the shock event was perceived in different ways by the 

respondents, suggesting that perception was a strong driver. Although one of the 

perceptions was opportunity, this was coded separately since opportunity is a key concept 

in this thesis. The second category, learning, was affecting survival, structure, rationality 

and perception. Finally, a future vision was largely based on improvements seen through 

the eyes of rationality, survival, structure and cognition. 
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Table 5.11. Basic and intermediate coding for emerging themes. 

Interview section 
 

Question No.
 

Basic code Intermediate code 

Exploratory: Shock perception 15 Opportunity 
Impact 
Positive impact 
Negative impact 
No impact 
 

Opportunistic 
Perception 
 

Exploratory: Learning 16 Preparedness 
Flexibility 
External 
communication 
Rationality 
Knowledge 
Natural adjustment 
 

Survival 
Structure 
Rationality 
Perception 

Exploratory: Future vision 17 Problem analysis 
Intelligence 
Analysis 
Decentralization 
Risk analysis 
Communication 
Trust 
Knowledge 

Rationality 
Survival 
Structure 
Cognition 

 
 
In figure 5.5 the coding system is summarised and further clarified to illustrate how the 

basic codes flow into the intermediate codes and eventually into three final codes. These 

final codes are (a) cognition, (b) culture and (c) structure, reflecting the internal 

environment in the SDMS. The final codes mirror the main repeating attributes that most 

strongly influence strategic decision-making at the case study organisation. This reveals 

an interesting pattern with implication as to the true complexity of strategic decision-

making processes and also as to how the impacts of shock events are perceived and what 

role they play in complex systems such as strategic decision-making.  
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Figure 5.5 Coding summary and complexity of internal factors. 
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5.4 THE IMPACT OF THE SHOCK EVENT 

 

The research has shown so far that the Ansett collapse induced an evolutionary change in 

the decision-making processes. In addition to these finding it materialised that other 

important factors were also at play. In figure 5.6 below it is suggested that strategic 

decision-making processes are also driven by internal factors, particularly structure, 

cognition and culture. It was shown that there are two major factors influencing strategic 

decision-making in this organisation, i.e. (a) cognition and (b) culture. Cognition, through 

perception, and culture worked hand-in-hand at this airport. The constant environmental 

scanning was driven by the perception of an uncertain and hostile environment. Scanning 

was conducted in order to be able to respond quickly to changing circumstances and to 

take advantage of any arising opportunities (Boyd and Fulk, 1996; Dess et al., 1997; 

Barringer and Bluedorn, 1999). The arrival of a shock event, represented by the collapse 

of Ansett was perceived as such an opportunity. As it emerged, the state of Ansett’s 

business and financial affairs was known well in advance due to the airport’s 

environmental scanning policy. This led the management to pro-actively lobby for long 

overdue change in their pricing regime and, significantly, change its strategy from being 

a landlord to an operator. This is consistent with emergent strategy theory put forward by 

Pascale (1984) and Mintzberg and Waters (1985). 

 

The other major factor is culture, mainly through opportunism, that aided this perception. 

It was found that the case study organisation encouraged a culture of ‘opportunism’ (e.g., 

Miller et al., 1996; Chen et al., 2002). This is important in opportunity recognition 

(Barringer and Bluedorn, 1999). Once the shock event was recognised as an opportunity 

the act of taking advantage of this opportunity was rationalised by procedures and 

analysis before implementation (e.g., Allison, 1971; Harrison, 1999; Lin, 2004). Structure 

is also important but to a lesser extent since it is largely determined by the organisational 

culture and cognition as was shown above whereby the decision-making process is 

changing from a centralised to a more decentralised system (structure) due to the effects 

of trust (cognition) based on knowledge/competence (culture). It is important to note that 

figure 5.6 is only a simplification of an extremely complex system since many of the 
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components (basic codes) are often interchangeable and all are highly interactive. 

Moreover, the circle encompassing structure, cognition and culture is a mere summary of 

figure 5.5, further illuminating the non-linear complexity involved. In addition to the 

impacts on strategic decision-making processes a closer examination suggests that 

strategic decision-making is also driven by the internal factors of cognition and culture 

and that environmental perception can lead to a centralised or decentralised decision-

making process.  

 

Figure 5.6. The impacts of the shock event. 
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In chapter 3 it was suggested that shock events have a direct impact only on strategic 

decision-making processes (dependent variable). However, in figure 5.6, based on the 

evidence found in the research, it is suggested that the shock event (independent variable) 

may directly impact the internal environment (intermediate variable). Specifically, the 

shock event may impact cognition and organisational culture, depending on how the 
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event is perceived, i.e. as a threat or an opportunity. This will determine what decisions 

are made and how they are made. Opportunism was revealed as an important cultural 

driver when making strategic decisions during and after the shock event. Clearly, the 

shock event in this case study was perceived as an opportunity rather than a threat. On 

this premise then, it could be argued that, through the spectacles of chaos/complexity 

theory, a SDMS is a complex process that readjusts itself to a new equilibrium when 

jolted by an external shock event, through to a number of internal influences (Gleick, 

1997; Lewin, 1999). The internal factors influenced by the shock event in this case study 

were ‘cognition’ and existing organisational ‘culture’ but also learning and experience. 

Figures 5.2 – 5.4 clearly illustrate the evolutionary changes and re-adjustments of the 

decision-making processes in this organisation. 

 

 

5.5 THE REVISED SDMS 

 

In the literature review the concept of a strange attractor (Gleick, 1997) was briefly 

discussed to highlight the debate as to what factor causes systems readjustment. Based on 

the empirical findings in this thesis it is suggested that perception acts as a strange 

attractor as it is perception that determines how a shock is treated and it is perception that 

recognises an opportunity. A change in perception would thus lead to a readjustment of 

the decision-making processes. It follows that some relationships between components of 

the SDMS put forward in chapter 3 (Figure 3.1) are possibly flawed. These relationships 

within the SDMS represented in figure 3.2 in chapter 3 should therefore be altered as 

shown in figure 5.6 and incorporated into figure 5.7 below, leading to a revised SDMS.  

 

Whilst no direct link between the shock event and the internal environment was shown in 

the original SDMS (Figure 3.1), the Revised SDMS clearly emphasises the central role 

the internal environment plays in responding strategically to the impacting shock event as 

explained in detail in section 5.4 and figure 5.6 above. This is represented by the two 

bold red arrows leading from ‘shock event’ to ‘culture’ and ‘cognition’ in figure 5.7 

below. 
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Figure 5.7. The revised SDMS. 
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This study has thus demonstrated the importance of an Integrated Conceptual Framework 

(ICF) to better understand the processes involved in strategic decision-making and to aid 

the realization of the complexity and interconnectedness of the various components 

involved. The following chapter will summarise the main points of this thesis and offer 

an overall answer and conclusion to the research question posed. 
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Chapter 6 - CONCLUSION 
 

This final chapter of the thesis is divided into four sections. These are (a) an overall 

summary, revisiting the key statements, concepts and central arguments, (b) a summary 

of the results, (c) an overall conclusion based on the results and discussion in the previous 

chapter and (d) a brief discussion of implications, limitations, and possible future 

research. 

 

 

6.1 OVERALL SUMMARY 

 

This thesis has investigated the impacts of shock events on the strategic decision-making 

process in an Australian regional airport, using chaos/complexity theory as a prism 

through which to view the research problem (e.g., Lewin, 1999; McKercher, 1999; 

Russell and Faulkner, 1999, Johnson, 2002). The literature reviewed covered a number of 

interrelated areas. These were (a) decision makers, (b) strategic decision-making 

processes, (c) strategy formulation, (d) internal factors affecting decision-making 

processes, (e) external factors affecting decision-making processes, (f) chaos/complexity 

theory in relation to strategic decision-making, (g) shock events, and (h) the impacts of 

shock events on strategic decision-making. It was found that much of the research took a 

narrow view of strategic decision-making and crisis prevention. Consequently, a research 

gap emerged as the literature failed to link shock events to strategic decision-making 

processes. Based on the literature the following research question was developed: 

 

How have recent shock events impacted on strategic decision-making processes in 

companies in the Australian tourism and travel industry? 

 

A number of contemporary writers have been calling for more inter-disciplinary and 

integrated models and frameworks to better understand strategic decision-making in an 

increasingly complex world (e.g., Papadakis et al., 1998; Faulkner and Vikulov 2001; 

Mittroff and Asplan, 2001). This thesis heeded this call and developed an Integrated 
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Conceptual Framework (ICF) based on the literature that links shock events and their 

impacts to strategic decision-making process into a cohesive construct, resulting in a 

strategic decision-making system (SDMS). To guide the research in answering the 

research question, specific propositions were developed. These propositions were tested 

and a summary of the results are presented below. 

 

 

6.2 SUMMARY OF RESULTS 

 

Proposition 1. Decision-making processes will become rational/analytical in the short-

term1 following a shock event: In the case study organisation decision-making is 

culturally highly analytical. During the shock event rationality through analysis was 

maintained via existing procedures and constant consultation with team members 

(Harrison, 1999). However, rationality was questioned as the final decisions were guided 

by perception and at times ‘gut feelings’. This is consistent with (Eisenhardt, 1989c) and 

(Mintzberg et al., 1998). This proposition was only partially accepted. 

 

Proposition 2. Decision-making processes will become consultative/consensus-seeking in 

the short-medium2 term following a shock event: Again, the case study organisation has a 

communication structure that not only allows but also actively encourages the TMT to 

consult as was found by Quinn (1993) and Branson (2000). However, consultation did 

not mean consensus and although cconsensus was sought where possible, it was not 

found to be essential (e.g., Knight et al., 1999; Markoczy, 2001). This proposition was 

only partially accepted. 

 

Proposition 3. Decision-making processes will become opportunistic in the short-medium 

term following a shock event: This organisation has a strong culture of opportunism, 

which significantly drives strategic decision-making. (e.g., Barringer and Bluedorn, 

                                                 
1 1-4 weeks 
2 1-6 months 
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1999). The Ansett shock event was perceived as an opportunity and decision-making 

became opportunistic in the short-term. This proposition was therefore accepted. 

 

Proposition 4. In the time period immediately following a shock event the CEO will 

become the ultimate decision maker: It was found that the term ‘ultimate’ appeared to be 

rather ambiguous as different executives interpreted and perceived it in different ways 

(e.g., Simmers, 1998; McNulty and Pettigrew, 1999; Golden and Zajac, 2001). It was 

therefore decided to speak of ‘legitimate’ and ‘effective’ decision-maker. Although 

legally speaking the BOD must be seen as the ‘ultimate’ decision maker, the CEO 

emerged as a key decision-maker entity following the Ansett collapse and on this basis 

this proposition was only partially accepted. 

 

Proposition 5. The consultation and consensus process in the short-medium term will 

lead to improved framing of the problem: It was found that consultation in particular 

plays a highly significant role in strategic decision-making in this organisation and is 

seen as a means to correctly identify the causes of problems, a view supported by Beach 

(1990) and Harrison (1999). However, it was also found that consensus was not 

important in this process. Therefore, this proposition was partially accepted. 

 

It was also found that decision-making processes evolved after the shock event whereby 

the process changed from a relatively decentralised pre-shock system to highly 

centralised process during the shock event to a more decentralised post shock form 

(Figures 5.2 – 5.4). This was due to a management restructure but also due to team 

gaining in experience and confidence. Trust on part of the BOD and the CEO in the 

TMT’s competence and integrity was found to be a significant driver of this change. 

Other aspect, particularly cognitive concepts such as ethics and professional respect were 

also found to have some influence. Lastly, it emerged that the original assumption of this 

thesis, i.e. that shock events have a direct impact only on decision-making processes, was 

erroneous. The results of this research suggest shock events may directly impact internal 

drivers such as cognitive perception and organisational culture. The results suggest the 

strategic decision-making processes were strongly driven by culture (opportunity) (e.g., 
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Miller et al., 1996; Chen et al., 2002), individual perception and intuition (cognition) 

(e.g., Boyd and Fulk, 1996; Dulek et al., 1997) and communication structure (Tikkanen et 

al., 2005). As a consequence of these findings the original SDMS developed in chapter 3 

(figure 3.1) was revised in chapter 5 (figure 5.7). 

 

 

6.3 KNOWLEDGE CONTRIBUTION 

 

The thesis has shown that the research is highly relevant as many of the findings were 

supported by the literature. However, contrary to Goll et al. (1997), Harrison (1999) and 

Lin (2004) the results presented in this paper somewhat challenge the notion of 

rationality in strategic decision-making with some evidence to suggest that perception 

and intuition are more significant factors in strategic decision-making (Mintzberg et al., 

1998; Lyon et al., 2000; Hambrick et al., 2005). This is particularly true in a centralised 

decision-making process during a shock event. The paper also highlighted the complexity 

of strategic decision-making and the need for an ICF in this research area. 

 

This thesis has argued that strategic decision-making is a dynamic, complex and self-

regulating system, and that shock events can present opportunities if perceived as such. It 

was also suggested that the chaos/complexity theory could offer a useful explanatory tool 

to explain such a seemingly peculiar proposition. It is concluded that strategic decision-

making processes are dynamic, complex and non-linear systems driven by highly 

interactive components that are governed more by cognition than rationality. The thesis 

has shown that the perception of a shock event and its impact can have a significant effect 

on strategy formulation. This is in combination with how the external environment is 

perceived, whether an environmental change is a threat or an opportunity. Ansett 

represented an opportunity thus feeding the culture of opportunism in the organisation.  

 

The answer to the research question must therefore be that shock events, in this case 

study, impacted strategic decision-making processes by causing an evolution from 

decentralised to a centralised decision-making process. In addition, the shock event also 
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affected directly the internal environment through individual perception and from thence 

organisational culture. Culture in turn has then an effect on decision-making and its 

process. As perceptions and culture change, so do decision-making processes, i.e. they 

evolve into a new system according to new conditions. Moreover, the perception of the 

shock event as an opportunity has led directly to a shift in strategy, constituting an 

emergent strategy. This is consistent with Pascale (1984) and Mintzberg and Waters 

(1985). On this premise then, it could be argued that in chaos/complexity theory, a 

strategic decision-making is a complex system that readjusts itself to a new equilibrium 

when jolted by a shock event, due to a number of major internal and interactive 

influences (Gleick, 1997; Lewin, 1999). In this case study this would be ‘cognition’ and 

existing organisational ‘culture’ but also learning and experience. Chaos theory talks of 

‘strange attractors’ that determine the new equilibrium (Gleick, 1997). It is suggested that 

perception is a possible strange attractor that determines new opportunities, new goals, 

new foci, a new equilibrium. This could be the basis on which individuals, organisations 

and whole industries can and will survive major shock events. 

 

“…all these events they pass, that’s the thing I’ve learnt, that they pass and people get 

back on airplanes and they fly and you know you have to make them feel safe and be safe 

and as diligent and vigilant as you can, but at the end of the day…they bounce back 

quicker so you know you will always get a blip but I think they tend to be brief… 

nothing’s going to stop aviation… and blips there will be but people are getting over 

them…”. 
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6.4 IMPLICATIONS, LIMITATIONS AND FUTURE RESEARCH 

 

6.4.1 Implications. 

 

This thesis identifies a number of important implications and lessons for the decision-

making literature. These are  

 

(a) Complete rationality (e.g., Silver (1991; Harrison, 1999; Lin, 2004) is not as 

important in strategic decision-making as previously thought (e.g., Eisenhardt, 1989c; 

Mintzberg et al., 1998; Hambrick et al., 2005). Cognition and culture are important 

drivers in strategic decision-making (e.g., Ocasio, 1997; Cooke and Szumal, 2000; Chen 

et al., 2002; Tikkanen et al., 2005) and environmental perception in particular determines 

whether a shock event is seen as a threat or opportunity, consequently influencing 

decision-making processes (e.g., Boyd and Fulk, 1996; Dulek et al., 1997; Heath, 2002; 

Hart, 2003). This recognition could have important effects on opportunity-based 

management practices, particularly in companies operating in turbulent environments 

(Dess et al., 1997). Developing core competences in opportunity recognition on BODs 

and in TMTs could help to translate potentially negative impacts of shock events into 

new opportunities for growth. 

 

(b) The importance of systems thinking in strategic decision-making (Johnson, 2002) and 

the usefulness of chaos theory (Faulkner, 2001) was demonstrated by constructing an 

integrated conceptual framework (ICF) of a strategic decision-making system (SDMS). 

The SDMS was built by assembling aspects of strategic decision-making into a cohesive 

construct. Current literature views strategic decision-making as a linear process within a 

system (Silver 1991; Lin, 2004) and aspects of this process are researched in isolation. 

However, contrary to this view it was shown that strategic decision-making is indeed a 

complex and dynamic system and should be considered in a holistic manner rather than 

broken up into isolated components as suggested in chaos/complexity theory (e.g., 

Walmsley, 1972; Gleick, 1987; Silver, 1991; Lewin, 1999; Ritchie, 2004). The use of an 

ICF is imperative if a true understanding of the function of an SDMS is sought (e.g., 
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Papadakis et al., 1998; Pearson and Clair, 1998; Faulkner, 2001; Faulkner and Vikulov, 

2001). The ICF of the SDMS revealed how a small change in an individual’s perception 

induced by a shock event can lead to a significant change in the organisations strategic 

direction, entirely consistent with the concepts of self-regulation and butterfly effect in 

chaos theory (Gleick, 1997). It is therefore recommended that management practitioners 

include ICFs in their strategy formulation in order to recognise potential effects in the 

system early on. Most importantly, given that the SDMS is non-linear and complex, 

managers should consider the use of a multiple methods approach such as cognitive 

mapping (Ackerman et al., 2005), scenario analysis (Georgantzas and Acar, 1995) and 

statistical analysis (Cavana et al., 2001) within the same framework when making 

strategic decisions in an uncertain environment. 

 

(c) This research has also demonstrated the benefits of data triangulation (Eisenhardt, 

1989b; Yin, 2003). The multiple sources of data, i.e. archival data, questionnaire and 

interviews, allowed the research to gain additional depth. Putting together the evidence 

from the variety of sources resulted in the emergence of deeper insights into the decision-

making processes of the case study organisation and additional themes that were not 

considered originally but proved to be important in the interpretation of the data. It is 

therefore suggested that triangulation of data becomes a standard procedure in both 

qualitative and quantitative research (e.g. Herman and Egri, 2002). 

 

 

6.4.2 Limitations. 

 

The thesis suggests an alternative way of thinking about strategic decision-making 

research. However, some limitations to the research are acknowledged 

 

(a) The study endeavours to promote a new conception of strategic decision-making as a 

complex and dynamic system. It is recognised that due to the complexity of a SDMS a 

full and comprehensive inclusion of all possible aspects of strategic decision-making was 
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impractical. This is likely to limit the full understanding of the dynamics within the 

system. 

 

(b) This study is primarily exploratory to test a new conceptual thought. For this reason it 

was decided to a single but in-depth case study to extract deeper meanings from the 

empirically generated data that can serve as a base for further research. However, as a 

single case study it was not possible to test external validity by comparing the findings 

with other case studies within the same research. This limitation is considered below for 

further research 

 

(c) In-depth interviewing is a widely recognised qualitative data collection method to 

gain insight and meaning of data. This was central to the study of strategic decision-

making. However, researcher bias was also identified as a limitation. Subjectivity and 

‘outsider’ status of the researcher could have a possible influence on the interpretation of 

the data. Nonetheless, a number of techniques were employed, such as data triangulation, 

story telling and paraphrasing, to minimise such effects. 

 

Nevertheless, notwithstanding the limitations raised here the thesis contributes to the 

strategic decision-making literature in a constructive way. Non-linear systems thinking 

and the holistic approach to decision-making research represent a valuable alternative to 

the traditional linear process thinking. It is hoped that this research can serve as a basis 

for further research in this area. 

 

 

6.4.3 Future research. 

 

Four main issues have emerged during this study that could form the basis for future 

research.  

 

(a) The thesis has shown the importance of an integrated strategic framework to gain 

further understanding of strategic decision-making during shock events. The SDMS 
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presented in this paper illuminates the impacts of shock events on the SDMS. However, 

as far as shock events are concerned, the model is somewhat reactive, as represented by 

the one-way arrows in the Revised SDMS (Figure 5.7). This thesis therefore calls for 

more research into a pro-active framework to enhance opportunity-recognition within the 

SDMS. 

 

 (b) In light of the limitation raised above, more aspects of strategic decision-making 

should be included into the SDMS to increase sophistication. A number of new themes 

emerged during the interviews which were originally not considered in this study. The 

role of cognitive concepts such as ‘perception’, ‘trust’, ‘ethics’, ‘integrity’ and ‘respect’ 

in strategic decision-making during shock events should be investigated in more detail. 

Cognitive mapping in particular could be an appropriate tool to research cognition with 

the aim to incorporate this into strategic decision-making. 

 

(c) The construction of the SDMS was based on chaos/complexity theory and proved to 

be instrumental in understanding and interpreting the data. It is thus recommended that 

the applicability of chaos/complexity theory is further explored specifically in strategic 

decision-making research and generally in the wider field of organisation and behaviour 

theory. 

 

(d) Finally, it is encouraged that the external validity of this research is tested across 

different organisations within the tourism and travel industry but also across other 

industries that operate in volatile and turbulent environments such as the oil industry, 

agriculture or IT industry.  

 

 

6.5 OVERALL CONCLUSION 

 

This empirical research, looking at strategic decision-making processes in an airport 

before, during and after a shock event, has shown that the impact of a shock event can be 

multi-faceted and far-reaching. The study has also shown that systems-thinking in 
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strategic decision-making is a useful approach, highlighting the complexity of a strategic 

decision-making system. 

 

This thesis contributes to the literature by highlighting the changing nature of decision-

making processes in response to an impacting shock event. The thesis also moves away 

from the view that strategic decision-making is a linear process and suggests that 

strategic decision-making is a complex, open, non-linear and self-regulating system as 

seen through the spectacles of chaos/complexity theory. Lastly, this research raises the 

issue of the potentially important role of cognition in strategic decision-making. 

 

 

 117



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

7.0 LIST OF REFERENCES 
 
 
7.1 PEER REVIEWED REFERENCES 
 
Ackbarally N., 2003, 
‘Mauritius: Ramadan Brings Mauritius Religious Crisis to Fore’, in Global Information Network, 
Oct. 29, 2003, p. 1. 
 
Adaval R. and Monroes K. B., 2002, 
‘Automatic Construction and Use of Contextual Information for Product and Price Evaluations’, 
in Journal of Consumer Research, Vol. 28, Iss. 4, pp. 572-588. 
 
Allison G. T., 1971, 
‘Essence of Decision: Explaining the Missile Crisis’, Little, Brown and Company: Boston. 
 
Aragon-Correa A., 2003, 
‘A contingent Resource-Based View of Proactive Corporate Environmental Strategy’, in 
Academy of Management Review, Vol. 28, No. 1, pp. 71-88. 
 
Armstrong J., 2004, 
General Motors Introduces Crisis Management Plan to Suppliers, Dealers’, in Automotive News, 
Vol. 78, Iss. 6079, p. 24D. 
 
Ashford N., Stanton H. P. M., Moore C. A., 1997, 
‘Airport Operations’, McGraw-Hill: New York. 
 
Australian Bureau of Statstics, 2002, 
‘Australian National Accounts: Tourism Satellite Account 2001-2002’, ABS 2002. 
 
Barney J., Wright M., Ketchen Jr., D. J., 2001, 
‘The Resource-Based View of the Firm: Ten Years After 1991’, in Journal of Management, Vol. 
27, pp. 625-641. 
 
Barringer B. R. and Bluedorn A. C., 1999, 
‘The Relationship between Corporate Entrepreneurship and Strategic Management’, in Strategic 
Management Journal, Vol. 20, pp. 421-444. 
 
Bartol, K. M., Martin D. C., Tein M., Matthews G., 1997, 
‘Management: A Pacific Rim Focus’, McGraw-Hill: Sydney, NSW. 
 
Bazeley P. and Richards L., 2000, 
‘The NVivo Qualitative Project Book’, Sage Publications: London. 
 
Bazerman M. H., 2002, 
‘Judgement in Managerial Decision Making’, John Wiley & Sons: New York. 
 
 
 
 

 118



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Beach L. R., 1993, 
‘Image Theory: Personal and Organizational Decisions’, in Decision Making in Action: Models 
and Methods, eds. Klein G.A., Orasanu J., Calderwood R. and Zsambok C., Ablex Publishing 
Corporation: New Jersey. 
 
Beach L. R., 1990, 
‘Image Theory: Decision Making in Personal and Organizational Contexts’, John Wiley: 
Chichester. 
 
Beach, L. R. and Mitchell, T. R., 1998,  
‘The Basics Of Image Theory’, in Image Theory: Theoretical And Empirical Foundations, (ed. 
Beach, L. R.) L.,: Erlbaum Associates: Mahwah, New Jersey,  pp. 3-18. 
 
Bhattarakosol P., 2003, 
‘IT Direction in Thailand: Cultivating an E-Society’, in IT Pro, Oct. 1, 2003, pp. 16-19. 
 
Boin A. and Hart P., 2003, 
‘Public Leadership in Times of Crisis: Mission Impossible?’, in Public Administration Review, 
Vol. 63, Iss. 5, pp. 544-553. 
 
Bonn I., 2005, 
‘Improving Strategic Thinking: A Multilevel Approach’, in The Leadership & Organization 
Development Journal, Vol. 26, No. 5, pp. 336-354. 
 
Boyd B. and Fulk J., 1996, 
‘Executive Scanning and Perceived Uncertainty: A Multidimensional Model’, in Journal of 
Management, Vol. 22, No. 1, pp. 1-21. 
 
Boyd B. K. and Reuning-Elliott E., 1998, 
‘A Measurement Model of Strategic Planning’, in Strategic Management Journal, Vol. 19, pp. 
181-192. 
 
Bramwell B., 1997, 
‘Strategic Planning Before and After a Mega-Event’, in Tourism Management, Vol. 18, No. 3, 
pp. 167-176. 
 
Branson R., 2000, 
‘Losing my Virginity: The Authobiography’, Virgin Publishing Limited: London. 
 
Britnell A., 2003, 
‘Crisis? What Crisis?’, in Profit, Vol. 22, Iss. 5, p. 77. 
 
Brown D., 2003, 
‘Interactive Seminar Tests LP Executives’ Skills at Crisis Management’, in Stores, Vol. 85, Iss. 9, 
p. LP30. 
 
Brown T. E., Davidsson P. R., Wiklund J., 2001, 
‘An Operationalization of Stevenson’s Conceptualization of Entrepreneurship as Opportunity-
Based Firm Behaviour’ in Strategic Management Journal, Vol. 22, pp. 953-968. 
 
 

 119



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Buckley P. J. and Klemm M., 1993, 
‘The Decline of Tourism in Northern Ireland: The Causes’, in Tourism Management, Vol. 30, pp. 
184-194. 
 
Calantone R., Garcia R., Droge C., 2003, 
‘The Effects of Environmental Turbulence on New Product Development Strategy Planning’, in 
The Journal of Product Innovation Management, Vol. 20, Iss. 2, p. 90. 
 
Carpenter M. A. and Fredrickson J. W., 2001, 
‘Top Management Teams, Global Strategic Posture, and the Moderating Role of Uncertainty’, in 
Academy of Management Journal, Vol. 44, Issue 3, pp. 533-545. 
 
Carpenter M. A. and Westphal J. D., 2001, 
‘The Strategic Context of External Network Ties: Examining the Impact of Director 
Appointments on Board Involvement in Strategic Decision Making’, in Academy of Management 
Journal, Vol. 44, Issue 4, pp. 639-660. 
 
Carter W. N., 1991, 
‘Disaster Management: A Disaster Manager’s Handbook’, Asian Development Bank: Manila 
 
Cavana R. Y., Delahaye B. L., Sekaran U., 2001, 
‘Applied Business Research: Qualitative and Quantitative Methods’, John Wiley & Sons: New 
York. 
 
Chandler A. D., 1962, 
‘Strategy and Structure: Chapters in the History of the Industrial Enterprise’, M.I.T.: Cambridge. 
 
Chang S.-J. and Singh H., 2000, 
‘Corporate and Industry Effects on Business Unit Competitive Position’, in Strategic 
Management Journal, Vol. 21, pp. 739-752. 
 
Chareanpunsirikul S. and Wood R. C., 2002, 
‘Mintzberg, Managers and Methodology: Some Observations From a Study of Hotel General 
Managers’, in Tourism Management, Vol. 23, pp. 551-556. 
 
Chattopadhyay P., Glick W. H., Miller C. C., 1999, 
‘Determinants of Executive Beliefs: Comparing Functional Conditioning and Social Influence’, 
in Strategic Management Journal, Vol. 20, pp. 763-789. 
 
Chen C. C., Peng M. W., Saparito P. A., 2002, 
‘Individualism, Collectivism, and Opportunism: A Cultural Perspective on Transaction Cost 
Economics’, in Journal of Management, Vol. 28, No. 4, pp. 567-583. 
 
Chomsky N., 2001, 
‘September 11’, Crows Nest: Allen & Unwin. 
 
Chou W., 2003, 
‘The Growing Role of IT in Transportation’, in IT Pro, Dec. 1, 2003, pp. 5-6. 
 
Clavell J, 1981, 
‘Sun Tzu: The Art of War’, Hodder & Stoughton: Chatham, UK. 

 120



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Cohen M. D., March J. D., Olsen J. P., 1972, 
‘A Garbage Can Model of Organizational Choice’, in Administrative Science Quarterly, Vol. 17, 
pp. 1-25. 
 
Coles J. W. and Hesterly W. S., 2000, 
‘Independence of the Chairman and Board Composition: Firm Choices and Shareholder Value’, 
in Journal of Management, Vol. 26, No. 2, pp. 195-214. 
 
Connolly J. M., 2003, 
‘SARS: A Wake-Up Call for Business?’, in Financial Executive, Vol. 17, Issue 7, pp.18-21. 
 
Connolly, T. and Wagner, W. G., 1988,  
‘Decision Cycles’, in Advances in Information Processing in Organizations, Vol. 3 (eds. Cardy, 
R. L., Puffer, S. M. And Newman, J. M.) JAI Press: Greenwich, Connecticut, pp. 183-205. 
 
Cooke R. A. and Szumal J. L., 2000, 
‘Using the Organizational Culture Inventory to Understand the Operating Cultures of 
Organizations’, in Organizational Culture & Climate, eds. Ashkansy N. M., Wilderom C. P. M., 
Peterson M. F., Sage Publications: Thousand Oakes, CA., USA. 
 
Coopey J., Keegan O., Emler N., 1998, 
‘Managers’ Innovation and the Structures of Organizations’, in Journal of Management Studies, 
Vol. 35, No. 3, pp. 263-284. 
 
Daily C. M., Certo S. T., Dalton D. R., 2000, 
‘International Experience in the Executive Suite: The Path to Prosperity?’ in Strategic 
Management Journal, Vol. 21, pp. 515-523. 
 
Darwin, C., 1968, 
‘The Origin of Species’, 2nd edition, Penguin Books: London. 
 
Davis A. S., 1997, 
‘Handling Uncertainty: Do Managers in the People’s Republic of China, the US and the UK 
differ?’, in The Academy of Management Executive, Briarcliff Manor, Vol. 11, Issue 1, pp. 121-
122. 
 
Dawes, R. M., Van De Kragt, A. J. C. And Orbell, J. M., 1997,  
‘Not Me or Thee but We: The Importance of Group Identity in Eliciting Cooperation in Dilemma 
Situations: Experimental Manipulations’, in Research On Judgment And Decision Making: 
Currents, Connections, And Controversies, (eds. Goldstein, W. M. and Hogarth, R. M.) 
Cambridge University Press: Cambridge, U.K., pp. 379-392. 
 
Dean T. J., Brown R. L., Bamford C. E., 1998, 
‘Differences in Large and Small Firm Responses to Environmental Context: Strategic 
Implications from a Comparative Analysis of Business Formations’, in Strategic Management 
Journal, Vol. 19, pp. 709-728. 
 
de Neufville, R. and Odoni A., 2003, 
‘Airport Systems: Planning, Design, and Management’, McGraw-Hill: New York. 
 
 

 121



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Denis D. J., Denis D. K., Sarin A., 1999, 
‘Agency Theory and the Influence of Equity Ownership Structure on Corporate Diversification 
Strategies’, in Strategic Management Journal, Vol. 20, pp. 1071-1076. 
 
Denis J. L., Lamothe L., Langley A., 2001, 
‘The Dynamics of Collective Leadership and Strategic Change in Pluralistic Organizations’, in 
Academy of Management Journal, Vol. 44, Issue 4, pp. 809-837. 
 
Desouza K., 2003, 
‘Knowledge Management: Don’t Just Manage Crisis – Avoid Them’, in New Zealand 
Management, Sep. 2003, p. 51. 
 
Dess G. G., Lumpkin G. T., Covin J. G., 1997, 
‘Entrepreneurial Strategy Making and Firm Performance: Tests of Contingency and 
Configurational Models’, in Strategic Management Journal, Vol. 18, Issue 9, pp. 677-695. 
 
Dooley R. S. and Fryxell G. E., 1999, 
‘Attaining Decision Quality and Commitment from Dissent: The Moderating Effects of Loyalty 
and Competence in Strategic Decision-Making Teams’, in Academy of Management Journal, 
Vol. 42, Issue 4, pp. 389-402. 
 
Doraisami A., 2004, 
‘From Crisis to Recovery: The Motivation for and Effects of Malaysian Capital Controls’, in 
Journal of International Development, Vol. 16, Issue 2, pp. 241-255. 
 
Dulek R. E., Motes W. H., Hilton C. B., 1997, 
‘Executive Perceptions of Superior and Subordinate Information Control: Practice Versus Ethics’, 
in Journal of Business Ethics, Vol. 16, pp. 1175-1184. 
 
Dutton J. E., 1986, 
‘The Processing of Crisis and Non-Crisis Strategic Issues’, in Journal of Management Studies, 
Vol. 23, No. 5, pp. 501-517. 
 
Easdown G., 2002, 
‘Ansett: The Collapse’, Lothian: Port Melbourne. 
 
Edmunds T., 2003, 
‘NATO and its New Members’, in Survival, Vol. 45, Issue 3, p. 145. 
 
Eisenhardt K. M., 1999, 
‘Strategy as Strategic Decision Making’, in Sloan Management Review, Vol. 40, Issue 3, pp. 
6572. 
 
Eisenhardt K. M., 1989a, 
‘Agency Theory: An Assessment and Review’, in The Academy of Management Review, Vol. 
14, Issue 1, pp. 57-74. 
 
Eisenhardt K. M., 1989b, 
‘Building Theories from Case Study Research’, in Academy of Management Review, Vol. 4, No. 
4, pp. 532-550. 
 

 122



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Eisenhardt, K. M., 1989c, 
‘Making Fast Strategic Decisions in High Velocity Environments’, in Academy of Management 
Journal, Vol. 32, pp. 5473-576. 
 
Eisenhardt K. M. and Brown S. L., 1998, 
‘Competing on the Edge: Strategy as Structured Chaos’, in Long Range Planning, Vol. 31, No. 5, 
pp. 786-789. 
 
Eisenhardt K. M. and Martin J. A., 2000, 
‘Dynamic Capabilities: What are they?’, in Strategic Management Journal, Vol. 21, pp. 1105-
1121. 
 
Eisenhardt K. M. and Zbaracki M. J., 1992, 
‘Strategic Decision Making’, in Strategic Management Journal, Vol. 13, No. 1, pp. 17-37. 
 
Elenkov D. S., 1997, 
‘Strategic Uncertainty and Environmental Scanning: The Case for Institutional Influences on 
Scanning Behaviour’, in Strategic Management Journal, Vol. 18, Issue 4, pp. 287-302. 
 
English B., 1999, 
‘Infertility: What’s God to Do With It? Fertility Problems Can Bring On a Couple’s First 
Spiritual Crisis, and Their Pain is Often Invisible to Their Clergy and Community’, in Boston 
Globe, Aug. 1, 1999, p. 16. 
 
Erdem F. and Ozen J., 2003, 
‘Cognitive and Affective Dimensions of Trust in Developing Team Performance’, in Team 
Performance Management: An International Journal, Vol. 9, No. 5/6, pp. 131-135. 
 
Evered R., 1980, 
‘Consequences of and Prospects for Systems Thinking in Organizational Change’ in Systems 
Theory for Organizational Development, (ed. T. G. Cummings), John Wiley & Sons: Brisbane. 
 
Faulkner B., 2001, 
‘Towards a Framework for Tourism Disaster Management’, in Tourism Management, No. 22, pp. 
135-147. 
 
Faulkner B., 1999, 
‘Tourism Disasters: Towards a Generic Model’, in CRC Tourism Work-in-Progress Report 
Series, Report 6.  
 
Faulkner B. and Russell R., 1997, 
‘Chaos and Complexity in Tourism: In Search of a New Perspective’, in Pacific Tourism Review, 
Issue 1(2), pp. 91-106. 
 
Faulkner B. and Vikulov S., 2001, 
‘Katherine, Washed Out One Day, Back on Track the Next: A Post-Mortem of a Tourism 
Disaster’, in Tourism Management, No. 22, pp. 331-344. 
 
Flannery B. L. and May D. R., 2000, 
‘Environmental Ethical Decision Making in the U.S. Metal-Finishing Industry’, in Academy of 
Management Journal, Vol. 43, Issue 4, pp. 642-662. 

 123



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Flora W., 2003, 
‘DOT Planning Reshuffle of RSPA Hazmat Roles’, in Transport Topics, Issue 3567, p.3. 
 
Forbes D. P. and Milliken F. J., 1999, 
‘Cognitive and Corporate Governance: Understanding Boards of Directors as Strategic Decision-
Making Groups’, in Academy of Management Review, Vol. 24, No. 3, pp. 489-505. 
 
Forte M., Hoffman J. J., Lamont B. T., Brockmann E. N., 2000, 
‘Organizational Form and Environment: An Analysis of Between-Form and Within-Form 
Responses to Environmental Change’, in Strategic Management Journal, Vol. 21, pp. 753-773. 
 
Frankenberg E., Smith J. P., Thomas D., 2003, 
‘Economic Shocks, Wealth, and Welfare’, in The Journal of Human Resources, Vol. 38, Issue 2, 
p. 280. 

 
Ganster D. C., 2005, 
‘Executive Job Demands: Suggestions from a Stress and Decision-Making Perspective’, in 
Academy of Management Review, Vol. 30, No. 3, pp. 492-502. 
 
Gavetti G., Levinthal D. A., Rivkin J. W., 2005, 
‘Strategy Making in Novel and Complex Worlds: The Power of Analogy’, in Strategic 
Management Journal, Vol. 26, pp. 691-712. 
 
Georgantzas N. C. and Acar W., 1995, 
‘Scenario-Driven Planning: Learning to Manage Strategic Uncertainty’, Quorum Books: 
Westport, Conneticut. 
 
Gimeno J., 1999, 
‘Reciprocal Threats in Multi-Market Rivalry: Staking Out ‘Spheres of Influence’ in the U.S. 
Airline Industry’, in Strategic Management Journal, Vol. 20, pp. 101-128. 
 
Glaser B. G. and Strauss A. L., 1967, 
‘The Discovery of Grounded Theory’, Chicago: Aldine. 
 
Gleick J., 1987, 
‘Chaos: Making a New Science’, Cardinal: London, UK. 
 
Gluck F. W., 2003, 
‘Crisis Management in the Church’, in America, Vol. 189, Issue 18, p. 7. 
 
Golden B. R. and Zajac E. J., 2001, 
‘When Will Boards Influence Strategy? Inclination x Power = Strategic Change’, in Strategic 
Management Journal, Vol. 22, pp. 1087-1111. 
 
Goll I. and Rasheed A. M. A., 1997, 
‘Rational Decision-Making and Firm Performance: The Moderating Role of Environment’, in 
Strategic Management Journal, Vol. 18, Issue 7, pp. 583-591. 
 
Goodrich J. N., 2002, 
‘September 11, 2001 Attack on America: A record of the Immediate Impacts and Reactions in the 
USA Travel and Tourism Industry’, in Tourism Management, Vol. 23, pp. 573-580. 

 124



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Gottliebsen R., 2003, 
’10 Best and 10 Worst Decisions of Australian CEOs’, Viking: Camberwell, Victoria. 
 
Haddad C., 2001, 
‘How UPS Delivered Through the Disaster: Decisions Made Before and During the Attack 
Helped it Cope’, in Business Week, Oct 1, 2001, Iss. 3751, p. 66. 
 
Hambrick D. C., Finkelstein S., Mooney A. C., 2005, 
‘Executive Job Demands: New Insights for Explaining Strategic Decisions and Leader 
Behaviours’, in Academy of Management Review, Vol. 30, No. 3, pp. 472-491. 
 
Harris I. C. and Ruefly T. W., 2000, 
‘The Strategy/Structure Debate: An Examination of the Performance Implications’, in Journal of 
Management Studies, Vol. 37, No. 4, pp. 587-603. 
 
Harrison E. F., 1999, 
‘The Managerial Decision-Making Process’, Houghton Mifflin Company: Boston. 
 
Hassan S. S, Craft S., Kortam W., 2003, 
‘Understanding the New Bases for Global Market Segmentation’, in Journal of Consumer 
Marketing, Vol. 20, No. 5, pp. 446-462. 
 
Hayward C., 2001, 
‘Disaster Moves’, in Financial Management, Oct. 2001, pp. 20-21. 
 
Healy B., 2004, 
‘Stocks Plummet in Wake of Bombing Fear of Al Qaeda Activity in Spain Triggers Decline’, in 
Boston Globe, Mar. 12, 2004, p. D. 1. 
 
Heath G., 2002, 
‘Philosophy and Psychotherapy: Conflict or Co-operation?’, in International Journal of 
Psychotherapy, Vol. 7, No. 1, pp. 13. 
 
Henderson R. and Mitchell W., 1997, 
‘The Interactions of Organizational and Competitive Influences on Strategy and Performance’, in 
Strategic Management Journal, Vol. 18, Special Issue, pp. 5-14. 
 
Herman S. and Egri C. P., 2002, 
‘Triangulation in Action: Integration of Qualitative and Quantitative Methods to Research 
Environmental Leadership’, in Grounded Leadership Theory and Research, eds. Parry K. W. and 
Meindl J. R., pp. 129-148, Information Age Publishing: Greenwich, Conneticut, USA. 
  
Hill S., 1995, 
‘The Social Organization of Boards’ in The British Journal of Sociology, Vol. 46, No. 2, pp. 245-
278. 
 
Hillman A. J. and Dalziel T., 2003, 
‘Boards of Directors and Firm Performance: Integrating Agency and Resource Dependence 
Perspectives’, in Academy of Management Review, Vol. 28, No. 3, pp. 383-396. 
 
 

 125



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Hitt M. A., Bierman L., Shimizu K., Kochhar R., 2001, 
‘Direct and Moderating Effects of Human Capital on Strategy and Performance in Professional 
Service Firms: A Resource-Based Perspective’, in Academy of Management Journal, Vol. 44, 
Issue 1, pp.13-28. 
 
Hodgkinson G. P., Bown N. J., Maule A. J., Glaister K. W., Pearman A. D., 1999, 
‘Breaking the Frame: An Analysis of Strategic Cognition and Decision Making under 
Uncertainty’, in Strategic Management Journal, Vol. 20, pp. 977-985. 
 
Hough J. R. and ogilvie dt, 2005, 
‘An Empirical Test of Cognitive Style and Strategic Decision Outcomes’, in Journal of 
Management Studies, Vol. 42, No. 2, pp. 417-448. 
 
Ianquinto A. L. and Frederickson, 1997, 
‘Top Management Team Agreement about the Strategic Decision Process: A Test of some of its 
Determinants and Consequences’ in Strategic Management Journal, Vol. 18, pp. 63-75. 
 
Irwin, J. R. and Davis, J. H., 1995, 
‘Choice/Matching Preference Reversals in Groups: Consensus Processes And Justification-Based 
Reasoning’, in Organizational Behavior And Human Decision Processes, Vol. 64, pp. 325-339. 
 
Jackson T., 1993, 
‘Organizational Behaviour in International Management’, Oxford: Butterworth-Heinemann. 
 
Janz T., Hellervick L., Gilmore D. C., 1986, 
‘Behavior Description Interviewing’, Boston: Allyn and Bacon. 
 
Jarzabkowski P., 2003, 
‘Strategic Practices: An Activity Theory Perspective on Continuity and Change’, in Journal of 
Management Studies, Vol. 40, No.1, pp. 23-5. 
 
Jenkins B. M., 2001, 
‘Terrorism and Beyond: A 21st Century Perspective’, in Studies in Conflict and Terrorism, Vol. 
24, pp. 321-327. 
 
Johnson J. M., 2002, 
‘In-Depth Interviewing’, London: Sage. 
 
Johnson, Jr., R. K., 2002, 
‘Decision Theory and Analysis’, in Futurics, Vol. 26, No. 1 & 2, pp. 67-91. 
 
Juska A., Johnstone P., Pozzuto R., 2004, 
‘The Changing Character of Criminality and Policing in Post-Socialist Lithuania: From Fighting 
Organized Crime to Policing Marginal Populations?’, in Crime, Law and Social Change, Vol. 41, 
Issue 2, p. 161. 
 
Kahneman D. and Tversky A., 1979, 
‘Prospect Theory: An Analysis of Decision Under Risk’, in Econometrica, Vol. 47, No. 2, 
pp.263-291. 
 
 

 126



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Kan M. M. and Parry K. W., 2004, 
‘Identifying Paradox: A grounded Theory of Leadership in Overcoming Resistance to Change’ in 
The Leadership Quarterly, Vol. 15, pp. 467-491. 
 
King III G., 2002, 
‘Crisis Management & Team Effectiveness: A Closer Examination’, in Journal of Business 
Ethics, Vol. 41, Issue 3, pp. 235-249. 
 
Kivetz, R. And Simonson, I., 2000, 
‘The Effects Of Incomplete Information On Consumer Choice’, in Journal Of Marketing 
Research, Vol. 37, pp. 427-448. 
 
Knight D., Pearce C. L., Smith K. G., Olian J. D., Sims H., Smith K. A., Flood P., 1999, 
‘Top Management Team Diversity, Group Process, and Strategic Consensus’, in Strategic 
Management Journal, Vol. 20, pp. 445-465. 

 
Kondrasuk J. N., 2004, 
‘The Effects of 9/11 and Terrorism on Human Resource Management: Recovery, Reconstruction, 
and Renewal’, in Employee Responsibilities and Rights Journal, Vol. 16, Issue 1, p. 25. 
 
Kuczmarski T. D., 2003, 
‘What is Innovation? And Why Aren’t Companies Doing More of It?’, in Journal of Consumer 
Marketing, Vol. 20, No. 6, pp. 536-541. 
 
Lane P. J., Cannella A. A., Lubatkin M. H., 1999, 
‘Ownership Structure and Corporate Strategy: One Question Viewed from Two Different 
Worlds’, in Strategic Management Journal, Vol. 20, pp. 1077-1086. 
 
Laplante P. A., Costello T., Singh P. Bindiganavile S., Landon M., 2004, 
‘The Who  What, Why, Where, and When of IT Outsourcing’, in IT Pro, Feb. 1, 2003, pp. 19-23. 
 
Lengnick-Hall C. A. and Wolff J. A., 1999, 
‘Similarities and Contradictions in the Core Logic of Three Strategy Research Streams’, in 
Strategic Management Journal, Vol. 20, pp. 1109-1132. 
 
Leung P. C. and Ooi E. E., 2003, 
‘Sars War: Combating the Disease’, World Scientific: Singapore. 
 
Lewin R.,1999,  
‘Complexity: Life at the Edge of Chaos’, Chicago, Ill.: University of Chicago Press. 
 
Lin H. C., 2004, 
‘Decision Theory and Analysis’, in Futurics, Vol. 28, No. 1 & 2, pp. 27-46. 
 
Locke K., 2001, 
‘Grounded Theory in Management Research’, Sage Publication: London. 
 
Lovas B. and Ghoshal S., 2000, 
‘Strategy as Guided Evolution’, in Strategic Management Journal, Vol. 21, pp. 875-896. 
 
 

 127



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Løwendahl B. and Revang O., 1998, 
‘Challenges to Existing Strategy Theory in a Post-Industrial Society’, in Strategic Management 
Journal, Vol. 19, pp. 755-773. 
 
Lyon D. W., Lumpkin G. T., Dess G. G., 2000, 
‘Enhancing Entrepreneural Orientation Research: Operationalizing and Measuring a Key 
Strategic Decision Making Process’, in Journal of Management, Vol. 26, No. 5, pp. 1055-1085. 
 
MacMillan I. C. and Jones P. E., 1984, 
‘Designing Organizations to Compete’, in The Journal of Business Strategy, Vol. 4, Issue 4, pp. 
11-26. 
 
Malnight T. W., 2001, 
‘Emerging Structural Patterns within Multinational Corporations: Toward Process-Based 
Structures’, in Academy of Management Journal, Vol. 44, Issue 6, pp. 1187-1210. 
 
Markoczy L., 2001, 
‘Consensus Information During Strategic Change’, in Strategic Management Journal, Vol. 22, pp. 
1013-1031. 
 
Martinez E. and de Chernatony L., 2004, 
‘The Effect of Brand Extension Strategies Upon Brand Image’, in Journal of Consumer 
Marketing, Vol. 21, No. 1, pp. 39-50. 
 
Martins L. L. and Kambil A., 1999, 
‘Looking Back and Thinking Ahead: Effects of Prior Success on Managers’ Interpretation of 
New Information Technologies’, in Academy of Management Journal, Vol. 42, Issue 6, pp. 652-
661. 
 
McGovern P. and Hope-Hailey V., 1997, 
‘Inside Hewlett-Packard: Corporate Culture and Beureaucratic Control’, in Cultural Complaxity 
in Organizations: Inherent Contrasts and Contradictions, ed. Sonja A. Sackman, Sage 
Publications: Thousand Oakes, CA, USA. 
 
McKercher, 1999, 
‘A Chaos Approach to Tourism’, in Tourism Management, Vol. 20, pp. 425-434. 
 
McNulty T. and Pettigrew A., 1999, 
‘Strategists on the Board’, in Organization Studies, Vol. 20, Issue 1, pp. 47-74. 
 
Mezaros J. R., 1999, 
‘Preventive Choices: Organizations’ Heuristics, Decision Processes and Catastrophic Risks’, in 
Journal of Management Studies, Vol. 36, Issue 7, pp. 977-998. 
 
Miller C. C., Burke L. M., Glick W. H., 1998, 
‘Cognitive Diversity Among Upper-Echelon Executives: Implications for Strategic Decision 
Processes’, in Strategic Management Journal, Vol. 19, pp. 39-58. 
 
Miller D., Lant T. K., Milliken F. J., Korn H. J., 1996, 
‘The Evolution of Strategic Simplicity: Exploring Two Models of Organizational Adaption’, in 
Journal of Management, Vol. 22, No. 6, pp. 863-887. 

 128



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

 
Minichiello V., Aroni R., Timwell E., Alexander L., 1995, 
‘Interview Processes’, in In-Depth Interviewing (2nd edition), Chapter 5, pp. 76-104, Melbourne: 
Longman. 
 
Mintzberg H., 1994, 
‘The Fall and Rise of Strategic Planning’, in Harvard Business Review, Jan.-Feb. 1994, pp. 107-
114. 
 
Mintzberg H., 1983, 
‘Power In and Around Organizations’, Prentice Hall: New Jersey. 
 
Mintzberg H., 1975, 
‘The Manager’s Job: Folklore and Fact’, in Organization Theory, ed. Pugh D. S., 1997, Penguin 
Books: London, pp. 296-318. 

 
Mintzberg H., 1973, 
‘The Nature of Managerial Work’, Prentice Hall: New Jersey. 
 
Mintzberg H., Ahlstrand B., Lampel J., 1998, 
‘Strategy Safari’, Prentice Hall: New York. 
 
Mintzberg H. and Waters J. A., 1985, 
‘Of Strategies, Deliberate and Emergent’, in Strategic Management Journal, Vol. 6, pp. 257-272. 
 
Mintzberg H. and Waters J. A., 1982, 
‘Tracking Strategy in an Entrepreneurial Firm’, in Academy of Management Journal, Vol. 25, 
No. 3, pp.465-499. 
 
Mintzberg H., Raisignhani D., Theoret A., 1976, 
‘The Structure of “Unstructured” Decision Processes’ in Administrative Science Quarterly, Vol. 
21, pp. 246-275. 
 
Mitroff I. I. and Alpaslan M. C., 2003, 
‘Preparing for Evil’, in Harvard Business Review, April 2003, pp. 109-115. 
 
Monks R. A. G. and Minow N., 2001, 
‘Corporate Governance’, Oxford: Blackwell. 
 
Moreau P, Markman A. B., Lehmann, 2001, 
‘”What is It?” Categorization Flexibility and Consumers’ Responses to Really New Products’, in 
Journal of Consumer Research, Vol. 27, Issue 4, pp. 489-498. 
 
Moschis G. P., 2003, 
‘Marketing to Older Adults: An Updated Overview of Present Knowledge and Practice’, in 
Journal of Consumer Marketing, Vol. 20, No. 6, pp. 516-525. 
 
Namasivayam S., 2004, 
‘Profiting from Business Process Outsourcing’, in IT Pro, Feb. 1, 2004, pp. 12-18. 
 
 

 129



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Nelson, K. A. and Puto, C. P., 1998, 
‘Using Image Theory to Examine Value-Laden Decisions: The Case of the Socially Responsible 
Consumer’, in Image Theory: Theoretical and Empirical Foundations (ed. Beach, L. R.) 
Lawrence Erlbaum Associates, Inc, Mahwah, New Jersey, pp. 199-210. 
 
Nowlis, S. M. and Simonson, I., 1996, 
‘The Effect of New Product Features on Brand Choice’, in Journal of Marketing Research, Vol. 
33, pp. 36-46. 
 
Ocasio W., 1997, 
‘Towards and Attention-Based View of the Firm’, in Strategic Management Journal, Vol. 18, 
Special Issue, pp. 187-206. 
 
Okada E. M., 2001, 
‘Trade-Ins, Mental Accounting, and Product Replacement Decisions’, in Journal of Consumer 
Research, Vol. 27, Issue 4, pp. 433-447. 
 
Osborne J. D., Stubbard C. I., Rmaprasad A., 2001, 
‘Strategic Groups and Competitive Enactment: A Study of Dynamic Relationships Between 
Mental Models and Performance’, in Strategic Management Journal, Vol. 22, pp. 435-454. 
 
Papadakis V. M., Lioukas S., Chambers D., 1998, 
‘Strategic Decision-Making Processes: The Role of Management and Context’, in Strategic 
Management Journal, Vol. 19, pp. 115-147. 
 
Parry K. W., 1998, 
‘Grounded Theory and Social Process: A New Direction for Leadership Research’ in Leadership 
Quarterly, Vol. 9, No. 1, pp. 85-105. 
 
Parry K. W. and Proctor-Thomas S., 2003, 
‘Leader Career Development: Who Should be Responsible?’, in Asia Pacific Journal of Human 
Resources, Vol. 41, iss. 3, pp. 316-337. 
 
Pascale R. T., 1984, 
‘Perspectives on Strategy: The Real Story Behind Honda’s Success’, in California Management 
Review, Vol. 26, No. 3, pp. 47-72. 
 
Pearson C. M. and Clair J. A., 1998, 
‘Reframing Crisis Management’, in Academy of Management Review, Vol. 23, Issue 1, pp. 59-
76. 
 
Pegels C. C., Song Y. I., Yang B., 2000, 
‘Management Heterogeneity, Competitive Interaction Groups, and Firm Performance’, in 
Strategic Management Journal, Vol. 21, pp. 911-923. 
 
Perry D. C., Taylor M., Doerfel M. L., 2003, 
‘Internet-Based Communication in Crisis Management’, in Management Communication 
Quarterly, Vol. 17, Iss. 2, p. 206. 
 
 
 

 130



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Pettigrew A. M., 1987, 
Context and Action in the Transformation of the Firm’, in Journal of Management Studies, Vol. 
24, pp. 649-670. 
 
Pfeffer J. and Salancik G., 1978, 
‘The Design and Management of Externally Controlled Organizations’, in Organization Theory, 
ed. Pugh D. S., 1997, Penguin Books: London, pp. 130-161. 
 
Phelps E. S., 2004, 
‘Crash, Bang, Wallop’, in Wall Street Journal, Jan. 5, 2004, p. A. 14. 
 
Pollard S., 1993, 
‘The Genesis of Modern Management’, Gregg: Aldershot, UK. 
 
Prideaux B., Laws E., Faulkner B., 2003, 
‘Events in Indonesia: Exploring the Limits to Formal Tourism Trends Forecasting Methods Crisis 
Situations’, in Tourism Management, Vol. 24, pp. 475-487. 
 
Priem R. L., Love L. G., Shaffer M. A., 2002, 
‘Executives’Perceptions of Uncertainty Sources: A Numerical Taxonomy and Underlying 
Dimensions’, in Journal of Management, Vol. 28, No. 6, pp. 725-746. 
 
Proctor R. A., 1992, 
‘Selecting an Appropriate Strategy: A Structured Creative Decision Support Method’, in 
Marketing Intelligence & Planning, Vol. 10, Iss. 11, pp. 21-24. 
 
Quinn J. B., 1993, 
‘Managing Strategies Incrementally’, in Australian Strategic Management, eds. Lewis G., Morkel 
A., Hubbard G., Prentice Hall: Sydney. 
 
Reiter Y., 2004, 
‘The Palestinian-Transjordanian Rift: Economic Might and Political Power in Jordan’, in The 
Middle East Journal, Vol. 58, Issue 1, pp. 72-92. 
 
Richter L. K. and Waugh, Jr., W. L., 1986, 
‘Terrorism and Tourism as Logical Companions’, in Tourism Management, Vol. 40, pp. 230-238. 
 
Ritchie B. W., 2004, 
‘Chaos, Crisis and Disasters: A Strategic Approach to Crisis Management in the Tourism 
Industry’, in Tourism Management, Vol. 25, pp. 669-683. 
 
Rogers P. R., Miller A., Judge W. Q., 1999, 
‘Using Information Processing Theory to Understand Planning/Performance Relationships in the 
Context of Strategy’, in Strategic Management Journal, Vol. 20, pp. 567-577. 
 
Roth K., 2004, 
‘Defending Economic, Social and Cultural Rights: Practical Issues Faced by an International 
Human Rights Organization’, in Human Rights Quarterly, Vol. 26, Iss. 1, pp. 63-74. 
 
 
 

 131



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Rueff M., 1997, 
‘Assessing Organizational Fitness on a Dynamic Landscape: An Empirical Test of the relative 
Inertia Thesis’, in Strategic Management Journal, Vol. 18, pp. 837-853. 
 
Ruess J., 1980, 
‘In 1980s, Redoing Retail Facilities Requires Analytical Framework, Options, Master Plan’, in 
Marketing News, Vol. 13, No. 18, p. 10. 
 
Russell R. and Faulkner B., 1999, 
‘Movers and Shakers: Chaos Makers in Tourism Development’, in Tourism Management, Vol. 
20, pp. 411-423. 
 
Schein E. H., 1990, 
‘Organizational Culture’, in American Psychologist, Vol. 45, No. 2, pp. 109-119. 
 
Scherrer P. S., 2003, 
‘Directors’ Responsibilities and Participation in the Strategic Decision-Making Process’, in 
Corporate Governance, Vol. 3, No. 1, pp. 86-90. 
 
Schoemaker P. J. H., 1993, 
‘Multiple Scenario Development: Its Conceptual and Behavioural Foundation’, in Strategic 
Management Journal, Vol. 14, pp.193-213. 
 
Scott C. W., 1984, 
‘Pieces of the Game: The Human Drama of Americans Held Hostage in Iran’, Atlanta: Peachtree 
Publishers. 
 
Segars A. H., 2003, 
‘Effective Communication of Corporate Crisis Through  the Internet’, in Business Strategy 
Review, Vol. 14, Issue 3, p. 44. 
 
Selznick P., 1957, 
‘Leadership in Administration: A Sociological Interpretation’, Harper & Row: New York. 
 
Seneviratne K., 2003, 
‘Religion-Australia: Christian Extremism Said to be on the Rise’, in Global Information Network, 
Mar. 18, 2003, p.1. 
 
Senge P. M., 1990, 
‘The Fifth Discipline’, Random House Australia: Milsons Point, NSW. 
 
Sharif K. J., Kalafatis S. P., Samouel P., 2005, 
‘Cognitive and Behavioural Determinants of Trust in Small and Medium-Sized Enterprises’, in 
Journal of Small Business and Enterprise Development, Vol. 12, No. 3, pp. 409-421. 
 
Sharma S., 2000, 
‘Managerial Interpretations and Organizational Context as Predictors of Corporate Choice of 
Environmental Strategy’, in Academy of Management Journal, Vol. 43, Issue 4, pp. 681-697. 
 
 
 

 132



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Sharma S. and Vredenburg H., 1998, 
‘Proactive Corporate Environmental Strategy and the Development of Competitive Valuable 
Organizational Capabilities’, in Strategic Management Journal, Vol. 19, pp. 729-753. 
 
Shen W., 2003, 
‘The Dynamics of the CEO-Board Relationship: An Evolutionary Perspective’, in Academy of 
Management Review, Vol. 28, No. 3, pp. 466-476. 
 
Shrader R. C., Oviatt B. M., McDougall P. P., 2000, 
‘How New Ventures Exploit Trade-Offs among International Risk Factors: Lessons for the 
Accelerated Internationalization of the 21st Century’, in Academy of Management Journal, Vol. 
43, Issue 6, pp. 1227-1247. 
 
Silver M. S., 1991, 
‘Systems That Support Decision Makers’, John Wiley & Sons: Chichester, UK. 
 
Simmers C. A., 1998, 
‘Executive/Board Politics in Strategic Decision-Making’, in The Journal of Business and 
Economic Studies, Vol. 4, No. 1, pp. 37-56. 
 
Simonson, I., 1989, 
‘Choice Based on Reasons: The Case of Attraction and Compromise Effects’, in Journal of 
Consumer Research, Vol. 16, pp. 158-174. 
 
Sivakumar, K. and Raj, S. P., 1997, 
‘Quality Tier Competition: How Price Change Influences Brand Choice and Category Choice’, in 
Journal of Marketing, Vol. 61, pp. 71-84. 
 
Smart C. and Vertinsky I., 1984, 
‘Strategy and the Environment: A Study of Corporate Responses to Crisis’, in Strategic 
Management Journal, Vol. 5, pp. 199-213. 
 
Sooklal L. and Hanlon D., 2002, 
‘A Grounded Leadership Theory with Insights into Entrepreneurship’, in Grounded Leadership 
Theory and Research, eds. Parry K. W. and Meindl J. R., pp. 79-108, Information Age 
Publishing: Greenwich, Conneticut, USA. 
 
Stafford G., Yu L., Armoo A. K., 2002, 
‘Crisis Management and Recovery: How Washington, D.C., Hotels Responded to Terrorism’, in 
Cornell Hotel and Restaurant Administration Quarterly, Vol. 43, Iss. 5, pp. 27-40. 
 
Steel R., 1971, 
‘Lessons of the Missile Crisis’, in The Cuban Missile Crisis, ed. R. A. Divine, Quadrangle Books: 
Chicago, pp. 212-234. 
 
Stiles P. and Taylor B., 2001, 
‘Boards at Work’, Oxford University Press: Oxford, UK. 
 
Sullivan L. and Adams S., 2002, 
‘Selecting a Crisis Management Consultant’, in Risk Management, Vol. 49, Issue 11, pp. 42-46. 
 

 133



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Tallman S. and Fladmoe-Lindquist K., 2002, 
‘Internationalization, Globalization, and Capability-Based Strategy’, in California Management 
Review, Vol. 45, No. 1, pp. 117-135. 
 
Taylor, F. W., 1947, 
‘The Principles of Scientific Management’, W.W. Norton: New York, USA. 
 
Tellis, G. J. and Gaeth, G. J., 1990, 
‘Best Value, Price Seeking, and Price Aversion: The Impact of Information and Learning on 
Consumer Choices’, in Journal of Marketing, Vol. 54, pp. 34-45. 
 
Thompson C. J. and Troesetr M., 2002, 
‘Consumer Value Systems in the Age of Postmodern Fragmentation: The Case of the Natural 
Health Microculture’, in Journal of Consumer Research, Vol. 28, Issue 4, pp. 550-571. 
 
Thorn J., 2000, 
‘Virgin Takes on Australia’, in Australian Aviation, Jan/Feb 2000, pp. 25-31. 
 
Tikkanen H., Lamberg J.-A., Parvinen P., Kallunki J.-P., 2005, 
‘Managerial Cognition, Action and the Business Model of the Firm’, in Management Decision, 
Vol. 43, No. 6, pp. 789-809. 
 
Tregoe B. B. and Tobia P. M., 1991, 
‘Strategy Versus Planning: Bridging the Gap’, in The Journal of Business Strategy, Vol. 12, Issue 
6, pp. 14-19. 
 
Tuttle, R., 2003, 
‘Thales Proposes ‘Modular’ Homeland Security System’, in Aerospace Daily, Vol. 208, Issue 37, 
p.6. 
 
Tversky A. and Kahneman D., 1983, 
‘Extensional Versus Intuitive Reasoning: The Conjunction Fallacy in Probability Judgement’, in 
Psychological Review, Vol. 90, No. 4, pp. 293-315. 
 
Waldman D. A., Ramirez G. G., House R. J., Puranam P., 2001, 
‘Does Leadership Matter? CEO Leadership Attributes and Profitability under Conditions of 
Perceived Environmental Uncertainty’, in Academy of Management Journal, Vol. 44, Issue 1, pp. 
134-143. 
 
Walmsley D. J., 1972, 
‘Systems Theory: A Framework for Human Geographical Enquiry’, Research School of Pacific 
Studies, Depart of Geography, Australian National University: Canberra. 
 
Ware B., 2002, 
‘Crisis Management Plan: Are You Prepared?’, in The Oil Can, Vol. 79, Issue 2, pp. 11-17. 
 
Watson E., 2003, 
‘Plans Guaranteeing Business Continuity in the Event of Disaster are Rising up Retailers’ 
Agendas’, in The Grocer, Jun. 19, 2003, p. 44. 
 
 

 134



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Wells A.T., 2000, 
‘Airport Planning & Management’, McGraw-Hill: New York. 
 
Wernerfelt B., 1984, 
‘A Resource-Based View of the Firm’, in Strategic Management Journal, Vol. 5, No. 2, pp. 171-
180. 
 
Westphal J. D. and Frederickson J. W., 2001, 
‘Who Directs Strategic Change? Director Experience, the Selection of New CEOs, and Change in 
Corporate Strategy’, in Strategic Management Journal, Vol. 22, pp. 1113-1137. 
 
Williams G. P., 1997, 
‘Chaos Theory Tamed’, Joseph Henry Press: Washington DC. 
 
Wilson S. 2002, 
‘Ansett’, Aerospace Publications: Fyshwick, ACT. 
 
Winch G. W., 1995, 
‘Developing Consensus’, in Management Decision, Vol. 33, No. 6, pp. 22-31. 
 
Wolff C., 2003, 
‘Better Safe Than Sorry’, in Lodging Hospitality, Vol. 59, No. 14, pp. 54-56. 
 
Wright N. H., 1975, 
‘How to Chart Long Range Projects’, in Administrative Management, Vol. 36, Issue 2, p. 46. 
 
Yates M. D., 2004, 
‘Poverty and Inequality in the Global Economy’, in Monthly Review, Vol. 55, Issue 9, pp. 37-49. 
 
Yin R. K, 2003, 
‘Case Study Research’, Sage Publications: London. 
 
Yong J. and Yang Y., 2003, 
‘Fostering E-Commerce Among Australian SMEs’, in IT Pro, Sep. 1, 2003, pp. 21-24. 
 
Zajac E. J., Kraatz M. S., Bresser R. K. F., 2000, 
‘Modelling the Dynamics of Strategic Fit: A Normative Approach to Strategic Change’, in 
Strategic Management Journal, Vol. 21, pp. 429-453. 
 
 
7.2 DAILY NEWSPAPER REFERENCES 
 
Courier Mail 11/9/2001, 
‘Proud Tradition of Service Hit by Air Turbulence’ 
 
Courier Mail 10/9/2001, 
‘Ansett Set to be Cut Loose’ 
 
Courier Mail 5/9/2001, 
‘Virgin Saving Itself for Australia, Vows Branson’ 
 

 135



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

Courier Mail 16/4/2001, 
‘Ansett Standby Jets Facing Crunch Day’ 
 
Daily News 15/9/2001, 
‘Airport Boss Not Warned of Closure’ 
 
Daily News 20/4/2001, 
‘Ansett Hopes Dashed’ 
 
Daily News 16/4/2001, 
‘Ansett’s Big Tale of Woe’ 
 
Daily News 14/4/2001, 
‘Ten-Hour Ansett Delay at C’Gatta’ 
 
Gold Coast Bulletin 11/9/2001, 
‘Bookings Switched as Holiday Rush Looms’ 
 
Gold Coast Bulletin 18/4/2001, 
‘Cloud Over Ansett as Shares Fall’ 
 
Gold Coast Weekend Bulletin 22-23/9/2001, 
‘Air NZ Letter Warned of Ansett Crash’ 
 
Gold Coast Weekend Bulletin 8-9/9/2001, 
‘The Major Events in Ansett’s History’ 
 
Sunday Mail 23/9/2001, 
‘The Winners and Losers’ 
 
The Australian 18/2/2004, 
‘Telstra Told Cabinet of Bid for Fairfax’ 
 
The Australian 19/9/2001, 
‘Anderson Denies Seeing Warning Memo’ 
 
The Australian 18/4/2001, 
‘Ansett Woes Mean Windfall for Rivals’ 
 
 
The Australian 16/4/2001, 
‘Heads Roll Over Ansett Chaos’ 
 
The Australian Financial Review 22/4/2003, 
‘Singapore Counts Cost of Virus’ 
‘Video Conferencing Used to Beat SARS’ 
 
The Australian Financial Review 16/4/2003, 
‘China Apologizes to the World’ 
‘Quarantine Enforceable’ 
‘SARS Gives Local Tourism a Fillip’ 

 136



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 
 

The Australian Financial Review 17/9/2001, 
‘Now Air Travel Can Really Take Off’ 
 
The Australian Financial Review 10/9/2001, 
‘Crisis Talks to Avoid Ansett Collapse’ 
 
The Australian Financial Review 29/8/2001, 
‘Ansett Fares Soar to Regain Profitability’ 
 
The Australian Financial Review 17/4/2001, 
‘Ansett’s $5Billion Bid for Survival’ 
 
 
7.3 WEBSITES REFERENCES 
 
ATC, 2004, 
www.act.australia.com/newscenter (accessed 28 Jan. 2004) 
 
Aviline, 2004, 
www.btre.gov.au, Aviline, Issue 5 November 2004, (accessed 9 Dec. 2005) 
 
CASA, 2005, 
www.casa.gov.au (accessed 30 Nov. 2005) 
 
Department of Transport and Regional Services, 2005, 
www.gold.gov.au (accessed 30 Nov. 2005) 
 
ICAO, 2005, 
www.icao.int (accessed 4 Dec. 2005) 
 
Queensland Transport, 2005, 
www.qld.gov.au/departments (accessed 30 Nov. 2005) 
 
 
 
 

 137

http://www.act.australia.com/newscenter
http://www.btre.gov.au/
http://www.casa.gov.au/
http://www.gold.gov.au/
http://www.icao.int/
http://www.qld.gov.au/departments


Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

8.0 APPENDICES 
 
 
8.1 INSTRUMENTS 
 
The questionnaire was designed based on existing instruments in the mainstream 
literature. The questions and measures are organisationd in table x1 below. Questions 2-
5, 9, 12 and 13 were taken directly from the quoted authors with only minor changes to 
fit the context of the thesis. Questions 1, 6, 7, 8, 10, 12 and 13 were based on the quoted 
author’s concepts or modified to fit the context of this thesis. Questions 11 and 14 were 
self-developed to provide a contextual basis. Questions 11-14 are all organisation specific 
questions to increase internal validity and provide a background to the interview 
questions. 
 
Table 8.1. Questionnaire Instruments 
Question 
 

Measures Measures 
derived from 

Unit of 
analysis 

Items 
in scale 

1. Immediately after a 
shock event strategic 
decisions are made after 
extensive analysis of all 
options available. 
 

Proposition 1. Measuring the level 
of rationality and analysis in 
strategic decision-making after 
shock events. 

Based on 
Frederickson 
and Mitchell, 
1984 (Exhibit 
1) 

Team 3e 

2. Strategic decisions after 
a shock event are not final 
until all the team members 
agree that the decision is 
acceptable to them 
 

Proposition 2. Measuring the 
attitude towards consultation and 
consensus in strategic decision-
making on a 5-point Likert scale. 

Knight et al. 
1999 
(Appendix 1) 

Team 1 

3. The team believes that 
shock events provide more 
opportunities than threats 
 

Proposition 3. Measures the 
attitude towards opportunistic 
decision-making after a shock 
event on a 5-point Likert scale. 
 

Knight et al. 
1999 
(Appendix 2) 

Team 1 

4. The team specifically 
identifies the causes of 
problems before making 
important strategic 
decisions. 
 

Proposition 4. Measuring the 
importance of problem framing on 
a 5-point Likert scale. 

Knight et al. 
1999 
(Appendix 2) 

Team 2 

5. The CEO inspires 
confidence as a strong 
strategic decision maker 
after a shock event. 
 

Proposition 5. Measuring 
leadership after a shock event. 

Waldman et al., 
2001 
(Appendix) 

Team 7 

6. After a shock event the 
team is more reactive than 
proactive. 
 

Proposition 3 Based on 
Knight et al., 
1999 
(Appendix 2). 
 
 
 

Team 1 
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7. After a shock event there 
is no time to conduct 
comprehensive analysis. 

Proposition 1 Based on 
Frederickson 
and Mitchell, 
1984 (Exhibit 
1). 
 

Team 3d 

8. Consultation among the 
team will lead to a better 
understanding of the 
problem at hand. 
 

Proposition 4 Based on 
Knight et al., 
1999 
(Appendix 2). 

Team 2 

9. When final decisions are 
reached after a shock event, 
it is common for at least 
one member of the team to 
be unhappy with the 
decision (reversed coded). 
 

Proposition 2 Knight et al. 
1999 
(Appendix 1) 

Team 4 

10. After a shock event the 
CEO is the ultimate 
decision maker 
 

Proposition 5 Based on Shen, 
2003. 

Team N/A 

11. Based on the given 
definition on page 1, can 
you give an example of a 
shock event that had the 
greatest impact since your 
time at GCAL? 
 

Context question Based on thesis 
concept 

 N/A 

 
The research papers used to develop the questionnaire are organisationd in table x2 
below. The table reveals the measured variables and methodologies used. 
 
Table 8.2. Methodologies in key research papers 
Author(s) Title Measures Methodology 

 
Waldman et al, 
2001 

‘Does Leadership Matter? 
CEO Leadership Attributes 
and Profitability Under 
Conditions of Perceived 
Environmental Uncertainty’. 
 

Transactional 
leadership, 
charismatic 
leadership and 
perceived 
environmental 
uncertainty. 

Surveys for CEOs and 
TMT executives on 5-
point Likert scale.  
 
Quantitative analysis, i.e. 
ANOVA, Bartlett’s tests 
and average within-group 
reliability testing.  
 

Knight et al. 1999  ‘Top Management Diversity, 
Group Process, and Strategic 
Consensus’. 

TMT diversity, group 
processes, and 
strategic consensus. 

Comprehensive 
questionnaires for CEOs 
and TMTs, and CEO 
interviews. 
 
Quantitative analysis, i.e. 
structural equation 
modeling using LISREL 
(version 8.12a). 
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Frederickson and 
Mitchell, 1984 

‘Strategic Decision Processes: 
Comprehensiveness and 
Performance in an Industry 
with an Unstable 
Environment’ 
 

Organisation 
comprehensiveness, 
performance and size. 

Structured interviews, 
decision scenarios, and 
questionnaires on 7-point 
Likert scale. 
 
Quantitative analysis, i.e. 
scoring using 
mathematical equation, 5-
year averaging and 
correlation. 
 

Papadakis et al., 
1998 

‘Strategic Decision-Making 
Processes: The Role of 
Management and Context’. 

Strategic decision-
making process 
dimensions, generic 
decision-specific 
characteristics, top 
management 
characteristics, 
external corporate 
environment, internal 
firm characteristics, 
corporate 
performance 

Multi-method in-depth 
field study, including 
semi-structured 
interviews, 
questionnaires, and 
archival data sources. 
 
Quantitative analysis, i.e. 
regression modeling and 
correlation 

 
The instruments used in this thesis are organisationd in table 8.3 below. 
 
Table 8.3. Summary of instruments used 
Instrument 
 

Category Adopted from Title 

4-Cs Research 
Approach 

Research design Yin, 2003 ‘Case Study Research: 
Design and Methods’ 
 

Single case study Case study design Yin, 2003 ‘Case Study Research: 
Design and Methods’ 
 

Research protocol Data collection 
procedure 

Yin, 2003 ‘Case Study Research: 
Design and Methods’ 
 

Interview protocol Data collection 
procedure 

Papadakis et al., 1998 ‘Strategic Decision-
Making Processes: The 
Role of Management 
and Context’. 
 

Interview design Data collection 
procedure 

Minichiello et al., 1995  ‘Interview Processes’ 
 
 

Questionnaire design Data collection 
procedure 
 

See above table See above table 
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8.2 QUESTIONNAIRE 
 
This research is being conducted by University researchers to examine the impacts of 
external shock events on strategic decision-making in your organisation.  This study will 
be used for academic purposes and the results will be organisationd for your records.  
You will not be directly identifiable in the final thesis or published papers.   
 
Research Team: Lloyd Milliner 
   Research Student - Griffith University 

Home Tel.: 07-3341-7880, Mobile: 0410-150-440 
E-mail: Lloyd.milliner@student.griffith.edu.au
 
Principal Supervisor: Dr. Ingrid Bonn 
i.bonn@griffith.edu.au
 
Associate Supervisor: Ms. Sharyn Rundle-Thiele 
s.rundle-thiele@griffith.edu.au

 
 
By signing below, I confirm that I have read and understood the information sheet and in 
particular have noted that: 
 

• I understand that my involvement in this research will include a completion of a 
questionnaire; 

• I have had any questions answered to my satisfaction; 
• I understand the risks involved; 
• I understand that my participation in this research is voluntary; 
• I understand that if I have any additional questions I can contact the research 

team; 
• I understand that I am free to withdraw at any time, without comment or penalty; 
• I understand that I can contact the Manager, Research Ethics, at Griffith 

University Human Research Ethics Committee on 07 3875 5585 (or research-
ethics@griffth.edu.au) If I have any concerns about the ethical conduct of the 
project; and 

• I agree to participate in the project. 
 
Name  _______________________________________________________ 
 
Signature _______________________________________________________ 
 
Date  _______/_________/_________ 
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QUESTIONNAIRE 
 
These questions are designed to determine whether externally generated shock events 
have an impacted on strategic decision-making at GCAL. In order to have the same 
understanding about the key terms I have provided the relevant definitions I use in my 
thesis. These are: 
 

Strategic decision-making: 
 
The process of formulating a strategic, long-term plan, after considering 
available options and exercising choice, in order to achieve a particular objective 
that will enhance an organisation’s position in a competitive environment. 
 
Shock event: 
 
A sudden and unexpected externally generated event that causes significant 
stress in the tourism and travel industry. 

 
 
Please attempt to answer ALL questions even if you are not a member of a particular type 
of decision-making group (e.g. Board of Directors or Top Management Team). 
Perceptions and opinions are just as valid in this research as are the facts. Simply tick the 
box you find most appropriate. If you are unsure about a particular question, please tick 
‘don’t know’. 
 
All questions relate to the immediate weeks and months following a shock event. The 
questionnaire is not about right or wrong but about how decisions were made at GCAL 
under such circumstances. 
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STRATEGIC DECISION-MAKING PROCESSES 
 
 
Question Strongly 

disagree 
 
 

1 
 

Slightly 
disagree 

 
 

2 

Neither 
disagree 

nor 
agree 

3 

Slightly 
agree 

 
 

4 

Strongly 
agree 

 
 

5 

Don’t 
know 

 
 

6 

1. Immediately after a shock 
event strategic decisions are 
made after extensive analysis of 
all options available. 
 

      

2. Strategic decisions after a 
shock event are not final until all 
the team members agree that the 
decision is acceptable to them 
 

      

3. The team believes that shock 
events provide more 
opportunities than threats 
 

      

4. The team specifically 
identifies the causes of problems 
before making important 
strategic decisions. 
 

      

5. The CEO inspires confidence 
as a strong strategic decision 
maker after a shock event. 
 

      

6. After a shock event the team is 
more reactive than proactive. 
 

      

7. After a shock event there is no 
time to conduct comprehensive 
analysis. 
 

      

8. Consultation among the team 
will lead to a better 
understanding of the problem at 
hand. 
 

      

9. When final decisions are 
reached after a shock event, it is 
common for at least one member 
of the team to be unhappy with 
the decision. 
 

      

10. After a shock event the CEO 
is the ultimate decision maker 
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11. Based on the given definition above, can you give an example of a shock event that 
had the greatest impact since your time at GCAL? 
________________________________________________________________________ 
 
________________________________________________________________________ 
 
________________________________________________________________________ 
 
 
ABOUT YOU 
 
15. Age 
 

16. Education (highest qualification)  

18-24  TAFE/Polytechnic    

25-34  University (Batchelor)    

35-44  University (Masters)  

45-54  University (PhD.)  

55+  Other____________________  

 

 
17. No. of years at GCAL 18. No. of years as senior 

executive at GCAL 
 

19. No. of years as non-
executive director at GCAL 

Less than 1  Less than 1  Less than 1  

2-5  2-5  2-5  

6-10  6-10  6-10  

11-15  11-15  11-15  

16-20  16-20  16-20  

Over 20  Over 20  Over 20  

 
20. No. of senior posts at 
GCAL held before current 
position 
 

21. No. of years as senior 
executive with other 
organisations 

22. No. of current non-
executive directorships in 
other organisations 

None  Less than 1  None  
Less than 1  2-5  Less than 1  
2  6-10  2  
3  11-15  3  
4  16-20  4  
Over 4  Over 20  Over 4  
 
Thank you kindly for your participation. Your time is greatly appreciated.       
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8.3 INTERVIEW PROCEDURE 
 
 
PURPOSE 
 
The purpose for the interview is to attain a deeper understanding of the processes 
involved in strategic decision-making after a shock event but also a better understanding 
of the influence of individual’s perceptions about shock events and strategic decision-
making. 
 
 
STRUCTURE 
 
The interview will proceed in three main stages, i.e.  
 

a) The pre-interview stage is comprised of greeting, establishing rapport (light 
conversation), verbally explaining the procedure of the interview, and obtaining 
informed consent. 

b) Completion of the questionnaire. 
c) The interview stage is as laid out below. The time allocated is 1 – 1½ hours. 
d) The post-interview stage consists of formally closing the interview, thanking the 

respondent for participating, maintaining rapport (light conversation) and bidding 
farewell. 

 
 
INTERVIEW 
 
IINTRODUCTION 
 
The first two questions were designed to ease the respondents into the interview and also 
to establish pre-shock decision-making processes and shock identification, i.e. what was 
perceived as shock event by the respondents based on its impacts. 
 
Pre-shock & shock identification 
 

1. How do you normally make strategic decision? Prompt: What process do you 
follow? 

 
2. In the questionnaire, you identified ‘X’ as the event that impacted the most on 

GCAL. How did ‘X’ impact on GCAL’s strategy?   
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DECISION-MAKING PROCESSES 
 
Rational/Analytical 
 

3. How did X affect your decision-making? Prompt: what kind of decisions and how 
did you make them? Why was it done this way?  

 
4. After shock event ‘X’, how did you analyze the impact ‘X’ had on GCAL? 

Prompt: Did you look at all or some options? 
 

5. How do aviation regulations part affect your decision-making process when 
dealing with the impacts of shock events? Prompt: Example? Do you think this is 
of advantage or disadvantage? Why? 

 
Consultation/Consensus 
 

6. Who were the key participants in making strategic decisions after the shock 
event? Prompt: Were there others involved outside the executive team and the 
BOD? Was everyone’s view considered? Why or why not? 

 
7. When forming a strategic decision, is team agreement a pre-requisite before 

implementing the decision? Prompt: Why or why not? 
 
Incremental/Opportunistic 
 

8. If a strategy-changing opportunity emerges as a result of a shock event, do you 
take immediate advantage of it? Prompt: Do you plan for opportunity? 

 
9. When becoming aware of a possible strategic opportunity after a shock event, 

how do you go about working towards such an opportunity? Prompt: Do you take 
it as quickly as possible or do you work on it gradually over time? 

 
DECISION MAKERS 

 
10. Was the BOD involved in strategic decision-making after a shock event and if so 

how? Prompt: Is this the normal procedure or just in n emergency? 
 
11. After shock event ‘X’ happened, did Mr. Chant or the BOD made lone executive 

decisions? Prompt: Why? Do you feel it should be done differently? 
 

12. What was your role in the process of deciding on strategic decisions after a shock 
event? 
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PROBLEM FRAMING 
 

13. Do you believe the entire team should analyze the nature of the problem? Prompt: 
Why? 

 
14. In your opinion, what would be the best way to reach a quality strategic decision 

after a shock event? 
 
CLOSING 
 
These last three questions were designed to bring the interview to a close but also to 
explore further dimensions of strategic decision-making. 
 

15. Do you believe that shock events such as 9/11, Ansett or SARS have an impact on 
GCAL’s long-term strategy and if yes, in what way? 

 
16. Overall, what lesson did you learn, if any, from the experience of ‘X’?  

 
17. How could GCAL improve strategic decision making after shock events in the 

future?  
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8.4 RESULTS 
 
8.4.1 Questionnaire Data 
 
 
Table 8.4. Questionnaire data 
Q. No. 
 

St. Disagree Sl. Disagree Neither Sl. Agree St. Agree Don’t know 

1 1 2 1 2 3 0 
2 2 3 1 3  0 
3 1 2 1 4 1 0 
4  1 2 3 3 0 
5 1 1 1 1 4 2 
6  2  2 2 2 
7  2 1 5  1 
8     9 0 
9  1 3 2 3 0 
10 1   2 6 0 
 
Table 8.5 Which Shock event? 
Shock event 
 

No. of responses 

Ansett 4 
SARS/Bali/Sep 11 2 
Helicopter crash 1 
None 2 
 
 
8.4.2 Interview Data 
 
Table 8.6. Responses to question 1 
No. 
 

Response Code 

A “The SMT meets once a week to have a more strategic approach at that 
particular meeting, our CEO’s philosophy is very much that you get on and 
run the day-to-day operational yourself, but the strategic issues we talk 
over…ultimately you’ll make a recommendation to the CEO” 

Rational 
Consultation 

B “We have in the past I suppose conducted a business planning 
session,…we’ve had a number of work-shops as a team; the presentations 
have been as a team, after we’ve done all, each our own pieces of work 
we’ll come back to the team and discuss…and then obviously once we’ve 
agreed as a team and [the CEO] has approved, then it will go to Board.” 

Rational 
Consultation 
Consensus 

C “We normally develop a 5-year master plan and then work it back and 
break it up into 1, 2 or 3-year sections. The management team does the 
preliminary work and presents it to the board. The plan is then ratified by 
the board.” 
 
 

Rational 
Analytical 

 148



Lloyd Milliner – M.Phil. Thesis 2006 – Graduate School of Management 

D “Generally we do form working groups within the SMT depending on what 
issue we are trying to resolve… each contributing their expertise to the 
overall project and we brainstorm it together. Generally one person is the 
champion of that project.” 

Rational 
Consultation 

E “Normally…we have a rolling five-year business plans, so we have an annual 
planning process that generally starts about half way through the middle of a 
financial year, to develop and review the five-year plan and to develop the annual 
plan for the next financial year, that’s then normally taken to the board in draught 
form …we’ve really only adopted this process in about the last twelve months… I 
suppose it’s an interactive session … to determine the strategic direction” 

Rational 
Consultation 

 
Table 8.7. Responses to question 2 
No. 
 

Response Code 

F “We lost 40% of our revenue - overnight. That crystallised in our own 
minds, something that we had been working through, which was that we 
wanted to get out of the regime of landed tons, and into a charging regime 
of a passenger service charge.” 
 

Justification 
Opportunistic 

G “…obviously the collapse of Ansett was a major significant impact which 
this airport handled rather well in relation to the acquisition of the Ansett 
terminal and then converting it into a combined international domestic 
facility over there.” 
 

Opportunistic 

H “…the company’s direction had to change, to not only become a landlord 
but become an operator in the terminal, to open up a multi-user terminal, 
to take on board new opportunities or commercial opportunities in the 
terminal which previously they had no control…” 
 

Opportunistic 

I “Ansett collapse resulted in a 40% loss of revenue over-night. We had to 
take immediate action.” 
 

Justification 
Opportunistic 

J “Ansett probably represented in about the order of about 40 percent of our 
revenue.” 
 

Justification 

 
Table 8.8. Responses to question 2 
No. 
 

Response Code 

K “They impacted on me because they really changed the operation… it put 
an extra 5 minutes onto processing time in immigration… I guess from 
strategic planning it didn’t change…” 
 

Departmental impact 

L “The only one that I think sort of as a significant shock event was SARS 
and I really don’t believe there was any decision that could be made by 
GCAL, strategic or implementational wise that could have had any 
impact…” 

No impact 
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Table 8.9. Responses to question 3 
No. 
 

Response Code 

M “Decision-making would have been changed… there was no time… you 
had to make the decision quickly, had to decide what was the best way to 
go forward and the point from the decision to invest to the start of 
construction was much, much shorter…” 
 

Speed 
Opportunistic 

N “Initially it was all about survival as a company. We immediately went to 
the government to negotiate a substantial increase in airport charges. We 
increased the charges by 170%…that was the only alternative we had if we 
were to survive. It was a clear-cut position.” 

Survival 
Speed 
Opportunistic 

 
Table 8.10. Responses to question 3 
No. 
 

Response Code 

O “Now at this time we didn’t have the current management team in place, 
though we did have a strategic plan effectively worked out by myself and 
the board…” 
 

Centralised 
decision-making 

P “You have to remember that at that particular time it was a very different 
management structure…a lot of our services were outsourced, and 
indeed…the Managing Director, … the General Manager, (were) 
responsible for all the services… that’s not the way it happens now…” 

Structure change 

 
Table 8.11. Responses to question 3 
No. 
 

Response Code 

Q “We’ve had things imposed on us, in terms of things to do like CBS check-
bag-screening…all international and now domestic hold baggage will have 
to be screened for explosives… our strategic thinking…wouldn’t have 
necessarily delivered something like that…” 

Departmental impact 

 
Table 8.12. Responses to question 3 
No. 
 

Response Code 

R “But the process was that we met, we discussed it with our…advisers…and 
then we went ahead.” 
 

Analytical 
Rational 
Consultation 
 
 

S “There is an airport emergency plan. There is actually a fair amount of 
disaster planning… this room becomes the emergency operation center…” 
 

Analytical 
Rational 
Process 
 

T “…there is a framework there, you’re able to get a decision through, you 
know the guidelines, you follow the guidelines, you push it through as 
quickly as you can and it’s done.” 

Analytical 
Rational 
Process 
 

U “…because there is a standard procedure, we just adhered to that.” Analytical 
Rational 
Process 
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Table 8.13. Responses to question 4 
No. 
 

Response Code 

V “We had a look at it, we could see our revenue streams diminishing, we 
could see we had a facility…that was vacant, we could see that we had 
fewer aircraft…” 

Analytical 
Consultation 
Opportunistic 
 

W “…we analyse our financial position every year…on a monthly basis or on 
a daily basis record the airline seats…we record the load factors, you know 
so we keep pretty close watch on those things that drive us…when you lose 
somebody whose nearly half your customer base, it doesn’t take too long to 
know that by forecasting out…what sort of problems you’re going to be 
in…and we look at a route by route analysis of how our airlines are going 
now…” 

Analytical 
Consultation 
Rational 
 

X “It was very straightforward… We took immediate action on this…in 
consultation with the management team, looked at all the…areas that 
would be affected by revenue loss and decided what to do about it.” 

Analytical 
Speed 
Consultation 
Rational 
 

 
Table 8.14. Responses to question 4 
No. 
 

Response Code 

Y “…we meet on weekly basis as the senior management team.…but in 
addition to that we actually have strategic meetings and whereby we 
actually might discuss the alternative strategic way” 

Analytical 
Consultation 
Rational 
 

Z “… it’s a mixture of hallway chat and one-on-one in the office…” Consultation 
Informal 
communication 
 

AA “…normally we do scenario planning so we look at three scenarios 
usually. Always low, medium, high… I probably do about four forecasts a 
year based on different events happening and monitoring what’s going on 
in the world trends and things like that…” 

Analytical 
Rational 
 

 
Table 8.15. Responses to question 5 
No. 
 

Response Code 

AB “Airports are heavily controlled and we have to deal with a large number 
of organisations…” 

Constraint 

AC “Well clearly, the regulation of the airport price-wise was the single 
biggest factor that we had to contend with…” 

Constraint 

 
Table 8.16. Responses to question 5 
No. 
 

Response Code 

AD “It probably comes down to the exercise whereby the government would 
mandate certain things...in our organisation that would be raised within the 
senior management team…and the decision is made accordingly… 
unfortunately the government probably have a…well… bureaucrat, 
probably have a more…you don’t get a decision when you need one.” 
 

Constraint 
Consultation 
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AE “It’s an advantage in that if the government says ‘Thou shalt supply this 
particular security facility’, we don’t have a choice, therefore we have to 
go and purchase it, we have to supply it, and we on-charge the airlines for 
the provision of that facility, and the airline can’t even argue with us, 
because it’s not our fault.” 

Process 

 
Table 8.17. Responses to question 5 
No. 
 

Response Code 

AF “If you’re looking at a major piece of work, there are certain approvals 
that are required, so the type of decision we would, how we make the 
decision would be determined on what level of approval is required; it 
would be determined by who that approval is coming from…Shock events 
in my opinion create some opportunity to get those approvals…” 
 

Constraint 
Consultation 
Problem solving 
Opportunity 

AG “…the decision was made to go to the regulator to change the 
regulations.” 
 

Constraint 
Problem solving 

AH “…Ansett, made us potentially [a] basket-case, so clearly we had to change 
the whole regime of regulations…” 
 

Constraint 
Problem solving 

 
Table 8.18. Responses to question 5 
No. 
 

Response Code 

AI “Well anything that’s regulated is number one, so basically anything we 
do, it isn’t really a decision-making process, we just have to assume that’s 
what… once it’s regulated we got to make it happen…” 

Process 

 
Table 8.19. Responses to question 6 
No. 
 

Response Code 

AJ “The CEO and the Board, mainly the CEO; he drove that process…” 
 

Centralised 
decision-making 
 

AK “The Board! The management team would present scenarios to (be) 
considered…but the actual decisions were made by the Board.” 
 

Centralised 
decision-making 
 

AL “The CEO and the Board.” Centralised 
decision-making 
 

 
Table 8.20. Responses to question 6 
No. 
 

Response Code 

AM “The CEO…, myself, we had a very good legal adviser, we had good 
financial advice from ‘XYZ’, and our chairman of the board… I was a 
central player to it … and was one of the real key people [around] the 
CEO…” 
 

Consultation 

AN “…there was only (the CEO) and one other guy…effectively a project 
manager...” 
 

Consultation 
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AO “Well, I suppose (the CEO), obviously the gentleman from Manchester 
Airport, the then Chairman, and the Board…” 
 

Consultation 

 
Table 8.21. Responses to question 6 
No. 
 

Response Code 

AP “Well, it’s just our team…senior management team…I’ve got a fantastic 
terminal manager and customer service team… I rely on them very heavily 
for advice.” 
 

Consultation 

AQ “Normally I get my staff to help me with planning and getting the data, like 
getting the research data so that we can sit and brain storm it…And then I 
take it to the senior team meetings and then we work on it there. It’s usually 
a collaborative decision…” 

Consultation 

 
Table 8.22. Responses to question 6 
No. 
 

Response Code 

AR “I’d consult the key people and the board… it might not always be a team 
decision.” 

Consultation 

 
Table 8.23. Responses to question 7 
No. 
 

Response Code 

AS “If I’ve got a crisis on my hands, where there is safety involved or anything 
like that, I make the decisions… certainly consensus is obviously the way to 
go, but there are certain circumstances where you’re just, not going to get 
it.” 
 

Centralised 
decision-making 
Consultation 

AT “I think (the CEO) makes the call anyway… if in our team a few people 
didn’t agree - he would make the final decision…” 
 

Centralised 
decision-making 

AU “I think team agreement would be a pre-requisite when making a business 
plan…to the issue though of shock event, I doubt you would get team 
agreement…because a decision would need to be made very quickly… but 
the team needs to be heard…. There’s definitely consultation.” 
 
 
 
 

Centralised 
decision-making 
Consultation 

AV “In this case the board is the team that makes the ultimate decisions. 
Decisions are taken on a majority basis… Interestingly enough, after Ansett 
we operated on only a simple majority basis rather than super majority 
basis.” 
 

BOD consensus 

AW “No, its not. Depending on the decision though…. whether its 
departmental…that is a stand-alone decision…but if its something that 
affects more than one department…then you consult with those other 
people that it will have an impact on.” 
 
 
 
 

Centralised 
decision-making 
Consultation 
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AX “I would suggest yes, as a modus operandi I would suggest yes, but not the 
whole team, at least the business managers, the three GMs yes…If it’s 
impact on the business; if it’s not impact on the business then 
no…[otherwise]…well then CEO rules…CEO’s got to make a decision.” 
 

Centralised 
decision-making 
Consultation 
Limited consensus 

AY “No not always, because I’m directly reporting to the Managing 
Director…I will brief the Senior Management team about it in our weekly 
meetings, and ask for their feedback. Usually it’s a decision that’s made 
between myself and the Managing Director.” 
 

Centralised 
decision-making 
Consultation 

AZ “I think when it comes to these crisis events at the end of the day the CEO 
got to call the shots, you don’t want paralysis by analysis…you know, a lot 
of it is run by intuition, by gut feel…” 

Centralised 
decision-making 
Intuition 

 
Table 8.24. Responses to question 8 
No. 
 

Response Code 

BA “If we see an opportunity arising we analyze the potential and if it is of 
strategic benefit to us we go for it…” 
 

Culture 
Pro-activity 
Opportunistic 

BB “…we’re all open minded to opportunities and we’re looking for these 
opportunities.” 
 

Culture 
Pro-activity 
Opportunistic 

BC “So generally our philosophy as a company is to always look at new 
opportunities and exploit them.” 
 

Culture 
Pro-activity 
Opportunistic 

BD “…certainly if an opportunity presents itself…you tend to jump on board.” Culture 
Pro-activity 
Opportunistic 

 
Table 8.25. Responses to question 8 
No. 
 

Response Code 

BE “Absolutely…in fact you could say that that’s exactly what we did, we took 
advantage of the fact we had a shock event that enabled us to get a decision 
from the government that would have otherwise have taken months and 
months and months…” 
 

Opportunity 

BF “…they took advantage of the fact that they had that terminal for free 
because Ansett collapsed so that was probably the best thing that ever 
happened to the airport…” 
 

Opportunity 

BG “Ansett is very much a case in point, we have really prospered since the 
demise of Ansett… so while in the depths of despair I suppose we did see a 
light ahead, and that ultimately we thought that we would get Virgin and 
here, and that’s proven to be true…” 

Opportunity 

 
Table 8.26. Responses to question 8 
No. 
 

Response Code 

BH “Ah, Opportunistic is probably too strong a word, I would say that we are 
pro-active…” 
 

Ethics 
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BI “That’s…ethical… for an example, like you’d never in your advertising 
campaign say you can’t go to Bali but come to the Gold Coast, so there’s 
only ethical, that’d be an opportunity but you wouldn’t draw on it because 
you don’t make obvious gains out of somebody else’s distress you know.” 
 

Ethics 

BJ “Subject to what the opportunity is; various opportunities that arise from 
shock events, you’ve got to be careful not to abuse the system though… 
yeah I think you need to take those advantages you lawfully and in your 
conscience you can… I’d class them as a moral team.” 
 

Ethics 

BK “…the opportunity, you’ve got to sell it very carefully to the community, 
that you don’t be seen to be taking opportunity [advantage?], it’s really a 
community relations exercise.” 

Ethics 

 
Table 8.27. Responses to question 9 
No. 
 

Response Code 

BL “It all depends on the… like for instance, with the shock event of Ansett… 
we took over the terminal as quickly as we possibly could… we’re talking 
about a 10 million dollar project...the CEO…he has his reporting 
responsibilities to the board and our shareholders…” 
 

Speed 
Process 

BM “If you’re talking about how you’d make those decisions I think you’d have 
to make them pretty quickly… we still have processes, we still have to put 
stuff to our board…” 
 

Speed 
Process 

BN “I think you’d try to implement it very quickly after a shock event… 
management at the time did not ponder on it, they made an informed, quick 
strategic decision which probably was not analyzed as much as if there 
were no shock event.” 
 

Speed 
 

BO “We make certain strategic decisions quickly but we implement them 
gradually over time.” 
 

Speed 
 

BP “Quickly is best…depending on how much of a calculated decision it is.” Speed 
 
Table 8.28. Responses to question 9 
No. 
 

Response Code 

BQ “… we still have processes, we still have to put stuff to our board, you 
know, particularly if it’s a license that’s going to take any long time, or 
money, still got to go to our board…” 
 

Process 
Incremental 

BR “Apart from the immediate drop in passenger numbers, Ansett also affected 
the terminal use. We took advantage of an opportunity to run the terminal 
ourselves. This took about 2-3 years.” 
 

Incremental 

BS “…you could make a quick decision but only… subject to, your constraints 
of what your approving authority is… you can make decisions and get 
board approval to buy but you can’t make a decision to buy it.” 
 
 
 
 

Process 
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BT “…so I like feel-good stories so any opportunity to promote what the 
airport is doing for the community, it’s not just about let’s pat ourselves on 
the back it’s like we’re working ahead  for you guys, for the community for 
economically and environmentally, so anything we do along those lines I’m 
happy to promote…” 

Ethics 

 
Table 8.29. Responses to question 10 
No. 
 

Response Code 

BU “The board was heavily involved in the decision-making process and…met 
more frequently via the telephone during the Ansett crisis.” 
 

BOD decision 

BV “…the board has to make decisions on these things, management can only 
make recommendations on things that involve business-threatening 
events… that’s the way most companies work…” 

BOD decision 

 
Table 8.30. Responses to question 10 
No. 
 

Response Code 

BW “… the Ansett terminal – that happened before I was here, it was a very 
good move… but that decision was made by the CEO and the team… our 
board very rarely get in strategic decision-making…” 
 

CEO decision 

BX “That’s my observation with the CEO’s involvement with the board. He 
would keep them well informed to his ability.” 
 

CEO decision 

BY “… [the CEO was the decision maker?], definitely, except that all the way 
along he kept the board informed via his contact with the chairman. But 
certainly, in that process no, he definitely…he was.” 

CEO decision 

 
Table 8.31. Responses to question 10 
No. 
 

Response Code 

BZ “… there was a lot of telephone conversations between the CEO the 
Chairman, and the Chairman then has the responsibility to keep the rest of 
the board in the picture.” 
 

Consultation 
Consensus 

CA “…it’s, management…who sets the criteria, you know, for making the 
decision… if you’ve got the right relationship…you’re not out on a limb by 
yourself.” 

Consultation 
Consensus 

 
Table 8.32. Responses to question 11 
No. 
 

Response Code 

CB “You know, they must have done…they must have. They must have made a 
decision to re-develop the Ansett terminal for…a combined…international 
and domestic terminal…” 
 

BOD legitimate 
Centralised 
decision-making 

CC “The CEO is not the ultimate decision maker, the board is. However, the 
Managing Director (MD) is also part of the board and therefore a 
significant decision maker. Before making a strategic decision, we consult 
closely with the management team, particularly via the MD.” 
 

BOD legitimate 
Centralised 
decision-making 
Consultation 
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CD “They made that strategic decision…the detail of how you got there, that 
decision was probably very quickly arrived at, or that recommendation was 
very quickly arrived at, (by the CEO), in terms of where we should go, but 
effectively (the CEO) needed board endorsement to be able to implement 
those decisions.” 

BOD legitimate 
CEO effective 
Centralised 
decision-making 

 
Table 8.33. Responses to question 11 
No. 
 

Response Code 

CE “…and (the CEO) made that decision, now obviously keeping the 
Chairman in the picture, but that was a decision that he made and then 
basically kept the board in line with it… if any of the board members had 
have said no, sorry no we don’t proceed well it would have stopped…” 
 

CEO effective 
Centralised 
decision-making 

CF “I think it might have been the CEO who made the decision to take over 
Ansett, for example, I don’t [think] anybody here at the time would have 
disagreed with it, I think that decision came from him…” 
 

CEO effective 
Centralised 
decision-making 

CG “Definitely with the Ansett situation, he (the CEO) did…[there] wasn’t 
really a senior management team back then…” 
 

CEO effective 
Centralised 
decision-making 

 
Table 8.34. Responses to question 11 
No. 
 

Response Code 

CH “…we might not like it…but…the board is the board…they are also 
representative of our shareholders so they…have paid…to take on this 
business opportunity for running this airport. So I am respectful of their 
role…” 
 

BOD legitimate 
Centralised 
decision-making 

CI “I think there are single executive decisions that were made, some which 
were made and later ratified by the board… I think the answer to that is 
yes.” 
 

Centralised 
decision-making 

CJ “If its very severe shock event that has the potential to close down the 
airport or put us into bankruptcy [you] need an immediate decision within 
twenty four hours…The normal process of us brainstorming and that in a 
day wouldn’t happen…” 

Centralised 
decision-making 

 
Table 8.35. Responses to question 12 
No. 
 

Response Code 

CK “…post-shock most of my energies went into making sure that we made the 
most of the operational capabilities that we had…keep things operating.” 
 

Operation 

CL “I worked at Sydney Airport for many years… you’d all be called in and 
there’d be an immediate hot de-brief and work out, you know, the 
immediate short-term and then longer-term, and I would imagine that’s 
how it would happen here.” 
 

Consultation 

CM “Interestingly, I was actually here at that time but in a consultant role, so 
my role at the time which would not have been any different had really I 
been employed… but given as a consultant my role was principally about 
taking our financial results at the time and re-modeling them…” 

Analysis 
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CN “To do the research and to make some recommendations for the team to 
make the decisions.” 

Analysis 

 
Table 8.36. Responses to question 12 
No. 
 

Response Code 

CO “I had a lot of discussion with the CEO during the Ansett crisis and we 
worked very close together. We would then decide on what issues to put 
before the board to be decided upon.” 
 

Consultation 

 
Table 8.37. Responses to question 12 
No. 
 

Response Code 

CP “…at the end of the day depending on the nature of the crisis you have to 
make decisions, and I suppose I see my role as CEO in accepting that 
responsibility to make those decisions…and indeed accept the 
consequences of those decisions.” 

CEO effective 
Centralised 
decision-making 

 
Table 8.38. Responses to question 13 
No. 
 

Response Code 

CQ “…sometimes it’s good to have somebody who’s not, like…me…up to my 
neck in it so it might be great to have [other] people…there because they’re 
a little bit more distant from it, they might be able to see things differently.” 
 

Problem framing 

CR “It is always useful to have the entire team working on problem analysis. 
Here the team consists of the various specialist…each will make a 
presentation and recommendation…this will then be up for discussion and 
at the end the board will decide on the way forward.” 
 

Problem framing 

CS “I think probably the whole team needs to be involved to an extent that 
they’re briefed about it, but obviously on the team there are people who are 
more qualified in making those decisions…it probably is important that 
everyone is involved because they bring to the table different aspects.” 

Problem framing 

 
Table 8.39. Responses to question 13 
No. 
 

Response Code 

CT “…if it’s an issue that going to affect the whole of operation of our port 
then yes certainly I would. I mean one of the things that that drives [us] is 
that we’re so busy… it’s not going to affect my department, I don’t want to 
know about it, because I haven’t got time to worry about that…” 
 

Time constraints 
Pragmatism 

CU “Its not an isolation sort of thing but it’s an investment of the 
resources…an investment of the ruminant resources… again, it comes 
down to horses for courses but… probably…in relation to a very significant 
shock event…that would shift to a smaller team rather [than] to a larger 
team…” 
 
 
 
 

Time constraints 
Pragmatism 
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CV “Yes, but on the proviso that there is sufficient time. I agree wholeheartedly 
with… ideally on the team’s input but you’ve got to be pragmatic about it, 
if there is no time, if a decision has to be made quickly, you’ve got to make 
the decision.” 

Time constraints 
Pragmatism 

 
Table 8.40. Responses to question 13 
No. 
 

Response Code 

CX “… the nice part about that is that we trust each other, you know, and 
frequently out of courtesy, we don’t operate in vacuums.” 
 

Trust 
Respect 

CY “Its more where relevant… I mean that is the idea of the senior 
management team that we are all accountable for our big decisions so we 
should agree on it as a group… each of us is considered an expert in our 
own field of speciality.” 
 

Integrity 

CZ “I think probably the whole team needs to be involved to an extent that 
they’re briefed about it, but obviously on the team there are people who are 
more qualified in making those decisions…” 
 

Integrity 

DA “…depending on the nature of the crisis…on who are the key players, if it’s 
an operational activity and it’s confined to the airport well your really in 
the hands of your operational people, and some of the decision-making’s 
taken out of your hands in that case…” 

Trust 
Integrity 

 
Table 8.41. Responses to question 14 
No. 
 

Response Code 

DB “I think the best way to do it would be by informed analysis by the team, we 
arrive at a decision following informed analysis by the team.” 
 

Analytical 
Consultation 

DC “I certainly do believe in analysis for sure. It’s better to be pro-active than 
re-active, and I think analysis provides that opportunity for if it happens 
again.” 

Analytical 
Pro-activity 

 
Table 8.42. Responses to question 14 
No. 
 

Response Code 

DD “You pull out your existing strategic plan which you should have, and work 
out what amendments if anything need to be made as a result of the event 
and try to build on what you’ve got; there’s no point going back to square 
one and starting all over again; if you’ve got a strategic plan…with a good 
business plan… I think you need to do that as a team…” 
 

Rational 
Analytical 

DE “Well, I believe that we should have flexible strategy, business plan that 
enables us to have already collected the majority of the decisions so that 
when something like that does happen…” 
 

Rational 
Analytical 

DF “…the long-term impact is through the annual business planning process, 
that’s when the strategic decision should be made…” 
 

Rational 
Analytical 
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Table 8.43. Responses to question 14 
No. 
 

Response Code 

DG “Basically the first team-sit-down tends to be about the immediate… we’ve 
got lots of standard operating procedures in place to manage the event, and 
if you had a hot de-brief really that would just be to talk about how we 
managed it and stuff like that and the event, what the impacts were, we 
really need to do it again…” 
 

Consultation 
Analytical 

DH “I am a strong believer in team consultation to arrive at the optimal 
solution for the problem. This is how it is done at GCAL.” 
 

Consultation 
Problem framing 
Rational 
 

DI “Good preparation is key.” 
 

Preparedness 

DJ “I suppose being prepared is the first, that’s a pre-emptive strike if you 
like…” 
 

Preparedness 
Pro-activity 

 
Table 8.44. Responses to question 15 
No. 
 

Response Code 

DK “It has…Ansett falling over gave Virgin the opportunity for…dramatic 
growth opportunities. 9/11 changed the focus Australia’s traveling 
public…” 
 

Opportunity 
Positive impact 

DL “Yes, all the above reasons. Definitely, because we are a tourism port. 
Everything that goes on in terms of tourism affects us dramatically because 
it makes up 50% of people coming to the airport are traveling for 
holiday…” 
 

Impact 

DM “…it has had a major impact on all airports in Australia and 
internationally as well, so it has affected long-term planning I guess in 
regard to checked bags screening and that sort of thing, I mean there’s 
been federal government legislation… in relation to security so it’s had a 
pretty big, huge effect on the aviation industry which GCAL has had to plan 
for too.” 

Negative impact 

 
Table 8.45. Responses to question 15 
No. 
 

Response Code 

DN “Okay, global events, if it’s global, it affects whether we grow as a 
international airport or as a national airport and that’s it…if there’s a 
national shock event it changes the whole way of things… you might not 
change your business profile but you may change your decision on, on your 
investment decisions.” 
 

Opportunity 

DO “Oh yes, indeed they all do, Ansett and September 11 all occurred about 
the same time but the Ansett thing had a much more severe impact on us 
than SARS did, principally because we weren’t exposed to the international 
market to a large extent; indeed we have probably benefited from SARS, 
Bali and September11 because we’re a domestic holiday destination and 
people, international travel outbound by Australians reduced 
significantly…” 

Positive impact 
Opportunity 
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Table 8.46. Responses to question 15 
No. 
 

Response Code 

DP “I really don’t think that it does, I think you really have to think of the 
business that we’re in…or even in your personal life, make your life 
choices for yourself around what bad things might happen… we have 
different low, high and medium scenarios, but none of them are based 
around events like that.” 

No impact 

 
Table 8.47. Responses to question 16 
No. 
 

Response Code 

DQ “Not to be complacent, um, to have contingency plans in place, to have the 
capacity to analyze events very quickly and come up with a course of 
action…” 
 

Preparedness 

DR “That we can adapt quickly… I think we’ve learned two things – that it can 
be done and the need for a good business plan.” 
 

Flexibility 

DS Prepare for the unexpected! As part of being prepared we are now working 
very closely with the airlines, city councils and community so as to be 
always alert to changes.” 
 

Preparedness 
External 
communication 

DT “Be well prepared and just the importance of market intelligence and 
keeping updated.” 
 

Preparedness 

DU “What lessons did I learn? Well how the emergency procedures actually do 
function, and operate in real time…not to panic – it’ll be all right…” 
 

Rationality 

DV “Be prepared…develop the support and decision-making…systems… and 
know your business…we stick to our knitting because we know we can 
manage the business well…” 

Preparedness 
Knowledge 

 
Table 8.48. Responses to question 16 
No. 
 

Response Code 

DW “…all these events they pass, that’s the thing I’ve learnt, that they pass and 
people get back on airplanes and they fly and you know you have to make 
them feel safe and be safe and as diligent and vigilant as you can, but at the 
end of the day…they bounce back quicker so you know you will always get 
a blip but I think they tend to be brief… nothing’s going to stop aviation… 
and blips there will be but people are getting over them…” 

Natural adjustment 

 
Table 8.49. Responses to question 16 
No. 
 

Response Code 

DX “…so if that’s a lesson learned…I would be hard pressed to say that that is 
a consequence of any shock event. I think that’s a higher order, 
evolutionary sort of type what the company had to be originally when it 
first started versus what it needs to be now versus what it needs to be in the 
future.” 

Natural adjustment 
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Table 8.50. Responses to question 17 
No. 
 

Response Code 

DY “We could be a lot better at getting the team together and really sitting 
down and analyzing the information that we’ve got; be better at gathering 
the information, and better at analyzing the information…” 
 

Problem framing 
Intelligence 
Analysis 

DZ “I think we are already in the process of doing that. Whereas probably two, 
five years ago…Dennis would have set that strategic direction. Now he is 
devolving that down to us…it is our role to assist him and the board with 
the strategic direction where to go… So I think we are learning, we are 
becoming more and more understanding of our respective wants and 
needs.” 
 

De-centralised 
decision-making 

EA Probably we need to be more aware of our risk strategy...we probably need 
to be more involved and I probably need to share some more of my market 
intelligence with the rest of the team.” 
 

Risk analysis 
Intelligence 

EB Continuing to improve our business planning process, so that’s what it is… 
for long-term strategic decision-making… because you never get 
perfection, so just continuous improvement.” 
 

Planning process 

EC “Communications, yeah that’s something that’s probably lacking within 
this organisation at the moment… on all levels, and I think that’s because 
we have, I mean we’ve just had astronomical growth in the past twelve 
months, I mean we’ve just exploded, it’s just been incredible and while I 
think GCAL’S always been quite pro-active, we’ve had to be re-active in 
response to this phenomenal growth and there’s a lot of pressure 
associated with that…” 
 

Communication 

ED “I think we need to progress a lot of the initiatives that we’ve started…our 
risk management framework, that needs to be fine-tuned, and 
communicated…enhancing our effectiveness in intelligence 
gathering…[effects of fast growth] it’s a whole different array of decision-
making…” 

Risk analysis 
Intelligence 
Communication 

 
Table 8.51. Responses to question 17 
No. 
 

Response Code 

EE “It’s difficult for me because I haven’t seen us having to make a strategic 
decision after a shock event… our management team is really quite strong, 
there isn’t a person on that team that I wouldn’t value their ability or 
opinion to make the right decision if something like that happened…I’m 
assuming that we’d be okay.” 
 

Trust 

EF “At this stage I don’t see any major changes necessary. Our current 
decision-making process has worked well in the past, though we would 
improve areas in the process and refine it where we can.” 

Experience 
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