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Abstract

Aim: The aim of the research is to use the Healthy Organization Model to explore
what strengths and areas for development there are in the public administration,
what factors, processes, and characteristics there are in the public administration
in which the public administration works very well and effectively based on the
interview results of some organizations of the central public administration. In
this paper, I will focus on one of the 20 health-disease dimensions of the Healthy
Organization Model, which is decision-making. I will illustrate its functioning
through the examples of a few organizations in the central public administration.
Methodology: Conducting semi-structured interviews with leaders at various
levels in several central public administration organizations using an interview
guide based on the Healthy Organization Model.

Findings: There are organizations and units where this area functions exem-
plary; there are organizations and units where they face more difficulties in the
area of decision-making, but positive changes and efforts to solve difficulties
are visible. The leaders use several methods to make decision-making effective
within their jurisdiction, and they suggest possible solutions to the difficulties
in decision-making process.

Value: Based on the leader interviews, it was revealed which mechanism of
decision making in the central public administration is functioning exemplary,

The manuscript was submitted in English. Received: 10 December 2024. Revised: 07 March 2025.
Accepted: 11 March 2025.

Beliigyi Szemle, 20254 871


https://creativecommons.org/licenses/by-nc-nd/2.0/
mailto:pinter.nikolett88@gmail.com
https://orcid.org/0000-0001-7103-3836
https://m2.mtmt.hu/api/author/10069329
https://doi.org/10.38146/BSZ-AJIA.2025.v73.i4.pp871-891

and which mechanisms are functioning not so efficient. In those organizations
where certain mechanisms need to be developed, there may be possible to de-
velop them with the good practices applied in other organizations.

Keywords: organizational diagnosis, public administration, leader interviews,
decision-making

Human resources as an important factor in the competitiveness
of public administrations

At present, it is generally accepted that the state and public administration have
a key role to play in ensuring the competitiveness of the economy (Imre, 2009).
However, the state and the government (public administration) can only pro-
vide stability to economic actors if it is itself stable. There is therefore a clear
link between stability of governance and competitiveness. The efficiency of
the management of available resources is an important component of govern-
ance performance. One of the most outstanding of these is the conscious man-
agement of human capital, which is a store of knowledge. Innovative human
resources not only have the capacity to renew themselves, but also to help the
organization to improve its performance, i.e. to create value, and are therefore
of key importance for increasing competitiveness. In many respects, the role of
public administrations in supporting competitiveness depends on the selection
of officials, talents and leaders (Beliigyminisztérium, 2017).

Public sector earnings have remained below the competitive sector in every
year except 2008. Regional wage differentials in the public sector labor mar-
ket are relatively more limited due to the fixed wage scale within the public
administration, except in Budapest, which is home to central administrations
with higher wage scales. Despite the rising wage levels, salaries for white-collar
workers are still significantly lower in public administrations than in the com-
petitive sector, although to a different extent across regions. In Budapest, the
gap is smaller than average due to the higher wages of central bodies (Kaiser,
2017;2018). However, lower salaries compared to the competitive market can
lead to the absence or loss of talent.
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Bureaucratic operation

According to Weber, the characteristics of bureaucratic organization and man-

agement are:

* A permanent organization with a specialized function or functions, whose
actions are governed by rules. Durability and consistency within the organ-
ization are ensured by written rules and decisions.

» The organization is built on hierarchical personal relationships. The area of
authority within the hierarchy is clearly defined and the rights and duties of
civil servants at each level are defined.

* Personnel are separated from the ownership of administrative assets. Per-
sonnel members are personally free, accountable only to their superiors for
their impersonal official duties.

* The staff are appointed on the basis of their qualifications, i.e. they are not
elected. And promoted on merit.

» Staff are paid a fixed salary and are appointed for a fixed term. The rate of pay
depends on the rank in the hierarchy. Employment is continuous for a fixed
period and usually involves retirement (Weber, 1947, cited in Jenei, 2019).

At the same time, a competitive economy is based on the cost-benefit principle,
while in bureaucratic systems, the activities of the civil service will be ‘ration-
al’ according to a prevailing ideology, even if they are uneconomic or ineffi-
cient (Forgacs, 2019).

From the last century the number of civil servants increased as the number
of public tasks increased, making them indispensable for the professional, fast
and precise management of administrative tasks, therefore, Forgacs (2019) uses
an extended interpretation of the concept of a clerk, which considers all civil
servants’ bureaucrats.

On the side of the tasks to be performed, he defines this as three ever-widening
circles: 1. civil service central tasks (state administration, local administration,
military administration), 2. civil service in the broad sense (welfare institutions,
social tasks) and 3. civil service in the broadest sense (monetary economy, state
production and services) (Forgacs, 2019; Sallai, 2022). Forgacs (2019) argues
that the only common point between the competitive economy and bureaucracy
is that both seek to survive. The main differences between the two are: the com-
petitive economy acts goal-rationally (‘economically’), whereas bureaucracy
acts value-rationally (‘ideologically’). Another difference is that the private sec-
tor and the state bureaucracy do not have the same tasks Forgacs (2019). How-
ever, for the efficiency of public service delivery, it is worth adopting solutions
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from the competitive economy in terms of organizational logic and solutions
(Bordas, 2021; Barta, 2020). But mere efficiency alone cannot be a yardstick
for organizational performance (Lapsanszky, 2019). There is also a difference
in terms of remuneration, which means that the private sector pays for work on
a performance basis, while the public sector pays for work regardless of per-
formance. Public sector jobs are the result of political decisions that can be le-
gitimately changed at any time. Therefore, a change of political power, a reor-
ganization, the appointment of a new leader, internal tensions, an unfavorable
change in powers or responsibilities will have an impact on jobs because they
are independent of job performance. This is compounded by a lack of alterna-
tives: if the workplace climate is unfavorable or the official does not feel suffi-
ciently valued, they will usually stay and become resigned, whereas in such a
situation an economic worker simply changes jobs. In Europe, in a bureaucratic
culture, it is rare for civil servants to find a job in the competitive economy, for
a variety of reasons: the prestige of holding public office is higher for the indi-
vidual, the preference for ideal values over wealth acquisition, the competitive
economy does not provide a performance-independent long-term perspective,
and becoming an entrepreneur is risky, and it is not possible to find a job in the
competitive sector with specific public administration-related qualifications.
Furthermore, the internal network of relationships based on a favors-commit-
ment relationship in public administration is another reason why it is difficult
to move from public administration to the competitive sector. The characteris-
tics of the favors - commitment internal network of relationships based on the
obligation of favor are that it is formed by a series of mutual assistance and can
be established between certain positions, and that the official must abide by
its unwritten rules, otherwise they will join forces against him and the system
will expel him, which may lead to the weakening or even loss of his position
(Forgéacs, 2019; Sallai, 2022)

Steps and characteristics of decision-making

The decision-making process always starts with the identification of the cause
of the action and ends with the selection and implementation of one or more
variants of action, which may have different characteristics and be carried out in
different ways. Problems may be analytical or closed problems, the latter having
a solution that can be found logically, and deviation from it being the point at
which the link between the parts is broken. The other type is diffuse, multicausal
problems, where there is no single solution, but rather, due to their complexity,
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multiple solutions are required (Zoltayné Paprika, 1999; Weiss, 1991). These
include, for example, organizational and process problems, where the solution
to the problem may require multiple solutions to be applied simultaneously. A
problem arises when the decision-maker discovers that the perceived current
state is different from the desired one, so that the emergence of the problem de-
pends on the decision-maker’s perception. Problems can be placed on a straight
line according to their severity, with crisis situations at one end and opportuni-
ties at the other. Some of the steps in the decision-making process are impor-
tant and others are less important or can be dispensed with. There are two steps
that are part of any decision-making process: recognition and evaluation choice.
I.  The first phase is problem identification, which can involve two steps: at
this point, the decision-makers in the organization recognize that the current
state of affairs is different from the one they want in the present or the fu-
ture and decide to eliminate this difference, thus starting the problem-solv-
ing and decision process. The recognition of the problem, which includes
the initiation of the decision-making process, can be greatly influenced by
the characteristics of the decision maker(s) and the organization, which are:
1. The psychological characteristics and cognitive abilities of the decision
maker:
* Does they perceive, and if so, how, the signals that indicate a problem?
* How much information (signals) can they process?
* What are his/her attitudes and values about the perceived problem?
(A leader overwhelmed by ‘crisis’ problems is unlikely to recognize all the pos-
sibilities because stress can narrow his thinking. The question is what thresh-
old the signals must reach for the decision-maker to recognize the problem.)
2. According to the characteristics of the organization, the tools and methods
used by the organization to detect signs of problems are important for de-
cision-making. This may include monitoring certain indicators, studying
the environment, partners and competitive and institutional actors, etc. It
is important to ask what automatic mechanisms exist to trigger the deci-
sion-making process and what methods and incentives are in place to fa-
cilitate the identification of opportunities and problems, and what elements
and characteristics of the organization’s internal environment prevent this.
3. The characteristics of other organizational decision-makers and stake-
holders affected by the problem are worth paying attention to during
the decision-making process because, in the case of a conflict of inter-
est, some decision-makers may obstruct the detection of signals of the
problem (for example, if they are interested in the existing status quo) or
block the decision process from being initiated.
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II. The second step in the identification phase is the diagnosis: this is when the
problem is clarified and formulated. In crisis situations, this step is often
neglected by decision-makers due to time constraints and cognitive limita-
tions. Once the problem has been diagnosed, the decision-making process
is effectively under way, and resources are mobilized to solve the problem.

II1. The third stage of the decision-making process is the design of the solution.
There are three possible ways to develop a solution:

1. to find an alternative or alternatives that represent a ready-made solution
to the problem.

2. develop a completely new solution to the unique, novel problem.

3. adapting a ready-made alternative to solve the problem.

The development of the solution requires the most effort, commits the most re-

sources. This can be accomplished through one of two activities or by combin-

ing the two. The first activity is the search for alternatives that provide a ready

solution to the problem. Since alternatives are not available (Simon, 1982),

and since there is no chance of finding all the alternatives that might provide

a solution, it is necessary to decide which activity can be carried out in which

area, for how long and with how many resources. In the solution design pro-

cess, new alternatives may be developed for novel or unique problems where
no single ready-made alternative can be found or where the search for alterna-
tives has failed. Alternatives may exist which can only be adapted or reworked
to solve the problem (e.g. the installation of a purchased information system).

I'V. The final stage of the strategic decision-making process is the selection phase,
when the alternatives are already given and only a choice has to be made.
Even if an organization has the right methods for analyzing, evaluating and
choosing alternatives, it can easily fail if it makes mistakes in identifying
and diagnosing a problem (e.g. fails to recognize it, does not recognize it in
time, or defines it wrongly), or does not spend sufficient time and resources
in searching for alternatives or developing a new solution (Zoltayné Papri-
ka, 1999).

The Healthy Organization Model

The Healthy Organization Model (also known as the Joyful Organization Model)
was developed jointly by Imre Lovey and Manohar S. Nadkarni based on their
experience as organizational developers on five continents and is still used in
the context of organizational development and organizational consulting. The
model provides a comprehensive holistic framework for a better understanding
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of organizational health and illness and provides a novel way of analyzing or-

ganizations where it can be used to create a joyful and therefore effective or-

ganization (Lovey & Nadkarni, 2003).

The Healthy Organization Model defines organizational health as a holistic
condition in which the following six key criteria are met simultaneously and
at high levels:

» Satisfies the needs of its customers by providing high value to the custom-
er, thus legitimizing its existence and being able to sustain itself from the
continuous incoming revenues.

» Satisfies the needs of its members, its employees, by creating an environment
where members develop and know they are important, so they can achieve
their individual goals while also achieving the organization’s objectives.

» Satisfies economic requirements (financial requirements such as profitabil-
ity) by using resources in the most efficient and effective way to achieve
objectives.

+ It strikes a balance between these three fundamental objectives by creating
a structure and culture that helps to ensure that the three objectives are tak-
en into account together in the decision-making process.

» It grows, thrives and evolves over time, enhancing its capabilities and/or
capacities to meet increasingly complex challenges.

* Living in harmony with its environment.

(Lovey & Nadkarni, 2003)

According to the model, in the dimension ‘Indecision Making - Effective De-
cision Making’, if an organization is characterized by indecision making dis-
ease, then the decision-making process in the organization takes too long. By
the time a decision is made, circumstances may have changed. Because the
organization’s decision-making mechanisms do not respond to environmental
challenges in a timely manner, this can lead to significant losses or lost bene-
fits (Concordia 2010).

I have chosen this model of organizational analysis because the Healthy Or-
ganization Model is capable of exploring an organization’s strengths (‘health”)
and areas for improvement (‘disease’) along 20 dimensions, providing a de-
tailed analysis of an organization across a large number of dimensions at a time.
The model can measure deviation from the ideal state (‘health’) not only in one
direction (negative), but also ‘too good’, as not only deviation in the negative
direction can cause dysfunction but also overuse of the positive side. The crea-
tors of the model also address the co-occurrence of organizational diseases: they
have worked out which organizational disease may co-occur with which other
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diseases. This can help with the prevention of organizational diseases, because
it is possible to take care that if a disease is not already present in the body, it
does not develop. A warning sign may be that if there is a disease that has al-
ready developed, then more attention can be paid to preventing the diseases that
are likely to occur with it before it develops. The model has Hungarian impli-
cations (one of its creators) and results in the competitive sector, so it may be
possible to compare results in the public and competitive sectors.

Research questions

The aim of my overall research is to use the Healthy Organization Model to ex-
plore, based on the results of some organizations in central administration, what
strengths and areas for improvement are present in the different dimensions in
the public administrations under study. What factors, processes and character-
istics are found in public administration in which the public administration or-
ganizations are effective and efficient, and in which are there deficiencies and
less efficient operations? Diagnostic research on these organizations would fill
a gap in public administration, because at present there is no unified develop-
ment methodology for public administration that includes several dimensions
and their possible interrelationships and interdependencies. In this paper, I will
present the ways of working, mechanisms, good practices, good examples, dif-
ficulties and obstacles related to decision-making, with possible causes. What
factors help or hinder informed decision-making in some central administrations?

Qualitative research: the interview

The research method was an interview, including a semi-structured interview, for
which I prepared an interview guide based on the Healthy Organization Model
with main and sub-questions based on the dimensions of the model. The inter-
view questions (mostly the main questions) are open-ended questions related
to the dimensions of the model, in order to avoid suggestive questions, to give
leaders a sense of what answers are expected and to allow them to express their
thoughts more freely on the topic (dimension). And the sub-questions on the
given topic (in this case, decision making) were about what is working very
effectively and efficiently and what is causing difficulties for the organization
and for the own unit, department in the organization. What do you think is the
reason for the way it works? I interviewed leaders at different levels, almost all
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of them in person, on one or more occasions. The interview took about 1-1.5
hours. With a few exceptions, the leaders contacted were open to being inter-
viewed and answered the questions asked honestly. Interviews were conduct-
ed in 2023 and 2024.
The interviews with leaders provide a basis for seeing which dimensions and
statements are not applicable in public administration or are applicable but
only with changes to the original questionnaire items. The results of the inter-
views can be used as a basis for rewriting the items, or even the dimensions, of
the original questionnaire for the competitive sector. Some concepts cannot be
applied to public administration in a one-to-one way (e.g. customer, market).
The management interviews could therefore provide the basis for a question-
naire adapted to public administration, suitable for a larger sample survey.
The main analytical aspects of the interviews are
*  What is exemplary in the unit, department, division (it is effective and effi-
cient, it could be a good example for other units, other organizations).

* What the leader interviewed is not satisfied with or thinks is not working
effectively, is difficulty (areas for improvement).

*  What reasons, suggestions for solutions, other emerging issues (e.g. specific
organizational or unit characteristics) could they mention?

The sample and its characteristics

In order to find the interviewees, I used several sampling procedures:

* Access-based sampling, where the sampling is decided by the group, insti-
tution or location to which the researcher has access.

» Convenience sampling, where individuals who are currently available are
included in the study, i.e. in this case, which leaders in which organizations
were open to being interviewed.

+ T alsoused the snowball sampling method, which is to go through one per-
son under study to the next, through that person to the next, and so on. In
this case, at the end of the interview, I asked the leader, or staff member in
the organization who they thought would be open to this interview in the
organization or in another organization.

I'have processed the results of the research anonymously and in aggregate, and
the identities of the leaders and their personal responses are confidential. The
table below shows the distribution of organizations and leaders in the sample
subject to confidentiality.
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Table 1.
Interviewees by organization

Organization Number of interviewees

Organization ‘A’ 2 people (Head of Department, Head of Division)

Organization ‘B’ + back office 8 people (Head of Department, Head of Division, Deputy State Secretary)
of Organization ‘B’ + 2 people (Director and Head of Division)

Back Office ‘C’ 2 people (Head of Division, Head of Department)

Organization ‘D’ 1 Head of Division

Note. Author’s own editing.

Organization B was over-represented in the sample, with many more interview-
ees in this organization. This is a large organization with many specializations
and professions, so the sample was heterogeneous within the organization as
well, because leaders from many different specializations were interviewed.

In those organizations where fewer interviewees were interviewed, they were
still able to provide a sufficient amount of information about the functioning of
the whole organization, as they were interviewed about the whole organization
and their own unit, and also because these interviewees work at different man-
agement levels, and so the picture is even more complete because they have a
view of the organization at different levels.

Presentation of results

In this paper, I will present in detail the decision-making process and the pos-
itive and negative examples and suggestions to help decision-making, based
on the interviews.

Part of the interviews were conducted, and part of the findings are the result
of research carried out in the framework of the Home Affairs Research Coun-
cil’s ‘Research in Home Affairs’ academic internship programme.

The interviews as a whole show that public administrations are characterized
by the fact that they implement government decisions. In most cases, deci-
sion-making takes place at different levels of management. There is a regulat-
ed hierarchy in decision making, where decisions are made by those who have
the authority and competence to make the decision.

I have analyzed the responses to the interview questions on decision-making
along the following analytical criteria, based on which I present the ways of
working, good practices, difficulties, obstacles, possible causes, barriers and
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facilitators to decision-making and suggestions for improving decision-mak-

ing mechanisms.

* Do you have the data and information to make informed decisions? To what
extent is information overloaded or a lack of information?

* Are decision-making powers clear?

* Do decision-makers at their level take responsibility?

* Are alternatives clearly visible and analyzable?

* Are the decision criteria present?

* Are decisions taken on time or are they delayed as long as possible? If not,
what is preventing it?

* To what extent are the decisions comprehensible to the actors in the next
decision chain?

Availability of data and information for informed decision mak-
ing, information overload, lack of information

Based on the management interviews, there is generally sufficient information
available for informed decision making in the organizations surveyed. Possible
decisions are documented in writing, in notes, which can be countersigned and
annotated. There is also an obligation for written documentation between subor-
dinates and their line leaders, which is usually preceded by a verbal discussion.
For example, it is particularly important for a middle manager/leader to explain
(thus provide information) to his subordinates on the outcome of decisions.
Inadequate information is available for sound decision-making when time
pressure (short deadlines) across departments, divisions, units, organizations
is also reflected in decision-making. Because there are short deadlines for deci-
sions, so decisions have to be taken quickly, and therefore decision levels may
be missed in the decision-making process and/or decisions may be taken on
the basis of less information. Leaders should take care - especially when deci-
sions have to be made at short notice - not to deliberately leave people or disci-
plines out of the decision-making process. And also, leaders should not make
the mistake of thinking they know everything. They should seek to obtain the
professional information they need to make informed decisions from their sub-
ordinates, from other disciplines, who are knowledgeable. Information over-
load is manifested in many leaders as the need to absorb and process too much
information in too little time in order to make decisions. In many organizations,
a very senior leader often has to use evenings or weekends to read and decide
on the large volume of technical material required, because of the deadlines. It
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is not only at senior management level that leaders often have only a few hours
to review and comment on a lengthy piece of material.

In one of the organizations, the lack of information was marked, based on the
experience of the interviews. In this organization, senior management does not
inform leaders below them about decisions taken at senior management level,
especially about the results of decisions concerning the vision and strategy of
the organization. In organizations where the flow of information is inadequate,
leaders should pay particular attention to preparing preparatory material, send-
ing them background material that can be shared by e-mail. Issues related to in-
formation and data for informed decision making, as revealed by the interviews,
are mainly influenced by the time factor. The amount of information could be
sufficient if there was a time frame in the decision-making process to obtain it
or to process the (large amount of) information that is available.

Clarification of decision-making authorities

According to the interviews, in the majority of the organizations, decision-mak-
ing is based on a hierarchy, where decisions are taken by those who have the
authority and competence to make them. Decisions can be taken at different
levels of management. There are decision-making situations where the unit
leader makes a proposal, the head of department approves it, and the Deputy
State Secretary takes the decision. And if the decision issue is at that level, the
final decision is taken by the highest level of management in the organization,
such as the Minister or Secretary of State. There are decision-making situations
where unit managers and heads of division may take the decision if they have
the authority to do so. It was also observed during the interviews that even at
the level of the administrator, it is possible to make a significant contribution
to the decision-making process by making proposals. There is also a hierarchy
in decision-making at lower levels (direct manager-subordinate level). An or-
ganization is likely to have a lack of clarity about decision-making powers, be-
cause in that organization it is often the case that leaders pass tasks (and thus
decision-making about the task) to each other. A possible solution to this may
be to clarify job responsibilities. It is necessary to describe very carefully, pre-
cisely and clearly who is responsible for what task, for what decision, and what
exactly falls within the remit of which level of management. Care should be
taken to ensure that there is no overlap in the clarification of job titles, responsi-
bilities and powers. This would prevent tasks and the associated decisions from
being ‘tossed around’ between leaders, management levels or departments/units/
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organizations. Clarifying and clarifying the job roles will also help to ensure
that everyone at the relevant level whose opinion and role would be needed in
the decision-making process is effectively involved.

Responsibility of decision-makers for decisions at their level

Except for one organization, decision-makers at the relevant management level
take responsibility for the decisions taken. In the interviews with several lead-
ers, it appeared that in order to facilitate the assumption of responsibility, lead-
ers usually ask their subordinates to be informed about everything that happens
in their department/department or unit, for example about the progress of the
current task, possible solutions, correspondence, because leaders can only take
responsibility for what they know and are aware of the details.

In an organization where buck-passing is present, a possible reason may be
that a leader is not really in a position to make a decision. The leader is cautious,
the leader has little information to make an informed decision, may be afraid
of the consequences and wait for someone else to make the decision, or may
not make the decision alone and have to wait for another party or department
to make the decision. Overlaps and gaps in decision-making powers create op-
portunities for delegation and subdelegating of tasks and decisions, and with
it, the shifting of responsibility and the failure to take responsibility. Therefore,
clarification of job roles can also play a role in promoting the assumption of
responsibility, so that it is clear who is responsible for a given decision or task.

Clearly visible and analyzable alternatives for making informed
decisions

Alternatives to informed decision making were found to be present in the de-
cision-making process of the organizations interviewed in the study. As there
are usually discussions and brainstorming sessions between leaders and subor-
dinates, there may be suggestions and ideas that may not have occurred to the
leader (heads of department, heads of division), but which they considers ap-
propriate. According to the leaders interviewed, questions can be asked at al-
most all levels of management to help them make the best decision, thus help-
ing them to think through and even think further about decision alternatives.
Based on the interviews, the involvement of professionals in the preparation of
decisions is exemplary and recommended. And indeed, it is worth paying more
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attention to decision preparation in an organization in order to make informed
decisions. In central public administrations, it is typical for departments to op-
erate within their own areas of expertise and competence, with highly qualified,
experienced professionals in subordinate (non-managerial) positions. Their ex-
pertise and experience are key in the decision-making proposals. It is therefore
worthwhile for leaders to involve them in the preparation of decisions, in the
development of alternatives (well-supported versions A, B, C). This can not
only lead to the right decision for as many people as possible, but can also help
to maintain motivation, as it can make subordinates feel that their work, their
opinions, their ideas, their expertise in the area are important to the organiza-
tion. It can be prestigious and create a sense of appreciation that they can con-
tribute with their expertise and experience even to the implementation of major
government decisions.

Presence or absence of decision criteria

The leaders interviewed in the organizations surveyed in the study may have a
variety of decision criteria. A particular discipline may take decisions or make
recommendations to senior management within its own profession, if the de-
cision is taken there. Leaders also mentioned that the decision-making criteria
are not clear when decisions requiring cooperation with other organizations, de-
partments, divisions or units give rise to professional disagreements between
disciplines on aspects that are important to them. If they cannot reach a deci-
sion and the major disciplines are in competition with each other, a very senior
leader takes the final decision on the matter. It is also common, as reported in
the interviews, that no decision criteria are applied, a decision is taken without
a chain of command, without hierarchy/decision levels, even without any de-
cision preparation. This may be due to reasons such as the quality and type of
the task, the political decision, the personal attitude of the decision-maker, the
existence of personal conflicts between decision-makers. Clarification of roles
and responsibilities can also help in the decision-making process, as personal
conflicts and attitudes could play less of a role under the right rules.

In one organization, senior management is characterized by a systematic fail-
ure to consider decision-making aspects (in the same organization, there is also a
lack of communication of strategic and future-oriented decisions). For decisions
that are not professional (not even political) but generally operational, opera-
tional, lower-level managers have no possibility to make suggestions, and sen-
ior management ‘makes the decisions alone’. This can have the consequences
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of hampering the professional work of the organization, creating human dif-
ficulties, extra costs for the organization or wrong decisions. Staff (managers,
subordinates) are significantly affected by being left out of decisions, by not
listening to and ignoring their points of view, and by a lack of knowledge of the
organizational strategy and vision, i.e. not knowing what they are doing their
job for, what the purpose of their work is. Employees may therefore feel that
they are not doing their job well and their satisfaction and commitment may be
reduced. In this organization, the professional areas are increasingly involved
in professional decisions, giving room to the disciplines in professional issues
and decision situations, which can be the beginning of a positive change. In
addition, senior management should pay particular attention to communicat-
ing their decisions and involving other levels of management below them, not
only in professional decision-making. In this organization, it may be necessary
to strongly improve the decision-making process and communication of the re-
sults of decisions throughout the organization, not only to eliminate decisions
that subsequently prove to be flawed, but also to maintain and increase staff
satisfaction and commitment.

At the same time, it can be worthwhile for an organization to pay attention not
only to what is absent, but also to very clear points of decision. For example, in
avery small organization, a decision within their authority can be made quickly
because there is a common mindset between the leader and his/her subordinates,
and there is usually consensus among staff, including the leader, on principles
and legislation, and the leader is clearly in charge of the decision taken at that
level. There is a risk here of groupthink, which tends to occur when a group
has a strong culture and thinks alike. It is therefore important to be aware that
this could have the consequence of leading to a wrong decision if a multi-stake-
holder approach is neglected. This can be prevented, for example, by leaders
being aware of the phenomenon of groupthink and using methods that promote
a multi-stakeholder approach (e.g. the DeBono 6 Hats method).

Adherence to deadlines for decisions

Several leaders mentioned that decisions are not taken on time, which can some-
times or often happen in some organizations. One reason for this is that decisions
can get stuck at one level of the decision-making hierarchy. Decisions can not
only get stuck in the organizational hierarchy, but can also slow down the deci-
sion-making process, where the higher the level of decision-making, the more
decisions can be slowed down due to the heavy workload (backlog of tasks).
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Another reason for stalling or slowing down decisions may be the time needed
to get through too many hierarchical levels. Because while going through the
hierarchy levels and getting to the person who develops possible alternatives,
points of view or solutions for the decision, they may have much less time to
complete the task than the time it took to get to the decision-making task. The
time taken to deliver the task then takes time away from the professional work,
as there is a given deadline for making decisions. Other possible causes of stag-
nation and slow decision-making may be a lack of responsibility on the part of
leaders, delegation of responsibility, and an overload of tasks and decisions due
to a heavy workload. The solution mentioned was to delegate decision-mak-
ing powers appropriately without delegating responsibility. However, this is
not always applicable because legislation regulates what leaders can or cannot
delegate. For example, in one organization, reducing the number of hierarchy
levels within reason has been used successfully to avoid slowing down deci-
sions. Shortening the administrative path so that the task reaches the person
who solves it as soon as possible, thus taking the burden off another (probably
overburdened) leader and giving the person who solves the task more time to
find a solution or proposal for the task, because they will know about it earlier.

Clarity of decisions for those involved in the decision (actors
in the decision chain)

In the units, departments and divisions of the leaders interviewed, there is usu-
ally an opportunity to pass on information, communicate and ask questions, so
decisions taken at these levels are generally understandable.

Decisions taken at the highest level (government level) may lack clarity of
details, difficulties of interpretation, the decision is unclear. In such cases, the
professional areas need the opportunity to ask questions in order to implement
them properly. Furthermore, the professional part could be applied in line with
expectations, but questions cannot be asked at this level. As the administrative
bodies implement the decisions of the government, this can be a major problem
for the units (specialties) in the central administration where they are found. A
channel of communication could be set up to allow professional areas to raise
questions in these cases, so that the decisions needed for implementation can
be informed and appropriate. There are already good practices at lower levels,
e.g. departments/divisions acting as a bridge between units/departments deal-
ing with the same issues, sectors but with a different disciplinary approach. The
staff in the bridging department have some level of terminology knowledge of
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each of the specialized areas and help them to communicate with each other
and to reach a common solution/ decision.

It was mentioned during the interviews that there have been cases where
there are exceptions to the decision, i.e. there are people who are not covered
by a decision. Here it is worth paying great attention to ensure that there are no
exceptions to a decision and that everyone is covered by the decision. If, for
some reason, it is necessary to grant exceptions to a decision, they should be in
writing and justified, so that the people concerned feel less unfairly excluded
or not excluded from the decision. It can also help to understand decisions if
the leaders who make them strive to be clear. Decisions should not be changed
once a decision has already been made, and decisions should be made quickly
and consistently by senior and top leaders in an organization.

Proposals for an informed decision-making process for leaders
who take decisions

In addition to the suggestions set out along the different analytical aspects, the
following can help leaders to make informed decisions:

Leaders should also acquire knowledge of decision psychology, so that they
can identify the mechanisms and cognitive biases that drive decisions in a timely
manner, especially when they have to make a large number of decisions quickly.

As in several organizations there is a very high workload of leaders and es-
pecially of senior leaders, but the volume of tasks and decisions cannot be re-
duced, a wider time limit could be given for a task or decision.

Leaders and senior leaders could be given time in their working hours to deal
with areas, topics and disciplines that affect their work, which they would like
to do or have done in the past, but which they have neither the time nor the op-
portunity to do because of the workload, especially in management. Such tasks
could provide them with a recharge, reducing the risk of burn-out.

Summary

Decision-making in public administration can be considered bureaucratic in
comparison with the literature (Weber, 1947) because public administration op-
erates according to rules, and thus decision-making is regulated. Management
levels are hierarchical, and the decision-making process is also hierarchical in
organizations. Leaders are accountable for their decisions in their official duties.
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In the area of decision making, I came across examples of efficient opera-
tions, processes, methods and several mechanisms to be improved in the de-
cision-making process during the management interviews. In the majority of
the organizations in the sample, decision-making is well regulated in terms of
the level of management, the decisions that are taken, and the decision hier-
archy is generally respected, and there is adequate decision preparation. In al-
most all organizations, decision-making is hampered by time pressures (short
time for decisions, the need to make decisions quickly, short deadlines that
are difficult to meet) and other resulting difficulties. These include, for exam-
ple, the co-existence of information gaps and information overloads, failure to
respect decision hierarchies, the omission of disciplines and people from de-
cisions, which can lead to an increase in uninformed decisions and decisions
that later prove to be wrong. In addition, in many organizations, decisions are
slow, and decisions get bogged down in the decision-making hierarchy. The
emergence of difficulties and problems related to decision making may suggest
that organizations may have varying degrees of the organizational disease of
indecision making’. The organizational disease of ‘indecision’ is often found
in the competitive sector together with the diseases of ‘bureaucracy’ and ‘risk
aversion’ (Lovei & Nadkarni, 2003), but both bureaucracy and risk aversion
are specific to public administration in general. They cannot be considered as
an organizational disease below a certain level, but here bureaucracy is part
of the way of functioning. Public administrations do not need to take risks in
order to survive, because their survival is guaranteed by the state. Bureaucra-
cy, on the other hand, is an organizational culture that is characteristic of pub-
lic administration as a whole (Weber, 1947; Forgacs, 2019). Handy classifies
it as a role culture, where the specialized areas operate according to their own
expertise and competence (Klein, 2001). However, care must also be taken
against overuse of these, because they can then become an organizational dis-
ease in public administration. Examples are very high levels of risk aversion,
lack of accountability, or when bureaucracy has already made it impossible
for an organization to function with too many rules, too many levels of hierar-
chy, etc. Problem-solving thinking is built into the decision-making process.
And decisions are made by people, so the quality of human capital plays a sig-
nificant role in human resource management. The interviews with the leaders
interviewed suggest that both subordinate and managerial levels are involved
in decision-making processes in some way, so that decision-making in central
administrations is a process that requires a high level of human capital as part
of cognitive functioning. The interviews suggest that decision-making requires
highly qualified professionals with a high level of expertise in their field, who,
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even in collaboration with each other, develop documents based on the analy-
sis of the data and information on which decisions are based. Although public
sector salaries are lower than in the competitive sector, professional tasks (e.g.
decision preparation) can motivate staff to use their expertise for the benefit
of the organization (value creation) by giving them a role in the analysis and
proposal of an important, even high-profile, decision.

Research limitations and future research plans

The limitation of the research is that one organization is over-represented in
terms of interviewees, however, many specializations and several professions
are found in the organization, which is considered appropriate in terms of het-
erogeneity. They presented perspectives from multiple disciplines and profes-
sions during the interviews.

The next options for further research could be:

1) Extending the qualitative research. A possible research direction could be
to interview leaders in more central public administration bodies and to
include territorial public administration organizations in the sample. They
may have different difficulties from central administrations.

The number of interviewees working in the back office could be further
extended to make the sample of leaders as heterogeneous as possible, and
to reveal more specificities of central and regional administrations.

2) Adapting the questionnaire of the Healthy Organization Model to the pub-
lic administration: rewriting the items in the language of the public ad-
ministration and, where necessary, adding public administration-specific
items to a dimension, and even creating public administration-specific di-
mensions and the corresponding items.

3) The results of the adapted questionnaire for public administration could be
compared with the results obtained in the competitive sector.
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