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ABSTRACT

This study looks at the ethical and moral responsibilities of Muslimsin the
area of problem solving and decision-making. This moral responsibility is
based on the objectives of the shar¥ah (maqE8id al-shar¥ah) and ijtihEd.
This author defines management from an Islamic perspective (MIP) as “an
effort by Muslim management experts to advise, based on evidence, two
groups of Muslims. The first are legal scholars to help them derive figh
rulings related to management. The second are practitioners, so that they
manage their organisations taking ijtih€d into consideration.” A key issue
is that some Muslims are appointed to management positions even though
they have not been trained to solve problems. To remedy this problem, this
author distinguishes between simple and complex problems and proposes
nine ‘thinking-tools.’ It isargued that if Muslims do not use such tools, they
arelikely tofail intheir moral responsibility to their firmsand to the society at
large.
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1.BACKGROUND

Management from an Islamic Perspective (MIP) is a growing field.
Muslim management writers have discussed therole of ISaminrelation
to planning, organizing, leading and controlling (Jabnoun, 1994; Ahmad,
2006). Faridi (1997) edited a series of papers on the islamization of
organizational behaviour. Ali (2005) looked at the | slamic perspective
in relation to work ethics, group behaviour, decision styles, leadership
and human resource processes. Areas that are often discussed are
conflict resol ution (Jabnoun, 1994; Ahmad, 2006) and | eadership (Ahmad,
2006). Ahmad (2006) concluded that like the Islamic banking industry,
the future of MIPisin persuading Muslim firmsto establish ashar¥cah
advisory panel. Thisauthor specializesin problem solving and decision-
making (Fontaine, 2008) and hence distinguishes between simple
problems and complex problems. With complex problems, unless one
hastheright ‘thinking-tools', itisvery difficult to make good decisions.
Yet, Muslims have an obligation to be ethical and moral. This author
defines ethical as deciding whether something is right or wrong. A
moral obligation is the best decision for the society. In other words,
two options might both be ethical. However, Muslims should choose
the one that has the best outcome for the largest number of Muslims.
AsKhalifa (2001) has argued, such amoral decision isin the interest
of the decision-maker because he or she will be rewarded in the
Hereafter. Such a choice is very difficult to make unless one has the
right ‘thinking-tools.” Thisstudy identifiesalist of ‘thinking-tools' that
allows Muslimsto make decisions that are both ethical and moral.

2. THE STRUCTURE OF ISLAMIC JURISPRUDENCE

This study is not a technical study on Islamic law (figh) or Islamic
jurisprudence (u§” I al figh). Some general information is nonetheless
useful to understand how to make decisionsthat are ethical and moral.
Kamali (1998) states that the sources of the system of Islamic
jurisprudence are as follows: Qur’En, Sunnah, Consensus (IjmE’) and
Analogy (QiyEs). Clearly, there are important issues that this paper
will not address but one important consideration is personal reasoning
(ijtihEd), an important issue when discussing decision-making. Kamali
(1998, p.367) observesthat:

“ljtihEd is the most important source of Islamic law next to the
Qur’€n and Sunnah. The main difference between ijtihEd and the
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revealed sources is that ijtih€d is a continuous process of
development whereas divine revelation and Prophetic legidation
discontinued upon the demise of the Prophet (pbuh). Sinceijtihad
derivesitsvalidity from divinerevelation, itspropriety ismeasured
by its harmony with the Qur’ €n and Sunnah. The various sources
of Islamic law that feature next to the Qur’En and Sunnah are all
manifestation of ijtihEd, albeit with differences that are largely
procedural. In this way, consensus, analogy, juristic preferences
and public interest are al interrelated, not only under the main
heading of ijtihEd, but viait, to the Qur’&n and Sunnah”

In order to derive ijtihEd, scholars refer to the objectives of Islamic
law (maqgEsid al-shar¥ah ). Kamali (1998) points out that the maqEsid
were initially five and then extended to six. Ibn Tamiyah argued that
the maqE8id could not be confined to a specific number. One of the
greatest contemporary scholars, Yusuf Al Qardawi, extended this list
to include human dignity, freedom and social welfare. Kamali (1998)
argues that economic development should also be considered as an
aim of Islamic law. Toillustrate the difficulty of making an ethical and
moral decision, consider the following scenario.

Aninvestor isthinking of choosing between two businesses. Option
A would beto start an import-export businessin alargetown. The
profit is estimated at $1 million per year. Option B is to start a
medical clinicinasmall town wherethereisno suchfacility at the
moment. Theannual profitisestimated at $600,000. Therisk involved
in bothinvestmentsisequal.

Both optionsareethical. Intermsof purely financial consideration, the
first option ismore profitable. However, in terms of the benefitsto the
society, the second option is better. However, whereijtihEd isrequired
isto clearly understand the direct and indirect consequences associ ated
with both options. For example one possible way to see the above
scenarioisasfollows:

1. Animport /export businessisuseful to the society inthe sense
that it can import cheaper products or products that are of
better quality. Thisforceslocal manufacturersor local retailers
to offer local consumers better products. This prevents local



168 11UM Journal of Economics & Management 16, no.2 (2008)

monopolies. Thisisless glamorous than setting up a medical
facility but it isuseful in adifferent way.

2. Setting up asmall medical clinic may seem like a good idea.
However, small private medical facilities do not have the
expertise of large government hospitals. Consider the case of
complex medical cases. Instead of going to a large hospital
like before, individuals might go to the small clinic (assuming
that the quality of healthcare is the same) but ending up with
worse healthcare services and more medical errors, some of
them possibly fatal.

3. Settingupasmall medical clinicinasmall townislikecreating
alocal monopoly. By being thefirst person to start the medical
clinic, the entrepreneur might be preventing other doctors —
more experienced and more knowledgeable — from serving
that community.

The observation we can make from the above scenario isthat deciding
which business to invest is very difficult from a moral perspective
because we can never fully understand the direct and indirect
consequences of our actions. This point will be discussed more fully
later, but thisauthor proposesfirst to define Management froman Islamic
Perspective (MIP).

3. DEFINING MANAGEMENT FROM AN ISLAMIC
PERSPECTIVE (MIP)

Although MIP focuses on firms and the behaviour of managers, the
aim of MIPisto help create and sustain adynamic Muslim economy to
benefit Muslim societiesin general. To arrive at adefinition of MIP, the
following points need to be considered.

3.1PREMISE 1: MANAGEMENT FALLSUNDER THE SCOPE OF THE
SHAR{CAH AND ISLAMIC LAW (FIQH):

To understand what ispermissible or not, one hasto look into aspecific
ruling (fatEwa). Although Muslims generally emphasi se acts of worship,
all scholars agree that business transactions fall within the scope of
Islamic law (Zarabozo, 1999:442). Historically, Muslim businessmen
would seek aruling (fatEwa) from qualified scholars. Such rulingswere
easy to derive because the Prophet (pbuh) clarified the principlesrelated
to business activities and management. A ruling sometimes deals with
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whether an action is permissible (Gal€l) or forbidden (Gar&m) but
sometimes, individuals are faced with optionsthat are all permissible.
The question is which option has the most benefit for Muslims. As
highlighted earlier, the notion of ijtih€d comes into play and Muslim
managers have a moral duty to choose courses of actions that are
beneficial for the firm and beneficial for the society. To determine the
social benefit, Muslims have to weigh the short-term and long-term
benefits and harms and the unintended consequences of their decisions.

3.2 PREMISE2: MUSLIMSSHOULD STAY AWAY FROM DOUBTFUL
MATTERS

This second premise is an extension of the first. The Prophet (pbuh)
sad:

“Thelawful is clear and the forbidden is clear and in between are
doubtful matters about which not many people are knowledgeable.
He who avoids these doubtful matters clears himself in terms of
hisreligion and hishonour” (Zarabozo, 1999: 451).

With this statement, the Prophet (pbuh) laid an important principle.
First, istherecognition that there are matters over which thereis doubt.
Second, these are things about which “not many people are
knowledgeable.” When faced with such situations, one is obliged to
find experts who can remove that doubt by explaining the principles
involved. Theideathat ‘ not many people are knowledgeable’ includes
peoplewho think that they know, even though they arereally ignorant.
In management, people often make decisions based on their personal
experience rather than evidence. Pffefer and Sutton (2006) have
pioneered the concept of Evidence Based Management. They start by
explaining the role of evidence based medicine. They write:

“Recent studies suggest that only 15% of (doctors) are evidence
based. For the most part, doctorsrely on obsolete knowledge gained
at schooal, longstanding but never proven traditions, patternsgained
from experience, the methods they believe in and are most skilled
inapplying and information from vendorswith products and services
tosell.”

They argue that, similarly, many management practices have never
been accurately verified. Many managersrely on personal experiences,
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strongly held beliefs and unproven and misleading management ideas.
Pffefer and Sutton (2006) argue that managers who rely on evidence
based management rather than folklore discharge their duties better. If
Muslims wish to discharge their professional duties with a clear
conscience, they should presumably be duty-bound to make sure their
knowledge is based on evidence, not folklore. Recently, Khurana and
Nohria (2008), both professors at Harvard Business School, observed
that management isthe only profession where unqualified individuals
regularly become managers and chief executive officers.

3.3PREMISE 3: MUSLIMSARE OBLIGED TOADVISEONEANOTHER

The Prophet (pbuh) said, “The religion is nag¥ah” (Zarabozo, 1999).
Theword nag¥Gah isacomprehensiveword that implieshelping, aiding
and advising others sincerely for God's sake. From an Islamic
perspective, it would be unthinkable for aMuslim not to advise another
Muslim. Dueto the nature of the shar¥ah and Islamic law, the natural
advisor is the religious scholar. This scholar needs to advise for the
sake of God and based upon sound knowledge. Sound knowledge often
requires seeking the advice of experts in other fields. Consider the
case of smoking. Whentobacco wasfirst introduced in Musdlim countries,
religious scholars found no reason to ban it. However, because of the
foul smell and the apparent wasteful nature of smoking, they classified
smoking as disliked (makruh). When evidence emerged showing the
link between smoking and cancer, religious schol ars appointed medical
expertsto understand the health issues rel ated to smoking. After getting
their expert medical advice, smoking was declared as forbidden
(Gar&m). Two points are worth highlighting from thisexample:

1. Deciding how actions are to be classified is the realm of figh
experts. Individuals who have no figh background are not
qualified to make rulings. These figh scholars will delegate
part of their work to experts in other fields (like experts in
MIP).

2. Deciding how to classify actions depends on existing evidence.
If the evidence changes as knowledge progresses, aruling can
be changed. In that case, the new ruling supersedes the old

ruling.

Historically, the banking sector isthe only sector that hasinstitutionalised
the role of nag¥liah by creating an advisory body composed of experts
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in Islamic law and banking. The role of this body is to define the
parameterswithin which the enterprise can operate. Therole of advisory
bodies can however be extended to any industry.

3.4PREMISE 4: STRATEGICAND POLICY DECISIONSARE CRUCIALTO
THESUCCESSOFFIRMS

This premise states the obvious, but isimportant. Thus far, this author
has talked about ‘decisions’ without elaborating. Obviously, many
decisions are routine and have little consequences on the society at
large. However, some decisions—especially decisionsinvolving strategic
positioning, strategic initiatives or company-wide policies — have
enormous implications. Thus, Muslims have to be extremely careful
when dealing with such strategy and policy. From the premises above,
the author proposes the following definition of Management from an
Islamic Perspective (MIP):

“MIPisan effort by Muslim management expertsto advise, based
on evidence, two groupsof Muslims. Thefirst arelegal scholarsto
help them derive figh rulings related to management. The second
are practitioners so that they manage their organisations,
systematically, taking the principles of ijtihEd and maq8id al-
shar¥ah into consideration.”

There are four pointsin this definition that needs to be understood:

1. Theword‘advise' isthe approximatetranslation of ‘naglah.’
This meansthat advice is given for the sake of God, based on
sound knowledge and ordering the recipient of the advice to
stay within the limits of the shar¥ah. Advice to do something
unlawful, such as borrowing using interest-based loans, is not
na§#ah.

2. Advice has to be based on clear evidence, not simply on
‘opinion.” What Evidence Based Management argues is that
much of the management literature isunreliable. M1P experts
must thus filter the body of knowledge and identify principles
and practicesthat are known to work in the cultural context of
musdlim organizations.

3. ljtihEd is a wide concept that includes consensus, analogical
reasoning, juristic preference, consideration of public interest
and maqC8id al-shar¥ah. Most managers are not qualified to
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make decisionsof ijtihEd but most organi zations can appoint a
panel of experts to advise them when necessary.

4. Ashighlightedin premiseno 4, routine decisionsare generally
of littleimportance. Thefocus of nag¥lah should be on shaping
strategic and policy decisions.

4. THE PROBLEM OF SOLVING PROBLEMS

Ashasbeen highlighted, many people become managerswithout having
been trained as managers. This has led Khurana and Nohria (2008) to
argue that managers are not professional in the real sense of the term.
Accountants, lawyers and doctors can only practice their profession if
they have passed professional exams. It isunlawful for an unqualified
accountant, doctor or lawyer to practice. In the case of management,
anybody can be a manager. From an Islamic perspective, this is
problematic. This author argues that a key area in which managers
need to develop competence isin solving problems. Indeed, research
shows that most peoplefail to solve problems effectively (Nutt, 1999;
Sterman, 2000). Evidence suggests that instead of solving problems,
people's actions have unintended consequencesthat makesthe problem
worse (Sterman, 2000). Yet, most Muslims solve problems daily. To
discharge their moral duty, Muslims need practical ‘thinking-tools'.
Typically, thereis adifference between simple problems and complex
problems.

1. Simple problems: These can be clearly defined. The formulation
and solving of the problem are separate. Solutions can be tested.
A simple problem has aclosure.

2. Complex prablems: Thereisno definitive formulation of the prob-
lem as different people cannot agree what the problem is. Under-
standing the problem correspondsto solving it. No solutionis cor-
rect or false. Solutions can only be good or bad relative to one
another. Thereisno end to acomplex problem. Onceasolutionis
proposed, the nature of the problem changes. .

A simple problem would be, for example, deciding what kind of car to
buy. It'seasy to define, the problem can be compl etely understood and,
when the decision is made, the problem disappears. M ost management
problems unfortunately are complex. Management problemsare diffi-
cult to define, some variables are not well understood and problems do
not disappear. For example, if a firm introduces a new product, the
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problem has not disappeared; managers need to start thinking about
the next product that will replacethe product that hasjust been launched.

5. STRUCTURING OUR THINKING: THE ROLE OF
THINKING-TOOLS

Jones (1998) argues that when people try to solve a prablem, they
often fail becausetheir thinking isunstructured. By this, he meansthat
individualsrarely define problems. They might start with a symptom,
do a quick analysis and then not consider the alternatives. Problems
are often solved in groups and the dynamic of the group —in particular,
what the boss believes is right — influences the way the problem is
perceived. In some cases, individuals know that the ‘solution’ will
backfire but they are too afraid of contradicting their superior. In this
paper, a‘thinking-tool’ is atechnique that enables decision-makers to
tackle a problem systematically in a structured way. They might still
not be able to solve the problem, but at least they did the best they
could by looking at it systematically.

51THINKING TOOLSFOR SOLVING SMPLEPROBLEMS

Jones (1998) proposes anumber of toolsfor solving simple problems.
These are:

Tool #1: Problem restatement

Jones (1998) arguesthat many people do not define problemswell, yet
the way we define aproblem determinesthe way we analyseit. Often,
the first problem definition reflects un-stated and often invalid
assumptions. Jones argues that when proposing definitions, people
generally make the following mistakes: the definitionistoo broad or too
narrow, the definitionisassumption-driven or issolution driven. A poorly
worded problem-statement prevents solving the problem, so Jones
advises peopleto look at different possible problem definitions before
committing themselvesto a specific problem definition.

Tool # 2: Organizing information using amatrix

Very often, people are presented with facts and discard them without a
systematic analysis. Unfortunately, this discarding of facts prevents
the whole picture from emerging.
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TABLE 1
An Example of aMatrix for Problem Solving
Factors Human Material Mechanica
Factor Factor Factor
#1
#2
#3
#4

Source: Jones (1998)

Asthis stage is about understanding the problem rather than choosing
the best decision, there is no discussion of ijtihEd at this stage. With
thisvisual representation, the salient facts of a problem become clear.
Without thiskind of visual representation, itisdifficult toformaholistic
picture of the problem.

Tool #3: Hypothesistesting

Jones (1998) argues that people search for facts that support what
they believe rather than looking for facts that contradict what they
believe. Generally, people select factsand ignore others. By using null
hypotheses, decision makers are forced to look at all the facts.

Tool # 4: Devil’s advocate

When deciding which alternative isthe best, people haveto analysethe
pros and cons of an option. In practice, peopletend to favour an option
and the evaluation of pros and consis not asrigourous asit should be.
Jones (1998) proposes that the task be given to two separate and
independent groups. One group will be asked to look for all the pros
and the second group will look for all the cons. This minimizes the
chancefor bias. At thisstage (decision-making), Muslims should discuss
the benefit for the Muslims associated with each option.

Asaconclusion to this section, it should be evident that solving a
simple problem is straightforward although many people make errors
of reasoning (Hammond, Keeney and Raifa, 2006). Thus, if Muslims
were to discharge their duty professionally, they need to be trained to
solve simple problems systematically. If not, they will not uphold their
moral duty to do what is best for society.
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52THINKING TOOLSFOR SOLVING COMPLEX PROBLEMS

A complex problem exists when there are several agents, these agents
are interdependent and the system is dynamic. Complexity increases
when new agents are added or when the level of interdependence
increases or when the dynamic behaviour becomes unpredictable.
Research shows that solving complex problemsis often very difficult
(Checkland, 1999). Jackson (2003) writes:

“Simple solutions fail because they are not holistic enough. They
are not halistic because they concentrate on the parts rather than
the whole. In doing so, they miss the crucial interaction between
the parts. They fail to recognize that optimising the performance of
one part may have consequences el sewhere and may be damaging
to the whole.”

With complex problems, you cannot do something inisolation without
understanding what the impact will be on the whole. With complex
problems, thereisatendency to deal with symptomswithout addressing
the underlying root of the problem because they cannot see the system
asawhole (Senge, 1990; Sterman, 2000; Jackson 2003; Camillus, 2008).
Camillus (2008) writes,

“Companies can't develop models of the increasingly complex
environment in which they operate. CEOs cannot confront these
issues by merely gathering additional data, defining issues more
clearly or breaking them down into small problems. (Complexity)
isn't adegree of difficulty. (Complex) issues are different because
traditional processes can’t resolve them.”

In other words, the thinking toolsthat are used to solve simple problems
do not work for complex problems. Decision-makers need different
thinking-tool s specifically for complex problems.

Thisauthor will review various thinking tools devel oped by Senge
(1990) and Herasymowych and Senko (2007). There are other
techniques but — and thisis the key to this author’s argument — unless
Muslims start using such thinking tools, they will not be ableto discharge
their moral duty.

Ashas been stated earlier, when dealing with simple problems, an
analysis can be exact and complete. For example, if there areten cars
in the market, it is possible to survey all of them. However a complex
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system can never be completely understood. In business, for example,
new firms are entering the market, old firms are exiting the market,
product offerings and technol ogies are always changing and customers
tastes are evolving. Thereisadegree of complexity —even for asmall
business — that requires some guessing. Thus, Herasymowych and
Senko (2007) say that it isimpossibleto predict how complex systems
will behave. One of the ‘gurus’ of solving complex problemsis Senge
(1990). He argues that every system can be represented through the
“iceberg model” (see Figure 1).

FIGURE 1
The Iceberg Model

Events ?

Mental Models

Source: Senge (1990)
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Althoughitistemptingtolook at events, theiceberg model suggests
that these events are driven by the system in place and its underlying
mental model. Baoth the systemic structure and the mental model are
normally hidden from people’'s awareness. To solve the underlying
problem, you haveto focus on changing the system or the mental model
(Senge, 1990). In particular, Senge identified a number of systems
archetypes (see Table 2) that allows oneto analyse acomplex problem.

TABLE 2
Senge’ s Archetypes
Name Description

Balancing process A delay in the system leads to over-reaction.
with delay

Limits to growth A period of growth that is leveling off because you
have reached a constraint

Shifting the burden A tendency with dealing with the symptoms but not
the root of the problem. Tendency to blame
somebody else.

Eroding goals The problem is “solved” by letting standards drop.

Escalation Two sides escalate in commitments beyond what
either wants

Success to the Two activities/departments compete for limited

successful resource. The least successful activity/department

gets deprived of resources.

Tragedy of the A common resource that is abused by all parties.
commons

Growth and under- An unwillingness to invest in new capacity. People

investment haveto perform heroic efforts to go through their
day.
Fixes that fail People buy time by dealing with the symptom but

no effort is put into solving the root problem.

Source: Senge (1990)



178 11UM Journal of Economics & Management 16, no.2 (2008)

An important consideration when dealing with complex problems
isthe exponential nature of behaviour in systems. Using thefamouslily
pad metaphor (if you have apond with onelily pad and it doublesevery
day, whenisthe pond half full knowing that the pond isfull on day 30),
Herasymowych and Senko (2007) argue that a key variable is to
estimate whether aproblem being solved isat day 5, day 25 or day 29.

If aproblem is at day 25, there is till time to manage it. If the
problemisat day 30, most of the energy will be focused on buying-time
rather than solving the problem. Sterman (2000) and others agree that
most complex problems can be represented using exponential curves.

FIGURE 2
The Lily pad Metaphor
_;~ Full
- =]
s C
g &
Qo
S8 E
=8 mpty
0 5 15 29

Source: Herasymowych & Senko (2007)

The lily pound metaphor is useful to anticipate the behaviour of
complex problems and complex opportunities. When dealing with
complex problems, the nature of an exponential curveisthat aproblem
will be growing steadily without people noticing it and then the problem
will appear to “explode’. When dealing with complex opportunities,
people will work towards taking advantage of an opportunity without
making any apparent headway. The risk is that they give up before
positiveresultsbecomevisibleto all stakeholders. With these preambles
in mind, the stagesin solving complex problemsgenerally include;

1. Theproblemisbest solvedinagroup. The problemisdescribed
in as much detail and everybody is invited to share their
perceptions.



Islamic Moral Responsibilities in Decision Making 179

N

The problem is mapped using systems archetypes

3. Thisprocessof ‘telling the story’ and then describing the story
using archetypes allows the problem to be understood. The
problemisthen defined.

4. Leveragepointsareidentified

5. Side-effects are anticipated and neutralized

6. Action plansare established

With complex problems, thefollowing tools can be used:

Tool #5: Story Telling

An immediate difference between a simple problem and a complex
problemisthedifficulty in defining the problem. Often, different people
in the organization see the problem in different ways. According to
Herasymowych and Senko (2007), different peoplein the organization
tell different stories about the same problem. As such, one hasto start
by listening to the various stories and then try to combine these stories
into a story that everybody involved can agree with. Notice that
Herasymowych and Senko (2007) propose certain rules (called ‘ deep
listening’) so that listeners do not interrupt the story-telling of each
participant. Camillus (2008) agrees and writes:

“Companies can manage strategic wickedness by using social-
planning processes. They should organi ze brainstorming sessions,
hold retreatsto encourage peopleto sharetheir perspectives, involve
stakeholdersin devel oping scenarios. The aim should beto create
a shared understanding of the problem”

Tool #6: M apping using systems archetypes

In a complex problem, individuals have generally tried to solve
problems in the past. Often, these attempts have not been effective
(“fixesthat fail”) and have created side effects. Itiscrucial to map this
link between root causes, fixes that fail, side effects and the current
situation. To illustrate this mapping process, consider a company
(company X) that decided to not invest in research and devel opment
(R&D).

As Table 3 shows, there are numerous issues for Company X.
Firing the marketing manager is a knee-jerk reaction that does not
address the underlying cause of the problem. Management could have
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chosen a long-term strategy (for example, investing more in R&D)
that would have had ashort-term negativeimpact on profitability. Instead,
it chose a short-term strategy that dealt with the symptom (decreasing
R& D investment leadsto higher profit margins) but not the underlying
cause. Using systems archetypes is necessary to understand complex
problems. Once the problem has been understood at asystemslevel, a
complex problem be better defined and leverage points sought.

TABLE 3
Mapping Using Systems Archetypes
Root cause Fixes

The CEO decides to limit future
investment in R&D.

Company X is under pressure to
deliver higher profit margins to
their shareholders. They were
successful in the past but their
earning growths had slowed down
lately.

(Limitsto growth)

(Fixes that fail)

Side effect

Current situation

Marketing is not able to bring new

Company X islosing market share

products to the market fast enough. and its long-term survival is
compromised. The top
management fires the marketing
manager.

(Growth and Under-investment) (Shifting the burden)

Tool # 7: Leverage points

Once the problem has been defined at a systems level, each archetype
has its own leverage points (Senge, 1990). A leverage point is “the
easiest action that can be taken to modify the dynamics of the
system.” If decision makers try to change a system without resorting
to leverage points, the inertia of the system will neutralize that change
effort (Senge, 1990). Certain leverage points have immediate effect
and are easy to implement while others are more difficult and take a
long time before having an effect. If the problem is urgent, decision
makers need to buy time with aleverage that has an immediate effect
(Herasymowych and Senko, 2007). If the problem is not urgent, the
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focus could be finding leverages that take longer to have an effect but
resolvethe problem immediately. Before choosing theleverage point, it
is understood that the system will behave in a new and unpredictable
way. Decision makers have to anticipate and neutralize side effects
before deciding on the action plan.

Tool #8: Anticipating side effects

In Table 3, there is a column entitled “side effect.” As a general rule,
every complex problem has a side effect and the greater the degree of
complexity, the greater the possible side effect. However, rather than
simply accepting these side effects asinevitable, decision-makers can
identify optionsto minimizethese side effects.

Tool #9: Action Plan matrix

Having identified the systems archetypes, identified the leverage points
and anticipating the side effects, it isnow crucial to identify an action
plan. The matrix below (see Table 4) was popularised by General
Electric. Some actions are easy to implement while others are more
difficult. Some actions have a high impact while others have a low
impact. The most desirable actions are those that are easy and with a
highimpact (GE'sfamous* hanging fruits”).

TABLE4
Action Plan Matrix
Very Average Easy
Difficult Difficulty

High-impact

Average- impact

Low-impact

6. DISCUSSION: THE MORAL RESPONSIBILITY OF MUSLIM
DECISION-MAKERS

Inthefirst draft of this paper, thisauthor had not considered a number
of points. The reviewers highlighted these weaknesses. However, the
true breakthrough came from reading Khurana and Nohria (2008).
Thefact that Mudlimsin management positionsare not alwaysqualified
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to bemanagersis, quite smply, amazing. It also raisesadiscussion this
author has been having with MIP scholars. How can we make MIP
move forward? What can we do to get practitionersreally involved in
MIP? In particular, how can we develop an association of Muslim
practitioners that apply the principles of MIP? One solution that this
paper discussed was the proposal by Ahmad (2006) to have a similar
system that isfound in the Islamic financial industry (however, asone
of the reviewers pointed out, the independence of such Islamic auditors
hasto beresolved). However, for thisauthor, theissuerevolves around
two interrelated points:

1. Muslims need to understand their moral responsibility when
they manage people and resources. This means that they need
to understand the objectives of the shar¥ah (magEs§id al-
shar¥ah ) and have an understanding of the issues of ijtihEd
related to management.

2. Mudimsinvolved in management positionsneed to demonstrate
competency inrelationto their positions. Thisstudy hasfocused
on problem solving becauseit issuch animportant skill. Clearly
there are other skills in which Muslims need to demonstrate
competency before they can discharge their moral obligation.

The emphasison ‘tools’ does point to apossible futurefor MIP and an
association of practitioners: corporate training. The first module, for
example, canintroduce MIP, issues of ‘agidah (such asthe position of
the shar¥cah over man-made laws) and discuss the moral obligations
of Muslims by relating to the maq8id al-shar¥ah and the role of
ijtih€d. The second module could focus on solving simple problems.
Practitioners would have to develop competency in this area before
moving to the third module, that would focus on solving complex
problems. Other modul esrelated to other aspects of management could
be devised.

Lastly, based on the comments of one of thereviewers, it hasto be
assumed that MIP practitioners are interested in M1 P because they are
righteous (i.e. they have tagwE). By providing them with practical
thinking tools, we can move the discipline forward. However, it is
important than MIP should be based on evidence and fact rather than
simple ‘experience.” One of the problemsthat MIP scholars will have



Islamic Moral Responsibilities in Decision Making 183

totackleisthat alot of knowledgeinthisdiscipline caled “ Management”
isnot ‘knowledge' but simply folklore. Many toolsare still commonly
used even though they have ceased to be useful For example, the SWOT
analysiswas devel oped inthelate 1950s. Asatool, it worked reasonably
well when firms where facing the stable business environment of the
1960s. With the market turbulencethat characterized the 1970s, 1980s,
1990s and 2000s, many firms have abandoned the SWOT analysis
because it has ceased to be a useful tool. M1P scholars cannot simply
use tools, techniques and principles found in Western management.
Thereisaneed for MIP expertsto filter what isuseful for Muslimsand
what isnot before devel oping training modules. Consider thefollowing
observationsfrom Ackoff (1999, pp. 174-179):

“thefocus on problem solving isresponsiblefor agreat deal of the
learning and unlearning students must engage in after they leave
school. Throughout their formal education, students are eval uated
by their ability to solve problemsthat are given to them. Outside of
school, problems are seldom given. They usually have to be
extracted from complex situations. Students are not taught how to
do that. Most of what teachers consider to be problems are not
problemsat all. They are exercises.... A partial answer to awhole
system of problems is better than whole solutions of each of its
parts taken separately. Nevertheless, students are taught to treat
problems as separabl e, self-contained units’

Ackoff’s observations about the difficulty of teaching individual s how
to solve complex problems have more recently been explored by Hsueh,
Dogan and Sterman (2006). The moral of the story is that if Muslim
managers have a moral obligation to be qualified and competent in
problem-solving, MIP scholars have the same moral obligation to be
equally qualified and competent in teaching Muslim managers what
they need to know.

7. CONCLUSION

This study discussed the ethical and moral responsibility of Muslim
decision-makers. This moral responsibility requires Muslims to
understand the objectives of the shar¥ah and understand theimplication
of ijtihEd. In particular, the fact that Muslims can be appointed to
management positions even though they are not qualified, is of great
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concern. Having argued that M uslims need to solve problems by taking
into account the objectives of the shar¥ah, this author distinguished
between simple problems and complex problems and then proposed 9
thinking-tools. Ultimately, being ‘moral’ isnot an abstract concept but
requirestraining. If one hasto solve complex problems, then one hasto
be trained how to do so. Another possibility is to create an advisory
body as part of the firm's corporate governance system to ensure that
decisions are shar¥sah compliant.

REFERENCES

Ackoff, R “Ackoff’s best: His classic writings on Management.”
New York: John Wiley & Sons, 1999.

Ahmad, K. “Management from an Islamic perspective.” Kuala
Lumpur: International Islamic University Malaysia, 2006.

Ali, A. “Islamic perspectives on management and organization™,
Cheltenham: Edward Elgar, 2005

Camillus, J.C. “Strategy as a wicked problem.” Harvard Business
Review, 86, no.5 (2008):98-106.

Faridi, F.R. “Islamic principles of business organization and
management.” Kuala Lumpur: Abdul Majeed and co, 1997.

Fontaine, R. “Problem solving: An Islamic approach.” Cross Cultural
Management: An Integrated Journal. Forthcoming.

Hammond, J., R.L. Keeney and H. Raiffa. “ The hidden trap in decision
making.” Harvard Business Review, 84, no.1 (206): 118-126.

Herasymowych, M. and H. Senko. “Navigating Through omplexity
Systems Thinking Guide.” Calgary: MHA Institute, 2007.

Hsueh, J.C., G. Dogan and J.D. Sterman. “Teaching strategic
management with the Industry Evolution Flight Simulator” . A paper
presented at the Systems Dynamics Society annual conference,
July 23-27, Nijmegen, 2006

Jabnoun, N. “Islam and management.” Kuala Lumpur: Institute for
Policy Research, 1994.

Jackson, M.C. “Systems thinking: Creative holism for managers.”
New Jersey: John Wiley & Sons, 2003.

Jones, M. “The Thinker’s Toolkit: 14 Powerful Techniques for
Problem Solving.” New York: Three Rivers Press, 1998.

Kamali, M.H. “Principles of Islamic jurisprudence.” Petaling Jaya:
I1miah Publishers, 1998.



Islamic Moral Responsibilities in Decision Making 185

Khalifa, A.S “Towards an Islamic foundation of strategic business
management.” Kuala Lumpur: International Islamic University
Malaysia, 2001

Khurana, R and N. Nohria. “It's Time to Make Management a True
Profession”, Harvard Business Review, 86, Issue 10, 70-80, 2008.

Nutt, P.C. “Surprising but true: Half the decisionsin organization fail.”
Academy of Management Executive, 13, no 4 (1999): 75-90.

Pffefer, J. and R.1. Sutton. “Evidence Based Management.” Harvard
Business Review, 84, Issue 1, 62-74, 2006.

Senge, PM. “The fifth discipline: The art and practice of Learning
Organizations.” New York: Doubleday, 1990.

Sterman, J.D. “Business dynamics: systems thinking and modelling
for a complex world.” New York, McGraw Hill, 2000.

Zarabozo, J. “Commentary on the forty hadith of Al Nawawi.”
Boulder: Al Basheer, 1999.



