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Abstract

Purpose — The purpose of this paper is to understand, which internal processes (mental, emotional, cultural,
ethical and spiritual) Afghan business leaders use when making managerial decisions.

Design/methodology/approach — Primary data were collected through 1-h face-to-face interviews with
Afghan business leaders. Interviews were conducted through open-ended questions in a semi-structured
format. This method was considered most appropriate to acquire an understanding of senior executives’
interpretation and usage of decision-making processes. The method of analyzing data was thematic analysis
where the researchers identified common themes, topics, ideas and patterns of meaning that come up
repetitively. The objective of the analysis was to determine the most frequent decision-making processes by
business leaders and the reasons for using these processes.

Findings — Although the usage of internal processes in decision-making are not homogeneous among
Afghan business leaders, some of the processes are used more frequently than others such as mental, cultural
and ethical processes. During the mental process of decision-making, the majority of leaders use intuitional
decision-making, the minority using logic. Regarding the cultural dimension, the majority of leaders stated
that they have an open, friendly, caring organization for each employee and horizontal culture in their
organization. The minority indicated that they have a friendly culture but they also considered the processes
and hierarchy in their organization. Considering the ethical process of decision-making, leaders stated that
their priorities are more ethical than getting extra profit. They believe that profit will be generated while
considering ethical values. As a leader noted: when you consider ethics and fulfill your obligations, the profit
automatically generates. Most leaders use the internal process of emotion in their decision-making, but the
usage has not been frequent. The emotional process of decision-making is more involved when the human
factor is involved. For instance, one of the participants stated “I did not fire an employee that I had to because
he was a needy and poor person.” About the spiritual process of decision-making, although all leaders agreed
that they have used spirituality in decision-making, its usage varies. About one-third of the leaders mostly
rely on spirituality or on religious teachings during the decision-making process, one-third somehow rely on
spirituality or religion, about 50% of the time and one-third rely on spirituality between 25% to 30% of the
time.

Originality/value — This study is pilot research as no previous research was carried out on this topic,
therefore, it provides a basis of literature on the usage of internal processes on decision-making in
Afghanistan. The findings may differ in other economic and national contexts.
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1. Introduction

Great leaders are great decision-makers (Case, 2010). Great leaders understand how to make
decisions that positively impact their employees, their customers, their companies and
finally themselves. One major quality of a great leader is decisiveness. Decisions should be
clear, certain and somewhere quickly made to communicate the outcome to others in a
timely manner. The objective of this study is to explore the most frequent factors (mental,
emotional, cultural, ethical and spiritual), which influence the decision-making processes
and to better understand the psychological process of decision-making among business
leaders in Afghanistan. The research question is to identify, which ones, among the five pre-
cited factors, Afghan business leaders commonly select to make decisions in their daily
work activities. The motivation of this research is to enhance leadership practices and
decision-making among Afghan business executives and to provide new insights and
guidelines to new entrepreneurs regarding decision-making based on the experience of their
peers. The literature is reviewed in Section 2. The methodology is explained in Section 3.
Section 4 presents the results. Section 5 presents the conclusion.

2. Literature review

The purpose of this exploratory study is to understand the utilization of the internal
processes of decision-making among business leaders in Afghanistan. The literature review
first focuses on the concept of decision-making, analyzes the link between leadership and
decision-making and then looks separately at the five dimensions of decision-making,
namely, mental, emotional, cultural, ethical and spiritual.

2.1 Decision-making

A decision is defined as a choice between several different options. The “decision-maker”
makes such a choice. The choice can be made directly, but commonly the decision-maker is
involved in a process that includes “identification, analysis, evaluation, selection and
planning” (Selart, 2010, p. 65). Traditionally, leadership and decision-making are considered
as two fundamentally distinct phenomena (Selart, 2010) while it is argued that problem-
solving is a step toward decision-making (Kepner, 1997). Decision-making is an integral part
of the process of management (Simon, 1960, p. 1) and “it comprises three principal phases,
namely, finding occasions for making a decision; finding possible courses of action; and
choosing among courses of action.” Ofstad (Harrison, 1996, p. 46) stated that “to make a
decision means to make a judgment regarding what one ought to do in a certain situation
after having deliberated on some alternate course of action.” “Decision-making is a
deliberative and decisive social action, concerned with choosing what to do in the face of a
problem” (Ejimabo, 2015, p. 2). For the purpose of this study, decision-making is defined as
“a process that chooses a preferred option or a course of actions from among a set of
alternates on the basis of given criteria.” The decision-making of business leaders involves
series of activities including their courage and evaluation (Ejimabo, 2015), as well as:

[...] gathering, interpreting and exchanging information, creating and identifying alternative
courses of action, choosing among alternatives by integrating the often differing perspectives and
opinions of team members; and implementing a choice and monitoring its consequences”
(Ejimabo, 2015, p. 6).

The next section analyzes the link between leadership and decision-making.



2.2 Leadership and decision-making

Business leaders make decisions on a daily basis, no matter the small or large impact of
these decisions on their company. Leaders know the importance of evaluating a situation
prior to decision-making. Studies have shown that decision-making of leaders is influenced
by several significant factors. These factors include cognitive biases (Stanovich and West,
2008), beliefs (Acevedo and Krueger, 2004), culture (Morgan, 1997), emotions, leadership
style, communication and social responsibility (Fischhoff, 1996). The factors that influence
the decision-making depend on what decisions are made (Ejimabo, 2015). As decision-
making is part of the everyday life of leaders in their workplace, apart from the outcomes, is
at the heart of the work of management and a key aspect of the organizational outcomes
(Barnard, 1968; Donaldson, 1983). The five next sections review the five main dimensions of
the decision-making process, namely, mental, emotional, cultural, ethical and spiritual.

2.3 Mental decision-making

In today’s world, with the broader and larger business community coping with changing
dynamics such as the rapid development of technology or the uncertain economic growth
linked to the COVID-19 pandemic, business executives who are sitting at the top are well
aware of the limitation of conventional decision-making. They make decisions involuntary
in a limited time frame, choosing from a variety of alternates that they may have faced for
the first time. These alternates may also be exceptional and vague with little information to
make a decision. This context is most of the time the one in which business leaders evolve
and may not lead to rational decision-making practices. Some leaders might unknowingly
respond to the urgency of the situation by changing the usual way of decision-making and,
quite often, it means turning to intuition. Intuition is not a new concept, although, until
recently, it has been limited to the dominion of philosophy. Recent findings in the field of
psychology on how humans process information have spilled over to management research.
Though researchers do not agree on what drives intuition, they agree on three possible
features of intuition, namely, it is a non-conscious process; it relies on emotional cues; it
filters information in a non-sequential manner. According to the cognitive-experiential self-
theory, individuals are capable of using rational processes such as logic or analysis and
intuition both interchangeably and simultaneously. It means using reasoning on the
conscious level and relying on instincts on the non-conscious level (Sinclair and Ashkanasy,
2002). Another dimension of decision-making is emotional and is reviewed in the next
section.

2.4 Emotional decision-making

Several researchers have identified the influence of emotion on one’s decisions but there is
limited information about how these emotions influence the decision-making process
(Gaudine and Thorne, 2001). Emotion is a reaction that occurs when individuals encounter
significant relationships with others or with their environment (p. 175). Frijda (1986) defined
emotional phenomena as:

[...] non-instrumental behaviors and non-instrumental features of behavior, physiological
changes, and evaluative, subject-related experiences as evoked by external and mental events,
and primarily by the significance of such events. An emotion is either an occurrence of
phenomena of these kinds or the inner determinant of such phenomena (p. 4).

A contrast has been made between emotions, moods and personality traits, as their
boundaries are not well-defined. The distinction between moods and emotions are that
moods are of low intensity, enduring and are little specific to the environment. Another
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difference between moods and emotions is the lack of awareness of an individual’s cause of
the feeling state. The differences of personality traits are that it is less intense, long-lasting
and unlinked by the specific environment motives of an individual (Gaudine and Thorne,
2001). There are two dimensions that comprise emotion, namely, one is the level of arousal
and the other is the feeling state. The degree of intensity of the feeling state and its level may
range from quite to arouse and the later has been defined along two dimensions, namely,
negative and positive affect. Negative affect comprises of emotions such as anger, fear,
frustration and depression while positive affect consists of emotions such as optimism and
joy. Many psychologists now believe that emotions are the dominant driver of the decision-
making process. Decisions are the channels through which emotions direct our day-to-day
efforts to increase positive feelings while avoiding negative feelings. Although the
development of the psychological field of emotion science was slow in the beginning, the
field of emotion and decision-making is growing at an accelerating rate with the impact of
theories in decision-making (Lerner et al., 2015). Another dimension of decision-making is
cultural and is reviewed in the next section.

2.5 Cultural decision-making

The perspective of decision-making is not so crystal clear, there are several factors that need
to be considered such as the range of choices, the outcome of a decision, the identification of
well-known patterns and how people narrate the context. These factors are all considered
either consciously or unconsciously. The cultural context shapes the impact of these
additional factors on decisions made, either if an individual acknowledges the role of culture
in the decision-making or not. Such effects jointly influence the sense-making events of
people (Glazer and Karpati, 2014). Sense-making is a process in which an individual
endeavor to comprehend and interpret experiences. The past experience of an individual,
cultural values and the measure, which he gives to the event, all have an impact on what he
sees as a situation. Decision-makers also consider what is not stated, and cultural context
mostly prescribes the meaning of what is not said. By recognizing what is stated and what is
not, one can infer a culture, including an organization’s culture. Culture refers to the
character of a group of people who share a common history and perception of appropriate
normative behaviors, values and beliefs (Glazer and Karpati, 2014). In organizational
context and globally, national culture and its values and beliefs are considered. A nation’s
cultural values represent desired principles that guide individuals’ behaviors, feelings and
thinking (p. 24). This describes why humans notice artifacts such as organizational
processes or experience events like late arrivals to the meetings (as a sign of authority, ill-
manners or no problem). Similar to values, a culture’s social axioms are defined as basic
premises that people endorse and use to guide their behavior in daily living (p. 25) gives a
basis for understanding the basic thought that directs an individual’s behaviors, feelings
and interpretations of events (p. 24). Both cultural values and social axioms make the
consideration of an individual while information gathering regarding a situation that needs
a decision (Glazer and Karpati, 2014). Another dimension of decision-making is ethical and
is reviewed in the next section.

2.6 Ethical decision-making

Leadership researchers focused on the ethics of the decision-makers found that their
decision are governed by the utilitarian, rights and fairness (or justice) perspectives. The
utilitarian perspective is mostly used in business decisions aiming on the creation of the
highest possible benefit for the organization. Its significant concepts are efficiency,
productivity and profitability. For business leaders to achieve their stated targets, the best



approach that has been suggested is utility maximization. While decision-making, leaders
have to avoid injury in a so-called precautionary principle. This perspective stresses on the
consideration of the individual basic rights such as the right of free speech. The justice
(fairness) perspective: in the available literature, there is a difference distributive justice and
procedural justice. The distribution of resources as equitable as possible in full equality
(equity) or on need-based is regard to distributive justice. While the process of making
justice as fair as possible disregarding the difference outcome for different individuals is
assumed as procedural justice (Selart, 2010). Every leader seeks to have influence in a way
or another. The essential concern is not whether a leader uses the power or not, the main
concern is that how a leader uses the power. Therefore, the interest of many people in ethical
leadership and decision-making arises because of the abuse of power in these decisions.
Although there is an excessive interest in ethical leadership and decision-making, until now,
there is no general agreement on the measurement of this term, it might be because of the
absence of a neutral basis for it. There are various criterions for the assessment of leaders,
for instance, a leader’s influence, intensions, choice selection, behavior, moral development
and values. Thus, maintaining and developing professional skills are important for leaders.
In a business organizational context, maintaining loyalty to the board as far as possible is
significant for a leader (Selart, 2010). The other aspect of ethical leadership decisions is the
individual needs and personalities of a leader. If a leader has such personality characteristics
such as narcissism, power orientation and lack of emotional maturity (p. 41), it can destroy
self-centered behavior rather than others. These leaders seldom trust others and focus on
their self needs and career rather on the performance of their organization. Additionally,
there is a link between social context and the ethical decision-making of a leader, which is
significantly influenced by the situation. Unethical behavior in leadership decision-making
can be seen in a business organization that possesses the following characteristics, namely,
high productivity demands, internal competition for rewards and advancement, a strong
emphasis on obedience and authority and a lack of standards for ethical behavior and
individual responsibility (Selart, 2010, p. 41). Another dimension of decision-making is
spiritual and is reviewed in the next section.

2.7 Spiritual decision-making

Workplace spirituality has been a well-liked topic within the academic community over the
past decades. Despite extensive interest within the topic, only a few articles finding the
intersection of leadership decision-making and spirituality have explicitly addressed
strategic leadership. A line of empirical research in religious research studies examines
decision-making styles, for instance, three styles of decision-making processes were
represented, namely, deferring, collaborative and self-directing. In the religious context,
deferring is that I let God decide for me, the collaborative is that God and I decide together
and self-directing is that I decide without the help of God (Van Buren and Agle, 1998, p. 162).
In the current literature of spirituality, the role of religion in conceptualizing spirituality
seems mostly debated. In his research on business leaders regarding religion’s influence on
their decision-making, Fernando (2005) found out no universal definition of the concept. The
responses from the participants showed that there is a possibility to be spiritual without
believing in or affirming to God or higher power, although the majority of the participants
explicitly included the belief of higher power as an essential part of their thought of
spirituality (Fernando, 2005). When business leaders have been asked about their
engagement of religious practices at work, it has often been revealed that involvement is
associated with decision-making. The next section will discuss the methodology.
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3. Methodology

The purpose of this paper is to understand, which internal processes (mental, emotional,
cultural, ethical and spiritual) Afghan business leaders use when making managerial
decisions. Primary data were collected through 1-h face-to-face interviews with business
executives. Interviews were conducted through open-ended questions in a semi-structured
format. This method was considered the most appropriate to acquire an understanding of
senior executives’ interpretation and usage of decision-making processes. The method of
analyzing data was thematic analysis where the researchers identified common themes,
topics, ideas and patterns of meaning that come up repetitively. The objective of the analysis
was to determine the most used decision-making process by the selected business executives
and the reasons for using these processes. The participants were selected on the basis of the
following criteria:

* Afghan businessman or CEO based in Kabul.

« Ability to be interviewed in English.

* Having above 24 years of age.

* Having a university degree.

¢ Working or owing the business for more than a year.

* Willingness to participate in one face-to-face interview.

+ Willingness to have their contributions to the study publicly disseminated.

The participants were sourced out by personal business or academic relations and through
the selected participants based on their availability and fulfilling the above-mentioned
criteria. The group consisted of eight Afghan business leaders that either own the business
or are employed as the executive of the company or both owns and serves as an executive of
the company. The participants were all born, raised and (mostly) educated in Afghanistan.
Their businesses, families and social networks were all located in Afghanistan. All the
companies are based in the capital city of Kabul and the respondents work at the Head
Office of their respective companies. Out of eight male participants, two were from
Generation X (people born from 1965 to 1980) and six from Generation Y or Millennial
(people born from 1981 to 1996). Most of the participants are young entrepreneurs that
founded their company in the past decade. The next section gathers the results of the
interviews.

4. Results

The purpose of the paper is to understand which internal processes (mental, emotional,
cultural, ethical and spiritual) Afghan business leaders use when making their managerial
decisions.

To gather specific data on the research topic, participants explained, which internal
processes of decision-making they regularly use in their organization. As shown in
Appendix, questions were prepared to minimize participants’ replies bias. They were also
designed to collect a maximum of information.

The first six questions focused on demographics, education and experience of the participants.

Participants’ average of professional experience in years was 11.75 years with a range of
7years to 25years. Participants’ average number of years working with the current
organization (either owing it or working for it) was 6.75 ranging from 3 years to 18 years.
The average number of total professional experience for Generation Y (people born from
1981 to 1996) was 8.7 years while their working experience or owing the business was



3.7years. The average number of total professional experience for Generation X was
21 years while their working experience or owing the business was 16 years. Participants of
the Generation X (people born from 1965 to 1980) were the founder, owner and executives of
the company while in Generation Y, one participant was working as an executive and
another participant was only the owner (President) of the company and the remaining four
participants were founder, owner and executives of the company.

Table 1 summarizes the participants’ age, total years of professional experience and
tenure in the current organization.

Questions 7 to 20 were designed to obtain the maximum perception of participants
regarding the internal process of decision-making in the context of the study.

Interview question 7:  “When we make decisions, there are two types of emotions we
mostly feel, namely, incidental and integral. Which one you have
experienced more?”

The most frequent type of emotion that the participants used was integral. Out of eight
participants, five of them stated that they mostly use integral emotion while making decisions.
Two of the participants indicated that they use both integral and incidental emotion in their
decision-making. Only one of the participants mentioned that he frequently uses incidental
emotion in his decision-making. Some of the participants did not completely understand the
meanings of the integral and incidental emotions in the decision-making, to have a harmonized
approach, the meaning of both terms were presented to the participants with relevant examples
so that all the participants understand the question and provide accurate information. The
replies of the participants indicated that all eight participants use the internal process of
emotions in their decision-making, but the usage is not frequent. Out of eight participants, only
two of them indicated that emotions mostly influence their decision-making process, the
remaining participants stated that only on few occasions or sometimes, emotions influence
their decision-making. One of the participants stated “I am very rational at decision-making”
and the other participant told that “I take time to make decisions.” This indicated that they do
not allow emotions to have an impact on their decision-making process. One participant of
Generation X mostly uses integral emotions and the other participant stated the usage of both
incidental and integral emotions in their decision-making. In Generation Y, four out of six
participants use integral emotions in their decision-making, one of the participants uses
incidental emotions while the other one uses both integral and incidental emotions:

Interview question 8 “How emotions have influenced your decision-making? If you can
share any of your experience”.

In total, 100% of the participants indicated that they use emotions while making a decision
in their organization, for at least once. The emotional process of decision-making was more
involved when the human factor was involved. For instance, one of the participants stated “I

Average years of Average time at
Generation No. of participants Average age work experience current organization
Generation X 2 44 21 16

Generation Y 6 31 8.7 3.7
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did not fire an employee that I had to” because he was a needy and poor person. Most of the
participants replied that the usage of emotion in their decision-making depends on the
situation. Another participant said that on the closure of some projects, laying out
employees feels bad.

The information gathered from the participants showed that due to the negative impact
of emotions, more specifically negative emotions, the participants try to avoid the influence
of emotions. Like one of the participants said:

I gain negative emotions after business hours, mainly on evenings, so I do not make any decision
at that particular time. Because it makes me regret and the impact has been negative most of the
time.

The purpose of this question was to determine how emotions impact the decision-making of
participants and to identify the occurrence of such impacts. The replies from the
participants pointed out that all the participants have incurred emotional processes in their
decision-making. It was also observed that some of the participants have tried to avoid the
influence of emotions in their decision-making to avoid any unwanted outcome:

Interview question 9: “What different ways of decision-making you prefer to use in
your day-to-day work (intuition or logic)?”

The most frequent way of the mental process of decision-making was intuitional decision-
making. Out of eight participants, four participants replied that they mostly use intuition in
their decision-making process. One of the participants replied that his decisions are based on
both intuition and logic. The remaining three participants mentioned that they make
decisions logically.

The participants were given appropriate examples of both logic and intuition in addition
to their definitions, so the participants could share their actual experience. One of the three
participants who prefer logical decision-making noted “I like calculations and I consider all
the pros and cons of the given alternate before coming to a decision.” The other participant
who prefers intuition stated “I usually decide the matters based on my vast past experience.”

The purpose of this question was to determine the usage of the mental process of
decision-making among the participants. The information gathered from the participants
showed that mental process is crucial in the decision-making process of the participants and
all eight participants indicated that they use this process frequently while making decisions.
In addition, all eight participants mentioned that they prefer to use the mental process in
their day-to-day decision-making.

Among Generation X, one participant uses the logical process and the other participant
mentioned that he uses both logic and intuition in his decision-making process. While
among Generation Y, four out of six participants make a decision based on intuition and the
remaining two participants use logic for their decision-making:

Interview question 10:  “Are you a risk-averse or risk-seeking person with the decision?”

Most of the participants mentioned that they are a risk-seeking person. They revealed that
without being a risk-seeking person, working in the business community of Afghanistan
would be impossible. They mentioned that the current situation of Afghanistan requires
being a risk-seeking person. Out of eight participants, only one participant stated that heis a
risk-averse person and the remaining seven participants consider themselves risk-seeking
person. All Generation X participants are risk-seeking and only one out of six participants of
Generation Y is a risk-averse person. One of the participants noted, “I am a very risk-seeking



person, I have invested in many projects and I can even implement a project without having
the required financials”:

Interview question 11: “What is important for you as a leader to consider when
formulating your analysis?”

Due to the openness of the question, the answers provided by the participants varied
extensively. While the most common factor mentioned by participants was the outcome and
end-result, many other factors were also presented. They included: calculation of alternates,
the big picture, relationships, pros and cons of the alternates, success, the end result, values,
commodity, justice, human values, ethical values, integrity, feeling responsible, ownership
and profitability.

The purpose of this question was to determine, which internal factor(s) participants
usually consider in their decision-making. The data gathered from the participants indicated
that mental and ethical factors are the most used by participants even if each participant has
a unique perspective:

Interview question 12: “Maximizing profit or ethical values, what are your priorities in
the organization?”

In total, 100% of the participants stated that their priorities are more ethical than
maximizing profit. The purpose of this question was to determine the usage of the ethical
factor in the decision-making of Afghan business leaders (participants).

A participant noted, “when you consider ethics and fulfill your obligations, the profit
automatically generates.” Another participant stated, “we got projects on the basis of ethical
values and there were chances to get extra profit but due to the unethical considerations we
did not get those projects.”

The data gathered from the participants indicated that all participants are greatly
influenced by ethical values in their decision-making process. The participants have the
perception that profit is associated with ethical values. They believe that profit will be
generated while considering ethical values:

Interview question 13: “What type of organizational culture does your organization
possess?”

Out of eight participants, five participants stated that they have an open, friendly, caring
organization for each employee and horizontal culture in their organization. The
remaining three participants also indicated that they have a friendly culture in their
organization but they also consider the processes and hierarchy. The information
gathered from the participants showed that most of the participants’ organizations had
adhocracy or entrepreneurial culture. They wvalued creativity, participation and
flexibility. The purpose of this question was to determine the culture of the organizations,
as the literature indicated that leaders tend to dominate the culture in the organizations.
Most of the participants also believe that the culture of their organization is the mirror of
themselves:

Interview question 14: “How can an organizational culture influence you as a leader?
How can you as a leader influence organizational culture?”

The purpose of this question was to know how the culture process of decision-making
impacts the decision-making process of its leader. It was found that all the participants use
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the culture process in their decision-making. All participants believe that the influence is on
both sides. For instance, one participant noted:

[...] when I joined the organization, it had a too opened and friendly culture while I was a
structured and process-based person. Gradually the organization and myself we have influenced
each other. Now I am a little more flexible and the organization has adopted processes, it has
followed hierarchy but it has preserved its friendly and cooperative culture but not as much as it
was.

The information gathered from the participants indicated that the culture process is used in
the decision-making process by all participants. In total, 100% of the participants agreed
that they consider culture when evaluating alternate for their decision-making:

Interview question 15:  “Have you ever embodied spirituality in your decision-making or
will you?”

The answer to this question by all the participants was yes. Every participant agreed that
they use spirituality while decision-making. One participant noted, “once in a lifetime I have
to consider spirituality in my decision-making.” The purpose of this question was to
determine whether participants use spirituality in their decision-making process.
Considering the socio-cultural virtues of Afghanistan, all participants consider spirituality
and religion as the same phenomena. All participants indicated that the teachings and living
standards of the families make them believe that both are the same phenomena. A
participant said, “yes, I have embodied spirituality in my decision-making because
sometimes [ have to.” While another participant described that his goal in the organization is
spiritual, he also mentioned that this inspired him to write on the effects of spirituality on
work-life, a chapter in his upcoming book. Another participant said that the usage of
spirituality in decision-making relates to being ethical. The information gathered from
participants on this topic clearly indicates that they use spirituality in their decision-making:

Interview question 16: “How much you rely on spirituality while decision-making?”

Out of eight participants, three participants replied that they mostly rely on spirituality or
on their religious teachings during the decision-making process. Another three participants
replied that they somehow rely on spirituality or religion in their decision-making, about
50% of the time. The remaining two participants indicated that they rely on spirituality in
their decision-making between 25% and 30% of the time. They expressed that most of the
decision-making in their line of work does not require spirituality to be involved. They
consider other processes to make decisions. The information gathered from the participants
exhibited that participants from Generation Y rely 76% on spirituality in their decision-
making process. The data showed that only one of the Generation Y participants rely less on
spirituality and the remaining five participants rely frequently on spirituality while making
a decision. The information from Generation X indicated that these participants rely less on
spirituality, their average was 38%. One of the Generation X participants stated “I rely less,
as I do my work based on my evaluations”:

Interview question 17:  “How do the spiritual beliefs affect your decision-making?”

All participants acknowledged that spiritual belief has affected their decision-making
process. Most of the participants recognized that the affects come from their religious beliefs
and daily prayers. The factors that affect the decisions of the participants vary, they include
stress, ethical values, national culture, destiny, religious beliefs, family background,



satisfaction and religious teachings. A participant noted that “after all considerations and
analysis, | make a decision then I leave it to God.” Three participants admitted that
spirituality gives them relief from stress, one of them also mentioned that it gives him
satisfaction when he relies on spiritual decision-making. Two participants replied that the
influence of religion on their decision-making comes from religious family background.
They mentioned that the teachings they had throughout their life have stimulated their
consideration of religion in their decision-making. The purpose of this question was to better
understand the impact and usage of spirituality in the daily decision-making process of the
interviewed participants. One participant noted, “at certain times, I made bad decisions, and
these bad decisions pushed me to use spirituality in my decision-making process.”

The information gathered in the research clearly advocates that the spirituality of
participants relies on their religious beliefs. These beliefs come from the teachings and
national culture that participants received and practice every day:

Interview question 18: “Decision-making is a choice from among two or more alternate
courses of action, what process kicks first inside you when
making a decision?”

Out of eight participants, six mentioned mental process, one participant emotional process
and one cultural process. Five participants explicitly stated that they seek the end-result or
outcome of the alternates. The process that “kicks first inside the leader” varies from
participants: outcome of the decision, result, process, solution time, logical evaluations,
motivation, passion, questions in mind, impact and reaction of the people. The purpose of
this question was to determine the first reaction of the participants in their decision-making.
Although each internal process was determined individually from the information provided
by the participants, the objective was also to compare the processes within the decision-
making of the participants. A participant noted, “I am rational in my decision-making, I do
not make quick decisions, I first calculate, evaluate before coming to a final decision”:

Interview question 19: “What attitude you adopt when facing an organizational
problem? (Offensive or defensive)?”

Five participants out of eight replied that they have mostly adopted a defensive attitude.
The remaining three participants have adopted offensive attitude when facing an
organizational problem. These three participants belong to Generation Y, hence, three
participants from Generation Y and both participants from Generation X adopted a
defensive attitude. To better understand the terms offensive and defensive decision-making,
both terms were defined in accordance to the decision-making process with associated
examples. One participant that has adopted a defensive attitude noted “once I have made a
decision without considering and evaluating the problem, I regret when I come to know the
real reason behind the problem.” The purpose of this question was to determine the usage of
mental processes in decision-making and to understand the overall attitude of participants
when they make decisions in their organizations:

Interview question 20: “How the COVID-virus pandemic has impacted your decision-
making process? Which dimension has been impacted? Mental,
emotional or spiritual?”

All participants acknowledged that the current COVID19 pandemic has impacted their
businesses and their decision-making process as well. The information gathered from the
participants revealed that the COVID19 pandemic has impacted six participants from out of
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Table 2.

usage distribution of
the mental,
emotional, cultural,
ethical and spiritual
process in decision-
making

eight in their mental decision-making process, and the remaining two participants
mentioned that the pandemic has had a significant impact on their emotional process of
decision-making. One of the participants of Generation X has had an emotional impact on
his decision-making process and the other participant of Generation X has had a mental
impact. Considering Generation Y, five out of six participants have had a mental impact on
their decision-making process and the remaining one has had an emotional impact. Most of
the participants replied that the pandemic had more impact during the downsizing of their
organization due to financial losses and another impact was the task delays. The purpose of
this question was to analyze the effects of the COVID19 pandemic.

In conclusion, the answers to interviews reveal that all the internal processes are used by
participants in their decision-making but their utilization varies with individuals: the most
frequent processes in decision-making are mental, cultural and ethical processes. Both
Generations X and Y used more mental, cultural and ethical processes in their decision-
making. Table 2 indicates the usage of the mental, emotional, cultural, ethical and spiritual
process in decision-making and its distribution.

5. Conclusion

The primary source of data collection was a sample of eight Afghan business leaders who
either work as an executive or own the company or both in Kabul city, capital of
Afghanistan. The data was collected from open-ended, semi-structured, face-to-face
interviews conducted with each participant. The objective of this study was to explore the
most frequent factors (mental, emotional, cultural, ethical and spiritual), which influence the
decision-making processes and to better understand the psychological process of decision-
making among business leaders in Afghanistan.

Based on the thematic analysis of the interviews, during the mental process of decision-
making among participants, the most frequent way is intuitional decision-making. Out of
eight participants, four participants replied that they have mostly used intuition in their
decision-making process. One of the participants replied that his decisions are commonly
based on both intuition and logic. The remaining three participants mentioned that they
make decisions logically. These findings indicate that the mental process is involved in the
decision-making process of all participants. Klein and Weick (2000) explained that decision-
making involves essentially three approaches, namely, the rational choice, the intuitive and
the experimental approach. Decision-making improves with practice as it is considered as a
skill. One of the participants stated, “I am very rational at decision-making” in agreement
with Faules and Alexander (1978), who noted: “during most of this century logical thought
has been regarded as the basis for decision-making” (p. 178). Among Generation X, one
participant uses the logical process and the other participant uses both logic and intuition in
his decision-making process. According to the cognitive-experiential self-theory individuals

Usage of Usage of Usage of Usage of Usage of
Generation mental process emotional process  cultural process ethical process  spiritual process
Generation Y  Mostly Often Mostly Mostly Mostly

(75% t0 100%)  (50% to 75%) (75% t0 100%)  (75% to 100%)  (75% to 100%)
Generation X Mostly Sometimes Mostly Mostly Sometimes

(75% t0100%)  (less than 50%) (75% t0100%)  (75% to 100%)  (less than 50%)
All Mostly Often Mostly Mostly Often

(75% t0100%)  (50% to 75%) (75% t0100%)  (75% to 100%)  (50% to 75%)




are remarkably capable of using rational processes such as logic or analysis and intuition
both interchangeably and simultaneously. It means that the individual uses reasoning on
the conscious level and relies on instincts on the non-conscious level (Sinclair and
Ashkanasy, 2002). Among Generation Y, four out of six participants make a decision based
on intuition and the remaining two participants use logic for their decision-making.

Regarding the emotional process of decision-making, all participants indicate that they
use emotions while making a decision in their organizations, at least once. The emotional
process of decision-making is more involved when the human factor is involved. For
instance, one of the participants stated “I did not fire an employee that I had to because he
was a needy and poor person.” This statement is in line with Gaudine and Thorne (2001,
p. 175): “emotion is a reaction that occurs when individuals encounter significant
relationships with others or with their environment.” Thus, all eight participants have used
the internal process of emotion in their decision-making, but the usage has not been
frequent. Out of eight participants, only two indicated that emotions have most influenced
their decision-making process, the remaining six stated that only in few occasions or
sometimes the emotions have influenced their decision-making. One of the participants
stated, “I am very rational at decision-making and do not allow emotions to interfere on my
decisions.” In this respect, Kim (2012) explained that “emotions interfere on rationality,
affecting one’s objective observation of the situation, as there is a complementary
relationship between both, as an emotion has an important role in the decision-making
process.”

Regarding the cultural process of decision-making, Glazer and Karpati (2014) mentioned
that decision-makers consider what is not stated, and cultural context mostly prescribes the
meaning of what is not said. By recognizing what is stated and what is not, we can infer a
culture, including an organization’s culture. In line with this statement, participants were
asked about their organizational culture to determine their usage of cultural processes in
decision-making. Out of eight participants, five participants stated that they have an open,
friendly, caring organization for each employee and horizontal culture in their organization.
The remaining three participants indicated that they have a friendly culture but they also
considered the processes and hierarchy in their organization. The information gathered from
the participants showed that most of the participants’ organizations had adhocracy or
entrepreneurial culture. They valued the creativity, participation and flexibility of
employees. Leaders of this type of organization were mentioned by Chatman and Kennedy
(2010) indicating that all employees will either succeed or fail together when employees
share the organizational culture values of a group, and therefore, share its fate.

Regarding the ethical process of decision-making, all participants stated that their
priorities are more ethical than getting extra profit. The data indicated that all participants
have been influenced by ethical values in their decision-making process. The participants
have the perception that profit is associated with ethical values. They believe that profit will
be generated while considering ethical values. A participant noted that when you consider
ethics and fulfill your obligations, the profit automatically generates. Thus, researchers
argued that leadership is considered to be effective and true when the behavior and role of
the leader are consistent with ethical and moral values (Kooskora, 2012). There are various
criterions for the assessment of leaders, for instance, a leader’s influence, intentions, choice
selection, behavior, moral development and values (Selart, 2010). The results of this study
support this finding, for instance, a participant stated “we got projects on the basis of ethical
values and there were chances to get extra profit but due to the unethical considerations we
did not get those projects.”
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Regarding the spiritual process of decision-making, out of eight participants, three
participants replied that they mostly rely on spirituality or on religious teachings during the
decision-making process. Another three participants replied that they somehow rely on
spirituality or religion in their decision-making, about 50% of the time. The remaining two
participants indicated that they rely on spirituality in their decision-making between 25%
and 30% of the time. All participants agreed that they have used spirituality while decision-
making. One participant noted that once in a lifetime he has to consider spirituality in his
decision-making. A line of empirical research in religious research studies examined
decision-making styles. Among these styles, three styles of decision-making processes stand
out: deferring, collaborative and self-directing. In the religious context, deferring is “I let God
decide for me,” collaborative is “God and I decide together” and self-directing is “I decide
without the help of God” (Van Buren and Agle, 1998, p. 162). In line with this statement, a
participant noted “after all considerations and analysis, I make a decision then I leave it to
God.” One participant noted, “at certain times, I made bad decisions, and these bad decisions
pushed me to use spirituality in my decision-making process”.

This finding is supported by Fernando (2005), who mentioned that some leaders believe
that in difficult situations their connectivity with religion needs to be complemented with
the available decision-making tools, as the need to make the right decision is the main
concern.

In conclusion, this paper discusses the decision-making process of business leaders and
focuses on which internal factors do Afghan business leaders select when making a
decision. The main factors encountered in the literature are mental, emotional, cultural,
ethical and spiritual. Although the usage of internal processes in decision-making are not
homogeneous among Afghan business leaders, some of the processes are used more
frequently than others such as mental, cultural and ethical processes. During the mental
process of decision-making, the majority of leaders use intuitional decision-making, the
minority using logic. Regarding the cultural dimension, the majority of leaders stated that
they have an open, friendly, caring organization for each employee and horizontal culture in
their organization. The minority indicated that they have a friendly culture but they also
considered the processes and hierarchy in their organization. Considering the ethical process
of decision-making, leaders stated that their priorities are more ethical than getting extra
profit. They believe that profit will be generated while considering ethical values. As a
leader noted: when you consider ethics and fulfill your obligations, the profit automatically
generates. Most leaders use the internal process of emotion in their decision-making, but the
usage has not been frequent. The emotional process of decision-making is more involved
when the human factor is involved. For instance, one of the participants stated “I did not fire
an employee that I had to because he was a needy and poor person.” About the spiritual
process of decision-making, although all leaders agreed that they have used spirituality in
decision-making, its usage varies. About one-third of the leaders mostly rely on spirituality
or on religious teachings during the decision-making process, one third somehow rely on
spirituality or religion, about 50% of the time and one third rely on spirituality between 25%
and 30% of the time. This study is pilot research as no previous research was carried out on
this topic, therefore it provides a basis of literature on the usage of internal processes on
decision-making in Afghanistan. Additionally, it offers insight for international business
leaders who are eager to deal with Afghan business leaders. To have a better knowledge of
the usage of internal processes in decision-making in Afghanistan, future research studies
may broaden the number of participants, include both genders and include more business
sectors and industries, as this study has limitations. The most significant limitation of the
study is the usage of a small sample size. Interviews being face-to-face for the quality of



the interaction with leaders, it was a serious constraint and because of security reasons, the
capital and the country being the regular targets of terrorist attacks that limit travel, the
sample size was limited. Another limitation is the unavailability of academic literature on
internal processes of decision-making in Afghanistan, no previous research having been
conducted on this topic. In addition, Afghanistan having socio-cultural barriers, the number
of female leaders being limited. No female leaders have been interviewed for the purpose of
this research.
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Appendix. Interview questions
e What is your job title?
¢ How long have you been working in this organization?
e What is your highest level of education? And in which institution?
¢ When did you graduate (from your highest level of education)?
¢ What are the total years of your professional experience?
¢ How many places have you worked in?

¢  When we make decisions, there are two types of emotions we mostly feel, namely,
incidental and integral. Which one you have experienced more?

¢ How emotions have influenced your decision-making? If you can share any of your experience.

e What different ways of decision-making you prefer to use in your day-to-day work
(intuition or logic)?
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Are you a risk-averse or risk-seeking person with the decision?

‘What is important for you as a leader to consider when formulating your analysis?
Maximizing profit or ethical values, what are your priorities in the organization?
‘What type of organizational culture does your organization possess?

How can an organizational culture influence you as a leader? How can you as a leader
influence an organizational culture?

Have you ever embodied spirituality in your decision-making or will you?

How much you rely on spirituality while decision-making?

How do the spiritual beliefs affect your decision-making?

Decision-making is a choice from among two or more alternate courses of action, what
process kicks first inside you, when making a decision?

What attitude you adopt when facing an organizational problem? (Offensive or
defensive).

How the COVID-virus pandemic has impacted your decision-making process? Which
dimension has been impacted? Mental, emotional or spiritual?

Is there anything we did not talk about today that you think we should? Are there any
questions that you want us to go back and revisit?
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