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Abstract

Poor management decisions can have a negative impact on organizations, par-
ticularly when organization leaders make decisions based on personal interests
that do not reflect stakeholders’ interests. The poor quality of some decisions
made historically by Economic Community of West African States (ECOWAS)
leaders has adversely affected stakeholders. The purpose of this qualitative case
study was to identify the obstacles to making effective management decisions
in ECOWAS. The conceptual framework was a combination of stakeholder
theory, the theory of organizational framing for decision-making, and ethical
leadership theory. Interviews of 10 former and current senior managers of
ECOWAS provided the primary study data. Constant comparative analysis and
Yin’s qualitative case study data analysis approach were used to analyze the
data. Seven key themes emerged regarding obstacles that hinder the organiza-
tion’s ability to fulfill its mission. The recommendations of the study partici-
pants to address these challenges, if implemented, could lead to improvements
that help ECOWAS achieve its primary goal of regional economic integration,
development, and stability for more than 400 million African citizens.

Keywords

Leadership, Management Decision Making, Economic Community of West
African States, Regional Economic Integration, Regional Development,
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1. Introduction

Poor management decisions can have a negative impact on organizations. Various

problems can arise from ineffective decision-making (Bon et al., 2017; Liu et al.,
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2019). Since its founding in 1975, the Economic Community of West African
States (ECOWAS, n.d.) has struggled to fulfill its mandate (Santos et al., 2018).
Research indicates that ECOWAS’s failure to achieve its organizational goals is
primarily due to management issues, poor decision-making, and a lack of capa-
bilities, including an inefficient organizational structure (Nwankwo, 2017; Santos
et al., 2018). These problems adversely affect the organization’s culture, politics,
and stakeholders (Bolman & Deal, 2017). Therefore, it is essential to understand
how the management of ECOWAS makes decisions to identify the obstacles to

effective management.

2. Background

ECOWAS is the largest sub-regional community in Africa, comprising 15 Mem-
ber States and over 400 million people. Its main goals include economic integra-
tion and development, stability, and the establishment of a single currency (Biri-
korang, 2016). Recognized as the leading peace and security organization in Africa
(Agbo et al., 2018; De Coning, 2017), ECOWAS was originally proposed by Pres-
ident William Tubman of Liberia in 1964, leading to an initial agreement in 1965.
On May 28, 1975, the 15 West African countries officially formed ECOWAS in
Lagos, Nigeria (Pitts, 1999).

However, the ECOWAS agreement has not so far produced lasting results
(Agbo et al., 2018; Birikorang, 2016). The organization’s shortcomings have con-
tributed to instability among its Member States (Porto & Engel, 2016). The ina-
bility of ECOWAS to fulfill its mandate is a result of poor leadership, corruption
(Agbo et al., 2018; Birikorang, 2016), as well as management issues, ineffective
decision-making, and a lack of capabilities stemming from an inefficient organi-
zational structure (Nwankwo, 2017; Santos et al., 2018).

According to Bolman and Deal (2017), failing to deliver on its mandate ad-
versely affects the organization’s culture, politics, and stakeholders. To resolve
these issues, ECOWAS leaders must understand the obstacles that hinder effective
management decision-making. Existing literature provides limited insight into
these obstacles, prompting this qualitative case study to identify the barriers to

effective management decision-making.

3. Conceptual Framework

The key concepts of this research included stakeholder theory, which relates to
the organization, stakeholders, and the relations between groups; organizational
contexts (political, structural, human resource, and symbolic) from the theory of
organizational framing; and leaders’ traits, principles, and values that guide their
behavior and actions in decision making from ethical decision-making theory.
First, under stakeholder theory, organizations create value through collaboration
with their stakeholders (Freudenreich et al., 2020). Friedman and Miles (2002)
argued that through stakeholder theory, investigators can examine the scope of

organization-stakeholder relations, how such relations occur over time, and how
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and why changes in relations occur over time. Second, Bolman and Deal (2017)
posited that to make effective decisions, leaders need to view and analyze organi-
zational problems from four perspectives or frames: political, structural, human
resources (key stakeholders in ECOWAS), and symbolic (culture). The four-
frame model by Bolman and Deal (2017) is a set of frames that comprise “a set of
ideas and assumptions” to guide organizations (p. 12). This underscores the sig-
nificance of organizational contexts (political, structural, human resources, and
symbolic) as key concepts of the theory of organizational framing. Lastly, the key
concept of Brown et al.’s (2005) ethical leadership theory highlights how leaders
exhibit moral characteristics via explicit actions, especially through decision mak-
ing. That is, the traits, principles, and values of leaders guide their behavior and
actions in decision making, which ultimately influence followers (Brown et al.,
2005).

To enable the exploration of these key concepts, the conceptual framework for
the study combined stakeholder theory, Bolman and Deal’s (2017) theory of or-
ganizational framing for decision making, and Brown et al.’s (2005) ethical lead-
ership theory. The integrated model helped me to distinguish different stakehold-
ers and enabled me to analyze organization-stakeholder relations from both the
organizational perspective and the stakeholder perspective (Friedman & Miles,
2002).

One core part of the conceptual framework consists of Bolman and Deal’s
(2017) theory of organizational framing for decision making. Bolman and Deal
(2017) further noted that managers and organizational leaders commonly and fre-
quently misread situations. This is important given that leaders’ ability to read
situations accurately is crucial to development and learning within organizations.
More specifically, managers and organizational leaders need to learn to utilize sev-
eral lenses to gain a better understanding of organizational problems and deter-
mine effective leadership action steps to address problems (Holmes & Scull, 2019).
As such, Bolman and Deal’s (2017) four frames for analyzing organizational con-
texts (political, structural, human resources, and symbolic) could be used to ad-
dress this issue among leaders and organizations (Holmes & Scull, 2019).

Various researchers have noted that the use of Bolman and Deal’s (2017) theory
of organizational framing for decision making is a robust framework for provid-
ing leaders with rich descriptions of organizational structures and mentalities, in-
cluding necessary leadership actions that could result in improvements in organ-
izational understanding (Daft, 2015; Holmes & Scull, 2019). As such, many au-
thors have widely applied the concept of Bolman and Deal’s (2017) four frames
within scholarly articles and studies related to management and leadership and
organizational performance and improvement (Bryson, 2018; Daft, 2015; Holmes
& Scull, 2019).

The last part of the conceptual framework for this study is Brown et al.’s (2005)
ethical leadership theory. Brown et al.’s (2005) approach underscores specific con-

cepts, including altruism, honesty, moral awareness, trustworthiness, and selfless-
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ness, which act as a foundation for building ethics and ethical leadership in or-
ganizations. These are important concepts given that leaders have the responsibil-
ity to cultivate and maintain an ethical climate (Georgeson-Agege, 2020). Accord-
ing to Georgeson-Agege (2020) and Pucic (2015), leaders can create an ethical
climate in organizations specifically by communicating these concepts of altru-
ism, honesty, moral awareness, trustworthiness, and selflessness to their followers
and acting as role models for their followers.

Brown et al.’s (2005) ethical leadership theory provides a model for conceptu-
alizing, implementing, and teaching ethical leadership. Further, Georgeson-Agege
(2020) noted that Brown et al.’s ethical leadership theory embodies normatively
suitable actions and behaviors that leaders use to relate with, communicate, and
practice ethical leadership to their followers. As such, Brown et al.’s ethical lead-
ership theory highlights the ethical conduct of organizational leaders. Research
has shown that leaders can strengthen their ethical conduct by implementing eth-
ical policies within an organization, establishing reward systems, and providing
training and development programs to motivate followers to act in an ethical
manner (Georgeson-Agege, 2020; Pucic, 2015). Ciulla et al. (2018) added to this,
noting the importance of examining and identifying normatively suitable actions
and behaviors for conceptualizing ethical leadership, as well as developing and
establishing processes that cultivate ethical leadership for both leaders and follow-
ers.

Together, these three theories offer a broad and relevant framework to identify
obstacles to making effective management decisions in ECOWAS. Stakeholder
theory (Freudenreich et al., 2020), organizational framing theory (Bolman & Deal,
2017), and ethical leadership theory (Brown et al., 2005) together guided the iden-
tification and categorization of obstacles to making effective management deci-
sions in ECOWAS. For example, the obstacles could be human resources (stake-
holders), political, structural, or cultural (Bolman & Deal, 2017). The three theo-
ries also provided bases for analyzing the identified obstacles—for example, in
terms of the implications for stakeholders, organizational performance, and ethi-
cal leadership. The conceptual framework guided the design and execution of the
study and supported the categorization and description of obstacles identified
from the research.

4. Method

The purpose of this qualitative case study was to identify the obstacles to making
effective management decisions in ECOWAS. The case under study was decision-
making by ECOWAS management, with a focus on identifying and describing the
obstacles to making effective management decisions through the subjective
knowledge and lived experiences of current and former senior managers of ECO-
WAS, also known as statutory appointees, that constituted the target population
of the study. The participants were identified using purposive sampling, which
ensured the selection of ideal participants to provide firsthand diverse infor-
mation to enrich the research findings (van Manen, 1997).
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Data collection consisted of a 30 to 60-minute, semistructured Zoom interview
with each of the study participants using an interview protocol based on the cen-
tral research question of the study: What are the major obstacles to making effec-
tive management decisions in ECOWAS? The interview questions were:

1) What are some of the factors that are often taken into consideration when
the ECOWAS makes decisions?

2) Which stakeholders are consulted when the ECOW AS makes decisions?

3) How do cultural factors or considerations affect decision making in the ECO-
WAS?

4) What factors facilitate the decision-making process for the ECOWAS?

5) What factors hinder the decision-making process for the ECOWAS?

6) How do management styles affect the decision-making process for the ECO-
WAS?

7) How does the current organizational structure of the ECOWAS affect the
decision-making process?

8) What changes would you make to improve the decision-making process of
the ECOWAS?

After member checking the data with the study participants for validity, Yin’s
(2017) qualitative data analysis process of explanation building, as well as the con-
stant comparative method, were used recursively to incorporate successive inter-
view data until data saturation occurred (Merriam & Tisdell, 2016) with the tenth

interview.

5. Results

The seven themes that emerged from the data analysis are listed in Table 1 in
order of the percentage of participants who mentioned each. In the discussion
section, each of these themes is described based on participants’ data and the lit-

erature.

Table 1. Study themes.

Theme Participant %
1) Undue interference by Member States in the affairs of management 100
2) Sub-regionalism or nationalism of senior managers 100
3) Hierarchical and bureaucratic leadership styles 100
4) Selection process of senior managers based on politics 80
5) Lack of independent evaluation of senior managers’ performance 80
6) Lack of continuity in management 70
7) Centralized decision making 70

6. Discussion of Findings

The key findings from the research emerged as themes identified through a con-

stant comparative analysis of the study data to address the research question. Par-
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ticipants pinpointed several significant obstacles to effective management deci-
sion-making, including: 1) undue interference by Member States in management
affairs, 2) sub-regionalism or nationalism among senior managers, 3) hierarchical
and bureaucratic leadership styles, 4) the selection of senior managers based on
political considerations, 5) the absence of independent evaluations of senior man-
agers’ performance, 6) a lack of continuity in management, and 7) centralized de-

cision-making.

6.1. Theme 1: Undue Interference by Member States in the Affairs
of Management

One of the most significant findings from this research is that undue interference
by Member States in management affairs is a significant obstacle to making effec-
tive management decisions in ECOWAS. Participants asserted that these interfer-
ences come from Member States through their representatives, such as Heads of
State, ministers, and ambassadors. All participants in this study reported that
Member States interfere in management work and thus act as a deterrent to effec-
tive and efficient decision-making. Furthermore, according to the study partici-
pants, member-state interference is ubiquitous.

While there are no previous studies that reveal perceptions regarding obstacles
to making effective management decisions in ECOWAS, previous researchers
have noted prevailing issues with the existing management practices and decision-
making structure within ECOWAS (Momodu, 2018; Omo-Ogbebor, 2017; Yaya,
2014). Furthermore, researchers have attributed this ineffectiveness to autocratic
leaders who control all decisions with limited input from other staff members
(Bolman & Deal, 2017). As such, this central theme is consistent with past litera-
ture while also extending the findings, as this theme indicates how undue inter-
ference by member states contributes to ineffective decision-making within ECO-
WAS.

6.2. Theme 2: Sub-Regionalism or Nationalism of Senior Managers

Closely related to interference by Member States was the finding that sub-region-
alism and nationalism of senior managers was a major obstacle to making effective
management decisions in ECOWAS. All participants reported that these factors
are significant organizational decision-making barriers. One form of sub-region-
alism in ECOWAS was the mutual support among senior managers from the West
African Economic and Monetary Union (UEMOA), a sub-regional organization
within the ECOWAS block. Additionally, participants noted that linguistic and
cultural differences established during the colonial era, specifically through Eng-
lish, French, and Portuguese colonial powers, have influenced the ECOWAS re-
gion. These historical divisions continue to create rifts within ECOWAS today.
This finding is significant as it enhances understanding of the linguistic and
cultural disparities among member states in ECOWAS. Participants observed that

Francophone interests often align with Lusophone interests, which can over-
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shadow Anglophone interests. For example, when a Francophone president held
office, they tended to exploit the centralized decision-making authority of the
presidency. This observation aligns with previous research by Fineman (2019),
who argued that an imbalance in the power structure within ECOWAS can lead
to decision-making that disproportionately favors one group. Furthermore, this
finding elaborates on existing literature regarding leadership within ECOWAS. It
highlights how linguistic and cultural differences contribute to divisions within

the organization and emphasizes the lasting impact of colonial power dynamics.

6.3. Theme 3: Hierarchical and Bureaucratic Leadership Styles

The third theme identified by all participants is that hierarchical and bureaucratic
leadership styles are major obstacles to making effective management decisions in
ECOWAS. Participants described a constrained, bureaucratic decision-making
style in a rigid, hierarchical structure, staffed with individuals who were often de-
motivated, complacent, and nonproductive. This leadership style was especially
perceived in the Francophone region, where it is ubiquitous.

While hierarchical and bureaucratic leadership styles in the ECOWAS organi-
zational system were found to be significant and common obstacles to making
effective management decisions, this is not consistent with past research by Al
Khajeh (2018), who noted that a bureaucratic leadership style has a positive im-
pact on organizations. This finding is also not in line with the findings of Okafor
and Afolabi (2021), who discovered that most of the leaders from the ECOWAS

Commission exhibit a transformational leadership style.

6.4. Theme 4: Selection Process of Senior Managers Based on
Politics

An important theme from the interview questions is that a selection process for
senior managers based on political affiliations is a critical obstacle to effective
management decision-making in ECOWAS. Most participants (80%) reported
that representatives from member states often use their authority to influence
staffing decisions in favor of preferred candidates from their own countries. This
tendency further hinders effective decision-making.

This research-based finding supports the previously described theoretical
framework outlined by Bolman and Deal (2017), which identified political factors
as key obstacles to effective management decisions in ECOWAS. Additionally,
this finding aligns with previous research by Fineman (2019), also based on a the-
oretical framework (the institutionalist-structural functionalist theories), which
found that regional powers often influence political matters and decisions. This
influence affects the equitable representation of interests from other countries, a

conclusion also drawn based on the findings in this study.

6.5. Theme 5: Lack of Independent Evaluation of Senior Managers’
Performance

Another important theme from this research is that the lack of independent eval-
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uation of senior managers’ performance poses a significant obstacle to effective
management decisions in ECOWAS. Most participants (80%) reported this con-
cern, highlighting that the absence of independent evaluations stems from insuf-
ficient training, which enables incompetence. According to participants, the Pres-
ident and Vice President of the Commission are supposed to supervise Commis-
sioners but there was no process or practice of assessing the performance of Com-
missioners.

This finding aligns with previous studies. Odobo et al. (2017) found that inad-
equate training of government officials and other stakeholders within ECOWAS
has contributed to poor management and integration among Member States. Fur-
thermore, this theme reinforces existing knowledge that training and develop-
ment programs can enhance productivity for leaders and their teams within or-
ganizations (Georgeson-Agege, 2020; Pucic, 2015). Therefore, it is crucial to im-
prove senior managers’ performance by ensuring independent evaluations and

providing comprehensive training within ECOWAS.

6.6. Theme 6: Lack of Continuity in Management

The sixth key theme identified in this research is that the lack of continuity in
management poses a significant obstacle to making effective management deci-
sions within ECOWAS. Many participants (70%) expressed this concern. Partici-
pants asserted that whenever there is a change in leadership, all statutory appoin-
tees leave and are replaced by new executives. They noted that besides lacking
experience these incoming leaders often lack the necessary knowledge of ECO-
WAS, thus exacerbating the negative impact of this discontinuous change in lead-
ership. This theme highlights the current situation within ECOWAS, which is
characterized by insufficient succession planning that complicates transitions be-
tween management cohorts.

This finding is notable as the first finding in the literature emphasizing the lack
of management continuity as a major barrier to effective decision-making in
ECOWAS. Therefore, it is crucial to implement robust succession planning and
to identify competent leaders to ensure smooth transitions and effective manage-

ment decisions within the organization.

6.7. Theme 7: Centralized Decision Making

This research’s seventh and final key theme highlights that centralized decision-
making has been a significant obstacle to effective management decisions in ECO-
WAS. Many participants (70%) indicated that this centralized decision-making
stemmed from both the hierarchical culture of ECOWAS and the personality of
heads of ECOWAS institutions. Participants maintained that the management is
highly centralized and concentrated around the President or head of institution.
Additionally, micromanagement was frequently observed within the centralized
leadership structure of ECOWAS. This theme aligns with the previously discussed

third theme, which identified hierarchical and bureaucratic leadership styles as
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significant hindrances to effective organizational management decisions. In other
words, the prevalence of hierarchical and bureaucratic leadership styles within
ECOWAS impeded the ability to make effective management decisions.

These findings are also consistent with existing literature, which suggests that
individual characteristics of leaders can significantly influence decision making
practices and, consequently, their effectiveness (Bon et al., 2017; Liu et al., 2019).
In their study, Liu et al. (2019) observed that a leader’s hierarchical position often
contributed to unethical or ineffective decision-making processes. This seventh
theme aligns with past research and elucidates one of the major obstacles to effec-

tive management decision making in ECOWAS.

7. Implications

The study findings may impact positive social change. At the individual level,
leaders in ECOWAS can use the findings of this study as empirical guidance or
reference on how to improve themselves, specifically focusing on their leadership
style and capabilities. As the findings of this study have shown, hierarchical and
bureaucratic leadership styles act as significant obstacles to making effective man-
agement decisions in ECOWAS. As leaders in ECOWAS aim to be more effective
in their roles, it is worth highlighting that hierarchical and bureaucratic leadership
styles and practices are not ideal for ECOW AS. While this research did not involve
analyzing which leadership styles can promote effective management decisions in
ECOWAS, leaders in the organization would do well to veer away from practicing
these hierarchical and bureaucratic leadership styles, which may help mitigate the
obstacles to making effective management decisions in ECOWAS.

Furthermore, the findings of this study shed light on the factors that would be
conducive to effective decision making. As reported by several participants, the
identified factors that would have facilitated effective decision making are the fol-
lowing: competent senior managers, distributed decision making, delegation to
allow other senior managers to make decisions as per extant treaties and proto-
cols, and openness and frankness in decision making. Other factors that would
have facilitated effective decision making include having regular senior manage-
ment team meetings, decentralized decision making, and removing undue politi-
cal influences from Member States. Focusing on these factors may help leaders
become more effective in managing the organization and facilitating more effec-
tive decision making within the ECOWAS organization. As such, the findings of
this study may have positive effects on both the individual and organizational lev-
els, especially among ECOW AS leaders who aim to become more effective in their
decision making roles. This effect may increase effectiveness and conduciveness
in decision making within the ECOWAS organization.

The study findings also have potential impacts for improvement at the organi-
zational level. By targeting obstacles that impede effective management decisions
within the organization, leaders may develop effective strategies to mitigate the

barriers identified in this study. These strategies include having standardized pro-
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cesses that aim to improve the decision-making processes and leadership at ECO-
WAS (Nwankwo, 2017; Santos et al., 2018). Furthermore, the findings of this
study may help improve the organization’s current decision-making events, activ-
ities, and processes.

Another key implication is that a constrained, bureaucratic decision-making
style resulted in demotivated, complacent, and nonproductive staff in ECOWAS.
If it influences the development of a less bureaucratic leadership style and culture
across the organization, the study findings may positively impact the organization
and staff. Improving the leadership styles of ECOWAS leaders may result in a
more motivated, productive, and engaged workforce, as the study findings indi-
cate that employees experience various struggles and bottlenecks resulting from
the organization’s hierarchical structure.

The study findings, if implemented, may also have positive impacts at the policy
level. One of the key themes of this study is that micromanagement is typical of
centralized leadership in ECOWAS. For instance, approval from the highest level
of leadership was still required to act on budgets that had already been approved.
Better or improved policies may, therefore, be developed in terms of curtailing the
micromanagement inherent in centralized leadership. The improvement of poli-
cies includes focusing on how centralized leadership overlaps with the sub-re-
gional interests of the Francophone countries. Overall, more effective policies for
budget approvals and evaluations can be developed in light of the findings of this
research such that they are impartial to the individual leaders’ nationalism, per-
sonal interests, and personality.

The study participants generally perceived that the selection process of senior
managers was based on politics, as well as personal preferences and interests. This
finding calls out to the practitioners and leaders of human resources in ECOWAS
to review the selection process and evaluate its rigor for appointing new leaders.
The review and standardization of the selection process for senior managers in-
cludes having a set of minimum requirements for incoming leaders as they take
on new roles. This is an important implication given that the participants indi-
cated that Member States often swayed the appointment of senior managers in
favor of preferred candidates from their own countries, independent of their qual-
ifications, to perpetuate or increase their influence on management decisions.

Finally, this study also has significant implications for human resources prac-
tice within the ECOWAS, especially for senior managers who seek employment
and are most qualified for the available leadership roles. With qualified leaders
and senior managers objectively appointed to new roles, the ECOWAS organiza-
tion may experience better decision-making processes and outcomes, as well as a

boost in morale and motivation among ECOWAS employees.

8. Recommendations

Regarding practice, based on the seven themes that emerged as the study findings,

the researchers suggest that ECOWAS investigate ways to mitigate the adverse
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effects and eradicate the significant obstacles to making effective management de-
cisions within ECOWAS. Given the serious consequences of lacking career plan-
ning and management continuity, it is crucial to examine further how to assess
managerial competencies in ECOWAS. It should also be determined whether hu-
man resources consider these competencies when appointing new leaders and
managers. This exploration is essential, especially since political considerations in
hiring senior managers can obstruct the promotion of the overall interests of
ECOWAS as an organization.

Gaining a better understanding of how senior managers are evaluated is also
necessary. Future researchers would do well to explore the current training op-
portunities for executive management and senior leaders. Gaining a better under-
standing of the prevailing capacity-building opportunities for senior managers in
ECOWAS is especially important given that the findings of this study have shown
how promising senior managers who were initially eager to perform deteriorated
due to the lack of independent evaluation and a lack of training within ECOWAS.
This point is in line with the findings that currently there is no process or practice
of assessing Statutory Appointees’ performance within ECOWAS. This situation
leads to poor decision-making habits in formerly strong leaders. Thus, there is a
need to review the opportunities for training and independent evaluation pro-
cesses within ECOWAS, which may help ensure that senior managers are well-
equipped and empowered to make effective management decisions in ECOWAS.

Regarding academic research, one recommendation would be investigate the
most effective leadership style for making effective management decisions in
ECOWAS. While the current findings showed that hierarchical and bureaucratic
leadership styles were significant obstacles to making effective management deci-
sions in ECOWAS, this study did not address which leadership style would yield
the best management decisions. This topic could be further explored by consider-
ing different cultures and regions within the organization, including Franco-
phone, Lusophone, and Anglophone interests.

While many researchers have underscored the strengths and weaknesses of the
ECOWAS organization, other than this study, there is a prevailing lack of quali-
tative research on the existing issues within ECOWAS’ current structures and de-
cision-making practices (Fineman, 2019; Odobo et al., 2017; Omo-Ogbebor &
Sanusi, 2017). More research like this study is needed to examine the detailed ac-
counts of ECOWAS employees who may not be in a decision-making role, includ-
ing past and present managers. This is important because ECOWAS employees
who may not be in a decision-making role could provide additional insights re-
garding the effectiveness of their organizational leadership and the obstacles to
effective management decision making in ECOWAS. This recommendation in-
cludes exploring how ECOWAS employees at all levels perceive the effects of in-
effective management decision making, from routine, everyday matters to far
more substantive initiatives and processes. Examining this topic further could lead
to better routine management processes, such as the efficient scheduling of annual

statutory meetings, which may supplement the study findings.
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Another recommendation is for researchers to do quantitative research to de-
termine how Member-State interference with management decision making and
the other six obstacles to effective management decision at ECOWAS identified
in this study impact ECOWAS employees motivation, productivity, engagement,
and organizational outcomes.

Additionally, future researchers should focus on a broader target population,
based on the awareness from the study findings of how cultural factors, language,
nationality, subregion, and other demographic differences affect each partici-
pant’s perspective of the obstacles to effective management decision making at
ECOWAS.

9, Conclusion

Since its establishment in 1975, the Economic Community of West African States
(ECOWAS) has struggled to fully achieve its mandate of economically integrating
its 15 member countries. This challenge arises partly from management issues,
including poor decision making (Nwankwo, 2017; Santos et al., 2018). An analysis
of interview data obtained from current and former senior managers of ECOWAS
using the constant comparative method and Yin’s qualitative case study data anal-
ysis approach identified key obstacles to effective management decisions. Partici-
pants highlighted the following main challenges:

1) Undue interference by member states in management affairs;

2) Sub-regionalism or nationalism exhibited by senior managers;

3) Hierarchical and bureaucratic leadership styles;

4) Selection of senior managers based on political affiliations;

5) Lack of independent evaluation of senior managers’ performance;

6) Insufficient continuity in management;

7) Centralized decision making.

These findings align with previous research, which indicates several issues within
ECOWAS’s management practices and decision-making structure (Momodu, 2018;
Omo-Ogbebor, 2017; Yaya, 2014). Additionally, research has shown:

1) An imbalance in the power structure that can skew decision making in favor
of specific interests (Fineman, 2019).

2) The presence of regional hegemons exerting influence over political matters
and decisions, impacting equitable representation from other countries (Fineman,
2019).

3) A lack of training for government officials and other stakeholders within
ECOWAS (Odobo et al., 2017).

4) Individual factors, such as the hierarchical standings of leaders, can influence
decision-making practices and contribute to unethical or ineffective outcomes
(Bon et al., 2017; Liu et al., 2019).

These obstacles hinder the organization’s ability to fulfill its mission. In con-
trast, the participants in this study suggested implementing objective recruitment

practices for competent senior managers, fostering distributed and decentralized
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decision-making, encouraging openness and frankness in management, and mit-
igating undue political influence from member states could significantly enhance
the effectiveness of management decisions. These improvements may help ECO-
WAS achieve its goal of economic integration for more than 400 million citizens
and realize its vision of an “ECOWAS of the people: peace and economic prosper-
ity for all” (ECOWAS, n.d.).

Conflicts of Interest

The authors declare no conflicts of interest regarding the publication of this paper.

References

Agbo, U. ], Lenshie, N. E., & Boye, R. R. (2018). West Africa: From Peacekeeping to Peace
Enforcement. ECOWAS and the Regulations of Regional Security. Conflict Studies Quar-
terly, 22, 18-35. https://doi.org/10.24193/csq.22.2

Al Khajeh, E. H. (2018). Impact of Leadership Styles on Organizational Performance. Jour-
nal of Human Resources Management Research, 2018, Article ID: 687849.
https://doi.org/10.5171/2018.687849

Birikorang, E. (2016). Lesson Learned and Best Practice from a Troubled Region: ECOWAS
and the Development of the ECOWAS Standby Force. In E. Ulf, & J. Gomes (Eds.). 7o-
wards an African Peace and Security Regime: Continental Embeddedness, Transnational
Linkages, Strategies Relevance (pp. 89-110). Routledge.

Bolman, L. G., & Deal, T. E. (2017). Reframing Organizations: Artistry, Choice, and Lead-
ership, Sixth Edition. Wiley. https://doi.org/10.1002/9781119281856

Bon, A. C, Volkema, R. J., & Silva, J. F. d. (2017). Ethical Decision-Making: The Role of
Self-Monitoring, Future Orientation, and Social Networks. BAR-Brazilian Administra-
tion Review, 14, 1-19. https://doi.org/10.1590/1807-7692bar2017160091

Brown, M. E,, Trevifo, L. K., & Harrison, D. A. (2005). Ethical Leadership: A Social Learn-
ing Perspective for Construct Development and Testing. Organizational Behavior and
Human Decision Processes, 97, 117-134. https://doi.org/10.1016/j.0bhdp.2005.03.002

Bryson, J. M. (2018). Strategic Planning for Public and Nonprofit Organizations: A Guide
to Strengthening and Sustaining Organizational Achievement. John Wiley & Sons.

Ciulla, J. B., Knights, D., Mabey, C., & Tomkins, L. (2018). Guest Editors’ Introduction:
Philosophical Contributions to Leadership Ethics. Business Ethics Quarterly, 28, 1-14.
https://doi.org/10.1017/beq.2017.48

Daft, R. L. (2015). Organization Theory and Design. Cengage Learning.

De Coning, C. (2017). Peace Enforcement in Africa: Doctrinal Distinctions between the
African Union and United Nations. Contemporary Security Policy, 38, 145-160.
https://doi.org/10.1080/13523260.2017.1283108

Economic Community of West African States (ECOWAS) (n.d.). Basic Information.
https://www.ecowas.int/about-ecowas/basic-information

Fineman, G. G. (2019). ECOWAS and Its Influence on Democratising the Foreign Policy
Processes of West African States. African Journal of Political Science and International
Relations, 5, 350-367. https://ambitjournals.org/ajpsir

Freudenreich, B., Liideke-Freund, F., & Schaltegger, S. (2020). A Stakeholder Theory Per-
spective on Business Models: Value Creation for Sustainability. Journal of Business Eth-
ics, 166, 3-18. https://doi.org/10.1007/s10551-019-04112-z

DOI: 10.4236/0jbm.2025.133093

1808 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2025.133093
https://doi.org/10.24193/csq.22.2
https://doi.org/10.5171/2018.687849
https://doi.org/10.1002/9781119281856
https://doi.org/10.1590/1807-7692bar2017160091
https://doi.org/10.1016/j.obhdp.2005.03.002
https://doi.org/10.1017/beq.2017.48
https://doi.org/10.1080/13523260.2017.1283108
https://www.ecowas.int/about-ecowas/basic-information
https://ambitjournals.org/ajpsir
https://doi.org/10.1007/s10551-019-04112-z

V. M. Tulay, R. E. Levasseur

Friedman, A. L., & Miles, S. (2002). Developing Stakeholder Theory. Journal of Manage-
ment Studies, 39, 1-21. https://doi.org/10.1111/1467-6486.00280

Georgeson-Agege, S. (2020). Conceptualising, Implementing, and Teaching Ethical Lead-
ership for Nigerian Public Officials. Doctoral Dissertation, Walden University.
https://www.proquest.com/openview/3d98d672ad24a1d456b2ff4622de0c25/12pq-
origsite=gscholar&cbl=18750&diss=y

Holmes, W. T., & Scull, W. R. (2019). Reframing Organizations through Leadership Com-
munications: The Four-Frames of Leadership Viewed through Motivating Language.
Development and Learning in Organizations: An International Journal, 33, 16-19.
https://doi.org/10.1108/dl0-09-2018-0107

Liu, Y., Chen, S., Bell, C., & Tan, J. (2019). How Do Power and Status Differ in Predicting
Unethical Decisions? A Cross-National Comparison of China and Canada. Journal of
Business Ethics, 167, 745-760. https://doi.org/10.1007/s10551-019-04150-7

Merriam, S. B., & Tisdell, E. J. (2016). Qualitative Research: A Guide to Design and Imple-
mentation (4th ed.). Jossey-Bass.

Momodu, R. (2018). Nationalism Underpinned by Pan-Regionalism: African Foreign Pol-
icies in ECOWAS in an Era of Anti-Globalization. In J. Warner, & T. Shaw (Eds.), Afri-
can Foreign Policies in International Institutions (pp. 95-112). Palgrave Macmillan.
https://doi.org/10.1057/978-1-137-57574-6 7

Nwankwo, C. M. (2017). Institutional Effectiveness and Legitimacy: Assessing the Impact
of ECOWAS Parliament as a Legitimizer of the Current ECOWAS Regime. Common-
wealth Law Bulletin, 43, 234-254. https://doi.org/10.1080/03050718.2018.1433054

Odobo, S. O., Andekin, A. M., & Udegbunam, K. (2017). Analysis of ECOWAS Institu-
tional Framework for Conflict Management. Mediterranean Journal of Social Sciences,
8, 143-153. https://doi.org/10.1515/mjss-2017-0051

Okafor, C., & Afolabi, D. O. (2021). Leadership Style, Organizational Behaviour and Em-
ployee Productivity: A Study of ECOWAS Commission, Abuja, Nigeria. International
Journal of Development and Management Review, 16, 114-130.

https://www.ajol.info/index.php/ijdmr

Omo-Ogbebor, D. O. (2017). Nigerian Foreign Policy Approach towards ECOWAS. Jour-
nal of Human Sciences, 14, 4015. https://doi.org/10.14687/jhs.v14i4.4656

Omo-Ogbebor, D. O., & Sanusi, A. H. (2017). Asymmetry of ECOWAS Integration Pro-
cess: Contribution of Regional Hegemon and Small Country. Vestnik RUDN. Interna-
tional Relations, 17,59-73. https://doi.org/10.22363/2313-0660-2017-17-1-59-73

Pitts, M. (1999). Sub-Regional Solutions for African Conflict: The ECOMOG Experiment.
Journal of Conflict Studies, 19, 49-69.
https://journals.lib.unb.ca/index.php/JCS/article/view/4379

Porto, ]. G., & Engel, U. (2016). The African Peace and Security Architecture: An Evolving
Security Regime? In J. G. Porto, & U. Engel (Eds.), Towards an African Peace and Secu-
rity Regime (pp. 143-160). Routledge.

Pucic, J. (2015). Do as I Say (and Do): Ethical Leadership through the Eyes of Lower Ranks.
Journal of Business Ethics, 129, 655-671. https://doi.org/10.1007/s10551-014-2190-z

Santos, N., Almeida, S., Sanches, J. J., & Duarte, K. (2018). Economic Development of ECO-
WAS Member States: The Impact of Intra-Regional Trade. Journal of Pan African Stud-
ies, 11,7-19. https://www.jpanafrican.org/

van Manen, M. (1997). Phenomenological Pedagogy and the Question of Meaning. In D.
Vandenberg (Ed.), Phenomenology & Education Discourse (pp. 41-68). Heinemann.

Yaya, B. H. (2014). ECOWAS and the Promotion of Democratic Governance in West Af-

DOI: 10.4236/0jbm.2025.133093

1809 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2025.133093
https://doi.org/10.1111/1467-6486.00280
https://www.proquest.com/openview/3d98d672ad24a1d456b2ff4622de0c25/1?pq-origsite=gscholar&cbl=18750&diss=y
https://www.proquest.com/openview/3d98d672ad24a1d456b2ff4622de0c25/1?pq-origsite=gscholar&cbl=18750&diss=y
https://doi.org/10.1108/dlo-09-2018-0107
https://doi.org/10.1007/s10551-019-04150-7
https://doi.org/10.1057/978-1-137-57574-6_7
https://doi.org/10.1080/03050718.2018.1433054
https://doi.org/10.1515/mjss-2017-0051
https://www.ajol.info/index.php/ijdmr
https://doi.org/10.14687/jhs.v14i4.4656
https://doi.org/10.22363/2313-0660-2017-17-1-59-73
https://journals.lib.unb.ca/index.php/JCS/article/view/4379
https://doi.org/10.1007/s10551-014-2190-z
https://www.jpanafrican.org/

V. M. Tulay, R. E. Levasseur

rica. Journal of International Relations and Foreign Policy, 2, 85-102.
https://jirfp.thebrpi.org/

Yin, R. K. (2017). Case Study Research and Applications: Design and Methods (6th ed.).
Sage.

DOI: 10.4236/0jbm.2025.133093 1810 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2025.133093
https://jirfp.thebrpi.org/

	Obstacles to Effective Management Decision Making in the Economic Community of West African States
	Abstract
	Keywords
	1. Introduction
	2. Background
	3. Conceptual Framework
	4. Method
	5. Results
	6. Discussion of Findings
	6.1. Theme 1: Undue Interference by Member States in the Affairs of Management
	6.2. Theme 2: Sub-Regionalism or Nationalism of Senior Managers
	6.3. Theme 3: Hierarchical and Bureaucratic Leadership Styles
	6.4. Theme 4: Selection Process of Senior Managers Based on Politics
	6.5. Theme 5: Lack of Independent Evaluation of Senior Managers’ Performance
	6.6. Theme 6: Lack of Continuity in Management 
	6.7. Theme 7: Centralized Decision Making

	7. Implications
	8. Recommendations
	9. Conclusion
	Conflicts of Interest
	References

