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ABSTRACT

According to a number of futurists, we are approaching an era of upheaval in which the
economic and political environment will be marked by fast change, crises, and significant
structural dislocations. Technological progress is likewise anticipated to be enormous. If these
predictions are close to being accurate, future managers are likely to be confronted with the
reality of having to make important choices under very challenging conditions on a regular
basis. To begin with, tomorrow's top executives will have to deal with very complicated
management issues. Second, they will often be forced to deal with these issues in situations
where full data bases required for "left brain™ (analytical, deductive) processing are either
unavailable or too expensive to collect in a timely manner. Third, in order to meet their
employees' growing expectations for a larger involvement in the decision-making process, top
managers will need to make choices in a "high touch” way under these circumstances.
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1. INTRODUCTION

The brain skill intuition is getting increasing attention in prominent journals such as The Wall
Street Journal, Harvard Business Review, Public Management, and The Bureaucrat in this
developing management environment." Even prestigious business institutions, such as Stanford
University's, are testing a new MBA course aimed at helping MBAs improve intuitive decision-
making abilities (1-3). Intuition is a talent that requires deduction. It's the capacity to "see the big
picture,” to feel the possibilities and ramifications of any given circumstance or prospective
action by looking at the entire issue rather than its individual components. It's the capacity to
come up with a practical solution to an issue even when the evidence needed to make that choice
is insufficient or unavailable." More precisely, your system analyzes a broad range of data on
many levels and provides you with an immediate signal on how to proceed(4-6). Even if you
don't comprehend all of the procedures or all of the data your system analyzes to provide you
with this signal, you have the solution. Intuition, according to Lawrence R.

Sprecher, a senior associate at Public Management Associates in Oregon, is a subspecies of
logical reasoning in which the stages of the process are concealed in the subconscious mind.
"Wouldn't we be more comfortable utilizing intuition if we regarded it as an extension of the
logical?" he wonders. When a manager is faced with a crisis or emergency situation, where new
trends are emerging that differ from previous patterns, and where data is insufficient,
unavailable, or inappropriate for the situation at hand, intuition is a brain skill that can be
particularly useful as a tool in decision-making. When chief executive officers' performance in
the private sector is compared, many leading executives readily admit to relying on intuition to
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make some of their most successful decisions(7—10). Recent research has found that the ability to
use intuition is positively correlated with a higher profit record. The author planned and
performed a large research in 1981-82 to evaluate managers' capacity to utilize intuition since
intuition seems to be a potentially essential talent that may be helpful in management decision-
making(11).

Over 2,000 managers were assessed throughout the nation in both the public and commercial
sectors, in a range of organizational contexts (enterprise, government, education, military, and
health), at all levels of management responsibility, and in a variety of occupational specialties.
The Myers-Briggs Type Indicator (MBTI) intuition section was chosen as the test instrument
because it has been used widely in the area of psychology for over forty years and has an
established track record for both reliability and validity(12—15). The aim was to see how intuitive
real managers seemed to be, as well as to see whether there was any substantial difference from
organization to organization and by management level, as well as by sex, ethnic origin, and
occupational specialization. The specific groups examined were chosen, first and foremost, to
reflect a broad horizontal range of various organizations and situations. This was done so that,
whatever the findings came out to be, more specific comments could be made regarding the
circumstances under which the results seemed to be true in organizational life or did not appear
to be valid in organizational life. Second, in each of the organizations chosen, an effort was made
to obtain a representative sample of the total management structure so that meaningful
(statistically significant) statements about the level of intuitive ability in each organization could
be made from the findings. Third, access also played a role in the organizations chosen(16).

A significant peer leader or top manager in each management group examined supplied the
required access to ensure that the questionnaire instrument was disseminated and returned at a
high rate. The management groups that were really put to the test were as follows: To begin,
5000 questionnaires were sent to a random sample of public administration professionals
throughout the nation (excluding academics who are members of the American Society for
Public Administration). Nearly 1700 questionnaires (34%) were returned. A total of 800
questionnaires were also distributed to managers from three of the country's largest states
(including private sector CEOs, emergency preparedness military personnel, community college
presidents, state health and rehabilitative services managers, city managers, and state
legislators/staff) (California, Florida, and Michigan). Sixty-five percent (458) of the
questionnaires in this sample were returned. Because peer leaders sent cover letters describing
the test instrument and encouraging each manager to submit the questionnaire, the response rate
for all of the groups examined was very high(17).

For scoring the answers, an intuition scale was created. The scale has a maximum score of 12
and a lowest value of O. Each manager (and group) may be rated from top to bottom based on
their individual scores as well as how they compared to other managers who took the exam. Key
variables such as level of management (top, middle, and lower), level of government (national,
state, county, and local), sex, occupational specialization (as defined by the American Society for
Public Administration membership classification system), and ethnic background were used to
stratify responses. All of the answers were computer-analyzed, and the results presented below
all passed statistical significance tests. Using the One-Way Anova (analysis of variance)
statistical test method, the mean differences in scale scores observed between management level,
sex, occupational specialty, and ethnic background were at the.05 level or below(18). The
findings show that intuitive ability varies by management level, government service level,
gender, occupational specialization, and ethnic origin to some extent. As one climbs the
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corporate ladder, intuition seems to be a more important ability. In every sample group
examined, top managers scored better than middle/lower level managers in their ability to make
choices based on intuition(19-21). It also seems that when one rises through the ranks of
government service (from county to national), one's capacity to utilize intuition grows.Based on
these results, it seems that intuitive ability may be one of the talents that top managers depend on
to make critical choices(22).

2. DISCUSSION

Women score higher on the scale that evaluates their capacity to utilize intuition than males,
indicating statistically significant differences between the sexes. The mean scale scores of the
vocations show statistically significant variations once again. This shouldn't come as a big
surprise. Certain professions, such as law enforcement and financial management, have
traditionally prioritized "left brain™ analytical, quantitative, and deductive decision-making
methods above managerial abilities that need "right brain™ inductive talents such as intuition(23).
Executives are likely to choose a career that emphasizes the cognitive talent or style they like or
excel in. Higher scale scores are likely to be found in the other two occupational specialities
(general administration/policy and health), on the other hand. This is due to the fact that general
administration and policy have a wider reach. The problems that a manager is more likely to
confront are going to be much more complicated.

Uncertainty and fast change, as well as a diverse array of customer groups seeking contradictory
services, may be more frequent issues that must be handled. In this case, intuitive abilities would
seem to be very helpful. Only three ethnic groups - Whites, Asians, and Blacks - have enough
data gathered to conduct statistical significance tests. Scores differed by ethnic origin for these
three groups, with the Asian sample scoring the highest. The fact that Asians scored highest on
the scale may be due to the fact that managers raised in Asian families were socialized from birth
to emphasize and practice the Oriental approach to life, which emphasizes the development of
"right brain™ skills such as intuition over analytical/deductive "left brain” skills. One of the
practical consequences of these results is that CEOs from Asian ethnic origins may be more
successful in managerial situations that need intuitive abilities (e.g., crisis management, “brain
storming"). The national manager testing described here is the first of its kind in the world. As a
result, it should be considered an exploratory research.

However, it's worth briefly discussing some of the results' potential practical implications for
enhancing organizational management in the future. An overview of a few instances and a case
study illustration follow. Intuition as a cognitive talent may be especially helpful in a variety of
managerial settings (e.g., future projections, crises, and problem-solving). One approach to put
these test results into practice and boost organizational productivity is to create a bespoke team
or problem-solving group capable of tackling any given issue (e.g., assessing the influence of
technology on an organization's future path).In addition to testing over 2,000 managers
throughout the country in the past three years, the author has also led seminars and assisted with
the implementation of programs in a broad range of companies(24). These programs were
created to help people develop and utilize right-brain abilities like intuition in order to make
better management choices. A case study of how such a program may be utilized to boost
productivity can be seen below. One of these seminars was recently attended by senior
executives from the city of Phoenix, Arizona. Following initial testing for brain skills and
management styles, several major patterns emerged, which were later used to design a
completely new way of using existing brain skills/management styles in city management, as
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well as a new ongoing training program that outlined how to use intuition in daily decision-
making.

Top managers, in particular, were seen to be working in positions where their intuitive and other
brain talents could be put to the best use. It was also often discovered that some managers were
completely ignorant of important elements of their underlying ability (for example, creativity)
that might be systematically "brought on line" to enhance their performance - especially in
critical management situations like crisis decision-making. Following up with the people in
issue, various career adjustments were made, which seemed to enhance both performance and
work happiness. Another significant result was that managers were not allocating people to deal
with problem-solving problems in the most efficient way possible. The standard procedure was
to assign managers to a certain department for the sole purpose of dealing with a problem.
Managers from other departments were seldom, if ever, called in to provide feedback. A more
successful method was developed using the findings of the brain skill/management style data.
Managers who scored well on the right brain skill intuition were first placed together outside of
regular department hours and instructed to come up with a list of potential new solutions to the
problem of "improving media coverage of the police” - an issue that the city managers
themselves chose to solve. This method offers a number of benefits. Managers that are intuitive
are more likely to be innovative. They are more perceptive and capable of identifying new
methods of doing things. They also favor a collegial, informal decision-making approach that
allows them to work beyond traditional boundaries of authority.

Following this initial stage, a separate group of left brain managers was provided with the list of
possible solutions produced by the right brain management group. This method also offers a
number of benefits. Managers with a left brain are more analytical and critical. They are also
better at evaluating the feasibility and pertinent facts of another manager's suggestion than they
are at coming up with fresh ideas on their own. They also have a tendency to dismiss fresh and
innovative ideas too fast, impairing the capacity of right brain managers to work in tandem with
them. The last stage was to bring the two sets of managers together in a third meeting, which
would be led by a manager with strong integrative brain abilities. The integrative manager is best
able to recognize the worth of the various ideas presented (whether from the left or the right) and
combine parts of each into a workable plan of action.

Another possible use for brain talent assessment is the development of management training
programs. Diagnostic testing provides a better picture of the current and prospective cognitive
abilities accessible to both the person and the business. Training programs for improvement may
therefore be developed more effectively. Managers who want or need more comprehensive "left
brain" skill development (i.e., deductive thinking and analytical capacity) may be sent to specific
courses, seminars, or clinics where this can happen. Managers who want to learn how to improve
their "right brain™ talents (e.g., intuition) and apply them to real-world issues they face in the
workplace may be directed to programs that help them fully develop and actualize these abilities.
Managers who want to acquire "integrative” brain abilities (i.e., the ability to utilize "left" and
"right” brain skills interchangeably) will be exposed to training materials that will help them
achieve this goal. It's becoming clearer that "right brain™ abilities like intuition can be utilized to
make choices in companies, and that these skills are only going to become more important in the
future.

There are already signs that top management education programs are developing courses to
better enhance this skill. By 1990, the author predicts that the country's top management training
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programs (both public and private) would put equally as much emphasis on the development of
"right brain" abilities (intuitive, precognitive) as they do on "left brain” skills (deductive and
analytical) in order to make choices. As a consequence of this trend, organizational productivity
is expected to improve. Intuition is based on the recognition of important patterns that reveal the
dynamics of a situation via the application of experience. People often cannot explain what they
really observed or how they evaluated a scenario as typical or unusual since the patterns seen in
real-life settings may be complex and obscure. Klein is quick to warn out that intuition isn't
perfect, and our experiences may lead us astray, causing us to make mistakes. Such experience,
on the other hand, has the ability to contribute to our knowledge and skill base (both implicit and
explicit), thus aiding in the continuous development of expertise.

He referred to the possibility of somatic markers as an explanation for this occurrence, but did
not go into detail. The overall trend among management scholars in the 1990s was to ignore
significant theoretical developments in the foundation disciplines. Instead, management scholars
were more interested in asking questions about the role of intuition in managing contemporary
companies and, depending on their results, prescribing when and when not to utilize it based on a
skewed view of the scientific foundation of intuitive cognition. Burke and Miller drew a picture
of intuition in action based on their findings and advised executives on when intuition should be
used, such as when time is of the essence, when explicit cues or guidance are lacking, when
uncertainty reigns, and when a check-and-balance on quantitative analyses is required. By the
end of the 1990s, intuition research as it applied to management and organization had come full
circle, reiterating, confirming, or expanding on a number of the insights offered by Barnard over
half a century earlier (e.g., what intuition is, its nature and origins, and the circumstances and job
roles to which it is relevant).

The overall trend among management scholars in the 1990s was to ignore significant theoretical
developments in the foundation disciplines. Instead, management scholars were more interested
in asking questions about the role of intuition in managing contemporary companies and,
depending on their results, prescribing when and when not to utilize it based on a skewed view of
the scientific foundation of intuitive cognition. BDT saw not just acknowledgment of the
importance of affect in decision making in general and intuitive judgment in particular around
the turn of the century, but also a systematic effort to explain for it by integrating ideas from
neurology (i.e. the SMH) with pertinent insights from dual-process theory. In the early 2000s,
empirically based innovations relied on ideas from BDT and dual-process theories, and moved
beyond the reporting of frequencies and percentages that defined the descriptive and prescriptive
work of the 1990s. Instead, many groups of researchers in the United States, Europe, and
elsewhere used multivariate statistical methods in medium- to large-sample cross-sectional
studies to investigate connections between intuition, behavior, and performance, as well as
construct validation problems.

3. CONCLUSION

We have provided our understanding of the historical events that make up the history of intuition
research in management in this review. Until the turn of the century, notable advances in
intuition research took place mostly outside of management disciplines. The image was often
muddled and conflicting within management research: for example, there was no clear
explanation of the now well-established difference between insight and intuition. One result of
this conceptual ambiguity was that organizational learning researchers' models lacked clarity. It
is evident that management intuition researchers have embraced the integration project and
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achieved significant progress; however, it is unclear if such development would have happened
sooner if management intuition researchers had adopted a more holistic approach. However,
there is little question that theoretical advances are continuing apace, and empirical data from the
psychology sciences is quickly collecting with regard to a broader range of intuitive processes,
including implicit attitudes.
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