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1  Introduction

While the notion of strategic thinking has been increasingly used in the literature over the past two decades, it has, up to the 1990’s, been applied mainly in generic terms, and thus without a specific meaning.
 Only recently has management research come to identify more concrete approaches to the notion. Mintzberg’s work is illustrative of a growing line of research efforts where the term is not merely a catchall for all sorts of notions about strategic management.
 Rather, he approaches strategic thinking as a particular way of thinking, with specific characteristics. He claims that strategic planning is an analytical process whose aim is programming already identified strategies. The result is a plan. Strategic thinking on the other hand, is a process of synthesis, based on intuition and creativity, whose outcome is an integrated perspective of the enterprise. It is a vision of the whole, as Porter put it.
 The implicit rationale is illustrated by using the analogy of a puzzle. Without seeing the picture, or in our terminology, the unique strategy, it is fairly difficult to analyze what it may look like. The nature of analysis then, is such, that in order to solve the problem, more pieces of information are gathered. Though, needless to say, more pieces in the puzzle will not make the picture clearer. On the contrary, it will be more fragmented. What is needed, is synthesis. The argument of this paper, is thus that familiarizing with this way of knowing improve and enhance strategic thinking.

2  The Nature of Intuition

Before we consider the application of intuition in strategy, including the cost, speed and accuracy of using it, a discussion of the nature of intuition is required. This is not an easy task, as long as we now understand little about intuition, or the creation of strategy in a single head, which by Mintzberg, is presumed to be a related process.
 Thus, we will be justified in borrowing from philosophy, and more specifically, from Henri Bergson. But first of all, there is a need for a working definition of intuition, and there are many to choose from. At any given moment one is usually conscious of only a small section of what one knows. We may say that intuition allows one to draw on that vast storehouse of unconscious knowledge that includes not only everything that one has experienced or learned, either consciously or subliminally, but most likely also the infinite reservoir of the collective or universal unconscious, in which individual separateness and ego boundaries are transcended.
 In Greek thought, intuition played a prominent role, and the earliest definitions stressed that the phenomenal world participates in the Ideas. It is an integral relationship.

Henri Bergson elaborates on this integral relationship, and provides a fuller account on the nature of intuition. It is contrasted with the rational workings of the intellect, which he regards as a kind of instrument or tool employed in the service of life. Because of this, it has certain inherent limitations in its way of functioning. First of all it apprehends the world externally as a collection of things in space. The very language we use to describe the world is saturated with spatial terms and metaphors. Secondly, it deals with the world by means of discrete units capable of being counted or measured. In decision making we are surrounded by numbers designating various kinds of units, dollars, kilometers, kilos, pages, etc. Finally, the intellect treats the world as though it were fundamentally static and immobile. This is, for Bergson, the most serious limitation of all. For it means that the intellect is bound to misunderstand the fact of motion and change.
 Like a camera lens, it can only form a picture of a process by transforming the latter into a static image or series of images.
 

Bergson advocates the view, that a comparison of the definitions of metaphysics and the various concepts of the absolute leads to the discovery that philosophers, in spite of their apparent divergence, agree in distinguishing two profoundly different ways of knowing a thing. The first implies that we move round the object, the second that we enter into it. The first kind of knowledge may be said to stop at the relative. The second, in those cases where it is possible, to attain the absolute, by a merging of the knower (strategist) into what is to be known.
 Thus, the first is characteristic of the intellect, which approaches an external object from some point of view alien to it, uses symbols to express its findings, and yields knowledge that is relative. The second is the process of intuition, whereby we ‘enter into’ the thing or situation, and identify ourselves with it.

“Were all the photographs of a town, taken from all possible points of view, to go on indefinitely completing one another, they would never be equivalent to the solid town in which we walk about. Were all the translations of a poem into all possible languages to add together their various shades of meaning and, correcting each other by a kind of mutual retouching, to give a more and more faithful image of the poem they translate, they would yet never succeed in rendering the inner meaning of the original. Or suppose that I wished to communicate to someone who did not know Greek, the extraordinarily simple impression that a passage in Homer makes upon me; I should first give a translation of the lines, I should then comment on my translation, and then develop the commentary; in this way, by piling up explanation on explanation, I might approach nearer and nearer to what I wanted to express; but I should never quite reach it.”
 

And we might add that the Earth itself moves, never returning to exactly the same point in space. The one fixed point of reference, an implicit requirement for objective measurement, does not exist. Intuition is therefore the preferred mode of thinking when the motivation is to delineate what is unique to the individual firm. A generic strategy can never accomplish that. Analysis, on the contrary, as picked up by Mintzberg as well, is the operation, which reduces the object to elements already known. That is, to elements common both to it and other objects. To analyze, therefore, is to express a thing as a function of something other than itself. Research on fast strategic decision making, indicates that executive teams making fast decisions, often use more information than the slower decision makers. However, that information is not forecasted information. Rather, it is real-time information, which is defined as information about a firm’s operations or environment for which there is little or no time lag between occurrence and reporting.
 In other words, they do approach a direct participation in the immediacy of experience. To conclude this paragraph then, we may say that the act of cognitive synthesis, of inner and outer, whole and part, subject and object, past and future, appears to be, the most important feature of intuition.

3  Application of Intuition in Strategy

In reviewing the literature on intuition in strategy, we do not find much systematic research. The only international survey is undertaken by Parikh, Alden and Lank. They conducted a global survey of more than 1300 practicing managers in nine countries.
 One critical finding is that intuition is perceived as playing a major role in the professional lives of the responding managers, with 56 percent using both intuition and logic/reasoning in almost equal measure, and 7,5 percent stating that they actually use intuition more. Furthermore, almost 80 per cent believe that intuition has relevance in corporate strategy and planning.
 These findings correspond with those of Eisenhardt, who concludes that decisionmakers are rational in some ways, but not in others. She claims that such behavior is the most effective.
 Fredrickson is yet another author who found that the approach of executives is simultaneously rational and intuitive.

In a more recent study, Burke and Miller interviewed 60 experienced professionals holding significant positions in major organizations across various industries in the U.S.
 The executives provided rich descriptive insights about intuitive decision making. They discussed the nature of intuition and how it is developed, as well as the types of workplace situations in which it is used. The findings revealed that 56 percent understood intuitive decisions to be based on previous experiences and emotional inputs. Forty-two percent said they learned or developed their intuitive skills through experience. They developed an experiential database that fed their intuition. Others said they developed their intuitive skills by repeatedly using them, or that education and training helped them to learn and develop intuition. When asked whether they always, often, sometimes, seldom, or rarely used intuition in the workplace, 47 percent answered often. Participants reported employing intuition when decisions needed to be made quickly or unexpectedly because potential costs were associated with delays. Other participants responded that they used intuition when uncertainty pervaded such novel situations as a first-time restructuring or reorganization and in some financial issues, such as formulating budgets, estimating prices, and selecting investments.

J. Spender argues that “like Polanyi, Nonaka see the origin of all knowledge in individual intuition.”
 David Bohm stresses a similar point; “Fragmentation is now very widespread, not only throughout society, but also in each individual; and this is leading to a general confusion of the mind, which creates an endless series of problems and interferes with our clarity of perception so seriously as to prevent us from being able to solve most of them.”
 Michael Porter as well, now makes this point a pivotal one. He argues that there is no way we can eliminate even the smallest part, they all contribute in making a strategy unique.
 Skeptics might here reply that there exists mounting evidence, which shows the inability of humans to intuitively calculate probabilities, and draw correct inferences. Weigelt and Macmillan take this position, and refer to Kahneman, Slovic, and Tversky.
 However, in reading their seminal work, we find that what they actually say is that;

“Any significant activity of forecasting involves a large component of judgement, intuition, and educated guesswork. Opinions and intuitions play an important part, even where the forecasts are obtained by a mathematical model, or a simulation. Intuitive judgments enter in the choice of the variables that are considered in such models, the impact factors that are assigned to them, and the initial values that are assumed to hold. The critical role of intuition in all varieties of forecasting calls for an analysis of the factors that limit the accuracy of expert judgements, and for the development of procedures designed to improve the quality of these judgments.”
 

They also state that most predictions and forecasts contain an irreducible intuitive component, and that intuitive judgements are often biased in a predictable manner. Hence, the problem is not whether to accept intuitive predictions at face value or reject them, but rather how they can be de-biased and improved. Their corrective procedure thus attempts to elicit from the expert, relevant information that he would normally neglect, and to help him integrate this information with his intuitive impressions in a manner that respects basic principles of statistical prediction.
 Step one is thus the selection of a reference class, where the goal is to identify a class to which the case at hand can be referred meaningfully, and for which the distribution of outcomes is known or can be assessed with reasonable confidence. Step two is the assessment of the distribution for the reference class. For some problems, the relevant distribution must be estimated on the basis of various sources of information. In other cases, statistics regarding the distribution of outcomes are available, i.e. class average and variability. Step three is the intuitive estimation. The expert usually has a considerable amount of singular information about the particular case, which distinguishes it from other members of the class. On this basis an intuitive estimate should be made. In this stage we may benefit considerably from different techniques. Worth mentioning is dialogue, meditation, and neuro-linguistic programming. Step four is assessment of predictability. Though it is very difficult, the expert, here try to evaluate the relative degree, to which the type of information that is available, permits accurate prediction. Finally, the intuitive estimate may be corrected, for non-regressiveness. This is done, by adjusting it toward the average of the reference class, using the correlation coefficient.

To these five steps, we might add what J. March calls a technology of foolishness.
 Theories of limited rationality and rulefollowing tend to take preferences and identities as given. This is questioned by March. He suggests that we treat decision making as a way of creating preferences and identities, at the same time as preferences and identities are treated as a basis for decisions and their justification.
 This view shares important epistemological similarities, with the one presented above. In order, then, to use decision making as a conscious basis for constructing the self, and the identity of organizations, decisionmakers need to combine logics of consequence and appropriateness with a technology of foolishness.
 This will make the greatest sense, in situations where there has been an over-learning of the virtues of logics. It includes five elements. First, we should treat the self as a hypothesis. This because conventional thinking about decision making allows doubts about everything, except the one thing there is often the greatest doubt about - the self. Secondly, March suggests that we treat intuition as real. Whatever intuition is, a belief in intuition strengthens the case for actions that are otherwise indefensible. Hypocrisy is to be treated as a transition, and memory as an enemy. This latter point is important because rules of consistency and coherent selves require memory. The ability to forget, or overlook, may be useful. Finally, it is suggested that experience should be treated as a theory. This because interpretations of history may change, and thus what we have learned earlier, with implications for self-conceptions.

In concluding, let us consider the cost, speed, and accuracy of using analysis versus intuition. Analysis would seem to be slower and costlier. This because a team often has to be assembled, and it has to study all kinds of data and sources, before it can draw a conclusion. For better or for worse, the decisions aided by intuition are available immediately. But that considers only the operating cost. The investment cost of intuition is far higher.
 As indicated above, this is due to the assumption that one cannot be really intuitive, unless one has intimate knowledge of the subject in question. Intimate knowledge of the subject in question, necessarily takes years to develop. Analysis on the other hand, is relatively easier to undertake, clever analysts can often with little effort, get access to good, hard data. In terms of decision making that includes high risk then, portfolio theory teach us that we are better off being equipped with several modes of thinking. However, it requires prior investments, often long-term.

Analysis, when done correctly, with the right kind of data, gives answers that are accurate and correct. Intuition, when applied to problems with which it can deal, tends to be only approximately correct, according to a study conducted by J. Peters et al.
 In other words, the analytic approach to problem solving produces the precise answer more often, but its distribution of errors is wider. In contrast to this, intuition is less frequently precise, but more consistently close to the correct answer. Part of the reason, may be that to intuition, a bizarre answer is out of `context,` and thus reconsidered. Several authors thus stress that the first and most important criterion in the likely accuracy of intuition is that it should be applied solely to an area of the person’s expertise.
 To summarize this article then, we may indicate that intuition is a mode of thinking, an act of cognitive synthesis, well suited to handle the problems facing strategists and decisionmakers. A procedure was outlined where intuition was integrated in such a way, that basic principles of statistics still could be respected.
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