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ABSTRACT 

This study examined how small school superintendents dealt with decision making on 

a regular basis. The methods used by these individuals, whether of their own device or 

through the use of models, were discussed and observed. The study included the types 

of decision maker style each participant possessed, an overview of decision making 

models, and a discussion of phenomenological methodology as a tool for use in 

viewing and discussing decision making practices. Whether the administrator used 

experience, intuition, or a standard model discussed in current literature was 

uncovered through this qualitative method. Phenomenology methodology applied the 

process of interviewing and unbiased observing to discover themes, apply reflection, 

and analyze the results. Results were reported in a rich thick, qualitative format. 
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  CHAPTER 1: INTRODUCTION 

 

Educational leadership requires countless decisions each day. Modern life’s fast 

changing and global environment dictates that successful leaders engage in a meaningful 

decision making process (Forman & Selly, 2001). With each decision the possibility of 

far-reaching consequences and extended criticism become factors to be considered 

(Findlen, 2000; Moody, 1983). Extenuating results can occur as a result of any decision 

made. Leadership demands recognition of many possible contingencies. Decisions 

matter, and once made consequences, whether escapable or inescapable, good or bad, 

occur (Elias, 1978). 

The human brain has evolved over time, from an entity whose primary 

consideration involved the search for nourishment and discovery of a means for keeping 

out of inclement weather, to a capable mind competent of making more complex 

decisions. Conditioned by the accumulation of continuous new knowledge, development 

of language, through memory, and through trial and error, the mind learned to solve 

complex problems. Through this evolving process, the human mind acquired means of 

correcting errors in solutions; making intuitive decisions, and learning new ways of 

making decisions (Hoch & Kunreuther, 2001; Ornstein, 1997, 2003; Pinker, 1997, 1999; 

Restak, 2001, 2003).  

School leadership requires every means of making quality, acceptable, well 

thought-out decisions. When faced with dilemmas, decisions should not result in faulty 

consequences that negatively affect the lives of children. Increasingly, the mind’s ability  

to acquire, adapt and think creatively has become a premium asset especially in positions 
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of leadership (Gelb, 2004; Pink, 2005; Pinker, 1999; Restak, 2003). Through its 

environment of multiple distractions, the mind has evolved into a noisy place. This 

mental noise produced a chaotic stata in the mind which was and not always conducive to 

making the best decisions (Restak, 2003). As some decisions required creative thinking, 

the astute leader began to rely on all possible means of producing a decision for solving a 

current predicament. However, most administrators through multiple approaches, 

developed personal workable methods of decision making. Once developed decisions 

makers tended to use these personal methods, and avoided other methods that might have 

produced more reliable or even superior results, simply because they grew used to their 

own model.  

Models often could be used as a guide for evaluation of predicaments. A truly 

useful model should pilot the decision maker to a prolific or creative solution. This type 

model included the use of the entire brain’s capabilities. Jung deemed this confrontation 

with the unconscious, images, and symbolism as “active imagination” (Jung, 1976, 1979; 

Lusebrink, 1990; Premo, 2003; Virshup, 1993). Active imagination described the act of 

consciously moving into the unconscious, observing the contents, picturing or visualizing 

possible results, and utilizing or analyzing them for use (Gelb, 2004; Premo, 2003). The 

conscious submerging to the unconscious built bridges between the left and right 

hemispheres of the brain, making use of the previously unacceptable decision making 

modules of the right hemisphere (Jung, 1979). The hemispheric or hemisity theory of the 

brain’s arrangement consists of verbal thinking style or left hemispheric thinking for  

consciousness, and intuitive or right hemispheric thinking for sub-consciousness. 
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Conceptual Framework 

The intuitive thinking style uses ideas, images, and thinking processes from a 

more varied perspective than does the verbal thinking style. As a result, the intuitive 

thinking style benefited the decision maker by adding another tool to the arsenal upon 

which the educational leader could draw. During the industrial age and the information 

age, decision making had become an activity that drew primarily on the verbal thinking 

style, particularly when involving complex computational data (Pink, 2005). The verbal 

thinking style named things and gave them labels. Because of this labeling process, the 

verbal thinking style often fit a decision into the mold of a previous decision, using only 

memory as the primary decision making tool (Ornstein, 1997, 2003; Pink, 2005; Pinker, 

1997; Restak, 2001).  

The intuitive thinking style processed information in a continuous and global 

manner, storing information pictorially to be used again in similar situations. The 

intuitive approach perceived concepts that the verbal style may have excluded in the 

decision making process. The intuitive approach viewed the big picture. The importance 

of becoming aware of or learning to access the intuitive thinking style for decision 

making skills involved incoming information. Through the use of both right and left 

hemisphere thinking modes, incoming information could be handled in two 

fundamentally different ways. Viewing the predicament through the details and language 

resulted in a decision more easily grasped by the verbal thinking style located in the left 

hemisphere. Viewing the predicament through the gestalt or through embracing the 

overview of the whole involved the intuitive thinking style which the right intuitive 
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hemisphere thinking style best understood and utilized (Edwards, 1999; Pink, 2005; 

Pinker, 1997; Ornstein, 1997; Restak, 2001).  

The utilization of both thinking styles by the decision maker provided a richer 

lens for viewing predicaments or dilemmas and making productive decisions. Engaging 

both thinking styles supplied divergent ideas, and produced decisions required by some 

predicaments, and achieved them in less time (Carter, 1999; Ornstein, 1997). DeBono’s 

(1971) research illustrated that the brain’s thinking styles or modes apparently worked 

together in a vast array of combinations. DeBono (1971) contrasted the two styles as 

vertical and lateral thinking. Buzan (1983) referred to the utilization of the entire brain as 

‘mind mapping’, a more structured means of ‘brainstorming’ which included the usage of 

imagery and other graphic elements. These graphic elements engaged intuitive thinking 

and helped it to work in concert with the verbal style. Lateralizing of the verbal and 

intuitive thinking styles held significance for decision making as it actively produced 

creative ideas. The intuitive thinking style for creativity produced a metaphoric, symbolic 

enhancement for decision makers (Ornstein, 1997; Pink, 2005). 

 A deeper understanding of how intuitive thinking contributed to decision making 

has become necessary. The best leaders became those whose abilities included being able 

to listen to their own intuition and to think creatively (Leonard & Straus, 1997). 

Determining a more reasonable and superior decision has become a critical skill. 

Decision makers needed to make decisions which proved to be acceptable to all 

individuals involved, or at the least, resolved the conflict to the satisfaction of concerned  

parties. Flexibility of thought increased the decision maker’s capacity to adapt a decision, 

structure its effect on shaping behavior, and outline its transmission between people 
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(Restak, 2001, 2003; Wilson, 2003). By integrating creative decision making qualities of 

the intuitive thinking style, those participant educational leaders utilized both the verbal 

and the intuitive thinking styles of the brain to a fuller potential (Restak, 2001).  

Statement of the Problem 

Decision making creates a problem for many superintendents, especially in small 

rural schools. Unlike large schools, these administrators do not enjoy the luxury of 

delegating many decisions to others. Small school superintendents, while faced with 

implementing the same programs and expectations of the state as the large school, simply 

lack the same man power for accomplishing the variety of tasks demanded (Farson, 

2002).  

Small school superintendents make many decisions daily. Many constitute the sole 

decision maker in the district (Farson, 2002). As a result, each decision critically impacts 

the traditions, curriculum, community involvement, extra-curricular programs, discipline, 

and compliance with state regulations. Through this study, the researcher investigated the 

intuitive thinking style small school participant superintendents used for generating 

creative answers to predicaments.  

Purpose of Study 

This study’s purpose involved determining if administrators in small rural schools 

experience intuitive decision making and how intuitive thinking influenced their 

decisions. 

Research Questions  

The questions driving this research are: 
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1. What is the phenomenon of intuitive decision making as demonstrated by male 

and female superintendents in small rural schools? 

2. How does intuitive or hemisity thinking influence decision making of 

superintendents of small rural schools? 

Appropriateness of Questions 

Appropriate for the purpose of the study, these questions pertained to educational 

leaders, who were inundated daily with decisions. If a decision making framework 

emphasized important elements of the predicament or dilemma, including memory and 

imaginative results, enhancement of the decision making process results. Some decisions 

did not require a creative decision making process, therefore, the decision maker 

consulted the left thinking style memory to determine an answer. Klein (2003) referred to 

this use of memory as “action scripts” (p. 302). These action scripts automatically 

kicked-in when similar situations arose time and again. However, because of the 

dominance of the verbal thinking style, many decisions found themselves forced into 

previous solutions, when in actuality these decision situations needed a unique answer as 

a decision. Ornstein and Ehrlich (2000) described this overuse of memory and previous 

solutions as “automatic default” (p. 91). The intuitive thinking style offers the decision 

maker analogous, imaginary, and visionary traits as additional abilities for determining 

decisions (Agor, 1986; Carter, 1999; Klein, 1998, 2003; Ornstein, 1997; Pink, 2005). 

Educational leaders require as many options as possible in order to make effective,  

workable decisions. When variety in decision making models was used, the 

superintendent achieved confidence that the results of the decision would result in the 

solution of the predicament or dilemma (Hayashi, 2001).  
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Rationale 

Small school superintendents differ from those in larger schools, primarily in the 

number of administrators who work with them and in the multiple decisions in various 

areas required of them. Large school administrators possess a variety of assistants to 

whom areas of decision making such as finance, transportation, curriculum, and federal 

programs can be delegated. The small or rural school superintendent, alone, assumes 

responsibility for decisions concerning these areas. In this respect, the small school 

administrator required thinking skills that prove to be far-reaching and creative in a 

variety of venues. While the large school administrator wears one hat, that of 

superintendent, the small school superintendent wears many hats.  

Top leadership manages predicaments. Predicaments involve those decisions in 

which one resolution proved as desirable or undesirable as the other (Farson, 2002). 

Decisions of this nature required creative thinking. Intuitive thinking with its global 

attribute often ensured that the decision maker investigate the imperceptible elements of 

the decision (Amabile, 1998; Hayashi, 2001; Klein, 1998, 2003). A good decision evoked 

associations not always possible utilizing the verbal thinking style of the conscious area 

of the brain.  

Research Procedure 

 The researcher established criteria by which participants were chosen. Once the  

criteria matching participants were selected, the researcher used the primary qualitative 

methodologies of observation and interviewing. Observation of participants occurred 

during the course of one day and during a board meeting. Phenomenological interviews 

with the chosen participants constituted the second method to be used. These methods 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 8

provided a phenomenological structural and textural base which resulted in a descriptive, 

reflective, and interpretive consequence (Groenwald, 2004; Moustakas, 1994; 

Richardson, 2000; Sokolowski, 2000; Van Manen, 1990). One goal of this 

phenomenological research included describing in rich textural form the nature, quality, 

meaning, and essence of the experience of decision making for small school 

administrators. Horizontalization of the data provided value to each statement made, 

while bracketing statements demonstrated likenesses among the participants’ 

experiences. Phenomenological reduction of the bracketed statements produced 

recognition of emerging invariant qualities, or those qualities which the data revealed as 

not varying from one participant to another. The researcher, using imaginative variation, 

examined each quality for structures which provided the underlying framework of the 

qualities. Synthesis of the text provided by the data and the underlying structures 

provided greater understanding of the intuitive decision making phenomenon.  

Assumptions 

This study assumed that the school superintendent participant occupied the 

position of the predominant individual involved in the management and leadership of the 

small or rural school as a district leader (Nix, 2001). Decision making had to be a primary 

responsibility of the small school superintendent. The assumption developed that the  

participant created a personal mental decision making model, not necessarily derived 

from literature on the subject, and intuitive experiences which he utilized when faced 

with a predicament. This study also assumed that the perspectives on decision making 

shared by the participants were candid, factually and objectively accurate, and truthful.  
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Delimitations 

The researcher collected the data for this study from five small and rural school 

superintendents located in the western United States. The participants in the study 

represented superintendents of various ages, genders, and years of experience. Decision 

making in small schools required the decision maker to make decisions for which, in a 

larger district, he would probably not be directly accountable. Therefore, all predicaments 

faced yielded harder, yet simultaneously more important, decisions.  

This study did not include schools with more than 500 students, or school districts 

which employed assistant superintendents. The goal of this study involved discovering 

how decision makers in small schools demonstrated intuitive decision making. The study 

compared the decision makers’ strategies for coming to decisions one with another, and 

with the models taken from current literature on best practice decision making models.  

Definitions of Terms 

Terms Relevant to the Study 

Small or rural school superintendents. The small rural school superintendent 

defined a school leader in charge of all aspects of district management. The study 

required the student population of a small or rural school studied to be under 500. The 

head district administrator absorbed responsibility and accountability for all federal  

programs and funding; curriculum development and instructional services; special 

education; building and transportation direction; budget and financial dispositions; and all 

other school and state-required programs, plans, and reports. 

Decision making. The term unique to the study defined decision making as different to 

problem solving. Many leaders viewed decision making as no different from problem 
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solving. Farson (2002) in The School Administrator defined decision making as needed 

for: 

 …predicaments…[which] are permanent, inescapable, complicated, paradoxical 

dilemmas. Problems can be solved, but predicaments can only be coped with. A 

problem has specific causes, pathological roots, something went wrong and can 

be identified and fixed. Problems can be analyzed and solved, one by one. 

Predicaments, on the other hand, have no clear causes or are caused by factors 

that we could never consider doing away with. These are complex in the extreme 

(p. 2). 

Farson’s (2002) definition of decision making established the management of 

predicaments as contributing to excellent leadership. The researcher utilized this 

definition throughout the study when referring to the term decision making. Practically 

every issue faced by school superintendents holds within it a fundamental predicament 

for decision making, wherein one avenue or choice could prove as desirable or 

undesirable as another. Other sources used decision making in conjunction with long-

term problems, rather than the predicament definition provided above (Baron, 1994; 

Forman & Selly, 2001; Moody, 1983; Murray, 1986).  

Blending models. Corbin (2000) referred to the process of using a current model 

in one field to create a model for use in another area as “blending models” (p. 145). The 

researcher sought to identify the blending of the elements of verbal and intuitive thinking 

styles as occurring in small school superintendents’ decision making styles.   

Automatic default. Automatic default described the manner in which the mind 

tended to perceive, to react to, and to analyze everything as an immediate, personal 
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phenomena and to return to the mind’s initial conception of how to handle the situation 

without looking at potential consequences or even matching elements of the current 

situation with those in the past (Ornstein & Ehrlich, 2000). When a critical decision 

needed to be made, a decision maker often relied on memory to pull out a decision which 

had previously worked in a similar, but not exact, situation.  

Confusion endurance. Confusion endurance described the ability to work with 

ambiguity and information overload. Creative individuals often possessed this important 

trait to a higher degree than other decision makers (Gelb, 2004). 

Hemisity. Hemisity, shortened from hemisphericity, described the theory 

promoting the idea of the brain’s symmetry. This symmetry depicted the two halves of 

the brain as responsible for different thinking modes. The hemisity theory ascertained the 

proposal that the two hemispheres of the brain, connected by the corpus callosum, a thick 

bundle of fibrous material, transferred information between the two hemispheres (Carter, 

1999; Edwards, 1999; Sperry, 1983). Neural networking involved the notion that thought 

or ideas transferred bio-chemically from one neuron to another over a slight gap or 

synapses between the two neurons. This neural networking aided the mind in utilizing  

both halves of the brain (Fodor, 1983, 2000; LeDoux, 1996, 2002; Pinker, 1997). 

Right hemisphere. The hemisity thinking theory promoted the right hemisphere of 

the brain as silent, although studies have shown it to have some linguistic skills. The right 

hemisphere viewed things and ideas in a global nature and research generally considered 

it to be the part of the brain utilized for creative endeavors or solutions. When creative or 

intuitive decisions expressed themselves, the hemisity theory proposed that the decision 

occurred in the right hemisphere and jettisoned via the neural networking to the left 
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hemisphere for development into the spoken word. The right hemisphere also physically 

controls the left side of the body, including vision and movement (Edwards, 1999; Pink, 

2005). This study referred to right hemispheric thinking traits as the intuitive thinking 

style. 

Left hemisphere. The left hemisphere involved the part of the brain that expresses 

details, language development, and factual knowledge. In addition to controlling the right 

side of the body, the left hemispheric lobe provided the individual with speech, pattern 

setting, utilitarian methods, number manipulation or arithmetic, and sequentiality of 

events and procedures. The left hemisphere balanced the checkbook, spelled the words 

correctly, and made decisions from experience or memory (Edwards, 1999; Pink, 2005). 

This study referred to the left hemispheric traits as the verbal thinking style. 

Types of Decision Makers 

Directive. Directive decision making models described the leadership style of 

those individuals possessing a low tolerance for ambiguity and who sought rationality. 

Although highly efficient and logical, these models called for making decisions with  

minimal information and few alternatives (Premo, 2003; Robbins, 1998). 

 Analytic. Analytic decision makers possessed a higher tolerance for ambiguity, 

and required more information and more alternatives for appraisal before making a 

decision. Analytic decision makers tended to adapt or cope with new situations easily 

(Premo, 2003; Robbins, 1998).  

Conceptual. Those decision makers possessing a broad outlook and utilizing 

creative solutions to problems, possessing a propensity for long range focus, and desiring 

many alternatives, utilized a “conceptual” model most often. Pink (2005) stated that the 
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Information Age would likely be followed by the Conceptual Age in which conceptual 

leaders and decision makers possessing creative, intuitive thinking skills were those who 

would likely be sought by business (Premo, 2003; Robbins, 1983). 

  Behavioral. Decision makers, who relied heavily on meetings and consensus for 

decision making, generally implemented a “Behavioral” model. This type decision maker 

relied heavily on subordinates (Premo, 2003; Robbins, 1983).  

 Those decision makers, who possessed a propensity for verbal thinking style 

control, tended to feel more comfortable utilizing “Analytic” and “Directive” models. 

“Conceptual” and “Behavioral” decision making models best served those who preferred 

and utilized the intuitive thinking style (Premo, 2003, Robbins, 1998).  

Types of Decisions 

Dilemma. In this study, a dilemma referred to a time-sensitive decision, which 

enjoyed no easy solution. The dilemma decision, which although important, required 

solution through experience, or intuition combined with experience. A dilemma  

situation contained several decision situations occurring simultaneously, such as a 

parent demanding a conference, a teacher with a request for immediate attention 

concerning a student behavior problem, and a previously made appointment to 

evaluate a teacher (Moustakas, 1994).  

Predicaments. Predicaments defined decisions in which one had two or 

possibly more choices, each of which maintained viable solutions to the question at 

hand. A decision such as having to choose between two teachers, each with desirable, 

but varied skills to head a committee would be considered a predicament. 

Predicaments involved having to decide between two or more choices which could 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 14

result in desirable outcomes or in undesirable outcomes. The choice in a predicament 

was never clear-cut. This type decision described a predicament, not a dilemma 

(Farson, 2002). The study distinguished predicaments by the difficulty of a decision 

maker to see a clear and unitary choice. 

Types of Decision Making Models 

 Rational decision making. A rational decision referred to choices proven to be 

consistent and value maximizing. “To make decisions ‘rationally,’ by some set of rules, 

meant basing the decisions on some grounds of truth, correspondence to reality, or 

soundness of inference” (Pinker, 1997, p. 61). The rational decision making process 

contained the following steps (Allen, 2000; Bazerman, 1998; Findlen, 2000; Klempen, 

2003): 

1. Defining the predicament 

2. Identifying the criteria 

3. Weighting the criteria 

4. Generation of alternatives 

5. Rating each alternative on each criterion 

6. Computing the optimal decision 

Intuitive decision making. The intuitive style decision making process alerted the 

individual to unique conditions, and often produced a quick, but definite decision without 

concern for steps or procedure. This decision making style described a ‘gut feeling’ or a 

decision that ‘just popped into my head’. Research by Davis and Davis (2003) 

demonstrated that an intuitive decision proved, more often than not, to be a good 

decision. Experienced school superintendents utilized this type of decision making on a 
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larger scale than did superintendents with little experience (Davis & Davis, 2003; 

Ornstein & Ehrlich, 2000; Pink, 2005). 

Perception and decision making. Consider the drawings below. In the first 

drawing, perceptions of a predicament appeared distorted. On the right chair sitting 

materialized as a possibility, at least visually. On the left chair, sitting appeared 

impossible.  

Figure 1. Chairs (Edwards, 1999, p. 8). 

 

The left chair represents a predicament in which perception distorted results, or in 

which the verbal thinking style justified unrecognized or ignored data. The right chair  

demonstrates a decision; as sturdy with solid possibilities as the appearance of a chair on 

which sitting did not constitute a disaster. The left chair indicates a predicament or 

dilemma analyzed in an automatic default manner; forced into a verbal thinking mold, 

and utilizing the knowledge and practice of a previous decision. The right chair illustrates 

that in order for a solution to emerge, the decision maker must deal with recognition of 

his own perceptions of the predicament or dilemma integrating each into the ultimate 

decision.  

Many leaders may not be exploiting the full range of decision making skills 

provided by utilization of both parts of the brain. In developing the conscious shift from 

the dominant verbal thinking style to the intuitive or creative thinking style, leaders 

 15
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synthesized greater decision making capabilities. Recognition of thinking styles created a 

tool which provides expedient decision making and precipitated additional time for other 

activities within the realm of leadership.  

Significance of Study 

Rational decision making and its accompanying models have played a significant 

role as the norm, both in education and in business. Klein (1998, 2003) stated throughout 

an abundance of research little evidence indicated that replacing intuitive decision 

making with in-depth data analysis resulted in better quality decisions. The rational 

models which have previously taught administrators to rationally come to a decision have 

become increasingly difficult to use (Davis & Davis, 2003). Technology, time 

constraints, and the shear volume of information which bombards administrators daily, 

combined with the abundance of decisions to be made, limits the use of rational decision  

making models. Intuition and the shift from the rational verbal left thinking style to the 

more creative intuitive right thinking style has developed a skill which superintendents 

need to become more efficient decision makers (Davis & Davis, 2003).  

Conclusion 

The organization of the study followed this pattern: 

This study utilized current literature on the subject of the mind and on decision 

making. The literature review includes the possibilities of using intuition and hemisity to 

encourage variety in decision making concerning either predicaments or dilemmas. The 

researcher employed phenomenological methodological strategies for the collecting of, 

reflecting on, and analyzing of the data. Comparisons made between the literature and the 

processes actually being used occurred as well as comparisons between participants’ 
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models and the models in the current literature. Reflection continued on how the models, 

currently used by administrator participants, constitute current decision making practices.  
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CHAPTER 2: REVIEW OF RELEVANT LITERATURE 

Introduction 

The process of decision making begins with the thinking ability of each 

individual. Creative thinkers learn to balance the hemisity of their brains in order to use 

both thinking styles to their greatest capacity. Administrators wishing to make fair, 

accurate decisions realize that the connection of ideas in new ways has become 

imperative. 

The following literature review provides information concerning research on 

thinking styles of the hemispheres of the brain, decision making and its various models, 

types of decision making styles, uncertainty, creativity, and intuitive decision making. 

The review includes how using the principles of intuitive right hemisphere thinking has 

become the basis for creative decision making. Definitions of various decision making 

models follow and are referred to in their achievement of creative decision making.  

Research on the Brain 

In order to gain insight into the thinking processes through which administrators 

of small schools come to a final decision, it was necessary to have a general 

understanding of the decision making models utilized by those in primary decision 

making roles. An understanding of hemisity theory provided an additional avenue to 

quality decision making through both verbal thinking and intuitive thinking. 

History of Thinking  

Theories 

A plethora of research written on thinking and the brain described how the 

brainworks. According to Squire and Kosslyn (1998), recent cognitive neuroscience has 
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developed at an exponential rate in the past ten years. Gelb (2004) stated that during the 

last twenty years, scientists have learned 95 percent of all current knowledge about the 

human brain. During that time period, science has directed enormous research toward 

unlocking the secrets of cerebral functioning (Moorby, 2002; Pinker, 1999; Wilson, 

2003).  

Associationism. Association, or association of ideas, indicated an early theory 

concerning how the mind worked. Associationism psychologically associated one idea 

with another, for example food with love, wealth with happiness, and height with power. 

British philosophers John Locke, David Hume, George Berkeley, David Hartley, and 

John Stuart proposed the theory of associationism. Their philosophies regarded the 

concepts of learning and ideas through contiguity and resemblance as a means by which 

the mind learned and thought. Once activated, contiguity produced activation of 

resemblance of two similar ideas. If one occurred, then the other automatically occurred 

with it. There appeared to be no place for imagination or creativity in thinking with 

associationism (Pinker, 1997).  

Behaviorism. When stimuli and responses replaced ideas, associationism became 

behaviorism. Behaviorism, theorized by John B. Watson, held that every stimulus in life 

possessed a particular response. Behaviorism’s classification, as it fit into the mainstream 

of psychology, became a psychology of action. Actions produced observable, overt 

stimulus-response sequences (Pinker, 1997). Behaviorism said little concerning the 

events intervening between stimulus and response.  

 Searle (1997) illustrated the stimulus-response method of behaviorism by using 

pain as an example. If one pinched one’s arm as a stimulus, pain resulted. The severity of 
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the response depended on the harshness of the pinch. However, not all stimuli resulted in 

physical pain. Researchers believed the theory of behaviorism lacked the mental acuity 

needed for making decisions (Fodor, 2000; Pinker, 1997, Searle, 1997). Fodor (2000) 

viewed the behaviorist theory as one in which the promoters did not believe the existence 

of mental states, just physical states.  

Connectionism. Connectionists deemed mental states as important, but did not 

believe that the states represented any structure. Connectionism argued that simple 

networks by themselves accounted for the majority of human intelligence. This theory 

viewed the mind as one big hidden-layer, back-propagation network, or a battery of 

similar or identical layers. The environment, known as the trainer, configured intelligence 

in the connectionism school. The environment fine tuned the connection weights (Pinker, 

1997). This fine tuning resulted in a sort of musical weight-lifting exercise. In this theory, 

the networks of the brain composed many varied layers. This layering created in humans 

a quality crafted to make them become more intelligent than rats. The rules and symbols 

of the theory helped scientists keep track of the millions of streams of activation flowing 

through the connections. Dennett (1991) stated that connectionism supposed the brain 

engaged entire systems having specialized roles. These roles, however, depended on the 

fine tuning by the environment and occasionally took on recruitment for interplay in 

more general projects. Fodor (2000) and Searle (1997) believed that if the reality or 

accuracy of this theory created a brain in which the more activation a connectionist  

structure received, the stronger and faster the connection became.  

Physicalism. Searle (1997) indicated that Smart’s theory of physicalism or 

identity theory simply attempted to upgrade behavioralism. This theory indicated that 
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some mental states could only be analyzed by presupposing other mental states. The 

physicalism theory compared the brain to other organs in the body. Since the heart, 

kidneys, and fingers evolved as physical in nature, then the brain must operate in 

accordance with being a physical entity. According to Searle (1997), this theory’s main 

limitation existed in that it could not explain “what it is about a brain that makes it a 

mental state” (p. 138). The theory of functionalism eventually replaced the behaviorism 

and physicalism or identity theories. 

Functionalism. Functionalism restructured the best attributes of behavioralism 

and physicalism’s identity theory. This theory determined that mental states, although 

physical in nature, produced causal relations which defined them as mental rather than 

physical. Causal relations received definition by the behaviors they exhibited, rather than 

by what constituted their make-up. All beliefs and desires played a part as physical states 

of physical ‘systems,’ but different materials constituted these systems. Something 

produced a belief or a desire by virtue of the materials which composed its system. 

Therefore, brains, computers, extraterrestrials, and other systems possessed minds, 

provided their states integrated with the right causal relations (Pinker, 1997; Searle, 

1997). 

Current Brain Theories  

Complexity theory. Complexity theory proposed an analogy-based theory aimed at  

purporting the brain as largely composed of maps and arrays of neurons. These maps or 

neuronal patterns represented entire objects being perceived, or the entire sensory 

cognitive qualities of viewed objects. These sensory qualities applied to such elements as 

color, texture, credibility, or speed (Ratey, 2002). During the growth of the fetus during 
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pregnancy, the neurons of the brain migrated to various spots and tried to establish a 

neighborhood or module of other neurons. This migration created the neuron 

neighborhood. Complexity depended on the part of the brain neighborhood or module to 

which the neurons migrated. The module neighborhood controlled the migration as 

determined by the part of the cognitive or physical attributes of the emerging fetus. Fodor 

(2000) stated that this theory, while utilizing his modular theory (Fodor, 1983), still 

“lacks empirical plausibility” (p. 55). In other words, complexity theory failed to explain 

how some modules remained domain specific while others appeared to be able to 

combine or criss-cross domains and perform interchangeable activities.  

Computational.  The computational theory of the brain relied on the supposition 

that evidence has emerged that the whole brain created the activity of the mind. This 

proposition indicated that the mind existed as separate from, but created by, the actual 

organ known as the brain. Pinker (1997) stated that whatever actions the brain carries out 

resulted in the mind. The processing of information the brain thought resulted in a type of 

thinking computation. Hence, like the computer the brain used symbols to carry 

information. However, unlike the computer the brain not only created data, but caused 

things to happen. A commercial computer worked through patterns of charges in silicon, 

while the brain labored through firings in sets of neurons (Carter, 1999; Ornstein, 1997;  

Pinker, 1997). The theory of computation produced a blended model which included the 

hemisity thinking traits theory rather than producing a totally different alternative. This 

blended model led scientists to new discoveries concerning the brain and its workings. 

Fodor (2000) stated that the computational theory as it existed was the best theory about 

mental cognition to date, but continued to state that there existed vast amounts “we 
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deeply do not understand” (p.5). Although expressing a belief in the modularity of the 

brain, Fodor (1983, 2000) further stated that along with all the other theories, the bottom 

line of the computational theory, along with all cognitive viewpoints, labored light years 

from providing a satisfactory explanation.  

In contrast with the eventual knowledge concerning the brain, scientists currently 

knew very little about the brain, its thinking capacity, and the processes involved in 

thinking. Scientists studied the functions of the brain for centuries, and yet so far, no 

theory successfully tied together all the parts of thinking and cognition. Because no 

theory successfully explained how the mind worked, all theories fabricated as 

explanations constituted little more than a jumping off point (Fodor, 2000).  

Hemisphericity or hemisity theory. Hemisphericity or hemisity as it has become 

known, postulated that the brain worked not only in two hemispheres physically, but also 

for varied mental activity. Sperry (1983) began the initial research into this theory by 

studying how the separation of the two hemispheres affected an individual. His research 

laid to rest the idea that the right hemisphere of the brain carried out only the functions 

which the left hemisphere yielded to it. Some of these functions involved higher 

mathematics, music, art, tone of voice, and the recognition of faces, and of humorous  

incidents. Carter (1999) stated that “the brain is the marriage of two minds…two 

individuals, effectively in one skull” (p. 34). Physically, the left hemisphere controlled 

the physical actions of the right side of the body, and the right hemisphere provided 

identical control of physical actions to the left side of the body.  

While the left hemisphere of the brain dealt primarily with speech, language 

development, verbalizing ideas, and arithmetic procedures in 90% to 95% of individuals, 
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research demonstrated that the right hemisphere generated the greater part of recognition 

of patterns, faces, and inventive creativity (Carter, 1999). The hemisitic mind, utilizing 

the right hemisphere or intuitive thinking area, continuously processed information 

unrecognized by one’s verbal or left hemisphere. Information processing in the right 

hemisphere continued non-stop whether awake or asleep (Hayashi, 2001; Pink, 2005). 

While the hemispheres physically appeared basically equal in size, the constant 

processing of the intuitive right hemisphere collected and stored greater amounts of ideas, 

concepts, patterns, and other information.  

This continuous processing created in the right hemisphere, not a larger size, but a 

larger database than the left hemisphere possessed. Gelb (2004) stated that neuroscientists 

believed that the sub-conscious right hemisphere or intuitive database “outweighs the 

conscious on an order exceeding ten million to one” (p. 160). When tapped, the intuitive 

right hemispheric database, considered as the source of the brain’s creative potential, 

produced ideas for decisions which the decision maker might not realize he possessed the 

prior knowledge to make.  

Through the hemisity theory, the dual thinking styles of the brain communicated  

continuously in this intuitive to verbal manner. Decision makers often used unrealized 

knowledge in making quick or intuitive decisions (Davis & Davis, 2003; Ornstein & 

Ehrlich, 2000). When this intuitive and unconscious knowledge became noticeable to the 

individual, he experienced what Schwartz (2004) referred to as a cognitive snap. One 

generally experiences the cognitive snap when one recognized one’s sudden knowledge 

with an Aha!, occurring either mentally or out loud (Pinker, 1997; Carter, 1999;  Hayashi,  
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2001; Klein, 2003; Schwartz, 2004; Pink, 2005). Both hemispheres involved themselves 

in decisions through this theory. 

The hemisity theory proposed that the left hemisphere existed as the center for the 

processing of data into language and numerical information, while the right hemisphere 

of the brain produced the creative endeavors of the mind. Connected to the left 

hemisphere of the brain by the corpus callusom and neural networking, the right 

hemisphere, although possessing few language capabilities, transferred solutions or ideas 

to the left hemisphere for communication through the speech area found in the left lobe. 

The ability of hemisity thinking to view problems, dilemmas, or predicaments as a whole, 

while maintaining disregard for ambiguity, helped to provide the decision maker with 

creative insights into the ultimate decision (Cameron, 2002; Gerard & Goldstein, 2005; 

Goldberg, 2001; Ornstein & Ehrlich, 2000; Pinker, 1997; Ratey, 1997; Restak, 2001; 

Sperry, 1983).  

The hemisity theory stated that the hemispheres worked in conjunction unlike 

some scientists thought (Bruer, 1999). Bruer (1999) claimed that hemisity composed a 

pseudo-science, but in his article, he utilized the terms right-hemisphere and left- 

hemisphere when referring the placement of language and creative areas. Often, 

researchers referred to the dual hemisity thinking traits, but not the specific location, 

when they dealt with the traits of hemisity thinking style, (Carter, 1999; Goldberg, 2001; 

Ornstein, 1997; Pink, 2005; Ratey, 2002).  

Hemisity theory generated imperfections, but the other philosophies on brain 

cognition possessed just as many flaws or professional misgivings. Fodor (2000) 

contended that although the computational theory proved to be the most widely accepted 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 26

theory, it produced limitations in its ability to explain how the brain actually functioned. 

No concrete explanations for how any of the brain’s functions resonate occurred in any of 

the past or current theories.  

However research using technology demonstrated valid reasons behind the 

hemisity theory. Technology such as MRIs (Magnetic Resonance Imaging) visually 

illustrated areas of thinking as being processed in different locations of each hemisphere 

(Carter, 1999; Goldberg, 2001; Ornstein, 1997; Ratey, 2002). Through MRIs, scientists 

and doctors viewed extreme activity in the right hemisphere of the brain when a cognitive 

snap or Aha! moment occurred in an individual’s thinking (Pink, 2005). 

The use of Magnetic Resonance Imaging (MRI) proved to be a means of watching 

the brain “light up” when an individual acted or thought. This visual lighting, which 

neurology scientists referred to as ‘unidentified bright objects,’ or UBOs occurred in each 

hemisphere according the stimulation provided. Through the use of MRIs, researchers 

pinpointed areas in the brain which learned various subjects and produced particular 

thinking skills. For example, the area closely aligned to the Broca’s Area, located in the  

verbal left hemisphere which produces speech, also was engaged when an individual 

learned basic multiplication facts. Areas of the right or intuitive hemisphere MRIs lit up 

when exhibiting creative actions or thoughts. Lit up areas in the right hemisphere 

indicated when participants demonstrated critical thinking, spatial sense, estimation, 

humor, understanding of metaphors, and problem solving behaviors, (Murray, 2000; 

Pink, 2005). Scientists revealed no absolute method for determining whether the activity 

caused the brain to light up, or if something else caused the UBOs to appear. 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 27

Phineas Gage. Understanding of the brain, its components, and the functions of 

its parts came slowly, mainly because the majority of brain study occurred after an 

individual died. Phineas Gage presented scientists with a means of studying the effects of 

a severe injury on the emotional and physical abilities of a living human being. In 1848, 

Phineas Gage sustained the following injury: while dynamiting rock, the explosion shot 

an iron rod up through Gage’s left cheek and out the top of his head, effectively 

dissecting his left hemisphere. He did not die, however, which gave doctors a chance to 

study the physical and emotional attributes of a human brain that sustained severe injury, 

but lived it.  

Since the left hemisphere of the brain controlled speech and the right side of the 

physical body, one might think that Phineas would have been unable to speak and 

possibly would have suffered paralysis on the right side of his body. However, the exact 

spot through which the iron rod passed just missed the brain’s speech area (Broca’s 

Area). Phineas still spoke and because the injury occurred at the frontal lobe of the left 

hemisphere, his ability to move remained intact.  

Once physically healed, Phineas returned to work, apparently the same. However, 

mentally and emotionally, he changed drastically. He said things he would never have 

said prior to the accident. His ability to calculate the worth of objects became distorted. 

For example, he refused $1000 for a pocket full of pebbles. Obviously, the accident 

compromised his decision making skills. The once reliable, amiable, hardworking, and 

efficient man had become unreliable, unpredictable, and even rude and nasty in language 

to his fellow workers (Fleishchman, 2002).  
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 What scientists learned from Phineas formed the notion that the hemispheres of 

the brain did more than just deal with the physical aspects of controlling the limbs, 

fingers, and facial recognition. The hemispheres, connected by neural networking, also 

controlled the ability to speak as well as the ability to think in language form. Phineas 

could still speak only because the rod missed the speech module (Broca’s Area). 

However, the rod apparently penetrated and disturbed areas that controlled attributes and 

attitudes. Current MRI research demonstrated that one made decisions through both 

hemispheres. Gage’s subsequent life demonstrated that decisions occurred not only by the 

mathematical or language area of the brain, but required many attributes located in both 

hemispheres of the brain.  

Left and Right Hemisity Traits 

While the left hemisphere of the brain dealt primarily with speech, language 

development, and verbalizing ideas, research has demonstrated that the right hemisphere 

dealt with recognition of patterns, faces, and creativity. The mind processed information 

utilizing the intuitive hemisphere or sub-conscious area continuously. This action’s  

occurrence proceeded without the conscious or verbal hemisphere’s knowledge of its 

actions (Hayashi, 2001; Pink, 2005). This constant processing produced multiple series of 

ideas, concepts, patterns, and other information without one’s knowledge or awareness. 

The hemispheres of the brain communicated continuously in this sub-conscious to 

conscious manner (Hayashi, 2001).  

Although the hemisity thinking theory contained flaws scientifically as, according 

to Fodor (2000) all theories do, the hemisity theory of thinking applied through this 

phenomenological study concerned itself with how that theory of thinking affected 
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decision making among administrators. Although Bruer (1999) referred to intuitive or the 

right-hemisphere mode of decision making, as “intuitions and folk theories about the 

brain” (p. 77), he still referred to it as a mode of thinking, not a specific place in the brain 

where specific areas for thinking resided. The fact remained that whether the terms 

conscious or subconscious, left hemisphere or right hemisphere, verbal thinking style or 

intuitive thinking style labeled their use in a discussion of cognitive workings, at some 

point a concession occurred that indicated that either the verbal or the intuitive 

hemispheres produced a particular type of thinking. 

 The hemisity theory in this study used verbal and intuitive thinking as a possible 

means of utilizing creativity to improve decision making. As such, it was not meant to be 

an explanation of how the brain operated. Intuition, gut reactions, and feelings constituted 

part and parcel of decision making using the hemisity thinking theory. Dilemmas, bound 

by the constraints of time, often occurred in this manner (Davis & Davis, 2003). 

  Research on intuition by Davis and Davis (2003), Hayashi (2001), and Pink  

(2005) determined that intuition or gut reactions, hunches, or instinct tended to produce 

effective decisions. Hayashi (2001), in an interview concerning intuitive decision 

making, quoted Richard Abdoo the CEO of Wisconsin Energy Corporation. Abdoo stated 

that, “[y]ou end up consuming more Rolaids, but you have to learn to trust your intuition. 

Otherwise, at the point when you’ve gathered enough data to be 99.99% certain that the 

decision you’re about to make is the correct one, that decision has become obsolete” 

(p.175).  

Research conducted by Amabile (1998) and Hayashi (2001) demonstrated that 

concerning decision making, those senior executives interviewed stated that their greatest 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

mistakes resulted in the failure to heed their intuitions. As every decision, whether based 

on quantitative data or through an applied gut feeling, could not be right, wise 

management used both in decision making. Experience often determined the difference in 

verbal hemisity thinking for quantitative decision making and intuitive hemisity thinking 

for qualitative decision making. 

The diagram below illustrates the areas in the brain stimulated when a novice 

individual made a decision. Next to the novice diagram appears the diagram of an 

experienced individual using intuition during a decision making experience.  

Figure 2.  Hemisity direction in a novice decision maker compared with a 

practiced one (Goldberg, 2001, p. 71). 

 

 
 

 Notice how, although both sides of the brain worked together in a lateral 

manner, the intuitive right hemisphere dominated the decision making situation in the 

novice. However, after experiencing the decision making phenomenon many times, the 

decision maker became practiced, and the verbal left hemisphere initiated control of the 

situation (Goldberg, 2001). 
 30
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Thinking Qualities of Hemisity 

   The following table constructed by Edwards (1999) compares the verbal 

hemisphere thinking traits with intuitive hemisphere thinking traits: 

Table 1. Attributes of the left and right hemisphere thinking (Edwards, 1999, p. 10). 

Verbal Hemisphere     Intuitive Hemisphere 

 
Verbal—Using words to name,  Nonverbal—Using non-verbal cognition to  

describe, and define.    process perceptions 

 
Analytic—Figuring things out  Synthetic—Putting things together to form   

 step-by step and part-by-part.  wholes. 

 
Symbolic-Using a symbol to stand  Actual, real—Relating to things as they are,  

something. For example, the drawn  at the present moment. 

form ☼ stands for the sun, the sign + 

stands for the process of addition. 

 
Abstract—Taking out a small bit of   Analogic—Seeing the likenesses among  

the information and using it to represent things; understanding metaphoric whole 

relationships.     thing. 

 
Temporal—Keeping track of time,   Nontemporal—Without a sense of time. 

sequencing one thing after another:  

Doing first things first, second things 

second, etc. 
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Rational--Drawing conclusions based on Nonrational—Not requiring a basis of 

reason and reason or facts; willingness to suspend facts. 

judgment. 
________________________________________________________________________ 

Digital—Using numbers as in counting. Spatial—Seeing where things are in  

      relation to other things and how parts 

      go together to form a whole. 
________________________________________________________________________ 

Logical—Drawing conclusions based on Intuitive—Making leaps of insight, often  

logic: one thing following another in              based on incomplete patterns, hunches, 

logical order—for example, a   feelings, or visual images. 

mathematical theorem or a well-stated  

argument. 

 
Linear—Thinking in terms of linked  Holistic—(meaning “Wholistic”) Seeing  

ideas, one thought directly following   whole things all at once; perceiving the 

another, often leading to a convergent overall patterns and structures, often  

conclusion.     leading to divergent conclusions. 

_____________________________________________________________________ 

 
Vertical Thinking or Lateral Thinking  

 In decision making the main purpose entailed thinking about the information 

collected and making the best possible use of it.  DeBono (1971) and others uncovered 

two types of thinking—lateral and vertical. Vertical thinking dealt with a structured 

means or a top down manner of dealing with decisions. Lateral thinking provided for 
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integration of the imagination in decision making. The use of imagination produced 

alternatives or unusual possibilities for implementation. 

Vertical Thinking  

           Vertical thinking developed structured concept patterns, strict symbols or images, 

and determined the left-hemispheric part of the hemisity thinking trait. Vertical thinking 

placed limitations on the behavior of the mind. Because vertical thinking dominated 

thinking for most individuals, they generally employed the vertical, top-down means or 

chain of command when initiating a business, school, or other organization. This 

organization style signified a concept that has worked well in the past (Finke, Ward, & 

Smith, 1992).  

 However, the vertical or conflict method worked well for making decisions only 

when the information could be evaluated using some objective, pre-learned pattern, or 

symbol. A vertical solution worked less well when new information limited evaluation 

through the old vertical verbal thinking process. As with practice or repetition in all areas 

of life, the old method strengthened and became more rigid, until it became an automatic 

default methodology (deBono, 1971; Fodor, 2000; Gelb, 2004; Hayashi, 2001). The most 

effective manner of decision making came from lateral intuitive insight combined with 

new information (Davis & Davis, 2003; Gelb, 2004; Klein, 2003; Pink, 2005; Pinker, 

1999).          

Lateral Thinking  

 Lateral thinking structured the generation of new ideas and inspired breaking out 

of the conceptual prisons of redundant thoughts. In How the Mind Works, Pinker (1997) 

viewed the mind as a series of connected, but specialized parts or modules, designed to  

 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 34

solve specialized problems. The structure of the brain, the variety of areas connected  

through neural networking, and the corpus callosum had to be accessed if creative results 

were to be achieved. Carter (1999) stated that in decision making, no such thing as 

general problem solving occurred. Man’s limited choices forced him to use fragmentary 

information and make fallible guesses when making decisions. The lateral use of the 

intuitive, right hemispheric thinking of the hemisity thinking traits combined with the 

patterns and symbols of the verbal left hemisphere thinking style contributed to original 

solutions and creative processes.  

  Closely related to creativity, lateral thinking describes the process, rather than the 

description of a result. In the past, creativity generally related to art, aesthetic 

appreciation, emotional sensibility, and a bent toward self-expression, rather than the 

importance of creativity in problem solving, change, progress, and decision making. 

Through his lateral theory deBono (1971) stated “new ideas are the stuff of change and 

progress in every field from science to art, from politics to personal happiness” (p. 11). 

This ‘stuff’ led to changes in attitude and new approaches toward decision making.  

Utilizing the hemisity thinking modes of the human brain provided liberation 

from tired, overworked methods and automatic default solutions. Ideas, which no longer 

provided results, could be replaced by stimulating new ones. There have always been 

individuals who naturally implemented lateral thinking in work, research, and invention. 

Bob Lutz of the Chrysler Corporation stated he had always possessed the ability to think 

laterally, and easily related a decision in one area to an analogous situation in a 

completely unrelated field (Hayashi, 2001). Thinking laterally, then, did not mean that 
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the right hemisphere possessed exclusive rights to creativity, decision making, and 

problem solving.  

Using the incredible networking of the brain, lateral thinking used the best from 

both hemispheres. Lateral thinking combined the qualities and strengths of each 

hemisphere to bring new ideas and solutions to light. The left-hemisity thinking style 

endeavored to develop cemented patterns and utilized them in a vertical or constant way. 

Even when ideas did not fit the predicament, lateral thinking brought about a creative 

means of restructuring thinking patterns (Hayashi, 2001). This restructuring prompted the 

mind to engage in creative lateral concepts, rather than patterned vertical constraints.  

Decision Making and Decision Making Models 

Moody (1983) defined a decision as an “action that must be taken when there is 

no more time for gathering facts” (p. 4). Decisions occurred regardless of knowledgeable 

data gathering and time, or in the case of the dilemma, when little time or knowledgeable 

data existed before the decision presented itself. 

The phenomenon of decision making presented courses of possible action. The 

decision offered itself from among a few or many alternatives, but within the circle and 

pursuit of the goals of an organization (Murray, 1986). A decision included the 

characteristics of producing a variation between the current situation and the desired or 

target situation and visualizing at least two options for action to reach the target (Grünig 

& Kühn, 2005). Through careful deliberation decision making became a solution to a 

dilemma, a predicament, or a problem which presented itself, via decision making 

models, or through intuition and experience.  
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Consider the following example of two principals faced with the same 

predicament, but who made opposite decisions (R.-D. Windom, personal communication,  

July 7, 2001). The cheerleading coach of one small school approached the principal and 

asked for an increase in the number of cheerleaders from six to eight. The coach’s 

reasoning outlined that cheer stunts established important scoring in state competition. 

More stunts could be presented if the team included two more members to help 

physically support the stunt. The extra support generally meant holding the lightest 

member up in the air. Two more support cheerleaders increased the safety of all 

participants. As with all predicaments, the soundness of the coach’s reasoning could not 

be denied, and the principal took it into consideration. However, the cheer team traveled 

in the school’s Suburban. With only six members, a single Suburban held the entire 

squad. Should an additional two cheerleaders be added, the cost of transportation would 

double because an additional vehicle would have to be taken. The decision made was to 

keep the number of cheerleaders at six, which saved the school funding for 

transportation. Although both alternatives possessed merit, the decision to forgo the 

spectacular cheerleading act was over-ruled in favor of extended miles per gallon of 

gasoline consumed.  

 Two years later the principal moved to superintendent and hired a new principal. 

The cheer coach made another overture for additional cheerleaders, stating the same 

reasoning. The principal, without considering consequences in transportation, quickly 

agreed. Once established and implemented, the decision to change the team became eight 

rather than six every year. In this small school, a precedent established limited the ability  

to disregard it or eliminate it. Gasoline prices continued to increase and two vehicles 
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continued to be taken. If a game took place at the same time as another organizational  

event, the principal assigned the school vehicles to the first organizational sponsor who 

filled out the form. Often, sponsors and parents ended with no option but to take personal 

vehicles. Although the school reimbursed these individuals for gasoline, the school could 

not reimburse for wear and tear on the individual’s personal vehicle. A decision 

benefiting one group became a permanent fixture, costing the school additional 

transportation expense, and often denying the use of the school vehicles to other school 

organizations. This seemingly minor decision produced continuing conflicts or 

predicaments for the decision maker. 

 “A thinker has to compute not just the direct effects of an action but the side 

effects as well” (Pinker, 1999, p. 14). Ornstein & Ehrlich (2000) stated that people’s 

automatic default tendencies cause them to judge rapidly and correctly on a few 

instances. Retraining cemented patterns occurred if they simply took the time for 

incubation  and viewed the consequences of the decision. Too often the default positions 

of the mind give priority to the short term advantages, and ignored the long term results. 

The short term “make us easy pickings for exploitation” (Orstein & Ehrlich, 2000, p.98). 

Intuitive with Experience Decision Making 

 Intuitive decision making projects a primary, inborn talent directed toward 

producing true and solid judgments. Dilemma type problems, in which time charges its 

own fee, made intuitive decision making especially desirable. Experience combined with 

intuition has proven to be one of the best and most widely utilized decision making 

methods (Gladwell, 2005; Hayashi, 2001; Pink, 2005; Sawyer, 1999). The intuitive 

model, practiced over time, develops patterns of observable uniformities or structures of  
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action as do all repeated actions (Grünig & Kühn, 2005; Klein, 1998; Murray, 1986; 

Simon, 2000). The right hemisphere acts as a constant collector of information to be 

utilized by the intuitive decision making process. Intuitive decision making implemented 

regularly by most decision makers has provided no recognizable model promoting it as a 

valid means of decision making.  

Recognition-Primed Decision model or naturalistic decision making. The 

recognition-primed decision model (RPD) promoted an experiential/intuitive model. The 

RPD fused two procedures for decision making. The first occurred when decision makers 

size up the situation in order to recognize a course of action that made sense (Klein, 

1998). The second part evaluated the manner the course of action takes by imagining it 

happening. RPD as a model for making decisions welded together the imagination of the 

intuitive hemisphere with the verbal hemisphere’s experience or duplication and then 

analyzed the outcome. The framing of the question or the situation size-up produced the 

important aspects of this model. Klein (1998) studied the decision making techniques of 

firemen and military persons in perilous situations which availed little or no time to 

ponder alternatives. He utilized the findings and created the RPD model. According to 

Klein (1998) the intuitive blended with the experiential made it a workable intuitive 

model.  

Decision Making Models 

 All decisions consider the future, especially in schools. Models often thought to 

be the best means of coming to a reasonable, rational, workable solution, often proved 

too time consuming and included too many steps (Einhorn & Hogarth, 1987). In addition,  

the use of a model implied trade-offs. Models consisted of abstractions of the dilemma or 
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predicament, without capturing the relationships of the predicament’s variables in a 

consistent manner. As models never projected inconsistency, “models may be consistent 

to a fault” (Einhorn & Hogarth, 1987, p. 141). Inevitable errors occurred with the use of 

models in decision making (Einhorn & Hogarth, 1987, p.141). The following illustrations 

displayed types of decision making models developed for use in business and in school 

settings. 

Types of Non-intuitive Decision Making Models 

Administrative model. The administrative model of decision making based its 

results on feasible choices that matched or adapted, however uneasily, to a profile of the 

various social, financial, racial, historical, psychological, and other interests of the 

organization (Murray, 1986). The organization’s goals and finances upheld the primary 

rationale which drove decisions in the administrative model of decision making. Other 

prerogatives became secondary to the primary goals or interests of the organization 

(Moody, 1983).  

Discretionary model. The discretionary model of decision making used “vague, 

arbitrary, and often unaccountable factors” in characterizing decisions (Murray, 1986, p. 

37). Rather than complete data, a decision made utilizing this model resulted in evasion 

of arguable choice criteria and produced a complex manner through influence or 

indecision (Suhr, 1999). Because the choice criteria presented in this manner projected 

confusion, the discretionary model often led to a resolution of a controversial matter 

justified by the decision maker’s self reliance rather than on fact (Moody, 1983). 

Avoidance theory or model. The avoidance theory revealed a model of decision 

making by which the decision maker gave the impression of performing the job. The 
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avoidance model of decision making involved a two-step process whereby safer or 

neutral issues cloaked controversial or disagreeable issues (Murray, 1986). With the 

criteria or data vaguely presented, the decision maker structured the decision much like 

the discretionary model. 

Choosing by advantage model. Decision making utilizing the CBA (choosing by 

advantage) model involved two steps. The CBA model asked the decision maker to 

mentally list all advantages of each alternative. Disregarding any disadvantages, the 

decision maker chose the alternative that possessed the greatest total number of 

advantages as listed in order of importance (Suhr, 1999). 

Garbage can model. When pressed for time, the decision maker employed the 

garbage can model of decision making, sometimes involving intuition. This model joined 

predicaments and solutions together simultaneously rather than dealing with each 

dilemma or predicament as it presented itself (Murray, 1986). One decision covered all 

predicaments. 

Groupthink model. The groupthink model produced a process of making decisions 

in when the decision maker sought consensus of the group members of a particular group. 

Disregard for the best decision took a back seat in this model. Once attaining a 

consensus, the members suppressed any dissent or disagreement (Grünig & Kühn, 2005; 

Moody, 1983; Murray, 1986; Wilke & Kaplan, 2001). 

 Irrational model. The elements of the irrational model resulted in decisions 

inconsistent with the goals of the organization, but usually furthering the personal goals 

of the decision maker (Moody, 1983; Murray, 1986; Weirich, 2004). 
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Muddling through model. The decision maker using the muddling through model 

initiated incremental, fragmental, and non-scientific processes toward the decision. Sub-

optimizing and non-economic criteria created the basis of this style (Murray, 1986; 

Radford, 1989; Simon, 2000). 

Political model. The political model of decision making sought to increase the 

decision maker’s allocation of values for society. The goal of the political model 

promoted the allocation of sources for alleviation of a problem, real or invented. The 

decision maker invented the problem supported it with believable means of determining 

and rationalizing it. Once divined, the implementer created choices and determined the 

preferred choice. The decision opened the way for allocation of funding and created 

popularity of the decision maker among the constituency (Moody, 1983; Murray, 1986; 

Pfister & Böhm, 2001; Simon, 2000). 

Rational model. A systematic analysis of means and ends, the rational model 

utilized a process whereby the decision maker conducted choices in a distinct form and 

decisions developed as a result of an analysis of causation and change (Grünig & Kühn, 

2005; Murray, 1986; Weirich, 2004). The rational model based its validity on deliberately 

evaluating objective data. Also known as the Weighting-Rating-and-Calculating (WRC) 

model, it employed an ideally value-free means of systematically determining the means 

to an end (Moody, 1983; Bazerman, 1998; Radford, 1989; Suhr, 1999). The rational 

decision making process followed six steps (Allen, 2000; Bazerman, 1998; Findlen, 

2000; Klempen, 2003; LeTendre, 2000): 

1.  Defining the predicament 

2. Identifying the criteria 
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3. Weighting the criteria 

4. Generating alternatives 

5. Rating each alternative on each criterion 

6. Computing the optimal decision 

 Considered as possessing great potential as a decision making model, rational 

decision making described how individuals should behave in order to maximize some 

outcome (Robbins, 1998). To maximize rational decisions, the decision maker 

demonstrated the ability to combine ideas in unique ways and recognized associations 

between ideas (deBono, 1971; Doyle, 2002; Gelb, 2004; Hayashi, 2001; Klempen, 2003; 

Pink, 2005). However, if the decision maker faced a dilemma situation which involved 

time constraints, rational decision making revealed limits to its usefulness. Models 

projected consistency, but as a result, they demanded inflexibility (Hoch, 2001). Klein 

(1998) stated that the main problem with rational decision making models proved to be 

their inability to provide avenues for improvisation. This limitation facilitated for the 

decision maker an inability to cope with lack of all relevant information; to deal with 

unreliable data; or to progress under shifting conditions.  

Realistic decision theory or model. Realistic decision making evaluated the 

decision in terms of possible outcomes. Realistic decision theory appeared  

consequentialist in nature. The model promoted utility maximization as its main 

principle. Realistic decision making did not deal with self-interest, but with broad utility. 

The principal innovation of realistic decision making introduced “degrees of belief and 

degrees of desire to replace beliefs and desires in traditional treatments of practical 

reasoning” (Weirich, 2004, p. 4). 
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Smart Choices—PrOACT. Smart choices rational decision making process 

included eight elements used to systematically make both large and small decisions. The 

aim of the elements of the model focused on the important aspects, concluding with an 

acceptable consequence. The elements included Problem, Objectives, Alternatives, 

Consequences, Tradeoffs, Uncertainty, Risk Tolerance, and Linked Decisions 

(Hammond, Keeney, & Raiffa, 2002). The authors promoted the use of decision making 

trees as an aid for the decision maker for specification of limitations and qualities of the 

various decisions. 

Systems theory or model. The systems theory produced the ‘black box’ means of 

decision making. Like a flow chart, the systems model displayed inputs filtered through 

an abstract system of interacting parts. The parts ultimately converged into outputs, 

which in turn transformed, via a feedback loop, into other inputs (Chicken & Haynes, 

1999; Murray, 1986).  

Goals or comparison of results providing the highest value for the decision maker, 

constituted the ones preferred by many models. The models based outcomes on the style 

leadership involved in the process. Bernoulli indicated two methods of making decisions, 

called the normative (how people should make decisions) and the descriptive (how  

people do make decisions) methods (Leahey & Harris, 1985). 

Types of Decision Makers 

The recognition that people think in different ways determined the type of 

decision making style a particular individual used. Robbins (1998) categorized the 

dimensions of decision making along two lines. Logical and rational processing of 

information in a serial manner defined the first type of decision making. Other 
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individuals viewed the information in its entirety and processed information intuitively. A 

second dimension indicated the decision maker’s tolerance for ambiguity. Some 

individuals required an elevated need for structured information presented in a manner 

that minimized ambiguity. Other decision makers processed several thoughts 

simultaneously. Literature on decision making resulted in four basic models. The style of 

leadership involved in the process determined into which model mold a particular 

decision maker fit. These two dimensions of decision making, logic and tolerance, 

created four decision making styles: directive, analytic, conceptual, and behavioral.  

Directive Decision Maker 

           “Directive” decision makers admitted to a lower tolerance for ambiguity or 

confusion endurance. They sought rationality and used models which took into 

consideration the individual’s leadership style. Although highly efficient and logical, 

these models called for making decisions with minimal information and few alternatives. 

Analytic Decision Maker 

  “Analytic” decision makers indicated a higher tolerance for ambiguity, and 

required more information and more alternatives for appraisal before making a decision. 

Analytic decision makers adapted or coped with new situations easily once supplied with 

the required data.  

Conceptual Decision Makers 

  Broad in their outlook, the conceptual decision makers utilized creative solutions 

to problems. They employed long range focusing, and desired many alternatives. 

Consideration of the “big picture” characterized the conceptual decision maker.  
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Behavioral Decision Makers 

 A “behavioral” model served decision makers who relied heavily on meetings and 

consensus for decision making. Decisions made through this means created the need to 

rely heavily on subordinates.  

Those decision makers, whose propensity for verbal left hemisity thinking and 

control, tended to feel more comfortable utilizing “Analytic” and “Directive” models. 

“Conceptual” and “Behavioral” decision making models best served those who preferred 

and utilized the intuitive right hemisity thinking mode (Hayashi, 2001; Premo, 2002; 

Robbins, 1998). All models aided the decision maker in arriving at a rational decision. A 

rational decision referred to choices which provide consistency and promote maximizing 

of value. “To make decisions ‘rationally,’ by some set of rules, meant to base the 

decisions on some grounds of truth, correspondence to reality, or soundness of inference” 

(Pinker, 1997, p. 61).  

Leaders, whose abilities included insight into more than just the surface or 

obvious decision, became leaders who consistently made sound and justifiable decisions 

benefiting the organization. For acceptable decision making, the decision maker’s  

thinking processes connected chains of plausible ideas classified into categories for 

inference (Pennington & Hastie, 1993). Research demonstrated that decision makers, 

whose abilities included transferring knowledge of patterns used in previous situations to 

situations in disparate fields, generated the most successful examples of decision makers 

(Hayashi, 2001; Pink, 2005). Studies indicated that those with high tolerance for 

ambiguity or confusion endurance also tended to be successful decision makers 

(Amabile, 1998; Hayashi, 2001). 
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Criteria for Evaluating Reasoning 

 Paul & Elder (2004, 2006) included the following items as those which made for 

good reasoning when faced with a dilemma or predicament not automatically fed by 

memory. The purpose necessitated a clear statement or implication. A clear statement 

demonstrated a justifiable reason for the area of concern. “Illusions originate from just 

the wording of the problem” (Ornstein & Erlich, 2000, p. 211). From the purpose, the 

question concerning the issue or decision required clarity and a provision for limiting 

personal bias. Once a clear picture of the predicament exists, the decision maker required 

information. The information needed to be accurate and address the complexities of the 

decision. Concepts for resolution of the predicament began to occur and any issues 

should be clear and justifiable. 

Questionable assumptions which might create problems later needed 

consideration and should be addressed. A clear line of reasoning should be developed 

explaining how the participant resolved the predicament or dilemma including the line of 

thinking he pursued. The decision maker needed to view the situation from more than one 

point of view including an opposite opinion. Future implications should be recognized 

along with any consequences of the decision. 

Uncertainty 

Sources of Uncertainty 

Klein (2003) stated five sources of uncertainty involved in decision making. 

These sources included: 

1. Missing information—Information one felt necessary, but was unable to 

locate. 
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2. Unreliable information—Information which provided elements which could 

not be trustworthy due to the source; non-contemporary information; and 

information suspected of containing errors. 

3. Conflicting information—Multiple sources of information, each trustworthy, 

but not in agreement one with another. 

4. Noisy information— Bombardment of unnecessary or irrelevant information 

through which one sorted in order to locate items necessary to the decision. 

5. Confusing information—Abundance of information which may all be 

trustworthy, but which may be difficult to interpret (p. 122). 

 Whether a decision existed as intuitive or as the result of utilizing a model, 

uncertainty integrates an area of decision making faced by each decision maker. Hayashi 

(2001) stated that when the uneasy, uncertain feeling affected decision makers, assuming 

a behavioral decision maker’s style of conferring with other knowledgeable persons 

helped relieve the tension.  

Tactics for Managing Uncertainty 

 Beyond discussing the decision with other knowledgeable persons, associated 

means by which the decision maker could use to alleviate or diminish uncertainty follow 

(Klein,2003).  

1. Delaying—If the decision existed as one not requiring an immediate response, 

then postponement of the decision provided a necessary breather, giving the 

decision maker time to talk to other persons, gather more data, or give one’s 

intuition time to work out a plan of attack. 
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2. Designing Decision Scenarios—Creating decision results mentally with the 

current information illustrated to the decision maker how the decision could 

possibly play out in different ways (Crego & Spinks, 1997; Orasanu & 

Blumer, 1987). 

3. Simplifying the Plan—Reduction of the complexity of the plan. Making a plan 

more modular by completing sections separately often made the plan or 

decision less confusing or noisy. 

4. Using Incremental Decisions—Deciding on one step at a time and 

determining how the decision progressed downplayed uncertainty. Filling the 

gaps with assumptions also aided the decision or incremental decisions in 

coming together with more certainty. 

5. Embracing the uncertainty—Treating uncertainty as a virtue of decision 

making yielded to the decision maker freedom not found in rational models 

which required following steps exactly.  

 Uncertainty illustrated a means of forcing oneself to utilize one’s intuition, 

experience, and creative abilities via one’s intuitive hemisity thinking. Creative thinking 

and problem solving have become more important in the administrative realm. The 

information explosion, the time pressures, and the overall stress factors that 

administrators face preclude the use of a formal model on every issue, predicament, or 

dilemma (Adams, 1979; Hoch, 2001; Klein, 1998, 2003; Lester, Piore, & Malek, 1998). 

Hemisity Theory 

 Creativity, via the hemisity thinking theory, allowed the decision maker to 

understand more thoroughly the predicament and to appraise it in-depth. By identifying 
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other viable alternatives the decision maker added value to the decisions. As Pinker 

(1997) stated, “creative geniuses are distinguished not just by their extraordinary works 

but by their extraordinary way of working…They put a problem aside and let it incubate 

in the unconscious; then, without warning, a bulb lights up and a fully formed solution 

presents itself. Aha! (p. 360).”  Schwartz (2004) referred to the Aha! experience as a 

cognitive snap.  

Creativity, utilized in the decision making process, aided the decision maker in 

thinking about the problem in more divergent ways, thereby unleashing more ideas for 

coming to grips with the predicament or dilemma (King, 2002; Murray, 1986). Creativity 

occurred when a person used the symbols of a given domain, and viewed these symbols 

along with the data of the predicament through varied lenses or in a new pattern or 

method (Hayashi, 2001). The more the decision maker trained himself to think and 

consider a problem creatively, the easier it became to deal with the various ambiguities 

associated with decisions. 

Hayashi’s (2001) qualitative research among top CEOs of top corporations such 

as Disney, Johnson & Johnson, and Chrysler demonstrated that top level decision makers 

recognized that using only quantitative data and left-hemisphere number-crunching 

information rarely produced a quality decision. The top decision makers interviewed in 

Hayashi’s (2001) study used the more qualitative, intuitive, or gut feeling decision 

making when the stakes mattered most. Research also indicated that individuals in 

management, who excelled at quantitative decision making, often did not demonstrate the 

intuitive, right-brained decision making that marked an upper level CEO or leader 

(Hayashi 2001). Those leaders, who excelled in making the tough decisions, also 
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exhibited realization of the importance that right hemisity or intuitive thinking added to 

their decision making pattern and tried to increase and develop it through novel 

experiences. Thinking outside the box and analogizing situations in one field with similar 

experiences in other fields or situations stimulated intuitive thinking and introduced fresh, 

creative ideas (Hayashi, 2001). Confusion endurance or the ability for suppression of 

automatic default distinguished highly creative people (Gelb, 2004). One study made by 

the American Management Association of highly creative managers demonstrated that a 

high tolerance for ambiguity and consistent use of intuitive decision making 

distinguished the more successful participants of those studied (Gelb, 2004). Buchanan 

(2006) quoted Ken Hindricks, the choice of Inc. magazine’s entrepreneur for the year 

2006 as advising decision makers to “[t]rust your gut” (p.89). 

In becoming more creative, the decision maker viewed everything as raw 

material, usable and feeding into one’s creativity. Utilizing the creative process required  

one to invest in actions which helped generate creativity (Tharp, 2003). The creative act 

depended on automatic, but decisive patterns of behavior or a ritual used by the 

individual for stimulation of the creative or intuitive modules of the brain. Tharp (2003) 

stated that the creative ritual “arms us with confidence and self-reliance” (p. 20). 

Tharp’s Creative Process  

1.  Preparation—Data immersion in areas related to the predicament. 

2.   Incubation—Ideas which operated in the unconscious or intuitive right 

hemisphere required time 

3.  Cognition or insight—All pieces of the puzzle suddenly fit and the “Aha!” 

moment occurred 
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4.  Evaluation—Decision of value and insight 

5.  Elaboration—Explanation of the insight. 

These steps in creativity helped the individual access and assess internal networking 

processes relative to predicaments, and promoted value laden, concise, and appropriate 

decisions.  

Creativity Blockers and Overcoming Them 

For effective creativity, the decision maker required awareness of creativity 

blockers and the ability to identify means to deal with their effects. Creativity blockers or 

those gremlins which strain creative decision making consisted of: 

1. Expected evaluations—Too much attention given to how one’s work will be 

evaluated (Premo, 2003). 

2. Surveillance—Being watched while one is working (Premo, 2003). 

3. External motivators—Emphasizing external, tangible rewards (Amabile, 

1997). 

4. Competition—Facing a win-lose situation with others (Premo, 2003). 

5. Constrained choice—Limitations placed on how work was to be accomplished 

or decision was to be made (Amabile, 1997; Premo, 2003). 

Five means are suggested in the literature for overcoming these blockers: 

1. Using metaphor and analogy techniques (Edwards, 1999; Gallagher 2005; 

Hayashi, 2001; Tharp, 2003). 

2.  Fostering an inner drive or impulse to meet the challenge (Amabile, 1997; 

Tharp, 2003)  
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3.  Thinking laterally (deliberately using random or irrelevant information in order 

to view the predicament from a new light) versus the rational method 

(deBono, 1971; Gelb, 2004). 

4.  Thinking 180 degrees (Amabile, 1997; Gelb, 2004; Monahan, 2002). 

5.  Thinking intergalacticly or outside the box. “Outside the box is where the 

future will be created” (Monahan, 2002, p. 108). 

 Each of these creativity enhancers linked as aspects of the hemisity thinking of 

the brain. Einstein believed that creative thinking produced essentially nonverbal clear 

ideas. For Einstein, creative thinking occurred in visual imagery, and words “were sought 

after laboriously and only in a secondary state” (Miller, 2001, p. 188). Thus, the ability to 

access the silent, non-verbal thinking section of the brain produced important data for 

creative endeavors of all types. Eisner (2002a) stated of the shift to the hemisity thinking  

that it is, “the aesthetic that represents the highest form of intellectual achievement, and it 

is the aesthetic that provides the natural high and contributes the energy we need to want 

to pursue an activity again and again and again (p. 198).” 

 Gallagher (2005) stated that “information is stored in long-term memory as a 

visual image” (p. 4) and not as a verbal remembrance. In actively learning more about a 

particular predicament, utilization of memory became a storage room to amass decisions 

which worked well and also for those which did not work well. The apt decision maker 

continually honed his skills by using intuition and hemisity thinking skills. Unless time 

played a factor, the decision maker took time for discovery of all possible information 

concerning the problem. One administrator made the observation that any really 

important decision should be made only after a twenty-four period (R.-D. Windom, 
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personal communication, August, 1999). Allowing extra time alleviated costly mistakes 

and allowed the decision maker room to view the decision dispassionately and through 

varied lenses. Although allowing time for decisions to be made constituted a positive 

element to rational decision making, many decisions made by decision makers pressed 

for time occurred almost immediately. Amabile (1998) stated that under “some 

circumstances, time and pressure can heighten creativity” (p. 11).  

Should the decision maker be faced with a decision for which the use of most 

decision making models fell short, then accessing hemisity, intuitive, or active 

imagination for help with the decision worked for many decision makers. As Doyle 

(2002) stated, 

 …a less widely discussed example of decision making that is not knowledge 

based has a bearing on the school of the future. And that is decision making by 

intuition. So common is this among great leaders that it is almost a sign of 

greatness. Examples come readily to mind, from Winston Churchill to Lincoln, 

from Alexander to Franklin Delano Roosevelt (p. 33) 

In utilizing the hemisity thinking theory, one unlocked the possibility of dealing 

with problems using two methods: abstractly, verbally, and logically, as well as 

holistically, wordlessly, and intuitively. When the hemisity intuitive imaginary aspects of 

the decision making process required output, it engaged a conscious shift to the hemisity 

thinking mode. Spinoza (1989) described intuitive knowledge as the finest type of 

knowledge which produced an undisputed truth. 

 “Imaginative thinking is just that:  it is a thinking, intellectual effort designed to 

move us toward an end…. One gains a foothold by formulating ideas, most of which are 
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tentative and doubtful, but some of which truly allow one to grasp the situation with a 

modicum of hope” (Murray, 1986, p. 29).   

When logical questions defied answers, the puzzle resisted solution, and dead ends 

blocked subsequent progress, a sense of anxiety and frustration takes place. The 

combination of memory and the gathered data saturated the brain. Practice of accessing 

the hemisity thinking mode helped develop positive patterns and habits. Attempting to 

use previously successful solutions for every problem, whether workable or not, 

eventually turned into a recipe for disaster (Nierenberg, 1996). Imagination, once 

considered the exclusive right of artists alone, actually belongs in varying degrees to all 

men. “The power of imagination produced the power of forming images by accessing the 

hemisity thinking mode” (Lewes, 1865, p. 23).  

 Summary 

           Various theories on how the mind made decisions constituted part of the chapter. 

The hemisity theory demonstrated aspects that carried decision making beyond the 

boundaries and limitations of number crunching and strict structures of models. As a 

realistic theory of how the brain actually works, this theory contained limitations as did 

all theories explored. However, utilizing the hemisity theory as a thinking style provided 

support in decision making. Intuitive decision making constituted a deliberate strategy for 

increasing the quickness and uniqueness of decision making and not the harem-scarem 

manner of thoughtless engagement of the brain as previously thought. 

 In addition to the theories on the workings of the brain, decision making 

replicated several methods. Intuitive thinking when blended with experience for making 

decisions, constituted a means by which small school superintendents could improve their 
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skills in decision making. Small school superintendents tended to have less help in 

making decisions than those superintendents in districts large enough to divide school 

decision making into departments. As a result, intuitive decision making provided an 

additional time saving tool for implementation by superintendents in small and rural 

schools. 
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CHAPTER III: METHODOLOGY 

Introduction 

This study used qualitative methodology design, guided by the theoretical 

perspectives of phenomenology. Phenomenology provided a thick textural description of 

the researched phenomenon and meaningful reflection by the researcher (Farber, 1943). 

This model also required reflection on the process and meaning of decision making on 

the part of the participants. Through this study, the researcher examined the types of 

decision making tools or models used by decision makers who guided small rural 

schools. The researcher collected descriptions of how participants effectively utilized 

various models either learned or of their own device and examined how the decision 

maker viewed the lived experience of making decisions. Through the phenomenological 

methodology a constant comparative analysis of the models utilized by the 

administrators, one with another and with the models currently in vogue, provided a 

means of qualitatively studying the phenomenon of decision making by small school 

administrators (Glaser & Strauss, 1967; Schutz, 1970; Sokolowski, 2000; Strauss & 

Corbin, 1990, 1998).  

Research Questions 

“A research method is only a way of investigating certain kinds of questions. The 

questions themselves and the way one understands the questions are the important 

starting points, not the method as such” (Van Manen, 1990, p. 1).  

The questions driving this research are: 

1. What is the phenomenon of intuitive decision making as demonstrated by male and  

female superintendents in small rural schools? 
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2. How does intuitive or hemisity thinking influence decision making of 

superintendents of small rural schools? 

Appropriateness of Questions 

These questions were appropriate because intuitive decision making emphasized 

an important essence of the decision making phenomenon or object. Some models 

included intuitive decision making mixed with memory and imaginative results (Davis & 

Davis, 2003; Goldberg, 2001; Hayashi, 2001; Klein, 2003; Ornstein, 2003). Some 

decisions did not require a model for a decision making process, therefore, consulting 

memory to determine an answer provided an acceptable means. The inclusion of the 

intuitive, hemisity, or imaginative thinking styles offered the decision maker the 

additional ability for determining creative solutions which better match the decision to be 

made.  

Rationale 

In conducting a study to provide information on the phenomenon of decision 

making in small and rural schools, the researcher experienced both current decision 

making processes used by the participants and unusual decision making practices. 

Through bracketed reflection, the researcher compared these personal decision making 

models with standard decision making models. By conducting a study over time and 

involving several participants, the resulting data provided evidence on the phenomenon 

of decision making and specifically of decision making in small schools. The background 

of the study dealt with the workings of the mind; the intuitive, hemisity, or imaginative  

style of thinking; and of the processes utilized by decision makers, both of which dealt 

with natural attitude. Natural attitude focused on the intentions, situations, facts, and  
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other types of objects which determine the way the individual normally involves himself 

with lived experiences. Because of the combination of these elements involved natural 

attitude, a phenomenological strategy proved an acceptable choice for gathering and 

analyzing information (Moustakas, 1994; Schutz, 1970).  

Husserl (1931) stated that “[t]here is no phase or aspect of human consciousness 

which appears by itself; consciousness is always consciousness of something.  The forms 

of consciousness are tied to the content of experiences.  Experience is attention directed 

upon objects, whether real or imagined, material or ideal, and all such objects are 

intended. This is an immanent process of all experience…” (p. 267).  If, then, experiences 

represented objects or acts of intentionality (Schutz, 1970), then the decision making 

experience, as the participant viewed it, became important to the realm of all experiences 

and to the realm of educational leadership.  

The basis of this study depended on experience, natural attitude, decision making 

styles, epoche, and the intuitive, hemisity and imaginative thinking styles. This 

necessitated choosing a method utilizing descriptions of decision making situations via 

observation and interviews. Moustakas (1994) in Phenomenological Research Methods 

provided an outline and a model of the phenomenological methodology which the 

researcher followed. Observation of repeated ideas and processes could later be 

recognized as qualities (Moustakas, 1994; Sokolowski, 2000). 

Phenomenological Definitions 

The phenomenological attitude promoted looking at the object or act of decision 

making from more than a single perspective. It allowed the participant to explore and 

verbalize his own personal understanding of how he, himself, dealt with the intent of 
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decision making and the meaning he gleaned from the lived experience of decision 

making. Through phenomenological perception or the use of primary sources, the 

researcher increased understanding of the decision from the viewpoint of the 

administrator and reflected on the themes created through the research process 

(Moustakas, 1994; Schutz, 1970; Sokolowski, 2000; Van Manen, 1990). 

            The phenomenological strategy utilized a unique syntax or language. This syntax 

will be used in the explanation of the methodology and also in the results of the research. 

Therefore, the researcher included definitions and comments concerning how the terms 

related to decision making. The ensuing terms aid in understanding the process of a 

phenomenological strategy for the research and its results. 

Definition of Terms 

Life-world. The realm of original self-experience encountered in an everyday 

sense (Moustakas, 1994; Schutz, 1970; Van Manen, 1990). 

Perception. In phenomenology, perception possessed two variants, memory and 

imagination. Memory and imagination represented internal fields of experience 

(Edwards, 1999; Schutz, 1970; Sokolowski, 2000). 

Phenomenon. A phenomenon or a lived experience utilized perception, memory, 

judgment, and in general, mental presentations of anything. The researcher described the  

phenomenon as the element that generated immediate experience without being 

obstructed by pre-conceptions and theoretical notions (Schutz, 1970; Sokolowski, 2000; 

Van Manen, 1990). 

Essence. Essence included the essential nature of a thing or phenomena. Essence 

constituted what made a thing what it was (and without which it would not be what it 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 60

was); that what  made a thing what it was rather than its being or becoming something 

else (Sokolowski, 2000; Van Manen, 1990). For example, the essence of a decision 

created the problematic aspects that surrounded it. 

Noema. The element which the decision maker experienced; the what of the 

experience (Moustakas, 1994; Van Manen, 1990). The noema produced the object of 

thought, such as a decision to be made (Sokolowski, 2000). 

Noesis. The way in which the object or the what came to be experienced, the 

experiencing or act of experiencing. The elemental process through which a decision 

became necessary constituted the noesis. Noesis referred to the act of perceiving, feeling, 

thinking, remembering, or judging—all embedded with meanings concealed from 

consciousness. Noesis described a hemisity thinking entity (Moustakas, 1994; Schutz, 

1970; Van Manen, 1990). 

Phenomenological perception. The phenomenological perception produced the 

primary source of knowledge; the source that cannot be doubted. Perceptions involved 

more than seeing and hearing things. Phenomenological perception included recollection, 

anticipation, and fantasization (Sokolowski, 2000). 

Natural attitude. The focus projected when involved in one’s own original, world- 

directed stance. One’s intended things, situations, facts, and other types of objects 

constituted the make up of the natural attitude (Schutz, 1970; Sokolowski, 2000). The 

natural attitude occurred not when a participant reflected on the particular phenomenon, 

but determined the way the participant normally involved himself with lived experiences. 

Phenomenological attitude. Phenomenological attitude contrasted with the natural 

attitude in that one’s focus reflected on the phenomenon and the analysis of the natural 
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attitude along with the intentionalities that occurred within the natural attitude 

(Sokolowski, 2000). The researcher observed the participant’s natural attitude while 

maintaining a state of epoche. The phenomenonological attitude shifted the view of the 

bracketed perception to one of reflection on the participant’s natural attitude. 

Bracketing. In order to study the essential structures of the world, 

phenomenological bracketing depended on suspending one’s various beliefs in view of 

the reality of the natural world (Moustakas, 1994; Sokolowski, 2000; Schutz, 1970; Van 

Manan, 1990). For the researcher to recognize differences in the decision making 

structures used by the participants, she must place her own decision making process 

aside, or bracket the process so as to lessen bias as she viewed a participant’s own 

process. The researcher approached each participant’s information as if it were totally 

different, which it may well be, from that of other participants and from that of the 

researcher. 

Horizontalization of perceptions. Every perception counted and each perception 

added something important to the experience. The entity or object never experienced 

exhaustion in properties and meanings. These meanings, viewed horizontally, extended  

again and again, opening up many other perspectives (Husserl, 1931; Moustakas, 1994; 

Schutz, 1970). As each participant perceived a dilemma or predicament, so he also 

perceived the solution. Each participant probably viewed the same problem through a 

different perspective or lens. As the perception of the dilemma or object horizontalized, 

the perceptions of each participant varied, moving in different directions, but ending with 

a solution to the problem. A statement produced horizontalization because the participant 

spoke it and believed it to be the truth. 
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Epoche. Epoche, a Greek word meaning ‘stay away from or abstain’ produced in 

the researcher an attitude void of all preconceived notions or biases connected with the 

experience or phenomenon to be studied. (Moustakas, 1994; Schutz, 1970; Sokolowski, 

2000; Van Manen, 1990). Epoche achieved results when the researcher successfully 

bracketed her bias toward the method of a particular participant in regard to the 

phenomenon. The reality of epoche created in the researcher a human recorder of the 

scene being observed and of the words spoken.   

Intentions. Every act of consciousness one performed and every experience 

occurred as an intentional act. Intentionality projected consciousness of an experience of 

something. Every act of consciousness correlated with an object. Every intending 

possessed its intended object or act (Husserl, 1931; Moustakas, 1994; Schutz, 1970; 

Sokolowski, 2000). If a participant consciously made a decision, his awareness of the 

problem and his intention fused to create a situation that corrected the problem. This 

corrected action registered as the result of an intention by the decision maker for 

resolving the issue. 

Intentional experience. Intentional experiences defined acts of consciousness. 

Every experience extended in a chain of meanings and essences. The intentional 

experience incorporated a real content and an ideal content. In order to produce 

comprehension individuals induced mental thought, perception, memory, judgment, and 

feeling concerning the intention toward the phenomenon. Intentional experiences 

contained both a material side and an ideal side (Moustakas, 1994; Sokolowski, 2000; 

Schutz, 1970). As an artist conceived in his mind the finished product, the result either 

falls short of his expectations or goes beyond them. 
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Categorical intentions. Categorical intentions defined intentionalities in which the 

parts and whole separated. They provided a step from simple perception to a cognitive 

snap (Sokolowski, 2000). For the decision maker, the categorical intention viewed the 

decision through consideration of the whole and of the parts of the decision. The decision 

affected areas which should have been left undisturbed, or the decision affected only the 

areas involved. Categorical intentions asked which parts of the problem needed to be 

addressed or whether the entire situation required attention. These type questions created 

a categorical intention regarding decisions making scenarios. 

Imagination. Imagination defined a variant of perception permeated by a 

suspension or neutralization of belief. The dividing line between memory and 

imagination represented the existing possibility of an area between light and shadow 

which becomes alive only if each recognized the other as a separate entity (Sokolowski, 

2000). For the decision maker, the act of imagination creates unusual means of dealing 

with decisions (Van Manen, 1990). 

Intuition. Intuition defined a primary, inborn talent directed toward producing true 

and solid judgments concerning everything that presented itself (Moustakas, 1994; Van 

Manen, 1990). 

Memory. Memory defined a variant of phenomenological perception. Memory 

provided perceptions beyond seeing and hearing things, and includes recollection and 

anticipation. (Sokolowski, 2000). 

Evidence. Evidence defined something that displayed itself—an event there 

before one. Moustakas (1994) referred to evidence as the very act of seeing just what 

projected the event, as it occurred. The more often the evidence presented itself, the more 
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closely the evidence became to becoming a confirmation. Once the qualities of a 

phenomenological study emerged, evidence also began to compound, until reaching a 

saturation level (Moustakas, 1994). 

Phenomenological reduction. Phenomenological reduction described in textural 

language exactly what one saw, not only in terms of the external object, but also in terms 

of an internal act of consciousness. The experience became the rhythm and relationship 

between a phenomenon and self (Moustakas, 1994; Schutz, 1970; Sokolowski, 2000). 

First, the researcher questioned the phenomenon; then suppressed her initial feelings or 

thoughts concerning the phenomenon in order to describe the experience as realistically 

as possible. The researcher stripped away scientific theories in order to see the 

phenomenon in a non-biased manner. Finally, the researcher utilized reflection in order to 

see past or through the particularity of the experience toward an universal essence that 

occurred beyond the concreteness of the experience. Phenomenological reduction  

required one to travel from the experience to the reflection of the experience in order to 

gain a truth concerning the experience (Moustakas, 1994; Schutz, 1970; Van Manen, 

1990). Phenomenological reduction took factual descriptions of the phenomenon by the 

researcher and integrated with the participant’s comments on elements he perceived, 

develops a relationship. From this information the structural description of the 

participant’s decision formed a framework of the participant’s decision making 

philosophy and practices (Moustakas, 1994; Schutz, 1970; Van Manen, 1990). 

Phenomenological reflection. Phenomenological reflection defined a process 

through which the “stream of experience with all its manifold events (phases of 

experience, intentionalities) grasped and analyzed data in the light of its own evidence” 
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(Husserl, 1931, p. 219). The reflection of the decision making process and models of the 

participants produced a constant comparison and contrast one with another; with the 

participants’ views concerning the object or decision; and with models discussed in 

chapter two. This constant comparison allowed the researcher to create both structural 

and textural descriptions of the decision making processes. 

Textural description. Textural descriptions used text taken from interviews and 

visual information taken from observation to create a full description of the conscious 

experience of the participant. These descriptions included thoughts, feelings, examples, 

and ideas of a situation that made up an experience. A thick, rich description of the 

experience produced more than just the visualization of surface qualities (Moustakas, 

1994). 

Structural description. Structural description defined the part of the experience  

only grasped or understood through reflection. The structural description was composed 

of underlying organization much like the framing of a house, while the textural 

description completed the details of the house once the roof and walls covered the frame. 

Structural descriptions involved conscious acts of thinking and judging, imagining and 

recollecting, in order to arrive at meaning (Moustakas, 1994; Schutz, 1970). Through the 

researcher’s reflection on structural descriptions of the participants’ decision making 

methods or use of models, she consciously described and compared the participants’ 

methods. 

Variant constituents. A variant constituent represented the unique experience 

described by a participant. The variant constituent contradicts the abundance of data by 

its uniqueness happening a single time during the research. 
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Confirmation. Confirmation of themes occurred by repetition in looking and 

viewing the phenomenon as a whole (Moustakas, 1994). The researcher achieved 

confirmation of the phenomenological study through repeated observation, repeated 

interviewing, and reaching a point of saturation in which the same information began 

becoming repetitive or redundant (Moustakas, 1994). 

Phenomenological Strategy 

Phenomenology 

Phenomenology as a strategy of qualitative methodology which investigated a 

phenomenon by defining the experience and determining its intent and effect on the 

individual involved in the lived experience (Van Manen, 1990). Schutz’s (1970) defined 

phenomenology as a “research mode” (p.7) focused on the ways that the “experiential  

world every person takes for granted is produced and experienced by members” (Glesne, 

1998, p.7). Phenomenological studies described how participants experience a 

phenomenon and the perception of the meaning they contrived through the experience 

(Berg, 2001; Creswell, 1997; Davis & Davis, 2003; Glesne, 1998; Moustakas, 1994; 

Schutz, 1970).  

A research method produced a means of investigating certain kinds of questions. 

Phenomenological strategy dealt with the researcher’s involvement and understanding of 

the phenomenon from a bracketed vantage point. From this bracketed viewpoint, the 

researcher engaged and encouraged the participants in the act of deep reflection on the 

essence of the intuitive decision making phenomenon (Byrne, 2001; Foster & Perkins, 

2006; Groenwald, 2004; Sokolowski, 2000; Van Manen, 1990). Through the 

phenomenology strategy, “people are engaged in an on-going process of making sense of 
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the world, in interaction with their fellows and we as scientists, are seeking to make sense 

of their sense-making” (Schutz, 1970, p. 3). The primary goal of the phenomenological 

method resulted in the ultimate understanding of meaningful concrete occurrences of the 

intended phenomenon. This expression articulated an original description of the 

experience and the participants’ understanding of the experience in its context. 

Moustakas (1994) stated that “phenomenology is the first method of knowledge” (p. 41) 

because it dealt with the objects or decisions themselves and attempted elimination, 

through epoche, of everything that represented a prejudgment.  

Phenomenological strategy allowed for learning from the direct experience of the 

participants and their awareness of their lived experience concerning decision making.  

This strategy led to description and classification of the phenomenon into a series of 

qualities. Repeated observations and repeated interviewing of the participant, as a 

procedure for several participants increasingly corroborated one another until the 

researcher reached a saturation level. Phenomenological strategy also led to the discovery 

of variant or singular occurrences which stood out as unusual (Bentz & Shapiro, 1998; 

Glesne, 1998; Groenwald, 2004; Moustakas, 1994; Van Manen, 1990).  

Phenomenological inquiry qualified the identified phenomenon by creating a 

juxtaposition of the methods used by the individuals during the experience of the 

phenomenon of decision making within their natural setting. This structural and textural 

inquiry provided the researcher with the lens through which to study the reactions that the 

participants produced to the object or phenomenon and to explore their thoughts, beliefs, 

and actions concerning the phenomenon (Schutz, 1970).  
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As decision making composed the chosen phenomenon to be studied, the 

researcher viewed the decision maker in his or her natural setting or attitude. Discussion 

with the participants concerning the problems inherent in the process of being involved 

with the phenomenon constructed an important part of the research. The researcher 

participated as an observer and wrote results in a literary style. Participants reflected on 

their own categorical processes and discussed them during interviews with the researcher. 

Phenomenological reflection provided a rich thick textural description of the participants’ 

understanding of, and involvement with the phenomenon, including the factors which 

confounded the problem (Creswell, 1997; Davis & Davis, 2003; Glesne, 1998; Ely, Vinz, 

Downing, & Anzul, 1997; Janesick, 2004; Moustakas, 1994; Van Manen, 1990).  

The phenomenological research strategy not only allowed for description of the 

decision making phenomenon, but included elements the decision maker considered more 

difficult than they at first appeared. These elements known as categorical intentions 

(Sokolowski, 2000) included such elements as the financial aspects of the decision or 

how the community might react to a decision. Even if the decision seemed clear in the 

beginning, an angle such as the inability to finance the decision, or a predicament in 

which two or more areas required funding, when the school had only enough funds 

available for one, may cause the decision maker to decide against, rather than in favor, of 

a particular project or need. Categorical intentions illustrate why not all decisions made 

by the small school administrator indicated his or her preferred choice. Interference from 

uncontrollable angles often forced the decision to be made (Sokolowski, 2000). Elements 

counteracting the most profitable decision demand additional consideration. The absence 
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of a certain element such as funding proved just as important in the experience of 

decision making as the object or main intent of the decision.  

Phenomenological inquiry allowed the researcher to document those elements 

which interfered with the decision making process and reflected on their impact. 

Reflection on how this phenomenon affected the decision maker constituted one essence 

of the phenomenological strategy. The aim of the method reflected the determination of 

the phenomenal object followed by daily thick description of, “the object or act as the 

participant, who has experienced the phenomenon, believes that it relates to him” 

(Moustakas, 1994, p. 13). Phenomenology projected an object-centered rather than 

method-centered methodology. The object or act in this study was intuitive decision 

making.  

Methods. The primary qualitative methodologies utilized by the study included 

observation of participants during the course of one day and during a board meeting.  

Phenomenological interviews with the chosen participants constituted the second method 

to be used. These methods provided a phenomenological structural and textural base 

which resulted in a descriptive, reflective, and interpretive consequence (Groenwald, 

2004; Moustakas, 1994; Richardson, 2000; Sokolowski, 2000; Van Manen, 1990). One 

goal of this phenomenological research included describing in rich textural form the 

nature, quality, meaning, and essence of the experience of decision making for small 

school administrators.  

Context of Study 

The contextual framework of the study revolved around the decision making 

processes utilized by the participants. Educational leaders’ positions include the 
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phenomenon of decision making (Farson, 2002). This study of the decision making 

phenomenon, a vast and seemingly boundless territory, reflected the styles of small 

school leaders only. Sergiovanni (1996) stated that mental models or images influenced 

“what we see, how we think, what we come to believe to be true, what we say, and how 

we behave” (p. 30). Every individual perceived, not only from reality, but also from 

memory the object which concerned him or her. This perception, as viewed by the 

individual, came from different perspectives (Schutz, 1970). This being the case, decision 

making or any other act or object may only be grasped reflectively. Phenomenology was 

viewed through reflection. This study offered a constant phenomenological comparison 

of small school administrators’ decision-making styles.  

Participants 

Participants engaged in the study constituted superintendents in small rural 

schools in the western United States. Because the role of the decision maker in small 

school administration (Farson, 2002; Davis & Davis, 2003) differed from that of large 

school administrators, this study targeted only small or rural school administrators. From 

this geographical area, two women and three men agreed to participate in the study. One 

of the women had served as superintendent for several years, and the other just completed 

her first year as a superintendent. The experience of the men ranged from a seven year 

superintendent to a superintendent who had made school leadership decisions for twenty 

years.  

Study Participant Qualifications 

The study participants selected for the study met the following requirements: 
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1.  The participant held the position of superintendent of the district, working 

without the aid of an assistant decision maker.   

2.  Participants headed schools with less than 500 students.  

3.  Female and male participants contributed to the study by participation in 

observations and interviews, creating a variety in participants. 

These criteria constituted the participant qualifications because this study 

revolved around the decision making process of major decision makers. This constituent 

stipulated that these superintendents received little or no input by assistants in finance, 

curriculum, policy, dress codes, human resources, and other decisions that 

superintendents in larger school districts would delegate.  

The researcher selected only those persons, who led as a single entity on a daily 

basis and whose responsibility engaged the entire management of all aspects of school 

direction. These individuals’ positions required the participant to deal with human 

resources, professional development, finances, creation and implementation of school 

policy as required by the school board, communication with the general public, and 

execution of state and federal mandates, with or without funding. In addition, these 

individuals dealt with crowd control at extra-curricular events, transportation, calling 

school in case of inclement weather, providing the state department of education with 

endless data, dealing with and promoting parent and community involvement 

opportunities, as well as keeping abreast of current technology and keeping it working 

order.  
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Data Collection Methods 

Before any data was collected, the researcher applied for an institutional review 

board consent (IRB), which can be found in the appendix. Moustakas (1994) provided 

two steps in the collection of phenomenological data. The first indicted data collection for 

preparation. This step included defining the terms of the question, conducting a literature 

review, developing criteria for participants, and developing instructions and guiding 

questions or topics needed for the phenomenological research observation and interview. 

The second step constituted the actual collection of the data. This study utilized the 

researcher as a collector of data through the processes of observation and the 

phenomenological interview. 

Researcher as Data Collector 

 As a collector of data, the researcher used skills learned in post-graduate classes 

on qualitative research. Experience in eight schools in five districts in two states over a 

period of thirty-three years provided the researcher with a unique perspective on decision 

making. The researcher’s experience occurred in very small schools with one class per 

grade through 5A schools with many classes per grade. The researcher’s expertise 

includes teaching assignments in elementary, junior high, and high school. Her 

credentials include K-12 certifications in art, library media, special education, and 

mathematics. Her K-8 credentials include elementary classroom. Administrative 

credentials include K-12 mid-management and superintendent. The experience in these 

areas provided the researcher with experience in viewing decision making both 

personally and by watching superintendents make decisions. Currently, the researcher 

works as library media specialist, grant writer, director of federal programs and 
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curriculum and instruction, art coordinator, coordinator of student plans, designer of 

backdrops for the annual dinner theater, and submits reports and plans to the educational 

department in the state in which she resides.  

Observation 

The first step in the collection of data comprised deciding on the participants and 

corresponding with them, and setting a time for a preliminary observation period. Patton 

(1990) contended that concerns with the validity and reliability of overt observation could 

be problematic because the participant could behave differently due to the knowledge that 

the researcher watched his actions. The researcher scheduled the observation of this study  

before the interview to minimize this issue with overt observation. The overt observation 

of the participant included description of the participant’s methods and the manner in 

which the participant dealt with any conflicts that occurred during the observation time.  

The methodology of the researcher involved studious, systematic observation and 

recording in detail of the many aspects of the given situation. Glesne (1998) stated that 

the “main outcome of participant observation is to understand the research setting, its 

participants, and their behavior” (p.45). Glesne (1998) related that the participant 

observer method may fall at any place in a continuum from mostly participant to mostly 

observer. Observation allowed the   researcher to view the culture of the setting, and 

reflect on the socially acquired and shared knowledge available to the participant (Patton, 

1990; Huberman & Miles, 2002). Observation aided the researcher in determining into 

which style of decision maker the participant belonged, and provided the researcher with 

notes on decisions made during the observation and during the school board meeting. 

Through observation, the researcher viewed the various forms by which the study 
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participants managed to accomplish decisions in an observable and repetitious manner 

(Conklin, 1968).  

Part of the observation included observing the facial expressions of the participant 

when in the decision making mode or when being confronted with a dilemma or 

predicament which required him or her to change mental processing due to interruptions, 

oppositions, or in dealing with more than one decision at one time. Elkman (1995), 

Gladwell (2005), and Pink (2005) viewed facial expressions, such as rolling of the eyes to 

indicate contempt, as a non-verbal means used by the individual to express his real  

feelings even while stating the opposite viewpoint. Facial expression represented an 

especially important tool for observing the participant in the company of other 

individuals. The researcher jotted down the occurrence of the facial expressions, if 

blatant, especially during the school board meeting.  

The researcher attended one board meeting in order to more fully delineate the 

manner in which the participant made decisions. This overt observation helped infer the 

category of types of decision makers to which the participant belonged, and provided 

additional information for the phenomenological interview. The researcher took extensive 

notes concerning how the participant conducted herself during the meeting, including use 

of hands and eye contact. Through this observation, the researcher hoped to view a 

preliminary model of the participant’s style of decision making, while in the act of 

making decisions with other persons present. Following the observation the researcher 

scheduled the first of two interviews.   

Analytically, the reasoning behind utilizing observation provided the researcher 

with the opportunity to uncover and explicate the ways in which people in specific work 
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locales came to understand, account for, take action, and otherwise manage their day-to-

day situations (Creswell, 2002; Van Maanen, 1973). Glesne and Peshkin (1992) implied 

that the effective researcher appropriately began to notice things not previously noticed. 

Wheatley (1999) believed that data was “free to move” (p. 67). She expressed that each 

observer interacted with the data and in doing so developed his own interpretation.  

Through observation the researcher hoped to systematically view the decision 

making skills of the involved decision makers (Creswell, 1997, 2002; Marshall &  

Rossman, 1989; Ely, Vinz, Downing, & Anzul, 1997; Glesne & Peshkin, 1992; 

Groenwald, 2004; Huberman & Miles, 2002). The observation method of qualitative 

research seemed especially appropriate to the questions as it provided the textural and 

perceptual descriptions the researcher needed.  

Phenomenological Interviewing 

Phenomenological interviewing specified a type of in-depth interviewing based in 

the theoretical tradition of phenomenology (Marshall & Rossman, 1989). 

Phenomenological inquiry involved three explicit steps: epoche, phenomenological 

reduction, and structural synthesis. Marshall and Rossman (1989) described epoche as the 

period in which the researcher performed self-examination in order to recognize personal 

biases and to remove all traces of personal involvement in the phenomenon being studied. 

The epoche eliminated or clarified preconceptions of the phenomena. Epoche continued 

as an ongoing, analytic process rather than a single fixed event (Creswell, 1997, 2002; 

Moustakas, 1994; Patton, 1990; Van Manen, 1990).  

The phenomenological interview demanded the phenomenological researcher to 

enter into epoche. To do so, she blocked her preconceived notions concerning the 
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phenomenon which, in this case, involved decision making. The researcher asked 

questions concerning how the participant made decisions and tape recorded the 

responses. Textural descriptions resulted from memos jotted down by the researcher 

during the phenomenological interview and from the verbatim transcription of the 

interview. The descriptions followed the ethics of qualitative research. The names of the 

participants, and their locations remained in strict confidentiality.  

  Once the interview took place, the researcher transcribed the interview into a 

written form and sent it to the participant for his or her participant check and approval. 

The researcher provided an opportunity for changes or additions by the participant.  

The researcher conducted two interviews with each participant. The first 

interview gathered information concerning the model or manner in which the participant 

approached the decision making process and was “primarily concerned with maximizing 

the flow of valid reliable information while minimizing distortions of what the 

respondent knows” (Holstein & Gubrium 1997). In addition, the researcher required 

information on specific decisions made and the ultimate consequences investigated. The 

results of the initial interview provided the researcher with information for more in-depth 

interviewing during the second interview (Seidman, 1997). Seidman (1997) stated that no 

more than a week should pass between interviews with three or four days being the 

preferred time limit. The visual encounter with the participant availed the researcher with 

non-verbal clues to the attitudes of the participant (Elkman, 1995; Gladwell, 2005; 

Pinker, 1997).  

Data Organization, Analysis, and Synthesis  

Steps in the Phenomenological Methodological Model 
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Epoche. The researcher set aside pre-conceived ideas and judgments and observed 

and interviewed each participant with an unbiased, receptive attitude. In order to achieve 

epoche, the researcher reflected on her own biases to prevent bias entering into the 

research. Prevention of bias from interfering in observations and interviews required 

constant vigilance on the part of the researcher (Patton, 1990). 

Phenomenological Reduction. Through interviewing, observation, and reflection 

on decisions made and discussed by the participants, the researcher determined invariant 

themes which appeared through the course of the methodology strain. Van Manen (1990) 

stated that the reduction process produced “the ambition to make reflection emulate the 

unreflective life of consciousness” (p. 185). This reduction process included: 

1. Bracketing the topic or question. 

2. Horizontalizing statements by mentally determining that every statement had 

value. 

3. Delimiting horizons or meanings of those horizons or statements that 

introduced important information and pointed out invariant qualities of the 

experience. The invariant qualities constituted those areas which most of the 

participants demonstrated in dealing with the phenomenon of making a 

decision. Invariant qualities represented the elements of the decision making 

process shared by the majority of participants. 

4. Writing individualizing textural descriptions and integrating the textural 

constituents and themes of each participant. 

5. Writing a composite textural description of the integration of all the individual 

textural descriptions into an universal description (Moustakas, 1994). 
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Textural description. Phenomenological reduction provided the data for the 

textural description and omitted nothing within the bracketed view. After epoche and 

bracketing, the researcher described the remaining elements of the phenomenon from 

many angles, sides, and views until reaching a saturation point. The researcher explored  

the noesis or how of the decision making process through this method. The texture of the 

phenomenon included the participant’s feelings, sense experiences and thoughts. Textural 

description resulted from a pre-reflective and intuitive nature. The researcher wrote a 

textural description for each participant, and a composite textural description which 

involved like behaviors or statements. Recognizing the textural aspects of the experience 

paved the way through imaginative variation, for the structural qualities of the 

phenomenon (Moustakas, 1994). 

Imaginative variation. Imaginative variation followed the phenomenological 

reduction step. Imaginative variation proposed the creation of a mental architecture. This 

architecture provided a structural description of the participants’ experience, including 

the underlying and precipitating factors that account for the experience (Moustakas, 

1994). Through imaginative variation, the researcher sought possible meanings through 

the use of imagination. The researcher used varying frames of reference, employed 

polarities and reversals, and approached the phenomenon from divergent perspectives. 

Different positions, roles, or functions illuminated factors or conditions of the how or 

noesis of the experience and helped to explain the what or noema of the experience. In 

this study how or noesis constituted the factors that played on the decision to be made and 

what or noema explained the elemental decision’s result (Schutz, 1970; Van Manen, 

1990).  
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Imaginative variations may be obtained by the researcher by: 

1. Varying possible meanings. 

2. Varying perspectives of the phenomenon from different vantage points, such as  

opposite meanings and various roles, increased understanding. Denzin (1988) 

wrote that Glaser and Strauss considered each situation experienced by humans 

as novel, emergent, and filled with “multiple, often conflicting, meanings and 

contradictions” (p. 18). 

3. Freeing fantasy variations constituted the freedom of the researcher to consider 

the possible structural qualities or dynamics that evoked the textural qualities. 

Janesick (2004) stated that the senses stipulated one way in which the 

researcher gathered information. Serendipitous situations also offered the 

researcher a rich course of inquiry that was “unplanned in the original design of 

the study” (p. 108). 

The imaginative variation provided the researcher with a means of defining the 

structure of the participants’ decision making styles. These structures presented the 

underlying anatomy of the decision. The researcher reflected on the means and 

opportunities afforded by the imaginative variation to discover structural qualities.  

Structural qualities. Those qualities of the phenomenon which can only be 

understood via reflection supplied structural qualities. The reflective, empirical 

knowledge of the subject and its viewpoints acquired through questioning produced a 

bearing on the analysis of the study data (Alvesson & Sköldberg, 2004). Interviewing 

superintendents of small schools constituted a method deemed appropriate for gathering 

information concerning the question of how each came to a decision, and how that 
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decision compared with other models discussed in chapter two, with models used by 

other administrators, as well as the success rate indicated by the participants.  

 Structural description involved the researcher in conscious thinking and judging.  

Imagination and recall helped the researcher to arrive at the crux of the structural 

underpinnings which sustained, inherent and intrinsic, the textures provided by the 

observations and interviews. The relationship of texture and structure comprised that of 

the appearance and the hidden. The combining of the visual appearance or texture, and 

hidden appearance of structure provided an understanding of the essences or critical 

elements of the phenomenon. Once the researcher recognized a saturation of the 

structural qualities integrated in the phenomenon she listed them and developed them into 

qualities (Moustakas, 1994; Sokolowski, 2000; Van Manen, 1990). 

Individual structural descriptions. Structural descriptions written about each 

participant integrated the qualities of the structure and of the qualities which emerged 

through the textural descriptions. Structural qualities integrated through blending to 

produce a structural description. The essence of the decision making experience for each 

participant united the structural themes and qualities along with the universal structures 

and qualities (Moustakas, 1994). The analysis, through reflection, judgment, and free 

fantasy variations, allowed the researcher to determine when saturation of the 

commonalities of the styles for decision making had been reached. The analysis helped to 

create a composite structural description (Moustakas, 1994). Once reflection on the 

structural descriptions concerning the essence of the phenomenon took place, the 

researcher composed individual descriptions combining parallel elements of individual 

descriptions into a composite description. 
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Composite structural description. Through the integration all of the participants’  

individual descriptions, the researcher composed a composite structural description of the 

overall essence of the decision making structures of the participants. This universal 

description elucidated the similarities or invariant qualities in the decision making models 

used by the participants. Through this composite, the researcher reflectively reached the 

synthesis stage (Moustakas, 1994; Van Manen, 1990). 

Synthesis of composite textural and composite structural descriptions. The 

composite textural and composite structural descriptions provided the researcher with a 

means of creating a “unified statement of the essences of the experience of the 

phenomenon as a whole” (Moustakas, 1994). This concept utilized those elements 

common or universal to the experience and expressed the noema, that is, the element that 

made decision making what it was and without which it would not be decision making. 

The data was constituted through the synthesis of the noema or the essence of any given 

phenomenon or experience. The synthesis condensed the researcher’s viewpoint at that 

time and place and followed the imaginative and reflective study of the phenomenon. On 

the essence of any phenomenon Husserl (1931) stated that “every physical property 

draws us on into infinities of experience” (p. 54). 

Verification 

Creswell (1997) stated that phenomenology illustrated similar elements of 

interpretive biography in its view of verification. Neither “empirical nor transcendental 

place substantial emphasis on verification beyond the perspective of the researcher” (p. 

207). Dukes (1984) produced a distinct protocol for verification of a phenomenological 

study including input from the researcher and from an outside reviewer. Polkinghorne  
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(1989) stated that “validity refers to the notion that an idea is well grounded and well 

supported” (p. 57) and identified five questions phenomenological researchers should ask 

themselves: 

1. Did the interviewer influence the contents of the subjects’ descriptions in such 

a way that the descriptions did not truly reflect the subjects’ actual experience? 

2. Was the transcription accurate, and did it convey the meaning of the oral 

presentation in the interview? 

3. In the analysis of the transcriptions, were there conclusions other than those 

offered by the researcher that could have been derived?  Did the researcher 

identify these alternatives? 

4. Was it possible to go from the general structural description to the 

transcriptions and to account for the specific contents and connections in the 

original examples? (Polkinghorne, 1989). 

5. Was the structural description situation specific, or did it hold in general for the 

experience in other situations? (Moustakas, 1994, p. 57). 

“Establishing the truth of things” (Moustakas, 1994, p. 57) began with the 

researcher’s perception. Empirical knowledge of the phenomenon by the researcher 

reinforced Mills’ (1951) idea that the most admirable scholars within the scholarly 

community did not split their work from their lives. Glesne and Peshkin (1992), too, 

indicated that the researcher’s subjectivity strengthened the study, and should be 

taken as virtuous when they suggested that subjectivity should be capitalized on 

rather than exorcised. Reason (1988) created the term critical subjectivity to refer to a  

      quality of awareness utilized in the inquiry process which did not suppress the 
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the primary experience. However, the researcher prevented herself from being swept 

away and overwhelmed by personal experience. The study of decision making 

required the researcher to determine the life experiences that applied and those having 

nothing to do with the study. This ongoing process continued throughout the study 

and became part of the phenomenological strategy.  

Goodness, Credibility, and Transferability 

 Denzin and Lincoln (2000) stated that terms such as “credibility, transferability, 

dependability, and confirmability replace the usual positivist criteria of internal and 

external validity, reliability, and objectivity” (p. 24). Patton (1990) believed that the 

prevailing thread that ran via the evaluator’s credibility guarded intellectual rigor and 

professional integrity. He stated that the “task is to do one’s best to make sense out of 

things” by returning over and over to the data. This repetition or saturation helped 

determine if the constructs, themes, explanations, and interpretations made sense in 

reflection of the phenomenon under study. “Creativity, intellectual rigor, perseverance, 

insight—these are the intangibles that go beyond the routine application of scientific 

procedures” (Patton, 1990, p. 477). Qualitative methodology, including the 

phenomenological methodology used in this study provided results in a manner which 

varied from that of a quantitative study. Data resulted from fewer participants and was 

analyzed in a manner differing from the analysis of a quantitative study.  

Factors that Enhance Credibility  

The enhancement of credibility increased with the inclusion of indicators.  

LeComte and Preissle with Tesche (1993) stated that the collection of data over a long 

period of time produced stronger evidence that a particular phenomenon actually 
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occurred. Multiple sources of evidence demonstrated enhanced credibility (LeCompte & 

Preissle with Tesche, 1993; Patton, 1990; Yin, 1994). Yin (1994) suggested a creation of 

a database encompassing detailed information concerning the phenomenon helped 

provide additional credibility and provided a sustainable chain of evidence. Glesne 

(1998) and Patton (1990) emphasized member checking as elemental to credibility. 

Transferability 

The qualitative researcher spoke not in terms of generalizability, but in terms of 

transferability. Transferability inferred the ability of the data to provide understandable 

connections for those who read the study (Patton, 1990). The process of transferability in 

qualitative terms allowed the researcher to draw on her tacit knowledge, intuition, and 

personal experiences, and to apply them to the patterns and experiences described in the 

study (Groenwald, 2004; Patton, 1990).   

 Paul and Elder (2006) denoted the integrity of the study as assuming intellectual 

traits or virtues. These virtues in reporting research began with intellectual humility 

which encouraged the recognition of one’s limited knowledge.  Exercising intellectual 

humility increased sensitivity to bias as important element of phenomenological research. 

In addition, intellectual humility promoted a form of intellectual courage which provided 

the researcher with the opportunity to face and address fairly the ideas, beliefs or 

viewpoints which may have not been taken seriously. 
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CHAPTER IV: 
 

PRESENTATION AND ANALYSIS OF DATA 
  

Introduction 
 

 This study revolved around the decision making processes of small school 

administrators in rural areas. The study included not only personal models for decision 

making, but indicated how these administrators perceived intuition as part of their 

decision making process. Decision making is an intentional phenomenon. As such, the 

researcher used phenomenological methodology to gather and analyze data. 

 A phenomenological approach to the methodology of the study required 

qualitative means of gathering information. The researcher collected the data via 

observations and interviews, a general method for qualitative studies, and organized the 

data through horizontalization and bracketing into invariant qualities. The invariant 

qualities resulted from the methodology strategies and provided the researcher a means of 

articulating a composite of textural and structural descriptions. Through the 

phenomenological method, the researcher allowed imaginative variation to explain 

factors which may or may not have added to the participants’ decision making style and 

that might contribute to any intuitive-style decisions. 

Background Context 

 The researcher concentrated on five superintendents of small schools located in a 

section of the western United States. Participants, three men and two women with 

varying years of experience collaborated in the study by demonstrating decision making 

procedures and targeting experiences in which any intuitive decisions occurred.  
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 A comparison of the five superintendents involving educational preparation, 

experience, and years in their current districts appeared in the chart below. The 

participants and their respective schools have been given different names in order to 

preserve the confidentiality of each participant. 

Table 2. Comparison of superintendents in small schools of study. 

 

Superintendent’s 
Name & School 
District 

Education 
Attained 

Total # 
Years of 
Experience 

Total # Years of 
Administrative 
Experience 

# Years in as 
Superintendent

Dick of Zenith Ed.D. 21 19 19 
Jane of Arable MA 21 1 1 
Tom of Flatland MA 10 6 6 
Sally of Plateau MA 33 12 6  
Harry of Mesa Ph.D. 27 16 13 

The following table articulated the ethnography of each district as shown by the 

state education department’s web page of information (the state’s identity was not 

mentioned to preserve confidentiality). As seen in the following tables, small schools 

fluctuate in numbers of students and in numbers of administrators. Caucasian students 

made up the majority population in all the schools participating. According to the 

participating superintendents, the majority of students in Plateau, Mesa, and Flatlands 

schools resided in the country. 

 According to the web page of the state (confidentiality prevents putting in the 

state web page address) in which the study occurred, superintendents of all schools faced 

many of the same quandaries as those of larger schools, such as creation and updating of 

the district’s school improvement plans, maintaining a safety plan and reports, updating 

technology plans and reports, continuously upgrading technology, reporting results of  

information and attendance, special education programs including gifted, learning 
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disabled, and developmentally delayed programs, professional development plans, and 

administering standardized testing and compiling scores.  

Table 3. Demographics of Schools in Study 

 Name of 
School 

Percentage 
Caucasian 

Percentage 
African 
American 

Percentage 
Hispanic 

Percentage 
Asian/ 
Pacific 

Percentage 
Native 
American 

Dick of 
Zenith  

57% .01% 42% 0% 0% 

Jane of 
Arable  

57% .01% 42% 0% 0.1% 

Tom of 
Flatlands  

73% .01% 24% 0% .01% 

Sally of 
Plateau 

71% 0% 27% 0% 0% 
 

Harry of 
Mesa  

85% 0% 15% 0% 
 

.007% 

 

 

 

 

 

 
 

Each school possessed its own unique qualities and problems. Student population 

determined the financial budgets of each. The budget for each school in this area existed 

on a per unit evaluation which results in the basic amount the state provided for the each 

school.  

Table 4.  Comparison of schools in study. 

School 
Name 

# of Admin-
istrators for 
District 

Percentage 
Economically 
Disadvantaged 

Attendance 
 Rate 

Budget Based on 

 

Per Unit for Each District 

Dick of 
Zenith  

4 51% 96.7% $1,071,192.80 

Jane of 
Arable  

4 53% 95.8% $681,981.30 

Tom of 
Flatland  

1 58% 95% $285,881.05 

Sally of 
Plateau  

2 74% 93.5% $464,987.25 

Harry of 
Mesa  

3 47% 94.7% $451,209.85 
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The amount shown indicated the budget amount before additional funding from 

special education or grants had been received. The student population established 

continuation of the school's existence. 

According to Sally, who stated “small schools have to do more,” and the 

following excerpt from Tom’s interview, small schools provided a superintendent with 

problems which varied from those of a larger school. Categorical intention decisions 

included shortages in the transportation budget. This area’s population, cities and towns 

were greatly dispersed. Funding of travel over great distances for participation in athletic 

events or activity competitions proved to be one critical area. Hiring personnel to 

adequately meet the needs of the students presented another tight area. One unique 

difficulty came in finding adequate teachers and substitutes in disciplines such as science 

and bilingual studies. As a primary consideration in small schools, Tom mentioned the 

categorical intention of a decision concerning the allotted finances of the school and how 

to best spend funding in providing students with beneficial and necessary elements. 

Tom --…an example I could use is yesterday I had a teacher come in and there’s a  

troupe that, I guess travel around the country and offer music or something, no 

dance, that’s what it was. So, of course, as an administrator, I asked how much it 

was going to cost.  

 “Well, it’s only a thousand dollars.” 

 “Well, OK. Are you sure that is the bottom line? Because we have ‘Fine Arts’ 

funding that we could pull from, and some operational.” 

 “Well, no.” She gets to reading further and there’s transportation and lodging. 

 So, I say, “OK, now what’s the bottom line?” Then she was able to see very 
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 quickly that this is something that we can’t afford for the number of children we 

have. It’s a great program, I’m sure of that, but sometimes you just can’t afford 

it.” 

 As in the above excerpt, the superintendent constantly battled shortages in the 

finances of his school and dealt with many decisions based on that knowledge. 

Relationships with the community and how it judged a decision proved an important 

aspect of a categorical intention experienced in decision making by small school 

superintendents. In the following section Jane contributed thoughts concerning the 

community and the superintendent’s obligation to comply with the wishes of the 

community. 

Jane--…then I always consider the impact on the individuals, you know, what’s 

going to happen to people in the situation, what’s the overall organizational 

consequence, you know what’s going to be the community consequence for the 

positive or negative. What are the ramifications, you know, what are the ripples?   

You know when you toss a stone into to the pond and you see all those ripples go 

out? Well what’s going to happen when I throw this decision out? There are some 

people who are going to be closer to that situation and some people further out.  

And so, with many decisions the first impact is on the individual or individuals, 

then you have the organizational components that have to be analyzed and then 

you have community components that have to be analyzed.  

Research Questions 
 

These research questions guided this study:  
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      1.  What is the phenomenon of intuitive decision making demonstrated by male and 

female superintendents in small rural schools? 

      2.  How does intuitive or hemisity thinking influence decision making of 

superintendents of small rural schools? 

Epoche 

The beginning step in the phenomenological method, before acquiring any data, 

involved the researcher invoking epoche. Since extended answers by the participants 

could be viewed only through the lenses of the study questions, the researcher bracketed 

for reflection the areas of data that answered study questions. Extraneous information 

was discarded. The researcher constantly induced epoche in order to look at all 

information dispassionately. Through the practice of epoche, the researcher left her 

natural attitude at the door and assumed the phenomenological attitude. 

Data Collection 

The researcher gathered data for the study through observation and interview  

methodologies. The researcher used the participant criteria to determine which schools 

and superintendents to include in the study. The researcher contacted each selected 

superintendent and scheduled an observation time. The observation of the participant 

during a typical workday occurred before the board meeting.  

Observation 

Observation of the daily application of decisions and attendance at the board 

meeting were scheduled before the interview as a safeguard against provoking unnatural 

behavior on the part of the participant. The researcher made notes during observations 

and wrote down items such as the comments made by the superintendent, facial and hand 
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expressions, and exchanges between the superintendent and persons on the phone or 

office personnel. An example of notes taken during Jane’s observation follows.  

Jane’s Observation 

Notes from Jane’s observation. Jane’s observation took place on Monday, June 

12, 2006 before the board meeting which took place that evening at 7:00 p.m. 

Observation began at 9:00 a.m. Shortly after the researcher arrived, a board member 

entered to discuss a personnel problem with the superintendent. At this point, the 

superintendent asked the researcher to leave. She preferred not to discuss personnel 

matters with anyone besides the board member present. The researcher walked around 

the school and read some poetry written by elementary students still hanging on display 

in the hallway. The researcher re-entered superintendent’s office after school board 

member left. 

As the researcher watched, the business manager and Jane had a discussion  

concerning information Jane needed to give to bus drivers. This discussion was instigated 

as a result of the  discussion held between  Jane and the board member. The researcher 

noticed that Jane used a headphone device for phone calls. This device left her hands free 

to sort through mail. 

The phone rang and l Jane expressed politeness while discussing matters in a 

business like manner. One statement she made while on phone was, “I could take another 

attorney.” While waiting for a connection with an attorney, Jane worked with hands on 

rolodex. Apparently no attorney was available so Jane called back at 9:45 a.m. Jane 

demonstrated the ability to think ahead. She caught the maintenance man and informed 

him that an individual had volunteered to water down an area of grass which appeared to 
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be dying. Most people coming in were concerned with either maintenance or 

construction. Jane kept a timeline on maintenance in order to make sure that all 

maintenance problems were dealt with in a timely manner. 

The researcher noticed that in order to show her pride in accomplishments, Jane 

had taped newspaper clippings of student achievement on door. 

Jane received a phone call at 10:00 a.m. Jane asked if individual who answered if 

he thought it was OK to call the person Jane wished to speak to at home. She proceeded 

to call. The researcher noticed that Jane demonstrated kindness and cheerfulness as well 

as knowledge when talking over the phone. Jane made a phone call shortly after 10:00 

a.m. to change SHAC (Student Health Action Coalition) meeting, but had to leave a 

message. She then phoned another member of the SHAC committee. During these phone 

engagements, the researcher noticed that Jane kept written information very much at 

hand. 

Later that morning, Jane again talked to maintenance person concerning some 

keys which needed to be made. At this point, she encouraged the use of a three week 

peak planning schedule by the maintenance department and wanted a copy to show the 

board at the board meeting that evening. 

Jane’s previous position was as a director of technology in a large school. As a 

result, Jane’s previous training gave her skills which made her very computer literate. 

Jane utilized all types of technology including phone earphones which allowed her hand 

to be free while she discussed school business on the phone. 

Jane’s office had no natural light. In addition to having no window, the office was 

somewhat crowded. The office included her work station, a large table with six chairs, a 
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small sofa, and a mini-refrigerator. On the wall opposite her work station, Jane had hung 

several appreciation plaques on the wall.  

The phone rang at 10:15. The call was from sheriff concerning a meeting that had 

to be rescheduled. The meeting related to a grant Jane proposed to write. While talking 

on the phone Jane read grant material and used highlighter to emphasize material she 

wanted to remember. A decision on grant needed to be made quickly due to lack of time 

for writing it before the deadline. Also, the number of counties to be included played a 

major role. A state mandated emergency plan needed to be presented. Jane asked the 

sheriff if he would do inservice training for teachers concerning this plan. Jane reflected 

thought concerning covering all bases while she had the person on the phone or in the 

office. 

At 10:25 a.m. Jane received another call. She questioned the caller concerning  

how often meetings for a particular committee would meet. The caller stated the place 

and the name of the committee. Jane asked when the committee meetings were held and 

asked who was going to be at the meeting. Jane explained she only wanted to go if she 

could see friends. 

Jane placed an additional phone call relating to SHAC at 10:29 a.m. She wanted 

to reschedule the meeting until a time when more people could attend. Jane possessed a 

quality of being able to simultaneously talk and sort mail and other items on her desk. 

Jane’s manner was complimentary to all individuals with which she spoke. 

Jane made a call at 10:45 a.m. on new teachers. She apparently was given a wrong 

number, so she double checked number before hanging up. One of Jane’s principals 

enters. They discussed notes for school board on the new construction project. (The back 
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wall of the main gymnasium collapsed during wind storm.) Jane and the principal also 

discussed an out-of-state volleyball trip. Jane asked the principal if the Arable team had 

gone to this place previously. The principal said they had not. 

At 10:45 a.m., Jane made a call concerning the district’s open position for a 

speech pathologist. After calling twice with no answer, Jane left message at the person’s 

current school and at her home.  

Observation of Jane’s board meeting. After observing Jane for two hours, the 

researcher attended the June board meeting later that evening. Arable School District 

holds board meetings on the second Tuesday of each month at 7:00 p.m. The researcher 

took notes on the behavior of the superintendent and the rapport between Jane and the 

board. Notes resulted in the occurrence of items such as eye contact with members,  

listening, ability to articulate ideas, and suggestion of decisions for various problems.  

Harry’s Observation 

To include a variety of the collected information, rather than just that of one 

participant, the researcher included notes from Harry’s board meeting rather than from 

Jane’s. The following segment included the notes from the observation of Harry’s board 

meeting.    

Harry’s board meeting. Harry’s board meeting began on the second Monday 

evening of the month at 7:00 p.m. The researcher attended the July 10th board meeting. 

The researcher took notes on how the superintendent handled the meeting, his listening 

capabilities, his ability to re-phrase and to explain ideas put forth, and his rapport with the 

board. 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 95

Notes from Harry’s July board meeting. The meeting began with all visitors, 

members, and administration saying the pledges and offering up the school, students, and 

meeting in prayer. The first item on the agenda involved the director of curriculum, who 

reported on the latest state required report which was based on the test results from last 

year. Harry directed the questions and rephrased answers to make sure everyone 

understood. 

Testing reports from the counselor constituted the second item on the agenda.  

Again Harry remained silent unless clarification appeared necessary. Harry demonstrated 

interest in the academic growth reports. Harry listened very carefully to board members’ 

suggestions and comments. He acknowledged comments with nodding and with eye 

contact. 

Harry’s board consisted of 5 men. Three of the men have served on the board for 

14 years. The other two were newly elected. This board had changed little in the past 13 

years, but members have begun to retire with new members coming in. Harry led a 

discussion of ITV (interactive television) and additional classes to be added to 

curriculum.  

He stated that one result of this move would be to cut down on bus transportation 

of students, who each day attended the community college some 30 miles away. 

Inclusion of ITV classes would also free up the individual, who drove the bus. An 

additional free paraeducator could be utilized more efficiently for work in the business 

office. 

Harry led discussion on the upgrading on the physical education complex a 

project that this board and superintendent have working on for 10 years. Current seating 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 96

did not comply with newer standards. Harry seemed very aware of what was happening 

with construction. The head maintenance man reported on the progress of the renovation. 

The decision was made by the board to forge ahead with the project and not wait until 

after basketball season. Harry demonstrated a sense of humor. The majority of members 

and superintendent have worked together for many years, and as a result a very easy 

rapport existed between them. 

Harry followed No Child Left Behind requirements. He demonstrated pride in 

reading scores. Asks what can be done to enhance scores through curriculum? Harry 

demonstrated, through voice inflection, his pride in the success of the kids. However, he 

emphasized that standardized test was only one way, happening during one day, of  

determining success and should not be “punishable by death” if the kid does not do well. 

The agenda progressed to the state’s mandate for a plan for pandemic flu. Harry 

recognized this plan required preparation and stated that he would select a committee to 

work with the state mandates.  

As with all small schools, the budget played a part in the agenda. The health 

insurance rates had increased and as a result, the budgeted amount showed an incorrect 

amount. With the new data adjustments had to be made. Harry showed frustration with 

the state. 

Harry appeared very knowledgeable concerning state mandates, school law, and 

other areas which entered into discussion. He expressed himself well, verbally, and 

maintained eye contact with the person who was talking or questioning. Harry projected 

himself well, was articulate in his speech and vocabulary. He projected assurance of the 

information that he provided to the board. 
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Schedule of Interviews 

The researcher called each participant after attending his or her board meeting and 

asked for an interview time. While the observation established a baseline, the interviews 

provided rich, thick information on the participants’ personal decision making styles and 

models. In addition the interview allowed an opportunity for exploration in the use of 

intuitive decision making as each participant experienced it. The second interview 

followed approximately three to five days after the first interview. The researcher 

scheduled the second interview at the end of the first interview. The researcher tape-

recorded the interviews and then typed up the interviews verbatim. The initial interview  

entailed approximately 24 questions with some answers requiring additional inquiries for 

purposes of clarification. Unless ellipses appear, the statement provided in the following 

section was the total answer. The questions asked in the both interviews may be found in 

the appendix.  

Phenomenological Reduction 

Horizontalization and Bracketing 

Horizontalization or the examination, in a dispassionate manner, of each 

bracketed statement from the actual transcriptions, provided the initial step for 

determining the invariant constituents of the analysis. The researcher invoked epoche, the 

unbiased viewing of each statement for its possible contribution for answering the study 

questions. The researcher attained epoche by disregarding her own biases or beliefs 

concerning the experience being studied and remaining open to the answers she received. 

The following is an example of horionalization as bracketed from Dick's answer to a 
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question concerning a categorical intention:  Do you ever come up with a method for 

solving a predicament that startles you?  

Dick: Yeah. Seems like one came up just the other day. I wasn’t thinking 

that way, then all of a sudden, beep, it came up.  

Researcher--Could you give me an example?  

Dick: I can’t remember what it was, but that is the way it happened.  

This example demonstrated a horizontal statement because the participant made 

the statement, and believed it to be true and correct. Epoche required the researcher to set 

aside any preconceived notions or feelings concerning anything the participant said. With 

the examination of each statement, the researcher began to bracket the delimited qualities 

which emerged from the participants’ answers to each questions.  

Clustering Invariant Qualities 

The bracketing provided the researcher with what Moustakas (1994) referred to as 

invariant qualities expressed by the majority of the participants. The researcher clustered 

and categorized the bracketed statements through reduction and elimination. When all of 

the participants expressed the same viewpoint, an invariant quality could be pinpointed. 

To be included as an invariant quality of the data, each statement had to project the 

following elements: 1) a moment of the experience that was a necessary and sufficient 

constituent for understanding, and 2) the possibility for abstracting and labeling the 

experience were possible. Clustering for invariant qualities is found in the following 

example taken from bracketed interviews carried out separately with each participant to 

these same two questions:  How does it affect you when this happens? Like physically?  

Dick: I get excited.  I’m sure my heart rate goes up and blood pressure goes up 
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because then I want to implement it.  Cause then it’s (claps) that’s the solution, 

OK now, what do I need to do this?  How do I communicate it? What do I speak 

to first? What do I say next? How do I get this strategy up? What and how am I 

going to do this, because it WILL work.  

Jane: The biggest corollary that I can put it to is like when you are teaching a 

class, and you know everybody’s right there with you, and you’re in that teaching 

zone, and the kids are in the learning zone, and together you have formed a new 

unit. You know, the students, the knowledge, the material, and you are going, and 

you know…[i]t’s that feeling where all of the resources that you have are going in 

the right direction. And that’s how it is with intuitive decision making. 

Tom: Euphoria. A ‘why didn’t I think of that before?’ kind of deal. Let’s try it and 

go from there… I’ve got part of me saying ‘I’m pumped up’, then the other side 

of my kicks in and says, ‘Sounds good, but’ and then I play devil’s advocate with 

myself. 

Sally: A charge. I feel pumped up and excited….First, it’s the physical charge it 

provides and then sometimes relief that I have come up with something that I 

think will work. 

Harry: Euphoria. 

The data revealed through the answers in the above examples, that the participants expressed the 

same answer to the questions in different words to the life-world experience of decision making.  

The researcher assigned labels to the broad qualities. These broad qualities 

emerged from the bracketed data as they pertained to the research questions guiding the 

study. The labels assigned to the bracketed data clusters constituted the essence of the  
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categorically intended decision making experience. The bracketing and reduction of the 

ideas promoted through the participants’ statements resulted in invariant concepts. These 

nonoverlapping invariant concepts appeared consistently among the participants’ answers 

to the questions. The following major invariant qualities have been broken down to 

reflect the specific essences involved in the invariant quality. 

Pinpointed Invariant Qualities 

Personal Models Quality 

Personal models quality. The first quality the data revealed indicated that each of 

the participants had personal mental models that reflected the importance of four 

structural areas. The essence of the mental models involved the structures of a) the 

philosophy of and the policies set down by the school board, b) the expectations of the 

community, c) what was best for the school, and most often d) what was best for the kids. 

These structures prevailed in the participants’ answers to questions concerning their 

personal models for decision making. All participant responses to all of the researcher’s 

questions in the remainder of the study were those bracketed from the personal interviews 

with each participant.  

Personal philosophy. The above essences of the experience were revealed in the 

data through statements made during individual interviews by the participants to the 

question: Do you have any special mental model that you use when trying to come to a 

decision? 

Dick--I think it is more of a philosophical screen. I consider first what the board 

wants. What’s board policy? What’s my philosophy? What am I trying to 
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communicate?  It’s like a sieve. In the top is the board philosophy and then my 

philosophy…  

Jane--All right, you know, my over-arching leadership style is that of servant 

leadership which means that if the leader looks around and sees what needs to be 

taken care of by folks that they are responsible for so that means that the theory  

behind servant leadership is that you have to look at what’s best for other people 

you look to as your own, because if you are taking care of everybody else, then 

your needs will be met and satisfied… 

Tom--Not really. I can’t say that I do step 1, step 2, step 3. But my mental model 

is to gather the facts, analyze them and fall back on history.  Memory plays a 

large part in my decision making. 

Sally--I use the plus and minus method for almost all important decisions. To me, 

it is a visual method of making a fair decision. 

Harry--Uh. What works best for everybody. What makes the whole system work 

through comradery. Once, the decision has been made, it’s fairly well, should be 

etched in stone. Because the process has been developed and there has been a 

follow-through on it, so you might as well simply go on to the next decision. 

Board policy. In addition to the personal philosophies of each of the participant, 

the superintendent considered the philosophy of the school board when coming to terms 

with a difficult decision. 

Dick--The consensus of the board and my administrators. …I ask the board. It’s 

the kind of board that just wants to make a decision. 

 Harry-- Well, if we’re… if a child has been involved in a discipline situation, and 
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then wants to come back and play athletics, before we let that take place, we need 

to find the consistency of what’s been done in the past; review the policy and 

make sure that we are following it correctly; try to take the emotion out of it; and 

then, if need be, we’ll consult the board if we feel it is necessary. 

Researcher-- So, you’re saying you check policy first, you seek advice from other 

individuals, like administrators and school board, and then the decision is made. 

Harry--That’s correct. 

 Researcher-- Is that how you would describe your mental model? 

Harry--Yes.   

 Community expectations. The following statements by the participants 

demonstrated their feelings concerning their responsibility to the community.  

Jane-- Well, the first thing I do is—I pray about almost every decision, I mean not 

usually whether I’m going to have red or green for lunch, but um, so that’s always 

part of the equation and then I always consider the impact on the individuals, you 

know, what’s going to happen to people in the situation, what’s the overall 

organizational consequence, you know what’s going to be the community 

consequence for the positive or negative…And so, with many decisions the first 

impact is on the individual or individuals, then you have the organizational 

components that have to be analyzed and then you have community components 

that have to be analyzed. So you have to run those things out…So I try to run 

decisions, especially if I am not sure, because being  new to the community, and 

I’m not sure what the community thinks possible, I try to gather information on 

‘what do you think can happen with this decision?’  Of course many times there 
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are decisions that just have to be made immediately and you do the best you can 

with those on the cuff. 

Tom--Basically, I look and say, “What’s good for the community?” 

Best for school district. The following statements by the participants indicated the 

positive interest by the participant in the life-world of the school district. These 

statements showed the variety of categorical intentions with which the participants dealt.  

Dick--The negative aspects were, I thought, how it was going to affect the budget; 

affect other activities; hurt other programs. 

Jane--I feel like there were some decisions that had some impact on people as 

individuals and on the community as a whole that I wish had been better... if I 

unbalance the scale by allowing someone who doesn’t do their job to continue to 

work for the district, and not do the job they need to do, then I am basically 

treating everyone else unjustly. 

Jane--What’s going to provide the greatest benefit to the people in this situation?” 

Tom--I try to think of how it will affect the community, the school, and the 

students. 

Researcher--Suppose it is a situation in which you are supposed to be the expert. 

Harry--Then, uh, just simply go back to what’s been done in the past. If the 

ceiling falls in, then I’ve got a decision to make. We have to get people out of the 

building.  

Best for kids. The following statements indicated the participants’ decisions 

intentionally promoted the best thing for the students.  
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Dick-- I consider either the money or the positive and negative aspects of the 

decision. I look at what is best for the kids. 

Jane--I always consider the impact on the individuals. What’s going to happen to 

the people in the situation; what’s the overall organizational consequence; what’s 

going to be the community consequence for the positive or negative. 

Researcher--Think of a predicament and the mental steps you take. Could you 

walk me through the process you use when faced with a predicament?  For 

example if you had two organizations like FFA and band that both wanted to go 

somewhere and you only had the funding to send one.  How would you go about 

deciding? 

Sally--It’s the plus and minus thing.  If I had two organizations that both wanted 

to go somewhere and I only had the money to send one, I would look at the most 

kids affected and the amount of time they had spent getting prepared.  Choices are 

hard but there are times when one has to be made.  Everyone can’t always win or 

get their way, especially in a small school. 

Jane--I would send both groups. And I would find a way.  Because in that 

scenario, I will not compromise student programs and I won’t say that one is 

actually more valuable than another. Maybe I would have to borrow a bus and 

driver from another community, maybe I would have to charter a bus from [name 

of town], maybe I would have to have a special pizza sale in order to fund that I 

mean I would find a way. And the reason I would find a way is the individual 

need matters more. 

Tom--My philosophy is what’s best for all; what’s best for the kids. 
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Harry--I want to make sure that it is the best thing for the students, the district, 

and the community. 

Collection of Facts and Information Quality 

  The second invariant quality revealed through the data indicated that the 

participants used the various methods to increase information gathering. The methods for 

increasing information included: a) acquiring additional perspectives from other small 

school administrators; and b) recognizing that no one could ever have all the facts and 

that at some point the decision had to be made.  

 Additional sources of information. In addition to considering the decision from 

the personal perspective, each participant also used the experience and ideas of their own 

administrators and those of superintendents of other districts.  

Researcher--How do you go about making a tough decision or 

predicament in which two solutions are equally desirable or equally 

undesirable? 

Dick-- Lots of times I ask the principals. I have 3 principals. Sometimes I 

seek out other people and see what they think. Quite a bit. Sometimes I 

just make the decision and if it is wrong I can always come back and fix it. 

I ask the board...You just make it.  Otherwise, you’re not accomplishing 

anything.  

Researcher: Do you rely heavily on meetings and consensus of people?  

Dick: The consensus of the board and my administrators. 

Researcher--Do you consult others when facing a new type decision, or do 

you trust your own judgment?  
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Jane--Well, I have to have some kind of information. I’m not a big believer in  

reinventing the wheel.  If I can find somebody who’s already got something, then 

I will try to use that. Now, it won’t always work for me because it’s their 

reasoning, how they are thinking, and again it depends on what it was. I didn’t 

check with anybody when it was time to respond about the south end of the 

building. I just assumed I knew what I needed to do and so I did.  

Tom--Yes. One of the first things I do if I don’t feel like I have the background, 

the history the knowledge to come up with the decision making, then yeah, I get 

on the phone, almost immediately, and talk to some of my peers about ‘What do 

you think?’ ‘Have you ever faced this?’ We in small rural areas, and maybe in a 

bigger district, too, but I think that’s a valuable resource that we have, is that we 

are able to get on the phone and with another superintendent and I do not feel like 

“Oo, well they’re going to think I’m dumb as crap for this”. There’s a wealth of 

knowledge out there, you just need to learn to tap into it. And most, well I’m not 

going to say most, I’m going to say all are more than willing to help you. I’ve 

never had a superintendent say, “We’ll that’s a stupid question. Why’d you ask 

that for?” 

Tom-- Well, I think there will be a big change having (name of new principal) full 

time to bounce ideas off of. With (name of former principal), last year, there was 

only one period to talk about problems.  And I’m not saying she wasn’t a good 

principal. She was, but except for one period, she was teaching math. I think 

having someone to bounce decisions on will really be good for the administrative 

decision making of this school.   
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Researcher--Have you ever made up your mind to decide one way and then 

suddenly decide on the matter in a totally different way that made you feel your 

final decision was better? 

Tom-- It has happened whenever, again, I get more facts or when I get a better 

feel from input from external forces. But, I rarely feel this way. 

Researcher--How important do you think it is to have all the facts?  

Sally--Well, I like to have as much information as I can, but there’s no way you 

can know everything.  There’s just not enough time… I like to get ideas and other 

perspectives on the situation, both in favor of and against. Suggestions on how to 

make a project better or a policy more effective are always important, because 

being a superintendent doesn’t mean you automatically have all the answers.  I 

may or may not use the suggestions I receive in the final analysis, but I do like to 

get suggestions.  The more ideas I hear, the clearer the solution usually becomes, 

and the more likely it is that the board and community will “buy in” and support 

it. 

Researcher--Would you rather wait on your decision until you have more facts? 

Sally-- If it is possible, I would rather get as much information as possible, but 

that is not always the case. For example, when the question of a drug policy came 

up, it was because I had three boys come to me with Styrofoam cups in their 

hands and said they wanted to pee in cups right then because they were tired of 

being accused of doing drugs. 

The students came to me because they realized we needed some king of testing. I  

worked on the policy for two years. I studied drug policies from dozens of places 
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including schools in Colorado. Then I wrote the policy and I think it has served its 

purpose well. Not there are many schools using the policy. The board backed me 

completely and when people complained, I could tell them that I had been told to 

create the policy by the school board.  

Also, I could tell the students to lay the blame on me, when someone wanted them 

to do drugs. I believe that being able to say, “I can’t do drugs or that old bitch will 

test me and I’ll have to give up athletics,” or “FFA,” or “band,” or “rodeo” has 

given them a good excuse for saying no. I gave them the permission to lay the 

blame on me. If only one student doesn’t do drugs, then the decision will have 

been a good one. 

Researcher--So, you’re saying you check policy first, you seek advice from other 

individuals, like administrators and school board, and then make the decision? 

Harry--That’s correct.  

Information saturation. Participants believed that decision making information 

could be collected for only so long before a decision had to be made.  

Researcher--How important do you think it is to have all the facts? 

Dick--I like to have as many facts as possible and lay it out on the table. Then you 

get everyone’s ideas; get all the information we can… 

Researcher-- Would you rather wait on your decision until you have more 

facts? 

Dick-- That’s were I get to that balance thing. I think you have to make a  

decision. Just because you have all the data in the world doesn’t mean that 
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you will make a good decision.  You have all this data, but the timing has 

to be there. 

Researcher--Interviewer: Does it bother you to not have as much 

information as possible? 

Dick--I consider either the money or the positive and negative aspects of 

the decision. I look at what is best for the kids. 

Jane-- Yes, I always have to have more information when it involves 

people than things. I always have to have more information when it 

involves people.  But even then, you have to look at the emergency of it… 

Tom--You can’t ever have all the facts. But, the more facts you get the 

better off you’re going to be. There again, to support why you make that 

decision. 

Sally--Well, I like to have as much information as I can, but there’s no way you 

can know everything. There’s just not enough time. 

Harry--Very. I get as much information as I can, make the decision based on as 

much information as I can. That way I only have to deal with it once. 

Intuitive Decision Quality 

  The data revealed that each of the participants had a) experienced intuitive 

insight to decision making; and b) found it difficult to recall the actual decision made 

intuitively, only the universal constructs or physical feelings accompanying the intuitive 

experience; c) occurring of intuitive decision after information had been gathered; d) time  

and place the intuitive decision occurred; superintendents’ descriptions of experienced 

intuitive decision making, including physical response, and surroundings and usual time 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 110

of intuitive decision occurrence; e) difficulty recalling the actual decision made 

intuitively; and f) success rate of intuitive decisions as percentages generated by each 

individual. 

 Description of intuitive experience. The data revealed that the participants 

described an intuitive decision making experience.  

Researcher--Do you ever come up with a method for solving a problem that 

startles you? 

Dick--Yeah. Seems like one came up just the other day. I wasn’t thinking that 

way, then all of a sudden, beep, it came up. 

Tom--It has happened whenever, again, I get more facts or when I get a better feel 

from input from external forces. But, I rarely feel this way. I’d say no. Unless it’s 

a situation where I think, “Gee, why didn’t I think of that five years ago?” I don’t 

ever recollect that happening. 

Sally--Absolutely. There have been times when I thought my decision was made, 

then wake up at two o’clock in the morning with a totally new idea.  

Harry--Yes. Oh, yeah… I used to keep a pad and pen by the bed, because I would 

often wake up in the middle of the night with an idea. I would jot down the idea 

and any details that came to me and the next day I could look at the idea again and 

determine if it was a workable decision.  

Physical responses. Intuitive decisions were accompanied by physical reactions.  

The responses to the questions below were bracketed from interviews with each 

participant concerning the physical responses each experienced when a cognitive 

snap occurred. 
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Researcher: Do decisions or ideas pop into your head seemingly from out of the 

blue? 

Dick--Yes. In the shower. I jog. It’s kind of like a meditation time, and I 

think a lot about my decisions.  Lots of times it is in the shower.  I don’t 

know why.  

Jane--When I am in a situation where I just have to make an intuitive decision, it 

feels good. It feels good. It feels like everything is in alignment; my brain, my 

emotional response, my physical response. All of those. My heart, my soul, it 

feels good.  

Tom-- It’s kind of an euphoria.  Why didn’t I think of that before? Let’s try it and 

we go from there.  

Sally--It’s a charge.  I feel pumped up and excited. 

Tom-- …I see things in my mind’s eye. 

Researcher--What dimensions of the intuitive decision stand out for you? 

Tom--I guess it would be the euphoria. Why didn’t I think of that before? kind of 

deal. Let’s try it and we go from there.  

Interviewer: What feelings were generated? 

Tom--Once it hits, I try, if possible, never to make an important decision on the 

spur of the moment. I may have decided, but I try to give it some time, the 

proverbial sleep on it overnight, and I find that that works out pretty well for me. 

But, I give it some time and thought before I go ahead and go forward.  

Researcher--What thoughts stood out for you? 
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Tom--Normally, as I said, I may think in my mind that it’s a really great idea, but 

I don’t like to plow forward. I like to sit back and reflect and really let my brain 

do a little more analyzing of what this decision is, the consequences, and what 

kind of effect it might have. Maybe again, that’s my weakness in my 

administrative style. I try not to make those spur of the moment decisions because 

in the past I have tried to do that and seems like when you do that sometimes you 

get …bit, because you don’t have the facts, so I just want to back off. 

Researcher--How did the experience affect you? What changes do you associate 

with the experience? 

Tom--It’s kind of a euphoria. Why didn’t I think of that before? Let’s try it and e  

Sally--Yes. It usually happens when I am driving to a meeting or in the middle of 

the night. It is so strange. I won’t even be thinking about a particular situation and 

then it just comes to me and I think, why didn’t I think of this before? (bounces 

heel of palm to head). 

Researcher--How did the experience affect you? 

Sally—Mainly that I hadn’t thought of it sooner. Then the realization that I need 

to work on the details and structure of accomplishing it. I just knew that the 

problem had been solved and, uh, the idea would lead to a solution.  

Harry--Not so much that as I just knew what I wanted to do for something to take  

place or to resolve a situation. I mean, it’s debatable as to what is all of a sudden. 

Researcher--What states, mental or physiological were you aware of? 

Harry--I just knew that the problem had been solved and, uh, the idea would lead 

to a solution.  
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Researcher--What dimensions of the intuitive decision stand out for you? 

Harry--Euphoria. 

Recalling intuitive decisions. Although the participants recalled easily the time, 

place, and physical responses of the intuitive decision, difficulty occurred when asked by 

the researcher to tell about the decision itself.  

Researcher--Do you ever come up with a method for solving a problem 

that startles you? 

Dick--Yeah. Seems like one came up just the other day. I wasn’t thinking 

that way, then all of a sudden, beep, it came up.  

Researcher--Could you give me an example? 

Dick-- I can’t remember what it was, but that is the way it happened. 

Researcher: Could you give me an example? 

Sally--Well, I can’t think of one off hand. I just know it happens from time 

to time. 

Researcher--What dimensions of the intuitive decision stand out for you? 

Tom--I guess it would be the euphoria. Why didn’t I think of that before? kind of 

deal.  

Researcher--What thoughts stood out for you? 

Tom--I’d say I’m pumped up. I’ve got part of me saying ‘I’m pumped up’ then 

my other side of the brain kicks in and says, ‘Sounds good, but’ and then I play 

‘devil’s advocate’ with myself.   

Researcher--Do decisions or ideas pop into your head seemingly from out of the 

blue? 
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Harry--Not so much that as I just knew what I wanted to do for something to take 

place or to resolve a situation. I mean, it’s debatable as to what is all of a sudden. 

Researcher--That’s true. So you look at the circumstances surrounding it. 

Harry--That’s correct. 

Researcher--Could you give me an example? 

Harry: I can’t think of one, off-hand. 

Intuition after information. The data revealed through the participants’ 

descriptions of the intuitive decision that the intuitive decision occurred after gathering of 

information and determining funding, personnel, and other considerations.  

Researcher-- I want you to think about when you have one of those ‘pops into 

your head’ type things. When that happens what are the dimensions that stand out 

to you? 

Dick--I’m trying not to think about it and then next thing (claps) it hits. And I’m 

like, “Wow, where did that come from?” Whether it was my brain doing it or a 

higher being, that’s what surprises.  Because when I was into it deep and heavy, I 

couldn’t come up with a solution, but then, I back off and then my brain must still 

be working out a solution, and I won’t even be thinking about the deal, and it just 

pops in my brain. 

Researcher-- What stands out in your mind about these experiences? 

Dick-- I guess I’m just shocked at the solution is so sudden. It just sort of pops up.  

[Name] and I may have talked about it.  Some things may have been going on in 

her brain; some things were going on in mine. She says how about this idea and 

how about that idea and I say no that won’t work, won’t work, you know. Then 
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two days later, swish, I’ve exhausted my brain, I’ve exhausted her brain so it 

surprises me that the idea or decision comes out. 

Researcher--When this intuitive experience happens, are you generally thinking of 

something else and then it just hits or are you thinking about the decision? 

Dick-- I’m thinking, like what’s all going to happen today? What do I need to 

start looking forward to? Enthusiastic about going to work about the things that 

will be coming up, do I need to do this, do I need to do that. 

Researcher--And you won’t really be thinking about it at all. 

Dick--I’m just in the mental state of organizing my day, then it may just pop up.  

Researcher-- Have you ever made up your mind to decide one way and then 

suddenly decide on the matter in a totally different way that made you feel your 

final decision was better? 

Jane--I was writing a final report on a teacher that I had put on a growth plan, and 

I was worried about the fact that she had not met all of her goals.  Then suddenly I 

realized that there was a pattern in what I was typing.  If I relieved her of the 

managerial type duties, I realized she had met all the other goals.  I just suddenly 

saw the pattern.  I was worrying about having to dismiss her and suddenly  

realized that there was positive growth in the same type areas. This is an example 

of suddenly changing my mind because of the pattern which was emerging and I 

suddenly began viewing the problem in a different way.  It wasn’t what she could 

do well that was causing the problem, it was the duties she had that she did not 

have the skills to do well that was causing the trouble.  So I relieved her of the 

problem areas, because she wasn’t good at them, and she did fine. 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 116

Sally--Absolutely. There have been times when I thought my decision was made, 

then wake up at two o’clock in the morning with a totally new idea. When that 

happens, I always get up and write it down. 

Researcher--How did the experience affect you? What changes do you associate 

with the experience? 

Harry--Well, I wanted to do it and see it work. I think about the ways it could be 

implemented, and if resources were available either in personnel or monetary. 

And the ideas would lead to other ideas and those would lead to other ideas. 

Researcher--What feelings were generated? 

Harry--I was excited and I tried it and it worked. I feel good about it. There’s not 

a lot of time to sit around and bask in visions of grandeur. There are always other 

things on the horizon that I have to deal with. 

Place and time of intuitive decision. The data revealed that the intuitive experience 

occurred for each participant except Jane, away from the work environment. Hemisity 

theory explained this phenomenon as the intuitive hemisphere thinking style happening, 

responding to the information it received when the dilemma or predicament first appeared  

until it presented itself to the decision maker. 

Researcher--Are you generally thinking of something else and then it just hits or 

are you thinking about the decision? 

Dick-- I’m just in the mental state of organizing my day, then it may just pop up.  

Researcher--Do decisions or ideas pop into your head seemingly from out of the 

blue? 
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Sally--Yes. It usually happens when I am driving to a meeting or in the middle of 

the night. It is so strange. I won’t even be thinking about a particular situation and 

then it just comes to me and I think, why didn’t I think of this before? (bounced 

heel of palm to head). 

Researcher--Do you ever come up with a method for solving a problem that 

startles you? 

Harry--Oh, yeah. The longer I think about something. Where there’s a will, 

there’s a way. I used to keep a pad and pen by the bed, because I would often 

wake up in the middle of the night with an idea. I would jot down the idea and 

any details that came to me and the next day I could look at the idea again and 

determine if it was a workable decision.  

suddenly began viewing the problem in a different way. 

Reflection Quality 

Quality four as revealed by the data indicated that once the intuitive flash had 

occurred and the participants spent time reflecting on a) how best to implement the 

decision. This reflection included the personnel, the funding, and other practical matters; 

or b) delayed implementation until sure the decision was right or wrong; and c) 

participant indicated perception of ability to think creatively.  

Immediate implementation. The data revealed that Dick, Jane, and Harry knew the 

intuitive decision would work and never questioned it. Sally and Tom were less sure and 

delayed implementation until they had spent more time on determining the right or 

wrong, as well as than the implementation aspects. The following responses to the 

question: But you don’t really reflect on these decisions until later? 
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Dick--The idea comes and then I do some work, then I do reflective thinking, 

probably more than when I do decision making. The reflective thinking is to 

implement the decision. If you reflect so much on all your decisions that 

everything will end up status quo… 

Jane—Yep, that’s exactly the right thing to do. And, for me, those things come 

because at some moment you have to trust yourself.  You’re using all the 

information you have around the situation…  

Harry--We’re going to find the policy and then if the policy is gray, we’ll look 

and see if there has been history, a consistency of how we have done it and then 

talk, communicate with other people in authority… Then we’ll deal with the 

decision. If you make a rash decision, then you’ve got to go back and revisit it and 

not only that, if you do have to change it, it makes one look like an idiot.  

Researcher: So you are saying that even if you have a sudden revelation or 

unusual idea, it is better to look at it again, or sleep on it. 

Harry: Yes, unless it is crisis management. 

Delayed implementation. While Dick and Jane immediately began planning how 

to implement the intuitive decision, other participants preferred additional reflection.  

Tom--I’d say I’m pumped up. I’ve got part of me saying ‘I’m pumped up’ then 

my other side of the brain kicks in and says, ‘Sounds good, but’ and then I play 

‘devil’s advocate’ with myself…Normally, as I said, I may think in my mind that 

it’s a really great idea, but I don’t like to plow forward. I like to sit back and 

reflect and really let my brain do a little more analyzing of what this decision is, 

the consequences, and what kind of effect it might have. 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 119

Sally—Mainly, that I hadn’t thought of it sooner. Then the realization that I need 

to work on the details and structure of accomplishing it. I just knew that the 

problem had been solved and, uh, the idea would lead to a solution.  

Confidence Level Quality 

Percentage of success. Each participant revealed via the data the percentage of 

intuitive decisions that she believed to be the case with her experience in intuitive 

decision making. This quality revealed through the data is the sixth invariant quality. 

Participants described their own percentages of intuitive success in the following 

statements. 

Researcher--When you do make a decision this way, how often does it 

work out right? 

Dick--About 95% of the time. The idea comes then, maybe, because I’m not in 

the office and I’m relaxed… 

Jane--I could not think of any of my intuitive decisions that I have regretted… 

Researcher--How many of these euphoric decisions do you think you make that 

are good? 

Tom--I’d say about 50-50 after I reflect and I come up with this consequence or 

this consequence, the financial cost, what it’s going to involve, and who it’s going 

to involve, and how it may affect, I think that’s not such a good idea so I’d say 

about 50-50 type deal. Yeah. 

Researcher--Can you think of a decision that you made in this way that you 

regretted? 
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Sally--Not really. Usually, when I have a moment of revelation, I generally trust 

it. I can’t think of a time when this type of decision was wrong. 

Researcher--How often do you think your intuitive decisions are correct? 

Harry--All the time. 

Table 5. Confidence of participants in intuitive decisions. 

Confidence Level Percentages of Participants in Intuitive 
Decisions

100

100

95

100

50

0 20 40 60 80 100 120

Harry

Sally

Tom

Jane

Dick

Pa
rt

ic
ip

an
ts

Participant Self-Percentages
 

Table 5 graphically illustrates the success rate of intuitive decisions as perceived 

by the participants. The researcher asked each participant to rate his or her success in 

using an intuitive decision. Tom demonstrated less confidence in his ability to go with an 

intuitive decision. Invariant imagination provided the researcher with the ideas that 

possibly Tom did not recognize the intuitive experience because the experience happened 

so often than it had become commonplace. In addition, he received no feedback from 

another administrator due to the fact that he represented the entire administration of 

Flatlands School District. Lack of funding may have often held Tom back from using an 

intuitive solution to a dilemma. 
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 Creativity. The data revealed that none of the participants believed themselves to 

be creative, although observations and interviews by the researcher belied this belief.  

Researcher-- What is the most creative or off-the-wall decision you have ever 

made in your position as administrator?  Could you tell me the mental process that 

went into the decision? 

Tom-- Again, I don’t know that I’ve ever had an off the wall decision.  It may be 

new and I may have just tried it just this one time, but it’s not, aha, the light bulb 

goes on. Let’s do this. It’s something that sort of plays in my mind for months or 

years, then it comes forward, to try. And then, the questions. Will it work? Will it 

not work? Do I want to use it again, what are the consequences. I don’t have the 

light bulb go off very often.  

Researcher-- What is the most creative or off-the-wall decision you have ever 

made in your position as administrator?  Could you tell me the mental process that 

went into the decision? 

Harry-- I have no idea. I’m not all that creative. Again, with pre-fifth I made a 

decision to be very consistent and fair, regardless of who it involved. Whether it 

was the poor kid or the board member’s kid, I was going to handle it the same. 

During the observation made of Tom, the researcher followed along to see what Tom 

meant when he said, “Now I’m going to change hats and become the maintenance man. I 

have to hang a screen in the media room.” Tom searched the maintenance storeroom for a 

screw that possessed the correct size head. He did not find the exact size he needed, but 

did find two screws constructed the same and with sufficient length. Tom tried the screws 

on the back of the screen to be hung and found the screws slightly large to work. Tom 
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then headed to the school shop where he used a grinding machine to grind off the excess 

part of the screwhead. When he finished, the screw worked perfectly. This observation 

appeared most creative to the researcher. 

Table 6. Participants and Invariant Qualities 

Parti-
cipant 

Quality 1- 
Personal 
Decision 
Making 
Model 

Quality 2-
Collection of 
Facts and 
Information 
Prior to 
Decision 

Quality 3-
Experience 
of 
Decisions 
Made 
Intuitively 

Quality 4-
Reflection 
on 
Intuitive 
Decision 

Quality 5- 
Confidence in 
Using Intuitive 
Decisions 

Dick √ √ √ √ √ 
Jane √ √ √ √ √ 
Tom √ √ √ √ √ 
Sally √ √ √ √ √ 
Harry √ √ √ √ √ 

 
√--Experience with qualities items. 
  

The data in Table 6 revealed the invariant themes which emerged through the 

phenomenological process. The table displayed the participants’ recollection and  

participation in the invariant themes. Each participant made statements that reflected his 

or her participation through language and observation by the researcher, of each of the 

themes.    

Textural Descriptions 

 Once the  invariant qualities were determined, the researcher, using the 

observations and verbatim text of the interviews provided by each participant, wrote 

textural descriptions for each of the participants that evoked clear images and language 

used by the participants. The invariant qualities described related to the study’s questions. 

Tape recordings demonstrated how intuition in decision making among small, rural 

school administrators occurred. From a rich, thick description of the textures of ‘what’, or 
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the noema, which appeared during the observations and interviews, a structural 

description of ‘how’, or the noesis of the phenomenon followed. Conditions that 

surrounded these qualities such as sense experiences, self perception, feelings, and 

thoughts helped create the textural descriptions.  

The researcher included participants’ verbatim statements in order to show their 

personal mental decision making models as well as to describe intuitive decision making 

experiences. Following Dicks’ textural description, a composite textural description 

which described the overall essences of the decision making process and of references 

made to intuitive decision making..  

Dick’s Textural Description  

Dick’s textural description demonstrates the researcher’s observations of Dick at 

work, during the board meeting and includes verbatim statements to provide an example  

of a textural description of one participant. The richness of the data indicated that this 

superintendent experienced and thought about the phenomenon of intuitive decision 

making and demonstrated awareness that it played a part in his decision making style. 

Dick viewed decision making as intention of his job, and as such demonstrated a 

combination of the directive and analytic style of administrator. Dick recognized that 

there “are so many variables out there and they are not all fixed or ready to be part of the 

deal.” When faced with a tough decision, he “asks the principals.” Dick would “seek out 

other people and see what they think. Quite a bit.” Admittedly, “not committee oriented,” 

Dick related closely to the board members and their philosophy, as it was the “kind of 

board that just wants to make a decision”. However, if the situation required an 

immediate decision and “when you don’t get a lot of input,” Dick “just makes the 
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decision and if it is wrong I can always come back and fix it”. If decisions were not being 

made in a timely manner, Dick stated that he just made the decision as “otherwise, you’re 

not accomplishing anything”.  

 Dick experienced several changes in the school board over the course of his 

employment, and observations of the school board meeting, showed him to be well 

prepared, relaxed, and aware of the personal interactions of his board members. Dick said 

little during the meeting, but readily answered any questions which were asked. 

Sometimes Dick pushed for a decision before all of the board members were ready. “I 

was thinking more globally, like let’s get the decision made and deal with the details 

later” and the board president was saying, “Let’s have the details up front, then we’ll 

make the decision.”  

The board president recognized the elements of the board that needed more 

information. As a result a compromise to table the decision until more information 

gathered was acted on positively. Dick wanted the decision made so implementation with 

all its time-consuming aspects could begin. The need for beginning implementation 

pushed the administrator because “[s]ometimes I make what I think is a good decision, 

but then I didn’t implement it very well, and I didn’t let it come from other people, so 

there was resistance.” Resistance presented part of the nature of small rural schools as 

residents easily acquired information about the school and decisions made which might 

affect their child. “I know it well enough that I just do what I can do. The [Dick] coalition 

is already against me.” In small rural communities contingencies existed of residents, 

who believed the grass to be greener with another superintendent. Dick had faced this 

greener grass on more than one occasion.   
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 Dick described the mental model he used for decision making as a “philosophical 

screen”. Comparing the process to a “sieve,” in which each layer dripped its own aspects 

onto another level, Dick considered first what the board wanted and their philosophy; 

then what its policy stated. Dick then considered, “What’s my philosophy? What am I 

trying to communicate?” Dick used board policy but stated, “I tell the board if they don’t 

have a policy on it, then it’s mine. I expect them to go along with it and the next time 

they can make a policy.” 

 Although Dick preferred to “have as many facts as possible and lay it out on the 

table” and “get everyone’s ideas; get all the information we can,” a decision must be 

made at some point in time. Dick required information and realized its importance, but  

time represented an essential intent to all decision making for Dick. “Just because you 

have all the data in the world doesn’t mean you will make a good decision. You have all 

this data, but the timing has to be there.” In discussing the board meeting, Dick “was 

ready to decide,” but didn’t feel he did “a good job of leading them [the board] to it. You 

know, I come in. I have an agenda and shush, shush, shush and that’s what we’re looking 

at. We have the information; that’s what we decide on.”   

 Working with less information displayed Dick’s decision making style. Not 

having as much information as possible did not bother him. “Although I really like to get 

all the details, I don’t go hunting the details so I don’t get caught up in more details than I 

need.” When pressed for time, Dick used the “positive and negative parts” method, 

considering either “the money or the positive and negative aspects of the decision”. The 

most important goal involved looking for “what is best for the kids”. Making his school 

look and perform well supported an integral part of Dick’s philosophical and professional 
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outlook on the position’s demands. With time Dick proceeded from an administrator that 

believed he had to be “everything to everybody” to one who learned along the way that 

re-analyzing or over-analyzing a decision already made constituted a poor use of time 

and energy. “You can over-think. Just quit thinking about it and make the decision.” 

Decisions sometimes came to Dick through intuitive means. Having a decision or solution 

come to him suddenly, when he least expected it and not even thinking about it, 

demonstrated “what surprises me”. 

In addition to decisions or solutions through the sieve process, Dick described an 

intuitive experience in the following excerpt from the verbatim transcript. The following  

statements presented the mental and physical dimensions of Dick’s intuitive decision 

making experience. This administrator could not remember a specific decision which was 

made through his right hemisity thinking method, but remembered the experience 

vividly. 

Dick--… it’s like what I feel like is that my brain’s working a lot without me 

knowing it’s working….I’m trying not to think about it and then next thing (claps) 

it hits. And I’m like, “Wow, where did that come from?” 

Evidence of the intuitive experience was expressed by the suddenness of the decision, 

which stood out in Dick’s mind. The decision often came after considering the decision 

for several days and discussing it with his spouse until, “swish, I’ve exhausted my brain; 

I’ve exhausted [spouse’s], so it surprises me that the idea or decision comes out.” Dick 

explained the phenomenon as either his “brain doing it or a higher being,” relating further 

that “when I was into it deep and heavy, I couldn’t come up with a solution, but then, I 

back off and then my brain must still be working out a solution, and I won’t even be 
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thinking about the deal, and it just pops in my brain.”  With Dick, the intuitive experience 

often occurred early in the morning after jogging, or while Dick showered and planned 

his day. “[t]hen it may pop up. I don’t know if my brain thought about it all night or 

something, you know, or if it just came up.”  

 Physically, Dick described the intuitive phenomenon as one in which, “I’m sure 

my heart rate goes up and blood pressure goes up because I want to implement it.” Once 

the intuitive decision phenomenon occurred Dick knew the resulting decision was correct 

because “it WILL work”. Once the decision “pops into my head” then “it’s (claps) that’s 

the solution!” Once the intuitive experience provided a solution, Dick tuned into his 

experience, which he believed to be correct “95% of the time,” to implementation.  

 Dick simply knew that the intuitive experience provided him with a usable answer and 

described the ensuing elements of implementation of the intuitive decision in this manner:  

 Dick--The idea comes and then I do some work; then I do reflective thinking, 

probably more than when I do decision making. The reflective thinking is to 

implement the decision…OK now, what do I need to do this? How do I 

communicate it? Who do I speak to first? What do I say next? How do I get this 

strategy up? What and how am I going to do this because it will work. I guess that 

is what surprises me about the ideas sometimes because I know it will work, then 

I have the task of trying to strategize how I will implement it, without screwing it 

up.  Then that’s when I have to do some reflective thinking, because I may not 

have used reflective thinking to make the decision. Because I know who is going 

to be where and what’s going to happen. And, and then there, drop it over there, 
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drop it somewhere else and then it all comes back? That’s when I use more 

reflective thinking. 

Because of Dick’s intuitive experiences, he relied on the intuitive experience as a 

useful decision making tool. In a decision situation Dick stated:  

Dick--I don’t know if my brain thinks a little different or that I am more relaxed. 

If there’s a solution, I’ll just let it work out and it comes to me. I think that’s part 

of it… When I was younger I felt like I had to be all things to all people. That’s 

what the superintendent is supposed to do was what the leaving superintendent 

told me. That I had to make all these right decisions. I don’t get in such a rush to 

solve it because now I don’t think I have to be right all the time. 

Dick demonstrated growth from the young administrator, who believed he had to 

be everything to everybody and never make mistakes, to the seasoned superintendent 

who recognized a workable idea whether generated from intuitive right hemisphere 

thinking or reflective decision making or both. Although one of the lucky small school 

superintendents who received input from principals and associates, this small rural 

administrator understood, maybe blindly, that information and time eventually triggered 

useful and correct decisions. 

Composite Textural Description 

  The researcher developed the composite textural description to clarify the 

invariant meanings and qualities of each participant in the interview and through 

observation process. 
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 Study’s composite description. Although the intuitive decision making 

occurrences happened to the participants at different times and under different 

circumstances, each experienced an intuitive decision when concerned about a problem.  

Each participant developed a personal mental model that he or she followed for 

making decisions which took into consideration the impact of the decision on students, 

district, and community. Each communicated with other building administrators, board 

members, and networked with other small school superintendents for advice and ideas. 

Each experienced the intuitive flash after gathering and analyzing information and facts.  

Researcher--Do decisions or ideas pop into your head seemingly from out of the 

blue? 

Sally--Yes. It usually happens when I am driving to a meeting or in the middle of 

the night. It is so strange. I won’t even be thinking about a particular situation and 

then it just comes to me and I think, why didn’t I think of this before? (bounced 

heel of palm to head). 

All but one, Jane, experienced the intuitive flash when away from school, and 

during times such as showering or jogging, while in a relaxed mode, driving to a meeting, 

or in two cases, awakening in the middle of the night with a decision idea that each simply 

knew would work 

Researcher--Do decisions or ideas pop into your head seemingly from out of the 

blue? 

Dick: Yes. In the shower. I jog. It’s kind of like a meditation time, and I think a 

lot about my decisions.  Lots of times it is in the shower.  I don’t know why.  
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Researcher--When you do make a decision this way, how often does it work out 

right? 

Dick-- About 95% of the time. The idea comes then, maybe, because I’m not in 

the office and I’m relaxed. 

Researcher--What dimensions of the intuitive stand out for you? 

Sally-- I guess it would be the suddenness of it. Sometimes, I won’t even have 

been thinking about a particular situation and be driving along and a solution will 

just hit me. I always wonder why I didn’t think of it first or sooner. 

All but two superintendents, Dick, the most experienced of all five participants, 

and Jane, the least experienced stepped back and examined the idea carefully before  

determining that it constituted, in fact, a workable solution. Dick, either because of 

experience in intuitive decisions working out well, memory, or experience as a 

superintendent, simply knew the decision would work as soon as the intuitive experience 

occurred. 

Researcher-- Do you think experience has a lot to do with this?  Do you get 

intuitive ideas more readily now than you did at first? 

Dick-- I don’t know if my brain thinks a little different or that I am more relaxed. If 

there’s one solution, I’ll just let it work out and it comes to me. I think that’s part of 

it… I don’t get in such a rush to solve it because now I don’t think I have to be 

right all the time. Then I usually am. 

Jane stated that, “Yep, that’s exactly the right thing to do.” And, for Jane, those 

things came because at some moment she “had to trust herself.”  Jane believed in using all 

the information she received concerning the situation. Although Tom, Sally, and Harry 
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“trusted decisions” decisions received intuitively, they “stepped back” and considered the 

implications before going with the decision. None experienced the intuitive flash at the 

moment the decision first became necessary, but experienced it after gathering 

information.  

Reflection on implementation followed the gathering of facts, analyzing those 

facts, incubation, and experiencing an intuitive moment. Knowing the facts surrounding 

the decision appeared to be a relevant part of the intuitive experience. For example, Tom 

definitely utilized information, memory, and the proverbial 24 hour “sleeping on it” before 

even considering the use of the intuitive experienced decision. Sally always “trusted” 

decisions that came to her in the intuitive manner, but she never neglected reflection just 

because the decision came to her in the middle of the night. 

Participants viewed the intuitive decision as being exciting, stimulating, a rush, a 

pumped up feeling, or a euphoric physical feeling. Dick described his heart rate as 

definitely going up, as well as his blood pressure. Sally described the intuitive experience 

as a feeling of being “pumped up”. Tom and Harry both used the word “Euphoria” to 

describe the intuitive experience. Jane simply described her feeling as one of being at 

peace. All spoke of wondering why they “had not thought of it sooner?”  

In expressing her feelings, one Sally bumped her head with the heel of her palm to 

demonstrate the importance placed on realization of a good decision. Sally did not appear 

aware of the physical action of bumping her hand against her head. The action appeared 

to be just a natural reaction to the description. Participants also recalled having intuitive 

experiences that changed a decision they had already developed.  
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Researcher--Do decisions or ideas pop into your head seemingly from out of the 

blue? 

Sally--Yes. It usually happens when I am driving to a meeting or in the middle of 

the night. It is so strange. I won’t even be thinking about a particular situation and 

then it just comes to me and I think, why didn’t I think of this before?  

The data revealed that the intuitive experience occurred suddenly, but not during the 

initial consideration time of the predicament or dilemma. Harry and Sally indicated that 

they would awaken at night with the thought or decision full-blown; rise and immediately 

write down the idea intuitively flashed into their consciousness. However, the only  

variant aspect of the intuitive experience occurred with Jane. Jane could actually 

remember an example of the intuitive decision. Jane described her intuitive experience as 

happening while she finished a report on one of her staff members. Jane suddenly 

realized a pattern of behavior changed her mind concerning the outcome of the staff 

member’s growth plan. With the data in front of her, the pattern emerged and 

implications arose that she had not realized previously.  

Participants took two viewpoints on whether or not to act on the decision. One, 

Dick, immediately began reflecting on how to accomplish the result; involvement of 

which individuals and what elements he to “make it happen”. Sally, Tom, and Harry 

preferred to “step back from the decision”, question it, looking at it from various 

viewpoints in order to make sure that current policies synchronized with the decision.  
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Imaginative Variation and Structural Descriptions 

Imaginative Variation 

 Imaginative variation provided the researcher the opportunity to insert her 

variations of why the event happened as it did. The researcher utilized, through 

imaginative variation, her own personal experience to define the results of observation 

and interviewing of the participants. Through imaginative variation the researcher 

derived a variation of possibilities from the description of the phenomenological 

experience by the participants.   

Structural Description 

The structural description, or noesis, furnished a clear account of the fundamental 

dynamics of the participants’ experiences with intuitive decision making. Qualities  

emerged on the experience of intuitive decision making. Structure resulted through the 

data collection, horizontalization, and reduction into invariant constituents the 

participants’ experience with intuitive decision making. These qualities evoked images to 

which the researcher applied imaginative variation. This application provided the 

researcher data for determining the structure of the experience. Approaching the 

phenomenon of decision making from disagreeing perspectives and differing positions, 

the structural description accounted for the underlying factors that explained the 

experience. Through reflection, the researcher strove for creation of possible 

understanding or reasoning behind the resulting intuitive phenomena. 

Sally’s structural description.  Sally used the same model for decision making in all areas. 

Referred to by Sally as the ‘plus and minus’ method, her primary goal in any decision resided 

with the degree to which the decision benefited the students. When conflict interjected and 
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funding became short Sally considered, through intentional experience, the maximum number of 

students that would benefit when one choice had to be made over another. In answering the 

following question, the researcher viewed Sally as demonstrating her ability to say ‘no’ and 

make tough choices.  

Researcher: Think of a predicament and the mental steps you take. Could you 

walk me through the process you use when faced with a predicament?  For 

example if you had two organizations like FFA and band that both wanted to go 

somewhere and you only had the funding to send one.  How would you go about 

deciding? 

Sally: It’s the plus and minus thing.  If I had two organizations that both wanted  

to go somewhere and I only had the money to send one, I would look at the most 

kids affected and the amount of time they had spent getting prepared.  Choices are 

hard but there are times when one has to be made.  Everyone can’t always win or 

get their way, especially in a small school. 

Areas such as the correctness of the decision and the community’s reaction to it 

shaded the elements of Sally’s process for decision making. These categorical intentions 

created a greater need for seeing the big picture as well as the parts of any predicament. 

The researcher noticed, through the tone of voice and her facial expression, one 

component that Sally found especially irritating. The community’s attitude toward the 

schools and its projects seemed decidedly less robust than what Sally wished. When the 

school’s needs such as a parcel of land or financial backing of any kind required 

community assistance, the current community members tended to try to ‘make a killing’ 

off any financial involvement they had involving the school. Imaginative variation led the 
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researcher to pinpoint the community as not being as supportive as Sally wanted. Sally 

compared her current community with the one from which she graduated. The 

community members in the town where she graduated invested heavily in the school, 

both financially and otherwise. Sally found the community’s attitude in her current 

situation very disturbing. According to Sally, the school and its reputation generated less 

than the primary goal in the minds of the inhabitants.  

This attitude on the part of the community prevailed in the make-up of the school 

board. As with Tom’s board, the board with which Sally dealt changed almost yearly. 

She had but one individual who had been on the board longer than the current term. 

Many times the researcher, through imaginative variation, visualized Sally considering 

the board’s possible reactions to decisions beforehand. The researcher visualized Sally 

making adjustments in her presentations to the board to create an intentional decision 

base with which they identified as one converging with their goals or personal agendas. 

Through imaginative variation, the researcher viewed Sally as saddled with members 

whose dedication to the school, limited at best, made her personal and intuitive decision 

making skills even more important.  

Networking with the board constituted a difficulty, so Sally depended on other 

sources for advice and ideas. Sally instead, networked with other superintendents in her 

geographical area. She attended meetings where she bounced her ideas off of other 

superintendents whose experience she valued. The conclusion drawn through imaginative 

variation allowed the researcher to conclude that the constant overturning of board 

members made Sally’s dependence on the members difficult and tenuous.  
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 The rural school which Sally headed, as with many small rural schools, could 

financially provide only one other administrator, who acted as principal for K through 

twelve. Sally utilized this individual as a sounding board on which to try new ideas and 

considerations. In addition, Sally contacted other superintendents of small schools in the 

area when she required feedback on the legality or supportability of a decision. In 

addition, Sally determined many decisions through experience. 

 Having several years experience in the same position provided Sally with 

knowledge concerning many of the facets of her position. Engaging in building 

construction and remodeling challenged any administrator, but Sally met the challenge 

head on by focusing on a vision for the school developed over the course of her tenure.  

The building project demonstrated the need for intentional vision via the images 

expressed through the right hemisphere, and for collection of information prior to making 

any decision. Several times Sally awoke at two o’clock in the morning with ideas for 

components of the project which eluded her during the day when she devoted to it more 

left hemisity thinking time. Through imaginative variation, the researcher viewed several 

intuitive flashes which gave the school design greater flexibility than Sally previously 

considered.  

One example of this concerned the new weight room. The community refused 

approval of the purchase of new equipment. Sally realized that the members of the 

community would be more open to this particular building block of the construction if 

they participated in the activity. Sally overcame this obstacle by the conscious intention 

of selling keys to community members. Sally’s categorical intention revealed itself in her 

decision to make the new weight room popular with community members who wished to 
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exercise indoors. Sally’s consideration of the whole and of the parts which made up the 

categorical intention created an atmosphere by in which consideration of not only 

students, but community members’ concerns provided a solution in place of a 

predicament. Imaginative variation pinpointed the ‘buy-in’ to this feature of the building 

project as constituting a positive feeling toward the entire school. The result provided 

touches that increased the essence of symbiosis between community and school.  

The perception of the researcher through invariant imagination was that over the 

course of her superintendency. Sally’s intuitive decisions became familiar to her. In the 

following exchange between the researcher and Sally, she stated her trust in the use of 

intuitive decisions. Sally also stated that she did not go with a decision just because it 

came to her in the middle of the night.  

Researcher--Can you think of a decision that you made in this way that you 

regretted? 

Sally-- Not really. Usually, when I have a moment of revelation, I generally trust 

it. I can’t think of a time when this type of decision was wrong. 

Researcher--What is the most creative or off-the-wall decision you have ever 

made in your position as administrator?  Could you tell me the mental process that 

went into the decision? 

Sally--I don’t know if I’ve ever made any off-the-wall decisions that I didn’t think 

about for awhile. Still, I use the plus and minus model along with experience 

before I do anything. I back away from any decision that hits me like this and 

look for loopholes or problems. I don’t just go with it because I thought of it in 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 138

the middle of the night. I want to make sure that it is the best thing for the 

students, the district, and the community. 

Sally perceived herself as not being creative, yet, her intuitive experiences which 

occurred in the middle of the night or while driving to meetings. She often rose from bed 

and wrote down images vivid enough that they idea disturbed her sleep. 

Composite Structural Description 

 The data revealed that the first structural aspect of all the participants was the 

development of mental models for decision making. These models took into 

consideration the structures of the board’s philosophy and its policies. Each of the  

participants based his or her individual mental model on his or her intentions for the 

school and the categorical experiences visualized. Each perceived decision making as a 

means of improving the school’s life-world experiences of the student. Through the 

perceptual areas of memory and imagination and the consideration of the categorical 

parts of a decision, each structured a decision a by endeavoring to determine the 

community’s desires and meet those desires in the best manner possible. Both the 

conceptual, categorical or over-riding structural elements of a decision as well as the 

categorical parts which comprised the structure received consideration. 

 The data revealed that a major structure used by the participants developed via 

information and the majority of participants preferred to increase the strength of this 

structure by acquiring as much information as possible. Through the gathering of data 

and allowing an incubation period to occur, the participants experienced the perception 

through memory and imagination of the intuitive hemisity thinking skills at work. The 

incubation time allowed the intuitive hemisity consideration of all information and 
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obstacles. Each participant described the intuitive experience, but, except for Jane, none 

could recall a decision made intuitively at the time of the interview. However, the 

structure of the intuitive decision with its accompanying physical response, created a trust 

and permanence concerning intuitive decisions. Perception which included memory and 

imagination combined with past successes from the use of intuitive decision making, thus 

strengthening the structure the participants demonstrated in the intuitive process.     

Synthesis of Composite Textural and Structural Descriptions 

The synthesis of composite and structural descriptions provided the researcher  

with a means of creating a “unified statement of the essences of the experience of the 

phenomenon as a whole” (Moustakas, 1994, p. 144). To achieve the statement of the 

essences of decision making as experienced, the researcher returned again to the data for 

additional phenomenological reflection. The data revealed that participant 

superintendents of the small rural schools studied exhibited decision making as a 

fundamental function of their life-world as superintendent of the school. Each developed 

a personal mental model for decision making which regarded strongly the structures of; 

doing the right thing for the majority of the students; making the school look good; and 

keeping the community happy. Each superintendent utilized intentional and categorical 

experiences throughout his or her own method for making decisions. However, the data 

revealed that each also experienced intuitive decisions which occurred either early in the 

morning, late at night, or sometimes right on the job. In addition, each required structure 

in the form of gathering as much information as possible. Their descriptions of the 

structure of the intuitive experience proved that the intuitive sparked only after 

information had been sought and time had elapsed, providing the incubation time 
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intuitive qualities need to express themselves. The data revealed that none of the 

participants utilized the intuitive decisions void of information.  

Two participants, the one with the most administrative experience, Dick, and the 

one with the least experience, Jane, simply knew the structure of the intuitive decision 

was correct and would work if properly implemented. The others more readily stood back 

and reflected on the intuitive decision before acting on it. All had experienced intuitive 

flashes and could easily describe the physical feelings related to the encounter. One  

participant actually remembered a specific situation for which the intuitive flash 

occurred. The data revealed that intuitive decision making as generated by the 

participants occurred as a structured and textural reality, one which each had experienced 

and had utilized at one point or another. The hemisity thinking theory explained the 

intuitive decision as one in which the information gleaned by hemisity thinking returned 

to the participant indicating the neoma and noesis of the decision providing structure and 

texture to the decision. Since verbal skills and the hemisity thinking did not interact in a 

conducive manner, the hemisity theory stated that images or visuals occurred in the right 

hemisphere and transferred to the left hemisphere via neuron networking to be 

verbalized.  

The data revealed that the essence of the decision making experience for the 

participants in this study revolved around the best decision for the predicament. If the 

decision did not constitute an emergency, incubation time allowed for the possibility of 

more than just the best decision quickly made. The intuitive decisions were most trusted 

by the female superintendents and by the male superintendents with the most experience.  
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CHAPTER V: DISCUSSION AND IMPLICATIONS 
 

Summary of Problem 
 

This study utilized current literature on the subject of the mind and on decision 

making. The literature review demonstrated the possibilities of using intuition, and the 

hemisity thinking theory to encourage a variation on decision making by small school 

administrators regarding predicaments or dilemmas they faced. The researcher used 

phenomenological methodology and strategies for collecting of, reflecting on, and 

analyzing the data. The researcher drew contrasts and comparisons between the literature 

and the processes actually being used, and between participants’ models and the models 

in the current literature. Reflection on how the models currently used by administrator 

participants constituted an aspect undertaken in order to determine the usefulness of the 

study. 

Two questions guided this study: 

1. What is the phenomenon of intuitive decision making as demonstrated by male 

and female superintendents in small rural schools? 

2. How does intuitive or hemisity thinking influence decision making of 

superintendent in small rural schools? 

Methodology 

To determine the answers to these questions, the researcher used 

phenomenological methodology. Phenomenology studied the “synthesis of meanings and 

essence” (Moustakas, 1994, p.100) of a particular phenomenon. In this study, decision 

making by small school superintendents and intuitive decision making represented the  

phenomenon studied. Phenomenological perception included recollection, anticipation,  
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and imagination. Because the primary source of knowledge for this study was the data 

verbalized by the participants, the phenomenological perception could not be doubted. 

The research process of phenomenological methodology concerned the wholeness of the 

experience; sought meaning from appearances and determined essences through intuition 

and reflection; and involved thick descriptions of experiences while retaining the original 

texture of the decision making experience as viewed by the participants and by the 

researcher (Moustakas, 1994). In this study, the phenomenological methodology 

concentrated on the phenomenon of decision making practices of five small rural 

superintendents and the intuitive, hemisity type decision making experience which each 

participant encountered. Phenomenological methodology involved determining qualities 

through horizontalization of all statements Moustakas (1994) and clustering similar 

statements into invariant themes. The themes, through reflection and imaginative 

variation, allowed the researcher to reach conclusions concerning the study questions. 

Data Collection 
 

Participants. The researcher collected data from five small rural schools in the 

western part of the United States. Located in rural areas, the schools selected ranged in 

student population from 50 to 500. One defining criteria for selection of the participating 

superintendents included the management of a district with less than 500 students. The 

researcher selected each participant to meet criteria which included gender, variety in 

total years of experience in education, and years spent as a superintendent. The 

administrative demographics of the schools chosen ranged from one school, Flatland  

School District, with a single administrator, Tom, to two schools, Zenith (Dick) and 

Arable (Jane) School Districts with four administrators. Plateau (Sally) School District’s 
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administrative team included one additional administrator and Mesa (Harry) School 

District’s team included two additional administrators. Choosing participants who 

exhibited an assortment in experience and gender, and who managed dissimilar size 

schools provided the study with variety in participants while keeping them in the realm of 

small rural school superintendents.  

Data collection methods. Subsequent to the application and reception of the IRB 

from the university, the researcher began data collection. Data collected through 

observation and interviewing small school superintendents in the western area of the 

United States provided the researcher with insights of superintendents concerning their 

own decision making models and the perception of each regarding intuitive experiences 

leading to decisions. Data collection developed through observations and interviews. 

Each participant’s observations continued for two hours at school while performing 

his/her daily routines and during a school board meeting. The researcher made notes on 

how the participant handled personnel and board members. In addition the researcher 

noted personal traits and preparedness for the board meeting. Two separate interviews 

scheduled several days apart followed the board meeting. Following the two-hour 

observation, the researcher attended a board meeting to further observe the 

superintendent in a work situation. Interviews followed the observations. The researcher 

scheduled initial interview times after the observation of each participant, so as to prevent 

unnatural behavior on the part of the participant. None of the participants received  

information regarding the nature of the study until the interviews began. 

The first interview, constructed to determine the participant’s personal decision 

making model, asked questions that hinted at intuitive decisions, such as “Have you ever 
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come up with a decision which startled you?” Each participant interview lasted as long as 

it took him or her to answer fully, and included additional questions which the researcher 

asked as a means of clarification. After the first interview the researcher asked 

participants to think about a reaction they had experienced dealing with intuitive decision 

making, and a time was set for the second interview. The second interview, conducted at 

least two days after the first geared itself toward discovering the possibility of intuitive 

decision making as a reality and finding out the manner in which the participants 

experienced intuitive flashes in decision making. The analyzed data followed the 

phenomenological methodological steps as described by Moustakas (1994). The 

researcher recorded each statement made by the participants and each received 

consideration. Statements were either discarded or included through the horizontalization 

process. Clustering statements and descriptions added information for answering the 

questions of the study. The clustering resulted in the following themes. 

Invariant Analysis; Clustered Themes 

The researcher organized the collected data around parallel statements made by 

participants during observations and interviews. The following themes emerged from 

analysis of the data: 

1. Decision making philosophy and mental models. Each participant described 

his or her philosophy as a decision making model. The revealed theme  

included the importance of the following aspects of each mental model: a) the 

policies set down by the school board; b) the expectations of the community; 

c) the best for the school; and d) the best for the students. 
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2. Collection of facts concerning decisions including use of networking. 

Participants conveyed a belief that data and information gathering prior to any 

decision provided an essential part of making a decision. Basic components of 

this theme consisted of a) networking with administrators in the district if the 

district possessed additional administrators and/or from other superintendents; 

and b) a point occurred when collection of additional information invariably 

reached a saturation point or time constraints prevented additional 

information.  

3. Participants made decisions intuitively. Each participant experienced an 

intuitive decision making experience. The following components illustrated 

the constituents of the intuitive experience as viewed by the participants as: a) 

experiencing intuitive decision making; b) using intuitive decision making 

successfully; and c) recalling physical experience of the intuitive or cognitive 

snap, but not the actual decision; and c) intuitive decisions occurred after the 

participant gathered information. 

4. Reflection of intuitive decision. Participants verified that reflections which 

occurred after the intuitive experience took place as: a) revolving around the 

rightness or wrongness of the decision and b) the implementation of the 

decision. 

5. Confidence in using intuitive experience. All participants interviewed 

expressed confidence in their use of decisions acquired through the intuitive 

experience. 
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Limitations 

One limitation of this study involved the answering of the study’s questions as 

they applied to small school superintendents. The boundaries excluded intuitive 

experiences of middle-sized schools and large school superintendents, whose intuitive 

experiences may be fewer in number because of the availability of fellow administrators 

with which to network and to whom one may delegate certain areas of decisions. Five 

superintendents participated in the study. Results of larger numbers of participants could 

result in additional conclusions which agreed or disagreed with the findings of this study. 

Limiting the study to only men or alternatively only to women might have influenced the 

outcomes of the study. Limiting the experience requirement to include only first year 

superintendents, or only to those whose experience included more than five years may 

have yielded different results from those of this study. In addition, observation time spent 

with each participant could be viewed as a limitation. The researcher spent two hours 

observing each superintendent along with the time of the board meetings which varied 

with each participant. More time spent in observations might have changed the results. 

Conclusions 

Outcomes 

Eight outcomes resulted with the alignment of the invariant themes and the 

synthesis of the textural and structural descriptions revealed via the data.  The following 

themes emerged: 

1. Small school superintendents developed mental models which revolved around 

their own educational philosophies, the philosophies of the school board, and 
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community views in order to make intentional and categorical decisions which 

positively affected the school district and the students. 

2. Each participant evidenced a conceptual style of decision making. Conceptual 

leadership viewed the school’s situation through focus on the big picture and 

the future effects of a decision on the school or students. 

3. Small school superintendents gathered information prior to making any 

decision, including intuitive decisions, although each recognized that at some 

point information collecting became, in effect, wool gathering, and making a 

decision became imperative. 

4. Small school superintendents experienced intuitive decision making which 

occurred after an incubation period and the intuitive decision was most often 

experienced away from school. 

5. Physical reactions accompanied the intuitive decision and ranged from 

euphoria, increased blood pressure and heart rate and excitement, to a feeling of 

well being and happiness; and participants involved remembered the physical 

reaction more readily than the actual decision. 

6. Reflection of the intuitive decisions occurred as a prologue to implementation.  

7. Participants revealed a high confidence level and trust in intuitive decisions 

made. 

8.  In this study women superintendents tended to trust the intuitive decisions 

more than the male superintendents. 
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Discussion  

Literature Review Context 

Decision making by school leadership in small rural schools involved all aspects 

of managing the school. The literature on decision making abounded with theories and 

models regarding the best method or practice. However, literature on the practice of 

utilizing intuitive and creative decision making in the education realm proved to be 

scarce. The results of the study determined that superintendents of small rural schools 

experienced intuitive hemisity thinking in decision making. This finding contradicted 

Bruer (1999) who wrote that the hemisity theory of thinking illustrated ‘pseudo-science’. 

The emergent invariant themes and how their application in light of the study questions 

drove the discussion of the conclusions.  Leahey & Harris (1985) indicated two methods 

of making decisions, called the normative (how people should make decisions) and the 

descriptive (how people do make decisions) methods. This study discussion revealed the 

descriptive decision making methods as observed and depicted among the small school 

superintendents who participated. 

Rational decision making and personal models. Within the literature, rational 

decision making as devised by Bazerman (1998), Findlen (2000), Klempen (2003), and 

LeTendre (2000) represented the best practice model. This model included six steps: 1) 

definition of the problem, 2) criteria identification, 3) weighting criteria, 4) generating 

alternatives, 5) rating alternatives, and 6) computing the optimal decision. Rational 

decision making is considered to have great potential as a decision making model. 

Participants in this study indicated no such formalized analysis of a predicament or 
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dilemma. Through time and trial, each participant developed a model which provided 

each with confidence in their decisions.  

The mental model invariant theme revealed that each participant described his or 

her philosophy as a decision making model. The mental models of these superintendents 

revolved around their own educational philosophies, the philosophies of the school board, 

and community views as necessary ingredients necessary to make decisions which 

positively affected the school district and the students. The revealed theme included the 

importance of the following aspects of each mental model: a) the policies set down by the 

school board; b) the expectations of the community; c) the best for the school; and d) the 

best for the students. 

  Dick based his intentional decision making model on the philosophy of the 

school board. Describing the process as a sieve through which the board’s philosophy 

trickled, Dick viewed the process as a blended model of the board philosophy with his 

personal philosophy concerning demonstrated the intentional and categorical decisions 

the district should make. The community desires of Zenith School District, as well as the 

benefits to the school and students, merged together to form the mental model Dick used 

on many decisions. Experience as a superintendent may have also provided Dick with an 

edge on decision making.  

As a first year superintendent at Arable School District, Jane believed strongly in 

the servant leadership style of leadership and as a result relied heavily on community 

wishes in her first year as a superintendent. Jane showed deep concern for the students 

and staff, and based her decisions on how each individual involved could best be served  

through the decisions she made. The well-being of the students, district, and community 



                          Texas Tech University, Vivian McDaniel Windom, May 2007 

 150

added equal input to Jane’s decisions. As a new superintendent, Jane faced a remodeling 

job. During a wind storm, the entire back wall of the school’s best gymnasium fell in and 

required construction. Although Jane had limited experience with decision making 

involving construction, her personal decision making skills integrated with knowledge 

she gained along the way produced decisions to make the construction project work.   

Tom administrated the smallest and poorest school of the five. As sole 

administrator, Tom acted not only as superintendent, but also as high school principal. Of 

the five participants, Tom assumed the greatest number of roles in the running of the 

school. He not only occupied the superintendent’s chair, but often depended on himself 

for the completion of maintenance projects. In this respect, Tom proved to be deeply 

involved in the many aspects of running a school. Although Tom expressed his model as 

not being a step one, step two, step three, he depended highly on memory and history or 

policy. In addition, Tom also worked at providing the community with what they wanted. 

Not having graduated from Flatlands, Tom stated that he would always be considered an 

outsider, so he worked hard on community relations. Tom’s experience as an 

administrator, and experience in working in the public prior to becoming superintendent, 

illustrated how he used both experiences to catapult a seventy-five year old building into 

a modern, attractive facility. 

Sally, a former coach and home economics teacher, supervised the running of 

Plateau School District for six years. Sally referred to her decision making model as a 

plus and minus method. A spin-off of her coaching days, Sally wrote down on a piece of  

paper the pluses and minuses of any decision she needed to make. The betterment of the 

students and school district played a major role in Sally’s decision making strategy. 
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Although the community’s wishes fused with her goals, Sally’s role as superintendent 

had lasted enough in this community for her to “work her way around” what she knew 

the community opposed to provide what she knew the school needed. In a three-year 

ongoing remodeling project, Sally realized that the community’s approval of a new and 

badly needed weight room for the athletes was not forthcoming. As a result, Sally merged 

the weight room cost into the cost of a new elementary building. The new elementary 

proved a sure thing, so Sally integrated the cost of the weight room with the cost of the 

new elementary building. Through her understanding of the community, Sally provided 

the necessary elements needed by the district and students.   

Harry’s decision making style relied heavily on policy, school tradition and the 

community and board’s philosophy. Information, for Harry, constituted the essence of 

decision making. Harry readily delayed a decision until he believed adequate information 

had been gathered. With a close decision, Harry supported the power brokers. He 

understood the values and traditions of the community and school and worked to 

implement those intentions in his decision making practices.    

Adams (1979), Hoch (2001), Klein (1998, 2003), Lester, Piore, & Malek 

(1998),and Pink (2005) expressed that the information explosion, the time pressures, and 

the overall stress factors that administrators face precluded the use on every issue, 

predicament, or dilemma of a formal model. Each of the study’s participants developed a 

personal mental model that worked successfully for decision making resulting in positive 

impacts on the district.  

  Harry and Tom stated that they generally viewed the decision or results in their 

mind’s eye. Sally’s plus/minus method increased her ability to visually note each 
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possibility and allowed the hemisty thinking style to promote mentally visualized 

solutions. Dick also related his need for a mental image. This mental visualization agrees 

with Gerard and Goldstein (2005) who stated that using images enhanced productivity 

and decision making. As Pink (2005) stated, “the right hemisphere is the picture; the left 

hemisphere is the thousand words” (p. 19). Carter (1999), Langer (1942), Ornstein, 

(1997), Ornstein & Ehrlich (2000), and Pink (2005) also stated that images became the 

instant embodiments of general ideas. Tom, Harry, Dick, and Sally each either used a 

visual method such as Sally’s “plus and minus” method, Dick’s need to “see a picture” or 

Harry and Tom’s ability to see the result “in my mind’s eye” agreeing with Gallagher 

(2005) who stated that “information is stored in long-term memory as a visual image” (p. 

4) and not as a verbal remembrance. Zeki (1999) described visional images as the most 

efficient mechanism for acquiring knowledge. This image collecting was produced as a 

by-product of the right hemisphere. Although linguistically limited, the right hemisphere 

provided the brain with the ability to keep images, recognize faces, and promoted 

understanding of humor and metaphor.  

The literature on rational decision making did not indicate that the philosophy of 

the board, the decision maker’s own personal philosophy, or the community’s beliefs 

played a rational part in the superintendent’s decision making. However, each of the 

participants stated that the mental model he or she engaged for decision making included 

consideration of school board input, community beliefs and preferences, and ultimately,  

the conceptual view of the best for the community, the district, the individuals involved, 

and especially the student body. Viewing decisions through the “big picture” or gestalt 

manner available through hemisity thinking promoted a conceptual style of thinking 
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(Pink, 2005), and conceptual thinking concerned seeing the whole, seeing the exceptions, 

and viewing the problem in an analogous manner. 

Each participant exhibited a conceptual style of decision making. Although only 

one element of his or her decision making personality, conceptual thinking provided the 

link between each participant’s style of decision making. Conceptual leadership involved 

the categorical intentions that promoted being able to view the school’s situation through 

focus on the big picture or future effects of a decision on the school or students (Pink, 

2005; Robbins, 1998). “A thinker has to compute not just the direct effects of an action 

but the side effects as well” (Pinker, 1999, p. 14). Although each of the participants 

utilized different blends of the decision making styles, each held the concept of the 

district and what he or she believed the district needed. Whether the participant blended 

the various leadership styles such as Dick’s directive and conceptual style; Jane and 

Tom’s analytic- behavioral-conceptual style; Sally’s analytical-conceptual style; or 

Harry’s directive-conceptual-behavioral style, each participant exhibited a thought 

process which included the conceptual style. Being able to focus on the big picture, or as 

Harry metaphorically described it “seeing the whole pie and not just a piece”, integration 

of the district’s needs with the availability of funding, personnel, policy, and community 

support with creative or intuitive thinking provided answers for each of these 

participants. The participants involved in this study also incorporated the concept of long  

range focus into important decisions. Hayashi (2001), Premo (2003), and Robbins (1998) 

affirmed that the conceptual style sprang from the right hemisphere and often involved 

intuitive thinking. The participants’ conceptual style aided them in coming to rational and 

usable decisions without using the more time consuming rational model. 
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 Klein (1998) stated that the problem with rational decision making models 

included not providing avenues for improvisation should the need arise. This limitation 

caused the decision maker to develop an inability to cope with a lack of all relevant 

information; to deal with unreliable data; to progress under shifting conditions, and the 

inability to deal with confusion endurance. Confusion endurance or suppression of 

automatic default distinguished highly creative people (Gelb, 2004). Harry, Sally, Tom, 

and Jane each stated that their decisions at times had been changed with the advent of 

new information or an intuitive experience.  

Gathering information. Paul & Elder (2004, 2006) stated that information 

gathering necessitated accuracy and should address the complexities of the decision. The 

rational model based its validity on the deliberate evaluation of objective data (Bazerman, 

1998; Findlen, 2000; Klempen, 2003; and LeTendre, 2000). None of the participants 

chose to make a decision void of information. The participants all demonstrated the 

desire to have as much information as possible before making a decision. For example, 

the data disclosed that a) they pursued additional perspectives from other small school 

administrators before making a decision; b) they recognized that no one could ever have 

all the facts and that at some point, the decision had to be made; c) they often experienced 

intuitive decisions after information had been gathered but no decision had been made; 

and d) with all but one participant, they experienced the intuitive decision experience 

while away from the job.  

Each participant believed that having as much information as possible, without 

getting bogged down in minute details presented the ideal manner in approaching a 

decision. Harry refused to make a decision without substantial information, because not 
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only did he not want to have to deal with the dilemma more than once, but he also did not 

want to be “viewed as an idiot.” Dick believed he could always go back and “fix it” if the 

decision proved inapplicable. Sally indicated that if her decision proved inadequate, she 

tried to learn from it. All participants utilized networking as a means of aiding them in 

coming to a good decision. Jane stated that she tried not to reinvent the wheel and would 

contact other administrators for plans required by the state and other information. Tom 

appreciated other small school superintendents, who gladly gave him their opinions. 

Dick, Sally, and Harry indicated that they involved the other administrators in their 

districts and networked with other superintendents for information and ideas. Harry 

mentioned that he felt confident in his decision, but liked to get extra input in order to 

gain assurance on a particular decision.  

All participants preferred decision making situations in which adequate 

information was available. However, the participants agreed with Moody (1983), who 

defined a decision as an “action that must be taken when there is no more time for 

gathering facts” (p. 4). Sally indicated that there just wasn’t enough time to get all the 

information necessary. Dick’s comment on information gathering indicated that along 

with the information, the timing had to be right for the decision to gel. This attitude  

agreed with Hayashi’s (2001) interview with Richard Abdoo, the CEO of Wisconsin 

Energy Corporation. Hayashi’s (2001) quoted Abdoo as stating that “[y]ou end up 

consuming more Rolaids, but you have to learn to trust your intuition. Otherwise, at the 

point when you’ve gathered enough data to be 99.99% certain that the decision you’re 

about to make is the correct one, that decision has become obsolete” (p.175). The 
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participants recognized that uninformed decisions could spell disaster, but all agreed with 

Dick that at some point a decision must be made. 

Intuitive Decision Making Elements 

 Elements described by participants. The involved participants described the 

intuitive experience as shocking in its suddenness, exciting in its presented possibilities, 

and trustworthy in its results. Schwartz (2004) reference to the intuitive experience as a 

cognitive snap explained the suddenness felt by the participants. Spinoza (1989) 

described intuitive knowledge as the finest type of knowledge which produced an 

undisputed truth. Research on intuition by Buchanan (2006), Davis and Davis (2003), 

Hayashi (2001), and Pink (2005) determined that intuition, gut reactions, hunches, or 

instinct tended to produce effective decisions. 

Research indicated that the most effective manner of decision making came from 

intuitive insight combined with new information (Buchanan, 2006; Davis & Davis, 2003; 

Gelb, 2004; Klein, 2003; Pink, 2005; Pinker, 1999). Although intuitive decision making 

implemented regularly by most decision makers, reflected no recognizable model 

promoting it as a valid means of decision making, this study demonstrated that these 

small school superintendents had experienced and could describe intuitive decision  

making. If the hemisity thinking style theory not only allowed for the right hemisphere to 

act as a constant collector of information, but promoted intuitive decision making 

processes, then, as Davis & Davis (2003), Gladwell (2005), Hayashi (2001), Sawyer 

(1999), and Pink (2005) believed, experience combined with intuition proved to be one of 

the best and most widely utilized decision making methods.  
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The data revealed that participants in this study allowed for changing decisions in 

favor of the intuitively produced decision. Sally stated that she had, on more than one 

occasion, made a decision and then changed it after experiencing a cognitive snap. Tom 

stated that he had lots of ideas that he would “try out” and use again if they worked. 

Others he tucked away for use at another time. Dick spoke of spending weeks thinking 

about a decision only to have the solution to the predicament come to him while 

showering. Jane expressed her belief that intuitive decisions came readily to her. Sally 

and Harry both stated that decisions often came to them in the middle of the night. Each 

rose and jotted down the decision and any accompanying ideas. As Murray (1986), 

Simon (2000), Klein (1998), Tharp (2003), Grünig & Kühn (2005), and Buchanan (2006) 

determined, the intuitive model, practiced over time, develops patterns of observable 

uniformities or structures of action. This study found in favor of the occurrence of 

intuitive decision making as a model already being used by small school superintendents.  

One study, made by the American Management Association of highly creative 

managers, demonstrated that a high tolerance for ambiguity and consistent use of 

intuitive decision making distinguished the more successful participants of those studied 

(Gelb, 2004). Buchanan (2006) quoted Ken Hindricks, the choice of Inc. magazine’s  

entrepreneur of the year as advising decision makers to “[t]rust your gut” (p.89). Hayashi 

(2001) stated that the top decision makers used the more qualitative, intuitive or gut 

decision making when the stakes mattered most. Research on intuitive decision making 

also indicated that individuals in management who excelled at quantitative decision 

making often did not demonstrate the intuitive, right-brained decision making that 

marked a top CEO or leader (Hayashi 2001).  
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Those leaders, who excelled in making the tough intentional or categorical 

decisions, also tended to realize the importance hemisity or intuitive thinking added to 

their decision making pattern and tried to increase and develop it through novel 

experiences. Thinking outside the box and comparing situations in one field with similar 

experiences in other fields or situations stimulated intuitive thinking and introduced fresh, 

creative ideas (Hayashi, 2001). This decision making behavior exhibited the exchange of 

the natural attitude for the phenomenological attitude. The open attitude of the 

participants in this study to use any idea that would get the job done, and would be 

acceptable to the community created a mental environment conducive to intuitive 

decision making.  

In order to maximize rational decisions, the decision maker demonstrated the 

ability to combine ideas in unique ways and recognized associations between ideas 

(deBono, 1971; Doyle, 2002; Gelb, 2004; Hayashi, 2001; Klempen, 2003; Pink, 2005). 

Research conducted by Amabile (1998) and Hayashi (2001) proved, concerning decision 

making, that senior executives interviewed stated that their greatest mistakes resulted in 

the failure to heed their intuitions. 

Incubation time. Intuitive decision making, although seemingly occurring 

suddenly, requires the same type incubation time that Tharp (2003) described in her 

creative thinking model. This model most closely aligns with the description of intuitive 

decision making provided by the participants. Tharp’s Creative Process Consists of the 

Following Steps: 

1. Preparation—Data immersion in areas related to the predicament. 
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2.   Incubation—Ideas which operated in the unconscious or intuitive right 

hemisphere 

3.  Cognition or insight—All pieces of the puzzle suddenly fit and the “Aha!” 

moment occurred 

4.  Evaluation—Decision of value and insight. Referred to as reflection by 

participants. 

5.  Elaboration—Explanation of the insight. 

These steps in creativity helped the individual access and assess internal networking 

processes relative to predicaments, and promote value laden, concise, and appropriate 

decisions. Hayashi (2001) and Pink (2005) found that information processing in the right 

hemisphere continued non-stop whether awake or asleep. Decision makers often used 

unrealized knowledge in making quick or intuitive decisions (Davis & Davis, 2003; 

Ornstein & Ehrlich, 2000). Dick would not accept the first idea that came to his mind, or 

one suggested to him, but waited until the hemisity thinking utilizing the 

phenomenological attitude, put the pieces of the puzzle together in a workable format. As 

a result, his hemisity thinking provided him with decisions that “WILL work”, rather than  

just something that might work. Jane’s intuitive decisions occurred as pattern recognition 

and she proceeded to trust the recognition. Harry, Tom, and Sally used intuitive 

decisions, but stayed within the natural attitude and refuse to implement without 

investigating a little further to make sure all the pieces really did fit.  

Ideas which operated in the unconscious or intuitive right hemisphere occurred 

during and after a period of incubation. Dick described the incubation period of the 

intuitive process as a time when “I may have been thinking about it.  I may have been 
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thinking about it for two weeks… so it surprises me that the idea or decision comes out.” 

Harry and Sally both described the intuitive decision as occurring in the middle of the 

night, so fully developed that each arose and jotted down the idea and any related 

thoughts concerning it. Tom’s ideas, which he would either try and tuck in his memory 

for another similar situation, or would simply store it in his memory until the right time 

presented itself. As Pinker (1997) stated “creative geniuses are distinguished not just by 

their extraordinary works but by their extraordinary way of working…They put a 

problem aside and let it incubate in the unconscious; then, without warning, a bulb lights 

up and a fully formed solution presents itself. Aha! (p. 360).” 

All the categorical pieces of the puzzle suddenly fit and the insight or cognitive 

snap occurred. The description of the insight step by Dick evoked the surprise he felt with 

the cognitive snap “… I’m just shocked at the solution is so sudden. It just sort of pops 

up.” Tom and Harry utilized the term, “Euphoria,” when indicating the feeling of insight 

or the cognitive snap. Sally bumped the heel of her palm against her forehead and stated, 

“Why didn’t I think of that before?” when describing her intuitive experience. One  

curious aspect involving intuitive decision entailed location. Except for Jane, who 

experienced an intuitive decision at work, the other participants described intuitive 

experiences as occurring during times when other activities engaged their attention. Harry 

and Sally awoke in the middle of the night with a cognitive snap. Dick generally 

experienced the “Aha!” moment during his morning shower while mentally planning his 

day. Bob Lutz, CEO of Chrysler Corporation stated in his interview with Hayashi (2001) 

that his intuitive experiences often occurred while driving a sports car.  
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Physical reactions. Physical reactions accompanied the intuitive decision and 

ranged from euphoria, increased blood pressure and heart rate, to excitement and a 

feeling of well being and happiness. Except for Jane, each participant involved 

remembered the physical reaction, but not the actual decision. Dick, after experiencing a 

cognitive snap in the shower and wondering where the idea came from, believed that his 

heart rate and blood pressure both increased because of his excitement. Jane, on the other 

hand, felt calm and happy, with the knowledge that everything appeared to have the 

feeling well being. Jane described the episode as comparable to that of the feeling a 

teacher receives when the class being taught understands a concept and the teacher knows 

that the students understand. The lesson, the students, and the teacher felt a distinct 

connection. Harry’s description included excitement at knowing the idea would work and 

wanting to get it implemented. Both Harry and Tom described the cognitive snap as 

producing in them a feeling of “euphoria”. Sally described her experience with the 

intuitive as “a charge” or being pumped up. The participants in this study easily described 

the physical experiences of having the answer to a dilemma or predicament present itself  

at some unexpected moment. Often, the participants described the occurrence as being 

“sudden”, and yet, the information they had gathered abruptly fit together to create a solid 

decision. Eisner (2002a) made the only comment in the literature concerning the physical 

aspect of the intuitive experience. He stated that shift to the hemisity thinking produced 

“the aesthetic that represents the highest form of intellectual achievement and it is the 

aesthetic that provides the natural high and contributes the energy we need to want to 

pursue an activity again and again and again (p. 198).” Eisner’s (2002a) natural high 

referred to a physical reaction involved in an intuitive experience. The results of this 
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study indicated that an intuitive decision through hemisity thinking included a physical as 

well as mental response. The physical response that accompanied the intuitive decision 

indicated that the intuitive decision differed from a normal left hemisphere decision. 

Reflection. Reflection of the intuitive decisions occurred as a prologue to 

implementation. The decision made intuitively appeared in full form for the participants. 

The explanation of insight to the decision suggested that hemisity thinking considered all 

the data or information prior to sending the resulting intuitive decision back in a 

recognizable and workable form. Both the rational decision making model of Bazerman 

(1998), Findlen (2000), Klempen (2003), LeTendre (2000), and Tharp’s (2003) creative 

process include reflection on the elements involved in the decision. All aspects of the 

problem came together, but consideration of possible problematic areas received 

consideration prior to implementation. Dick and Jane simply knew that the decision 

resulting from the intuitive experience or cognitive snap would work. Dick indicated that 

his use of reflection came after, not before, the decision occurred. Dick and Jane reflected  

on how to best implement the intuitive decision. Harry, Tom, and Sally although 

recognizing the intuitive idea as a solution to the dilemma, reflected on the decision and 

its implications before preceding to reflection on the best method for implementation. 

Harry and Tom both used the term ‘sleeping on it’ to refer to the reflection time. 

 Confidence level. The participants evaluated the intuitive decision for value. 

Sally and Tom specifically stated that just because the idea or decision occurred during 

the night did not mean that they automatically went with the decision. Harry, too, refused 

to implement any intuitive decision unless he gave it additional thought, which might 

result in recognition of any barriers that might render its success impotent. Dick, possibly 
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due to greater experience, simply knew the intuitive decision would work as soon as he 

experienced the insight or intuitive step. Jane could think of no time when an intuitive 

decision led her in the wrong direction. Sally stated that those decisions happening 

intuitively were decisions she always trusted. Harry believed his intuitive decisions to be 

at 100%.  

Researcher’s Expectation on Variation 

Female participants revealed a high confidence level and trust in intuitive 

decisions made. Sally and Jane both used the word “trust” to define the feelings they 

possessed concerning the accurateness of an intuitive decision. Sally stated that she 

always trusted an intuitive decision which woke her up in the middle of the night even 

though she did not immediately act without reflection. Jane stated that she could not 

remember a decision ever made in the intuitive manner that had ever been wrong and 

stated that when one experienced an intuitive experience, one must trust oneself. Even  

though Jane’s interview indicated her ability to remember a decision, the fact remained 

that the intuitive or hemisity thinking process noticed the emerging pattern on the 

computer screen. According to literature, pattern recognition is a product of right 

hemisphere thinking (Carter, 1999; Ornstein, 1997; Pink 2005). As Gelb (2004) stated, 

the right hemisphere processes data continuously, twenty-four hours a day, seven days a 

week. However, each participant easily recalled a time when the physical experience 

accompanied the decision and that the decision not only worked out, but represented a 

successful decision. Although Harry believed his intuitive decisions to be accurate 100% 

of the time, Dick believed his accuracy to be at 95%. Tom’s self percentage lingered at 

50%. Both women believed their percentage of accurate intuitive decisions to be 100%. 
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Although the literature provided no study results on whether women or men exercised 

intuitive decision making more readily, this study revealed that the women in the study 

trusted the intuitive decision more than the men participants. 

Remembering intuitive decision. One curious aspect which the researcher assumed 

would result, but which turned out to be false, occurred when the researcher questioned 

the participants concerning the decisions each recalled making intuitively. The researcher 

presupposed that each participant would vividly recall the decision made intuitively. 

However, only Jane could remember the actual decision she made intuitively. The reason 

may have been because pattern recognition occurred as an element of right hemisphere 

thinking and the computer screen acted as a visual element providing addition memory. 

As she worked on the computer, the pattern emerged and the cognitive snap occurred. 

Dick, Sally, Tom, and Harry drew a blank when asked to tell about a decision each had  

made intuitively. Decisions made intuitively may actually be remembered as decisions 

made in a non-intuitive manner. The inability to remember a decision produced a variant 

finding in this study. This conclusion did not occur in the literature on intuitive decision 

making, but occurred throughout the research of the study. 

Experience as a factor. The researcher presupposed that the participant with the 

greater amount of experience utilized intuitive decision making more readily than a 

superintendent with less experience. Simply because of greater self-confidence and added 

time to experience intuitive decisions and recognize their value, seemed a probable 

outcome. The results of the study indicated that Dick, the most experienced, and Jane, the 

superintendent with the least experience simply knew that the decision would work. They 

spent no time determining if the decision would work and more time reflecting on the 
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best manner of implementation. Harry, Tom, and Sally used the intuitive decision, but 

only after additional reflection concerning whether or not the decision would work, or 

whether the intuitive decision was right or wrong. Even though Sally stated that she 

always trusted decisions which occurred as a cognitive snap, she utilized reflection, and 

did not implement a decision just because it came to her in the middle of the night. Davis 

& Davis (2003), Gladwell (2005), Hayashi (2001), Pink (2005), and Sawyer (1999) 

believed experience combined with intuition proved to be one of the best and most 

widely utilized decision making methods. 

Conclusion 

Intuitive decision making with its conceptual form may well be the best practice 

for the decision maker. Pink (2005) described the Conceptual Age as following closely  

on the heels of the Information Age. The ability of hemisity thinking to view problems, 

dilemmas, or predicaments as a whole and maintain disregard for ambiguity, provided the 

decision maker with creative insights into the ultimate decision (Carter, 1999; Gerard & 

Goldstein, 2005; Goldberg, 2001; Hayashi, 2001; Sperry, 1983). Gelb (2004) stated that 

neuroscientists believed that the sub-conscious right hemisphere or intuitive database 

“outweighs the conscious on an order exceeding ten million to one” (p. 160). The 

intuitive right hemispheric database, considered the source of the brain’s creative 

potential, when tapped produced ideas for decisions which one, as the decision maker, 

might never imagine one possessed the prior knowledge to make. This study produced 

results which demonstrate intuitive decision making to be real and beneficial.  
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Grounded Theory 

The goal of theorizing was one of providing understanding of a lived experience 

instead of abstracting a generalization (Denzin, 1988). Grounded theory resulted from 

thick description of the event. Through the use of observation and interviews, from this 

study emerged a grounded theory encompassing the idea of intuitive decision making 

within the context of mental models that guided that decision making. Some of the 

decisions about complicated matters often occur differently than other decisions and were 

produced intuitively, rather than as the result of an established decision making model. 

Either way, the participants relied on information and experience.  

The how or noesis of the participants’ decision making. The participants revealed 

a variety of decision making tactics. While Jane employed servant leadership as her 

personal choice as an aid in her decision making model, Sally wrote down wrote down  

the pluses and minuses including possible consequences of the predicament if she chose 

one decision over another. Tom relied on memory, history, and networking with other 

superintendents as a firm basis for making most decisions. All participants related a 

dependence on policy, school board, and community philosophies and desires in making 

decisions that produced acceptable results. All five participants emphasized the needs of 

the district and especially the students in coming to a decision. Each participant used a 

different method, and yet the outcomes of each participant’s decision worked well for 

each of them. If the result were otherwise, each would be looking for a new position.  

No two participant models appeared exactly the same. Each successfully used his 

or her personal model to deal with dilemmas he or she faced daily. The participants all 

required as much information as possible with Harry as the most insistent on having all 
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the data possible, and who even delayed decisions in order to obtain what he considered 

adequate data before coming to a decision. All participants included reflection as part of 

their model. Reflection on the decision took the form of determining proper 

implementation aspects, or in other cases ascertaining, if in fact, the intuitive decision 

was sound and would produce the results expected.  As a result, these small school 

superintendents created personal decision making models which considered the needs of 

the student, the district, and the community.  

Participants’ intuitive experiences. From the data acquired from descriptions by 

these small school participants of the intuitive decision making experience, the theory 

emerged that the participants in this study experienced intuitive decision making. The 

ability to describe the abruptness of the intuitive cognitive snap and its manner of  

flashing the decision into the consciousness, caused each to remember the intuitive 

experience. Through gathering data and utilizing the incubation period, the participants 

received the decision at odd times and places which reinforces the emerging theory of 

intuitive decision making as a reality. 

The participants, whether vastly experienced in decision making, like Dick, or 

relatively new to the superintendent’s process, like Jane, described intuitive decision 

making, the place of occurrence, the incubation period, and the physical response 

occurring and accompanying a decision which proved to be a correct and beneficial 

decision. The results of this study confirmed the use of intuitive decision making among 

these superintendents of small rural schools. None of the participants expressed the use of 

a decision making model such as the rational decision making model, even though 

considered best practice. Each participant, however, described the intuitive experience, 
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including its physical aspects. Men and women both described not only the incubation. 

One example was when Dick described the experience of having thought about the 

decision for maybe two weeks only to be intuitively concluded in the shower when his 

thoughts focusing on organizing his day but the intuitive decision interrupted. Research 

included in this study on intuitive decision making and hemisity promoted the conception 

that decisions occurred in both hemispheres of the brain and occurred utilizing both 

hemispheres working together. The fact that an incubation period preceded the cognitive 

snap of the intuitive decision indicated that the right hemisphere organized incoming data 

into a usable form before presenting it to the decision maker. Each participant described a 

physical response accompanying the realization of the intuitive decision. Physical  

responses described by the participants accompanied only the intuitive decisions.  

Implications  

Rational decision making, thought to be not only ubiquitous in both business and 

education, but considered as the best practice method, proved to be a method not utilized 

by the small school superintendents participating in this study. Each of the five 

participants utilized a decision making method which each had developed to best meet 

his or her needs and which reflected board and community wishes. Small school 

superintendents revealed knowledge of using intuitive decision making and placing trust 

in the resulting decisions. Intuitive decisions occurred, not void of information or data, 

but as a tool or skill which integrated the data into a workable solution. The main finding 

of this study confirmed intuitive decision making as a reality. As such, one implication of 

this result for trainers of future administrators included the promotion or the recognition 
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of intuitive decision making as valid practice and furthering the recognition and 

application of intuitive thinking in decision making.  

If Sperry’s (1983) hemisity thinking theory approached the actual way in which 

the mind processes information and constructs decisions, then a powerful tool for 

decision making has, by and large, been ignored. Decision making skills that exploited 

methods for creativity, especially in small school systems, whose budgets and financial 

needs rarely exist in mutual agreement, required development and refinement. 

Recognition of the intuitive decision making process by industry and business illustrated 

its potential as a valid means of decision making. Yet, education lagged behind, 

determined that rational models provided the best method. Development of mental and 

physical exercises which assisted the decision maker in easily creating connections with 

the right hemisphere would boost decision making skills.  

 In addition to the implications, additional inquiries on intuitive decision making 

suggested by this study emerged. First, this study provided information concerning only 

small school superintendents. Inquiries based on schools with larger numbers of students 

and more administrators should be investigated. This study occurred in an area in which 

few schools were available. Inquiries regarding small schools in other areas should be 

conducted in order to determine the goodness and transferability of this study.  

 The literature review of this study searched for information on the intuitive or 

hemisity decision making style in education. Except for the findings of Davis and Davis 

(2003), intuitive decision making in education has been ignored, or at best, slighted. If, in 

fact, the right hemisphere constituted our greatest creative decision making tool, then 

education departments and periodicals need to further this conceptual idea. Inquiries 
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should be undertaken which question the intuitive decision making skills of not only 

superintendents, but of principals, teachers, and counselors. Classes should be provided 

for students which promote divergent thinking situations for them. 

 Additional inquiries on the inclusion of the arts and the promotion of intuitive 

thinking in the public schools and university training courses should be undertaken. The 

results of the hemisity thinking process could provide students and teachers with 

strategies that go beyond the mundane to the creative. If, as Pink (2005) asserted, the 

current Information Age were to be followed and replaced by the Conceptual Age, then 

understanding of creative and conceptual thinking should be required of teachers and 

administrators and demand a place in the curriculum.  

 This study involved both women and men participants. Additional inquiries 

needed to be made using on female participants or only male participants in order to 

determine whether one demonstrated more intuitiveness than the other. Inquiries of either 

sex in all areas of education could provide results that either confirm or deny the results 

of this study. 

 Further inquiries establishing parameters for exercising intuitive thought and its 

use in education could add to the decision making models now in the current literature. 

While literature on the use of intuitive thinking in business models abounded, literature 

sustaining the intuitive as a decision making tool was scarce in education. Additional 

inquiries that determined how successful administrators actually went about making 

decisions produced an increasingly important element in how future administrators learn 

about making decisions. 
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This study revolved around the phenomenon of decision making as an important, 

if not the most important, aspect of the school superintendent. Yet, literature and research 

on what appeared to be a critical element of this most important aspect was just now 

becoming available. Previous research on this essential aspect of thinking and decision 

making had occurred sparingly. If the intuitive or hemisity thinking style did provide 

inclusive and creative decisions, then education should be researching it and finding the 

best ways to utilize it.  

Recommendations 

1. The hemisity thinking model, accepted as a viable means of creating decisions 

under constraints, furthered the decision making process and should be 

addressed in principal and superintendent training programs.  

2. Administrators did not employ decision making models dominating the current  

literature, and additional research to discover and implement working models 

of decision making should be undertaken in order provide leadership with 

decision making alternatives. 

3. Additional studies of creative thinking and its implications on decision making 

should be undertaken in order to promote lateral and intuitive thinking by 

college leadership classes. Tactics enriching the use of intuitive and creative 

thinking needed to be added to leadership training classes to increase the use 

and amplified confidence in intuitive decision making. 

4. Business, medical, and school administrative students in many colleges have 

begun taking classes in art, listening, storytelling, and other areas which 
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stimulated the right hemisphere. Pink (2005), viewed the future for all these 

occupations as conceptual, not informational.  

5. Utilization of increased techniques such as drawing rather than verbalizing to 

promote right hemisphere access and thinking should be undertaken.   

6. Promotion of the arts in all areas of the university which deal with decision 

making as well as in public schools should be required in order that minds can 

be shaped to focus on the big picture.   
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APPENDIX B 

Questions for 1st Interview 
 

Determine which type of decision maker the participant is: 

Directive—seeks rationality and has low tolerance for ambiguity or confusion endurance; 

makes decisions with minimal information and few alternatives. 

Analytic—tend to cope with new situations easily; require more information; have a 

higher tolerance for ambiguity 

Conceptual—very broad in outlook; utilize creative solutions; long range focused; desire 

many alternatives 

Behavioral—rely heavily on meetings and consensus of subordinates 

Questions: 

1. Do you seek rationality in your decisions and have a low tolerance for ambiguity 

or confusion? 

2. Can you make decisions with minimal information and few alternatives? 

3. Are you very broad in outlook? For example. 

4. Do you utilize creative solutions? 

5. Are you long ranged focused? 

6. Do you desire many alternatives before you make a decisions? 

7. Do you rely heavily on meetings and the consensus of subordinates? 

8. How do you go about making a tough decision or predicament in which two 

solutions are equally desirable or equally undesirable? 

9. Do you have a special mental model that you use when trying to come to a 

decision? 
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10. Do you tend to cope with new situations easily? 
 

11. How do you go about making a tough decision or predicament in which two 

solutions are equally desirable or equally undesirable? 

12. Do you have any special mental model that you use when trying to come to a 

decision? 

13. How often do you think your predicament decisions are correct? 

14. Think of a predicament and the mental steps that you would take.  Could you 

walk me through the process you use when faced with a predicament? For 

example, if you had two organizations that had a trip at the same time and you 

only had money to send one, what would you do? 

15. How important do you think it is to have all the facts? 

16. Would you rather wait on your decision until you have all the facts? 

17. Do decisions, which need to be made on the run, make you uncomfortable? 

18. Does it bother you to not have as much information as possible? 

19. How often do you feel your experience enters into your decision making process? 

20. Do you consult others when facing a new type decision, or do you trust you own 

judgment? 

21. Suppose you were in a dilemma situation in which a time-sensitive decision had 

to be made and you had a parent waiting, a discipline problem to handle, and were 

supposed to be evaluating a teacher. How would you handle this dilemma to the 

satisfaction of all involved? 

22. Do you often analyze a decision once it has been made in order to re-process your 

manner of making a decision? 
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23. Have you ever made up your mind to decide one way and then suddenly decide 

on the matter in a totally different way that made you feel your final decision was 

better? 

24. Do you want lots of details of a situation, predicament, or dilemma or just the 

bare bones? Could you give me an example of what you mean? 

25. Do you ever come up with a method for solving a problem that startles you? 

26. Do decisions or ideas pop into your head seemingly from out of the blue? 

27. Can you think of a decision you made that you regretted afterward? 

28. What is the most creative or off-the-wall decision you have ever made in your 

position as administrator?  Could you tell me the mental process that went into the 

decision? 
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2nd Interview Questions 
 

1. What dimensions of the intuitive decision stand out for you? 
 
2. How did the experience affect you? What changes do you associate with the 

experience? 

3. What feelings were generated? 
 

4. What thoughts stood out for you? 
 

5. What states, mental or physiological were you aware of? 
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