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ABSTRACT 

This thesis focuses on the study of decision style 

and the effects each styles characteristics has on 

decision quality . 

Each personality style exhibits specific 

c haracter istics unique to t hat particular style . These 

characteristics in conjunction with the decision makers 

cogn itive abilities form a unique problem solving or 

decision style . Ch aracteristics of e a ch style have been 

operationalized by the Hyers-Biggs Type Indicator. 

Decision quality is measured , for purposes of this 

paper , in terms of the i mpact t h e decision ma ker ' s styl e 

has on the dec i s i on outcome . Decision quality is measured 

separately from decision success since successful 

decisions requi r e more t han good decisions . 

Th is pa pe r evaluates cur rent r esearch in the areas 

of personality type , dee is ion making styles and their 

effects on various as pects of the decision process. 

Results of t h is evaluation provide considerable 

evidence to suggest that the hypothesis be accepted and 

conclude that decision makers have within their decision 

style unique biases that affect their decision outcome. 
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Chapter 1 

INTRODUCTION 

Today's decision maker faces countless structured 

and unstructured decisions that present themselves in 

different ways. The effect the decision maker has on 

the outcomes of these issues impact both the 

organizations' effectiveness and financial stability . 

These outcomes may also impact the decision makers 

future effectiveness within the organization. 

The way each decision maker perceives and 

identifies problems, processes information and makes 

judgements based on gathered data is unique and d e fines 

the decision makers personal management style. Each 

individual perceives and gathers information 

differently, therefore the basis on which judgements 

are made vary depending on personal style. Differences 

in perceiving and gathering information can positive ly 

or negatively affect the problem solving process and 

resulting judgement. The final result of this process 

may lead to variations in decision outcomes . 

Several variations in decision style have been 

proposed and described by recent research. Watkin 
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d e ve l o ped the c oncept of 'Field Dependence' which is 

the ability to separate a phe nomeno n (ob ject ) f rom its 

e nvi ronme nt (235 - 238). Individuals e xhibiting field 

dependence prefer fundamental relationships , analyze 

details and are more global and intuitive in their 

problem solving. 

2 

watkin's concept of field dependence is similar to 

Huysman's (2) description of ways individuals reason 

and choose between divergent courses of action . He 

describes two types of people ; 'analytic ' individuals 

who establish or compare relationships of data and 

' heuristic' individuals who emphasize pragmatic 

solutions or base solutions on previous experience or 

knowledge. 

Doktor describes the analytic- heuristic style of 

decision making as a function of the physiology of the 

brain . His studies of electroenc ephalagrams of 

executives taken in the process of decision making were 

analyzed as they worked on problems that were best 

solved by using analytic and heuristic methods of 

resolution. His results demonstrate that executives 

have a preferred style of decision making (23). 

Driver and Mock describe decision styles in terms 

of abilities of individuals to process information . 

They propose four independent styles based on the 

number of solutions and the amount of information used 
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by the dec ision maker. These styles include; 

'decisive' individuals who show a preference f or a 

single solution using minima l data; 'flexible', who 

prefer multiple solutions us i ng min i mal data ; 

'hierati c ', show a preference f or single solutions 

using maximum data and 'integrative' style whose 

preference is f o r maximum data leading t o multiple 

solutions ( 493-49 4). 

Another decisi on style frame work is proposed by 

McKeeny and Keen who emphasize two methods of 

informati on gathering and evaluati on. These methods 

are: perceptive and receptive styles (83). A 

perceptive person uses re l ationships, concepts and 

models to filter data. The recept ive individual uses 

detailed information and is very sensitive to stimul i 

when evaluating informat i on. 

3 

Jung's Personality Theory proposes people develop 

two dominant personali ty preferences for obtaining data 

and two ways they evaluate the data. These d ominant 

preferences define four personality types: Intuiti on­

Thinking, Sensation-Thinking, Sensing-Feeling and 

Intuiti on-Fee ling (132-133). Each personal ity type is 

defined by the method each perce ives , gathers , 



evaluates information and makes judgments based o n the 

collec ted data . Many people exhibit several or all 

personality types during the process of perceiving and 

judging but most individuals have one dominant or 

preferred style which is used most often; especially 

when the problem structure is ill defined and 

ambiguous. 

A Jungian structure of decision style is proposed 

by (Mason and Mitro£ 479-480) similar to McKeeny and 

Keen. This style is also based on how information i s 

gathered and evaluated by the decision maker . The 

information gathering methods are characterized at o n e 

extreme by sensation-oriented individuals and at the 

other by intuitive-thinking individuals. 

A sensing person prefers detailed, structured 

problems and is patient with precise repetitive work. 

At the other extreme, the intuitive individual prefer s 

unstructured problems, dislikes routine and detailed 

work. 

4 

The evaluative mode focuses on the way information 

is evaluated. The feeling person considers values an 

important criteria and considers individuals' feelings 

and emotions. The thinking person tends to be 



exceptionally impersonal in his/her approach to 

information evaluation, and uses logic to generalize 

and explain actions. 

The two methods, thinking- feeling and sensing­

intuition approaches to information evaluatio n and 

acquisition are proposed to be independent and are 

combined in to four basic decision styles; Sensation­

intuition (ST) , Sensation-feeling (SF) , intuition­

thinking (NT), and intuition-feeling (NF). No one 

style is dominant or superior but each has unique 

strengths and weaknesses (23). 

5 

Muller and Stumpf proposed six approaches to 

organizing and interpreting information . These ar e : 

identifier , sorter, selector , unilateral discriminator, 

evolver , and searcher (61-62). In their research, eac h 

style is contrasted with the personality type sensing-

intuiti on and feeling-thinking . Similar to the 

Jungian styles, few people exhibit only one style but 

most have a dominant preference . 

Eac h framewo rk has unique and common feat ures. 

Jung, Driver and Mock, and McKenny and Keen ar e s imilar 

in their approaches by eac h having a style categorized 

or defined as pragmati c , pe ople-ori e nted and 



unsystematic in their information analysis with an 

opposite style preferring a systematic , logical and 

impersonal analysis. 
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Myers operationalized the Jungian framework by 

developing the Myers-Biggs Type Indicator (51). This 

test provides more information on personality type than 

any other psychological indicator (Haley and Stumpf 

479) and is referenced extensively in research in 

combination with Jung's Personality Theory to 

categorize decision styles. The four basic styles 

identified by Jung ; sensing-thinking, sensing- fe el ing , 

intuition-thinking and intuition- feeling, are the basis 

for defining decision style c harac teristics in this 

paper . 

To supplement this de f inition, decision style c an 

also be defined as the underlying different cognitive 

abilities of individuals to incorporate, evaluate and 

interpret information needed to appraise and class ify a 

problem situation. smart and Vertinsky indicate, 

"Cognitive abilities are the abilities of the decision 

unit to interpret information , generate option 

creativity, ca l culate and make choices between 

alternative courses of action"(641). Thi s c ognitive 



make- up is thought to influence the selection among 

alternative courses of action (Mason and Mitro££ 481-

482). Holsti also shows impa ired cognitive abiliti es 

of individuals may result in an inability to predict 

the consequences of various alternative courses of 

action. 

Types of Organizational Problems 

7 

Managers face diverse pr o blems daily characterized 

by varying amounts of available information, time 

constraints, and evaluati on c ri t eria to arrive at a 

decision. Four categories of problems are generally 

found in business and research: strategic , operating, 

human relations and technical problems; each having 

unique characteristics . 

Human relation pr o blems typically are 

characterized as psychological or social problems 

involving relations with individuals, usually 

subordinates . These problems are generally complex, 

unstructured, elusive or ambiguous and require a degree 

of feeling and intuition to resolve (Lyles and Mi t r o£ £ 

114-115). 

Te chni c al pr oblems apply t o t h e d esign and 



manufacture of products or servic es and are typically 

well structured or procedurally defined within the 

organizat ion (Cowan 465). 
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Operating problems inc lude those dealing wi th 

courses of acti o n involving the organizations immediate 

future and actio ns people take to achieve goals and 

object ives . (Kilmann 58) These problems are more 

structured than strategic problems . The d istinct i o n 

between operating and strategic level pro blems contrast 

l o ng term organizational concerns with those which are 

most ly day-to-day. 

Problems concerned with the o rganizations purpose , 

objectives, goals a nd/or its alignment between 

organizatio n and its environment are strategic 

problems . Thes e problems are characterized by their 

ambiguity and unstructu.r ed nature; to the degree , t here 

is no obvious means for resolving them . They are "no n ­

routine and have far - r e aching consequences " (Moorehead 

and Griffin 529). Because they are n on - routine , they 

must be treated a s 'new ' problems for which there is no 

previous ly learned solution o r response . 

Exec utives envision strategic problems differ e ntly 

fr om o perating pr o blems because of the degree of 
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structure and the level in the organization in which 

each is experienced. Well struc tured problems are 

delegated downward because their problem resoluti on i s 

also well structured through standard operating 

procedures , company policy and heuristics. 

9 

Human relation problems differ from techni c al 

problems also because of their degree of struc tur e . 

This difference is not attributable to t he ir level in 

the organization but rather where attention i s direc ted 

(Simon 46). 

How the decision maker envisions problems a s 

structured or non-structured affects how the pr o blem i s 

understood. Well structured problems are generally 

linked to exec utives ' problem- type experience with 

simi l ar problems and are resolved through successful 

decision experiences . "Problem situations that are 

conceived of as ill structured were linked to d ec isio n 

styl e , s ince cogni t ive preferences such as these ar e 

thought t o be employed to inform one's reac ti o ns and 

responses when clear alternatives are not readily 

available" (Cowan 470). 

If the problem situation is well struc tur ed, t he 

executive relies heavily on his experienc e when the 



technology for resolving a problem exists. When the 

problem is not well structured, the decision maker 

relies on his cognitive abilities to interpret 

ambiguous and non-routine situations to a degree of 

understanding that allows him to take action. Ill 

structured problems require more personal 

interpretation and creativity to assimilate and 

evaluate enough information to make judgements than 

structured types. These personal abilities describe 

the function of decision styles ; "decision styles are 

habitual differences between people in their decision 

making " . (Driver 59 ) . 

10 

Since decision style impacts problem formulation, 

it exemplifies individual characteristics of the 

managers informati on processing required to 

conceptualize and interpret the problem situation 

(Cowan 470). 

Decision Quality: 

The objective of the decision process is t o 

maximize a single objectives function, i.e. , obtain 

maximum profits for a company or maintain costs at 

minimum for a department or company while maintaining 
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consistency with organizational environmental 

limitations. These limitations establish the framework 

in which the decision process takes place and 

influences the final decision either pos itively or 

negatively. 

A framework of a successful decision is proposed 

by Trull (273) which establishes the components of 

total decision success. This framework establishes 

total decision success as a function of decision 

quality and implementation where each interacting part 

ls not mutually exclusive. successful decisions 

require more than good decisions. The decision, once 

made, must be carried out efficiently, so that its 

effect may be obtained in such a fashion as to satisfy 

the original problem. (Maier 48 -50) . 

Total Decision Success = Decision Quality+ 

Implementation 

Even if a good decision is made and successfully 

implemented, it may have a bad out come. If this 

occurs, the decision will ultimately be viewed as a 

'bad decision' . For this reason, decision quality will 

be viewed separately from its relationship to decision 
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out-come or decision suc cess. 

Decision quality depends on the characteristics 

of the decision makers ability to handle four general 

influences : environmental constraints, time 

constraints , information processing flows and the 

decision makers cognitive abilities. 

Other factors affecting success of the dec i s ion 

but considered part of the implementation process 

include : political influences, risk and uncerta inty, 

c onflicts of interest, and the communication. The 

attributes affecting implementation will not b e 

considered here except where those influences directly 

contribute to the relationship between decision style 

and decision quality. 

The process of making strategic decisions is not 

explicitly defined but is reached through a series of 

ill - defined interacting events, occurring over a period 

of time . Likewise, the determination whether a 

decision is successful is not always immediately clear . 

From the decisi o n maker's perspective , successful 

decisions are dependent upon two important f rames of 

reference. Thes e include the decision variables that 

influence and are influenced by the dec i sion maker, and 
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those factors affecting implementation. Once a 

decision is made, for it to be successful , it must be 

carried out. 

13 

Variables that have an influence on or by the 

decision maker affect decision quality. These include 

the ability of the decision maker to absorb and 

evaluate information, interpret risk and uncertainty 

and the cognitive abilities of the decision maker. 

"Generally, there is some support for the 

intuit i vely reasonable notion that ' good' information 

leads to 'good' decision making" (Reiley 756). The 

quality of information input into the decision process 

depends on the ability of the decision maker to abso rb 

information flows. This ability to assimilate 

information prevents over load and reduces noise in the 

information channels . 

"Quality'' of information used by the decision 

maker is reflected in attributes of accuracy, 

reliability, timeliness, and specifics of the problem . 

Ideally, the decision maker selects information wi th 

these characteristics in mind but the term quality 

information is not an objective characteristic . It i s 

subjective, therefore not all users of information 
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evaluate it as " quality" information because of 

individual distortion due to perc eptual differences of 

the decision maker . 

Decision quality is also influenced by variations 

in cognitive abilities of decision makers, 

specifically, in their ability to interpret and 

evaluate information. This variation depends on their 

ability to determine if enough information exists to 

make a deci s ion, if he has sufficient knowledge of the 

potential decision outcomes, the ability to make 

choices between alternative courses o f action and t he 

ability to handle stress . 

Decision quality also depends on the decision 

makers ability to absorb information flows . These 

flows may be interrupted by several influences . If 

the amount of data received in a given period of time 

is sufficiently large, the decision maker may be unable 

to process information necessary to make an informed 

decisi o n. This conditi on is called information 

overload . " Since people can think of o nly so many 

things at one time . .. effective managers [must be] ade pt 

at "collapsing" the issues they face into categories" 

( Isenberg 94). 
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In order to reduce the vast amount of unknowables 

and minimize the complexity of the decision process , 

decision makers use the organizing or filtering device, 

heuristics. Heuristics are short cuts or rules of 

thumb used by the decision maker to identify and manage 

the day to day unknowables. 

Cognitive abilities are the abilities of the 

decision maker to interpret information, generate 

options creatively , calculate and make choices between 

alternative courses of action . A change in cognit ive 

ability can be attributed to stress. A moderate 

amount of stress may be beneficial to the decision 

making process but as the level of stress increases , 

the decision makers cognitive processes narrow , 

behavior becomes less adaptive, rigidity in problem 

solving and narrowing of communication channels is 

pr omo ted (Smart and Vertinsky 6 43 ) . Stress changes or 

impairs the ability o f the decision mak e r to process 

informat ion effectively and thereby directly affects 

the quality of the decision. 

summary 
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Decision styles proposed in cur r ent research 

literature have similarities of structure and form, 

many based on the Jungian framework. The majority are 

based on how the decision maker processes, evaluates 

and gathers information befor e making judgements. The 

differences between the methods used define the 

decision maker styles and this has been operationalized 

by the Myers-Biggs Type Indicator. 

Problem structure affects t h e impact decision 

style has on the decision mak i ng process . We l l 

structured problems are generally resolved using 

established problem solving procedures, i.e . , company 

policy, standard operating procedures. Un-structured 

problems , similar to those found in strategic 

decisions , require personal interpretation, creativity 

and the decision makers cognitive abilities to evaluate 

the available information before arriving at a 

decision. 

The resulting decision success or failure may n o t 

be measured by the characteristics of the effects 

imposed by the decision maker. Decision style 

influences decision quality more t han implementation 

because of outside influences on the implementation 



process . If the decision is not implemented or is 

executed poorly, the decision may have an undesirable 

or unsuccessful outcome. 

17 

Decision quality will be measured for the purpose 

of this paper in terms of the impact the decision maker 

has o n the decision . Thi s impact is determined by the 

cognitive abilities o f the decision maker, his ability 

to focus on problem objectives, and his ability to 

absorb information flows. This study focuses on th e 

relationship between individual decision style 

characteristics and decision quality in the un­

structured decision process. 

Statement of Purpose 

This paper will explore, in a strategic decisi o n 

environment , the effects decision styl e characteristics 

have on decision quality. 
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Chapt e r II 

LITERATURE REVIEW 

Today's research describing problem solving and 

decision styles attempts to understand factors in whi c h 

'styles ' affect both organizational and managerial 

performance. 

The relation between decision style and 

information processing in the strategic deci s i o n 

situations results in identification of f o ur di s t i nct 

styles in Driver and Mack ' s study. These styles a r e: 

Flexible, Hi erarchi c , Integrative, and Decisive and ar e 

based on each style's ability to process simple to 

complex data and handle information input and l oad 

( 494-496). 

The study was c onduc ted using 54 first year MBA 

students, previously tested by the Integrative Style 

Test (IST) to determine decision style . Styles were 

confirmed using the test- retes t method and catego r ized 

based on variations in decision times and informat i on 

usage in a stra t egic problem simulati on. 

Charac teri s tics of each style are based on 

preferences for values , planning , g oals, orga n izat i o n 

and c ommunic ati o n (497). 

18 
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Mullem and Stumpf identified six management s tyles 

through extensive observation of managers participating 

in two behavi oral simulations . Researcher s noted how 

managers consider and analyze those issues ignored and 

adopted by the partic ipants . The participants wer e 

volunteer middle and senior level manager s in an 

executive development program . The study determined if 

managers selectively identify and consider different 

agendas , conceptualize issues more broadly or nar rowly 

or involve different groups in the decision process 

(60-61) . 

Each participant's style was evaluated by 

examining the language used by managers as they 

participated in ill - structured problem simulations . 

The six styles are identified: identifiers , sorters , 

selectors , unilateral discriminators , evolvers , and 

searchers. Each style has dist inctive characteristics 

with i ndividuals exhibiting a dominant style; only a 

few exhibiting attributes o f more than t wo styles. 

These styles parallel Jung ' s study of his four 

personality functions, comparing their relations hip 

with techniques used by individuals to perceive and 

for mulate judgements (66-67) . 
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Carl Jung's Personality Theory i s widely accepted 

as t he s t andard used i n decision style research and 

when combined with Myers and Biggs Type Indicator 

measures extrovert and introvert or ientations a s well 

as psychological funct ions of individuals. 

Major characteristics of Jung ' s Persona l ity Theory 

associated with d e c ision style research include : the 

behavior of an individual i s influenced by his past as 

well as hi s goals and aspirati o ns for the future; 

personal development i s possible through indiv idual 

growth and potential for change; personali ty consists 

of numerous intera ct ing s ubsys tems which can b e 

receptive t o inputs and exchanges between each ; and 

personality or subsys tems can change as a resu l t o f 

these inputs and exc hanges . 

Different d ecision styles are defined in terms of 

t he decision maker's use of conscious or unconscious 

tend e ncies to use o ne problem solving style more than 

another . 

Jung pr oposed two basic type s o f personality 

orientations: extrovert and introvert . Both types are 

opposing orientation s and pr esent in individua l s 

usually with one being dominant . The d ominant form 



21 

e xists in the conscience mind whil e the subordinate 

ex i sts in the unconscious mind. The introver t attitude 

is: 

.. normally characterized by a hesitant , 
reflective, retiring natur e that keeps to 
itself, s hr inks fr om objects , i s al wa ys 
s lightly on t he defens ive and prefers to hide 
behind untrus tful scrutiny. (Wehr 64 - 65) 

The extrovert attitude is characterized : 

.. . by an outgoing , candid, and accommodating 
nature that adapts itself easily to a given 
s ituation, qui ck ly forms a t tachments, and 
setting aside any possible misgivings , will 
often venture forth wi t h careless confidence 
into unknown s ituations. (Wehr 6 4-65) 

Most pe o ple e xhibit both c haracteristics but vary 

to the degree they are introverted or extroverted 

( Hellriegel a nd Slocum 30). A manager characteri zed 

by an emphasis on functions of intuition and sensation 

in th e conscious mind may emphas ize c haracteristics of 

thinking and f ee ling in th~ unconsc i ous mind. Th is 

form of c ompensation , where one subsystem compensates 

for another, i s a key princ iple in Jung ' s per sonality 

t heory and prevents the personality from becoming 

ne uroti c ally unbalanced (Hall and Lindzey , 90-9 1 ). 
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Since a manager' s role involves identifying and 

solving probl e ms through other individuals , a certain 

degree o f extroversion i s likely to be f unctional. 

Managers who exhibit extremes of introversion or 

extroversion are unlikely to be effective because of 

dysfunctional c haracteristics associated with each 

extreme . For example, an introverted manager may choose 

a course of action based on personal rather than 

external factors ; whic h may not fit the situation, 

while the extroverted manager may become immersed in 

his work at the cost of other concerns (Hellriegel and 

Slocum 31) . 

Extroversion and Introversion account for 

differences in managers problem solving styles , and 

psychological functions also can operate within each 

orientation. Jung proposed two pairs of psycho l ogical 

functions: feeling-thinking and sensation - intuition . 

They describe how individual decisions are made based 

on each function ' s influence on evaluation of 

information . Judgements are made bas ed h ow individuals 

perceive their environment and evaluate information. 

Psychological functions are paired opposites and 

can be thought of as existing on a straight line where 
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each functional pa ir is at opposite ends and intensity 

ranging al o ng thi s continuum. Se nsation and intuition 

are paired opposi tes des c ribing how individuals 

perceive environmental influences around the m. 

Perception is d e fined as mental images helping 

individuals understand things , people and situations 

around us . Thinking - feeling function also repres ents 

extreme opposite types describing char a cteristics 

preferred by individuals in decision making processes . 

One o f these four functions is dominant but i s 

supported by one function f r om another set of 

opposites . If the thinking function is dominant, it 

may be supported by intuition or sensation may b e 

supported by feeling. The thinking-sensation f unct i on 

is"· .. regarded as most characteristic of modern man in 

Western industrial ized soc ieties " (Hellr iegel and 

Sloc um 31). 

Characteristics o f the four functions are 

described in Tabl e 1 . These characteristics describe 

dominant individual pr eferences in the manner data i s 

gathered and evaluated , a lternatives generated, and 

judgements made. These preferences may be viewed a s 

heuristics ; habitually imposed by t he decisi on mak er 
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during the entire dec i s ion making process. Heuristic l s 

de fined as a ' r ule of thumb' or shor t cut used to reach 

a decision by collapsing data o r s implifying complex 

issues . These preferences may also evolve to a form 

o f bias in the individual dec ision maker (Barnes 129 ) . 

TABLE 1 

CHARACTERISTICS OF PSYCHOLOGICAL FUNCTIONS 

THINKING TYPE 

1. Unemotional and uninterested in people . 
2. Likes analysis and putting things in order . 
3 . Abl e to teptirnand or fi re peopl e whe n 

necessary. 
4. Tend to relate well on ly with other thinking 

types.( Mye rs - Biggs) 
5. Tendenc y to fit problem/soluti o ns into 

standardized formulas . 
6 . Attempt t o make act ivi ties and d ecisions 

d e pendent o n intel lectual processes . 
7. Applies external data and impersonal formula s 

to dec isions ; often forgetting t o consider 
their own welfar e . 

8. May neglect health, finances , family or other 
interests.(Boyatzis, 184 ) 

FEELING TYPE 

1. Aware o f ot her people and the ir f eelings . 
2 . Likes harmo ny. 
3 . Need s occasional praise. 
4 . Dislikes telling people unpleasant things . 
5 . Tend s to be s ympathetic. 
6. Relates well to most people (Myers - Biggs) . 
7 . Inclined t o be conformists who accommodate 
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themselves t o o thers . 
8 . Tends to make decision that will win appr oval 

of peers , subordinates and superiors. 
9. Tends to avoid problems that will res ult in 

disagreements . 
10 . When disagreements are n o t possible t o avo id , 

they are prone to change positions to one 
more acceptable to others . 

11 . Establishment or maintenanc e of friend ly 
relations may even supersede or possibly 
interfere with achievement, effectiveness 
and sound decisions. 

1 2 . In sum - Feeling types emphasize affecti v e 
and personal processes in decision making. 

SENSATION TYPE 

1. Dislikes new problems unless t here ar e 
standard ways to solve them. 

2 . Likes an established routine 
3. Unusually likes to work all the way through a 

problem to conclusion. 
4. Show patience with routine details. 
5 . Tend t o be good at precise work. 
6. Dislikes unstructured problems whi c h conta i n 

considerable uncertainty that required a 
degree of judgment. 

7. Has preference for concrete reality, not 
inclined toward personal reflecti o n and 
intr ospection. 

8 . Experience anxiety over the circumst ances 
inherent in making decision in grey areas 
because their orientation to realism, 
e xternal facts and concr ete experiences. 

I NTUI TION TYPE 

1 . Likes new pr o blems. 
2. Dislikes doing the same thing over and over. 
3 . Jumps to conclusions . 
4. Is impat ien t with routine details . 
5. Tends to perceive the whole external 

enviro nment . 
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6. Dislikes taking time for precision. 

SOURCE: Business Horizons. Compiled from "Managerial 
Problem Solving Styles, 11 by D. Hel lriege l and J. Slocum 
(1975). 

Since these four psychological functions are 

def i nitions of extremes of decision making and 

perceptual orientations , a more realistic view of a 

decision style reflects individual combinations of 

these extremes . Decision style is defined by 

individual dominant psychologica l preferences in both 

decision making and perceptual orientati ons. These 

preferences lie on the continuum between thinking o r 

feeling and sensation or intuition . Characteristics of 

combined or ientati o ns are listed in Table 2 . 

Henderson and Nutt s tudied t he influence decisi o n 

styles have on decision behavior. Deci sion style was 

measured using the Myers - Biggs Type Indicator and was 

conducted using simulated decision scenarios 

constructed of objective and subjective information . 

The participants were experienced decision makers wh o 

assessed e ach scenario indicating likelihood of 

adopting proposed projects and their percepti ons of 

risk involved. Results of this study indicate decision 



style is a function of each decision makers 

psychological type (374) . 

TABLE 2 

CHARACTERISTIC OF COMBINED FUNCTIONS 

SENSATION - FEELING 
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1. Rely on intuition for p erception and feeling 
for purpose of decision mak ing. 

2. Like facts that can be collected and verified 
by the senses . 

3. Appr oach facts with personal and human 
concerns (more interes ted in facts about 
people than t hi ngs) . 

4. Prefer organizations with well defined 
hierarchy and set rules that exist for the 
benefit of the people. 

INTUITION - FEELING 

1 . Rely on intuition for perception and feeling 
f or purposed of decision making . 

2 . Focus on new projects , new approaches , new 
truths. 

3 . Thi s approach i s in terms of meeting or 
serving the personal or social needs of 
people in general . 

4 . Avoids specifics , focus on broad themes that 
revolve around human relations . 

5 . Emphasi z e long term goals and desire 
organizations that are flexible . 

6 . Prefer organizations with d e centralized, 
flexible and loosely defined li nes of 
authority , few rules and standard operating 
procedures . 

SENSATION - THINKING 

1 . Emphasize external , factual details and 
specifics of a problem . 
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2. Facts a r e analyz ed i n a step- by- step pr ocess 
f r o m caus e to ef f ect . 

3 . Pr o blem solving style tend to be practica l 
and matter of fa c t . 

4. Concer ned with reali s t ic , limi ted shor t term 
goals . 

5 . Pr efer organizations t hat are extreme forms 
of bureaucracy char a c terized by extens i ve 
rules a nd regulations , well defined 
hi e rar c hy , emphasis on contro l, s pecif icity 
and c ertainty . 

INTUITION - THINKING 

1. Appr oac h a l l possibilities through imperso na l 
analysis . 

2 . Consid e r possibilities f r om a more t e chni c al 
or theoretica l rather than the human 
element . 

3 . Enj oy positions that are loosely defi ned , 
requiring abstrac t s kil l s , suc h a s l o ng r a nge 
planning , market research , and searching f or 
new goal s . 

4. Prefer organizat i on that are impers onal and 
conceptual , g oals are c onsistent with 
env ironmental needs (pure air , clean water , 
etc . , ) . Needs of organizations pers onal are 
considered b u t in an abstract or impe r s onal 
frame o f reference . 

SOURCE : Complied from : Journal o f Management Studi es . 
" Cognitive Trails in Strategic Dec ision Making: Link i ng 
Theories of Perso nalities and Cognitions ," by U. Hal e y 
and S . Stumpf (19 89) and Business Horizons. "Ma nager ial 
Probl em-so lving Styles " by D. Helliegel a nd J . Slocum 
(1975) . 

Hellriegel and Sloc um ' s study devel oped and 

diff e rentiated problem solving s tyl es of manager s based 

on Jung ' s personality functions . Their model describes 
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Jung ' s f o ur fu ncti ons in r elat ion t o pr o bl em solvi ng 

c harac terist i c s ( 33 - 35) . Thes e f our p e r sonali t y t ypes 

were linked to cognitive biases found in s trategi c 

decision proc ess. These biases are ident ified as 

distinct heurist i c in data collecti o n and evaluati on of 

alternatives (477 - 478). 

Stumpf and Dunbar explored the e ffec t s of d ecisio n 

st y le on c h o i c e s ma de i n s trategic deci s i o n s ituat i ons . 

This study is similar to Haley and Stumpf ' s and 

proposes managers with different personality 

prefer ences exhibit s tyles associated with speci fi c 

biases . The results of Stumpf and Dunbar' s study 

identified relati o ns hips betwee n personality t ypes 

(Sensing- Thinking, Intuition- Feeling, etc . , ) and 

patt e rns o f acti on ref l e c ting specifi c bias es. These 

biases are more prevalent in ill-s truc tured decisi on 

s itua ti o ns , e .g. , s trategi c dec i s i o ns . 

The s tudy reinforces results found in r esearc h 

id e n t ifying s pec ific biases associated with s imi lar 

persona lity t ypes. These personality types sugg e st 

v a rious styles affecting the way informati on i s 

processed and judgements a r e f o rmulated . 

cowan' s st udy of r e lat i onships between pr obl em 
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formulation and decision styl e pro poses problem 

formulati o n processes associ at ed with well structured 

problems, i.e. , operati ona l or technical , ls mor e 

likely associated with decis ion makers experience than 

decision style . A corollary proposes that problem 

formulation processes of ill structured problems ar e 

more likely associated with decision style than 

e xperience . 

The study was conducted using sixty middl e and 

upper level executives enrolled in an M.B.A. program at 

a mid- western university . Each participant's decisi o n 

sty le was determined using Myers-Biggs Type Indicat or . 

Each was asked to write a narrative describing a 

strategic, techn ical, human-relation and operating 

problem detailing the problem solving process . Words 

and phrases describing the pr o blem f ormulation process 

were statistically compared to each decision style. 

The results o f this study support his 

pr o pos ition ; thinking about problems whether struct ured 

or un-structured are associated with decision style 

more than probl em type experience (475). 

Jung ' s personal ity theory suggests people have 

preferences f or ways of becoming aware of things, 



people, or ideas and ho w t hey judge and c ome t o 

con c lus i ons about what they perceive . Preferences in 

perceiving and judging d etermi ne ho w individuals 

understand themselves , t h e problems t hey face and 

associated exte rnal influences . Differences in 

personality type preferences suggest these styl es 

affect managerial information process ing and c h o i ces . 
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Research in decision s tyle s uggests various f orms 

of h e u r istics are used by decision mak ers when 

confronting complex, novel , and ill-structured deci s i o n 

s ituations. S ince these situations are o ften faced b y 

decision mak ers , it suggests t hey simplif y 

c haracteristics and in terpretations o f decision 

s ituations based on decision style . The influences 

h e uristics and biases impose in dec isi on processes may 

a ffect t h e res ulting decision quality. 

Decision ma kers in problem situations develop 

perceptions of pot ential outcomes based on available 

d a ta a nd informa tion . These perc epti o ns are bas ed o n 

the immediacy , u ncer taint y , and importance of the 

i ssues (Dutton 502) , individual cognitive dif feren c es , 

i. e ., decision styl es (Cowan 46 4) and e xper i ence (Lyles 

and Mi troff 111 ) . 



Factor s of immediacy, uncertainty and importance 

of issues are devel oped by the dec i sion makers' 

cognitive ability to formulate problems by helping 

conceptualize and interpret data and information 

regarding problem situations . 
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Problem type boundaries defined by this study are 

limited to those characteristics relying on the 

decision makers cognitive abilities. These problem 

types, referred to as unstructured decision process, 

have not been encountered in the same form and whic h 

there is no prescribed or established response. 

The s trategi c decision process is 
characterized by n ovelty , complexity , and 
open - mindedness , by the fact that th e 
organizati o n usually begins with little 
understanding of the situation it face s . 
These decisions .... must be identified in 
the stream of ambiguo us , largely verbal data 
that dec ision makers 
receive . ( Mintzberg 250-253) 

Pr o blem types affecting organizational pur pose , 

objectives , goals, and having signifi c an t influence on 

organizations a s a wh ole are generally defined as 

strategic problems . They are typically characterized 

as ill - structured by nature because of difficulti es 

defining problems as well as their solution . 
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Similar unstructur ed problem types exist in human ­

relation probl e ms , and are characterized as ill 

de fined , complex and ambiguous because their solutions 

are n o n-routine and their structures have unbounded 

limits. 

Structured problem types such as technical and 

operational contrast ill-structured types by their 

orientations . Task orientated and day-to-day problems 

concerning technical aspects of wor k are generally well 

defined in relation t o structure of problem 

resolutions. Solutions f o llow well defined formulas, 

policies or operating procedures and requir e learned 

abilities or experience for their resoluti o n . Cowan 

describes tec hnic al problem types in terms of 

particular technological appli c ati o ns while o perating 

problems are conceived of according to job and j ob 

relatio ns, c alling for more specific c ourses of action 

(469). 

Cowan ' s study relates descriptions of structured 

and ill-structured problem types to decision styl e , 

decision function and l evel of experience wi th each 

problem type. He links well s tructured proble ms to 

executive experience because through experience 
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decision makers learn whi c h p o tenti a l solutions a r e 

e xpected t o work best (469-470) . Convers e ly , ill­

s tructured problem types are linked to decision style , 

since cognitive faculties enable individuals to 

interpret ambiguous and uncertain situations to 

sufficient degree of understanding enabling a c ti o n to 

be taken (470) . 

Bass found managers have di f ficulty explaining 

which techniques are used in solving ill - struc t ured 

problems because they ar e not consciously aware ho w 

they make them. These decisi ons require more judgement 

and creativity (13-15) and help define decision styles 

as" . .. habitual differences between people and the ir 

decisi o n making" (Driver 59) . 

Trull investigated factors determin i ng t ot a l 

decision succes s by analyzing one hundred case s tudi es 

o f dec i s ion reaching processes from industrial , 

military , medical , political and commercial ar e a s . In 

nea rly all dec isi o ns analyzed , decision processes wer e 

not explicit or involved in a series of interac ting 

events over a period of time . 

Close examination of each case demonstrated 

' clustering ' of key variables appearing common in 
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decisi o n making processes. Inexplicit clusters 

proposed by Trul l include: compatibility with e xist i ng 

operating constraints , nearness of optimum time f or 

decis ion, optimum amount of information, problem 

so lvers influence o n the decisi o n, avoidance of 

conflic t of interest, reward-risk factor and degree of 

under standing. Each of these c lusters have numerous 

interacting sub-clusters ; the total depending on 

complexity of decision parameters (273 - 274). 

Witt e ' s study of decision making in c omplex 

decision processes determines that phases in dec ision 

process exist and follow specific sequences. He 

proposes five phases in the process: problem 

recogniti on , gathering informati on , development of 

alternatives , evaluation of alternatives and choice . 

The decision process is divided into ten equal time 

intervals . The a c tivity leve l i s documented at each 

interval duri ng t he dec ision process . 

Results of his study find decision processes 

consisting of complex, multiple subsystems rather than 

the simplistic five phases proposed (180) . 

Mintzberg , Raisinghani and Theoret' s study of 

strategic decision processes , at several maj or 
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organizations , describe dec i s i on processes in flow 

c hart form. Many of these flow charts are compl eted 

after decisi o n processes are finalized with their 

structures based on post decision inte rvie ws with the 

decision makers. 
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Forty eight decision processes were flow charted 

i n detail in whi c h twenty- five were c hosen f or analysis 

bas ed on completeness and detail of decision p r ocesses . 

These twenty-five were placed into three categories 

based on: s timuli , so lution and process . 

Dec ision stimuli range from opportunity decisions , 

voluntarily imposed to impro ve an existing s ituat ions 

at one extreme , to ' cr isis' dec i s i o n at t he o ther 

extreme. Crisis decision situations demand immediate 

action whil e opportun iti es may take year s to develo p. 

The ' pr oble m' decis i on lies in the middle o f thi s 

continuum and is evoked by milder pressures than crisis 

(251). 

Second , decisions in Mintzberg, Raisinghani and 

Theoret ' s study are classified by their solutions ; four 

are described . These include solutions fully d eveloped 

at the start of the process, so lutions ready made or 

fully developed during the process, custom made 
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solutions specifically developed for the dec i sion , and 

fin a lly ready made solution s modified to fit a 

particular d ec ision (253). 

The third category in which twenty-five fl ow 

charts were categorized is 'process' . Th is c ategory i s 

subdivided i nto seven types : simple impasse decisions , 

po l itical design decis i ons , bas ic search and modifi ed 

search , basic design , block e d d es ign and dynamic 

design. These categories are based on types of 

solutions and dynamic factor s encountered in the 

decision process (268) . 

Pr o blems are c lassifi ed as either structured or 

uns tructured based o n complexity and h ow the problem 

solutions are defined . Structured problems are clearly 

defined and solutions foll o w s pec ific f ormu l as or 

proce dures . Ill-structured problems are characterized 

by ambiguity and complexity . 

Solutions o f struc·tured problems ar e resolved 

through decision makers experi ence o r learned 

abilities . Ill-structured pr oblems are linked t o 

decision s tyle s ince they require creativity and 

judgment for their r esolut ion. 

Most i nd ividuals hav e and are influenced by 



3 8 

their own bias ' s , f o r example , o verconfidenc e ; 

believing t hat they wil l n o t be invo lved in 

accidents or become ill. Individuals also have 

opti mi s ti c biases , believing they possess control 

over events affecting their lives. Managers are 

not immune to these influences . Top managers are 

responsible f or major strategic decisions and 

psychological biases are likely to a ffect their 

d ec i sions . 

The l ist of psychological biases affecting 

decision make r s is extremely large and has on ly 

recently been investigated in relation to decisi o n 

s tyle and cognitive decis ion theory . 

Jung's p ersonality theory proposes that 

people develop one or two dominant preferences f o r 

information used in perceiving their world and one 

or two dominant ways of judging information t o 

reach dec i sions and take actions . These 

preferences for perceiving and judging data defi ne 

f our personality types: sens ing- t hink ing , 

intuition - thinking , sensing-feeling and in tuition­

feeling. Jung ' s perso nality topology indicates 

thes e behavio r al prefe rences persist f or differenl 
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decis i on situations . 

Using a large sca l e simulati o n of a 

hypothetical commercial bank , Haley and Stumpf ' s 

study e xplored links between personalit y t ypes and 

input and output bias . Partici pants in the study 

included 43 senior manager s from four 

corporations . They wer e asked to manage a 

simulated bank and solve ill- defined , unstructured 

problems using prec i se and crit i c al information 

given them . Each played a s pecific role in the 

organization and all participants did no t share 

identical information . 

Research data supports the proposition that 

managers with different personality styles , b ased 

o n J ung' s topology , diagnose i ssues differently 

and subseque ntly l eads to systemic biases in the 

pattern o f choices they make (491) . 

Blay lock and Rees ' study determines that 

cognitive s tyle influences deci s ion makers 

pref e r e nce f o r sources of information in a 

strategic dec i sion situation . They propose 

'feeling ' decisi on styles , (NF o r NT) will prefe r 

different infor mation items than ' sens i ng ' 
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types , ( SF o r ST ) . 

Fift y M.B.A. cand idat es were given t h e Myer­

Biggs Type Indicator t o determin e psycho l ogic al 

type . Sixteen students, f o ur fr om e a c h 

psychological type (i.e., 4 ST ' s , 4 NT' s , 4 SF ' s 

and 4 NF' s ) were selected t o participate i n thi s 

s tudy. The Larcker and Less ig Info rmati on 

Usefulnes s Questionnaire was administe red t o 

measure selection o f chosen information into t wo 

c omponents, importa nce and usefulness. All 

subj ect s were given a narrative describing a 

merger/acqui s ition dec isi on a n d a list of fifty 

information i t ems . Parti c ipants were asked to rank 

and write c omments about the usefulness of t heir 

top 20 items . 

Importa n c e is defined as " the quality t hat 

caused a par t icular info rmati on set to acquire 

relevance to the d ec i s i o n mak e r " and us e fulness 

refe r s to "the information quality that allows a 

decisi o n maker to utilize the information set as 

an input for pr o blem s olution" ( Larcker and Les sig 

123) . 

Bla ylock a nd Rees conclude t hat informat i o n 
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preferences of these groups are described through 

cogni ti ve style and influence decision makers 

evaluation of an unstructur ed, strategic planning 

problem. These preferences can be explained in 

terms o f Jung's personal ity type and variations in 

infor mation preferences vary depending on feedback 

received. Theses variati o ns are due to decis i on 

makers c ognitive style in specific decision 

situations (Blaylock and Rees 87) . 

Data collected during interviews and 

autobiographical characteristics of senior 

managers, CEO's and entrepreneurs were evaluated 

by Hellriegel and Slocum . These characteristics 

and traits were measured in relation to each 

problem solving styl e and a model differentiating 

each style . Based on their evaluation, decision 

style c haracterist ics and tendencies are 

identified for each style . 

Stumpf and Dunbar also use Jung's personali ty 

theory topology as a framework for evaluating 

effects of decision styl e on types of choices made 

in the strategic decision situations . Four 

hundred and seven managers participated in an 
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interac tive decision simulat i o n in which one 

hundred ill structured decision s ituations were 

presented . Their resulting acti ons and decisions 

were evaluated in relationship to individual 

personality types . Results of their study c onfirm 

that managers take action suggestive o f 
cognitive bias, and ther e is some tendency 
f or managers with a specific personality type 
preference to take action mor e suggestive o f 
some bias than others . (1064) 

The pattern o f choices made by individual s reflect 

their predispositions and specific biases contained in 

those predispositions. The results also show 

personality types will not always exhibit s imilar 

biases in all of their actions . 

Haley and Stumpf conclude that biases are found in 

distinct heuristics appearing as cognitive trails and 

are habitually used by specific personality types (490 -

491) . 

Taylor describes the concept of ' c ognitive strain' 

resulting fr om a breakdown o f decision maker s cognitive 

processes when s ubjected to a state of information 

overload. Overload occurs when informati onal demands 

on decisi on envi r onments exceed decision makers ' 
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information processing c apabilities ( 409) . In thi s 

sense, decision makers limited ability t o handl e 

informat ion demands o f problems f orces closure of o pen 

constraints relevant to the problem. There a tende ncy 

exists to formulate problems in a restricted manner . 

These restrictions are inclined to take forms of eit her 

satisficing or incremental ization and shield the 

decision maker from cognitive strain. These modes 

permit him to formulate problems in a simplistic 

manners. 

Satisficing decision makers se t up feasibl e 

aspi rat ion levels , then search for a lternatives until 

o ne that achieves this level is found (418) . As soon 

as satisficing alternatives are reached , the searc h is 

ended when the alternative is selected. This strategy 

represents an inappropriately s implisti c perc epti o n of 

typically complex decis ion processes . 

Incrementalizing relates closely to satisficing in 

which decision makers c reate successively limited 

comparisons between existing programs o r conditions and 

alternative courses of acti o n . Objectives are not 

considered and alternatives are generally familiar to 

the decis ion mak e r. Potentially important out comes , 



values and alternati ve solutions are neglected and 

agreement a mong decis i o n maker s is sought instead of 

high goal attainment. 
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Ramaprasad and Mitroff propose a l ogico­

mathematical ' structure for improving processes of 

formulating a strategic problem. The structur e i s 

based on Piaget's model o f development of l ogico­

mathematical s tructures (LMS) and identifies components 

of problem solving processes and their differences . 

Similar ities are compared between Piaget's LMS 

structural components and Jung's psycho logical 

functions. 

Piaget' s model consists of three phases ; 

application, simple abstraction and reflexive 

abstraction. Managers obtain data about a problem 

thro ugh simple abstraction , i.e ., data co llection using 

the five senses . This data is tested for validity of 

the deduction by using data from observation ; 

applicat ion. If the application does not fit the 

deduct i on , LMS is modified through r e flexive induction . 

"Th is involves a me ntal leap from perception of data to 

induction of patterns and derivation of meani ng of 

data " (598). 
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Ramaprasad and Mi tro(f equate Jung ' s topo l ogy, by 

indicating Jung ' s ' judg i ng ' is reflex ive abstraction in 

Piaget ' s model ; 'feeling ' ls a response to data and 

'thinking ' i s equated with data processing . The y 

propose typing individuals based on their prefer ence 

for Jung ' s f o ur functi ons rather than based on the ir 

dominant prefer ences for pe rcepti on and judging. They 

propose four c ate g ories of individuals by classifying 

their preference f or each o f the four functions fr o m 

str ong to weak . Thes e are : synthesizers , link ages , 

analyzers and technicians (602-603) . The strengths 

and weaknesses of these categories are desc ribe in 

Tabl e 3. 

TABLE 3 

STRENGTHS AND WEAKNESSES OF FUNCTIONAL CATEGORIES 

CATEGORY 

Synthesizers 

Linkages 

DESCRIPTION 

Stro ngly prefer all four 
func tions . 
Not biased in f avor o f 
any method of perceiving 
or judging. 

Strongly prefer three 
function s . 
Prefer Sensing- thinking 
and Sensing- Feeling. Not 



Ana l yzer/Observe r s 
and Data Processors 

Tec hnic ians 

a s flexible a s 
Synthesizer s . 

Strong l y pre fer two 
functi o ns . 
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Analyzer can b e four 
t y pes : Sens ing - Feeling , 
Sensing- Thinki ng , 
In t uiti on-Fee ling or 
Int uiti o n- Th inking . 
Observer s tr o ngly pr e fer 
two p e r ce i ving f unc tions ; 
can not e f fec ti vely 
pr ocess data but s upp l y 
data t o Ana lyzer s . 
Data Proces s o r s strongly 
prefer t wo judging 
func ti o ns ; t h ey can n o t 
observe data but can 
process d a t a suppl ied by 
others . 

St rongly prefer one of 
the f our fu nct ions. t hey 
prefer n ot t o p e r c e ive or 
judge , are in f l ex i ble and 
p lay only s upport i ve 
roles . 

SOURCE: Comp iled f r om: Ac ad emy o f Managemen t Review . 
" On Formulating Strategic Problems , " by A Ramaprasad 
and I . Mi tro££ (198 4 ) . 

Th ey conc lud e that if a manag e r str uc t ures a 

strategi c pr ob l em , kno wl edge o f h is preferenc e for the 

fou r functions wil l hel p predic t the biases 

he will introd uc e in s tructuring prob l e ms . Bec a use of 

these biases : 



... the problem cannot be s tructured by 
obser ver s , data processor s and technicians . 
They d o n o t have the facility to apply or 
develop an LMS; t o d o s o r e quires strong 
preference for at least o n e p e rceivin g 
function and one judging func ti o n . (604) 
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Tversky and Kahneman's study concerning judgment 

under uncertainty d escribe three heuristi c princ iples 

used in evaluating and judging c omplex s ituations . 

Consideration is n o t given to personality types but 

only to heuristics used in subjec tive judgments rang i n g 

from complex situations to simple tasks . Biases 

der i ved from these heuristic are enumerated . 

Managers rely on a number of h e uristics princi p les 

to help reduce complex situations into less 

complicated judgmental operations . In many s ituation , 

heuristics are valuable deci s ion aides but sometimes 

lead to severe and s ystematic erro r s . Three heuristics 

described are: Re pres entati v ene s s , Availability , and 

Adjustment and Anc h oring and assoc iated biases 

encounter when the heuristic is used. 

Representativeness heuristic is used in eva luating 

subjective probabilities in which situation A resembles 

s ituation B. Tvershy and Kahneman found this a pproa c h 

to judging pr obabilities leads to e rrors beca use 
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r e presentativeness is not influenc ed by several bias e s 

negat ively affecting s ensitivity of these judgments . 

These biases are : Insensitivity to prior outcomes , 

insensitiv ity to sample size , misconception of chance , 

insensitivity to predictability, illusion o f valid ity , 

a nd misconception of regression (1025 - 1026). 

Availability heuristics are situations which 

managers assess frequencies of classes or events by the 

ease which instances or occurrences can be brought t o 

mind (1127) . The availability heuristic is very use ful 

but i s affected by such biases as retrievability o f 

instances , effectiveness of a search set , 

imaginability, and illusory c orrelation ( 112 8). 

Situations where managers estimate star ting po ints 

from which adjus tments are made to achieve final 

dec isio ns describe the heuristic 'adjustment' and 

' anchoring '. The initial starting point may origi nate 

from problem formulation s or computations; adjus tme nt 

from this po int usually prove insufficient . Tver s ky 

and Kahneman ind icate that different s tarting po ints 

yield different estimates biased toward the initial 

values (1128) . Biases associated with adjustme nt and 

anchoring include : insufficient adjustment and 



evaluation o f conjunctive and disj unctive events . 

These heuristics are sometimes found to lead to 

systemati c and predictable errors but are highly 

economical and usually effective (1131) . 

49 

Barnes' s tudy discusses cognitive biases 

associated with subjective j udgments usually associated 

with strategic decision process. If such judgements 

are faulty in strategic decision processes, solutions 

are likely to be mis directed. Several inferential 

rules or heuristics used by managers when evaluating 

uncerta in ty are described, although valid in some 

cases , they lead to large and persistent biases with 

serious implications (129) . 

Judgmental biases are derived from such h e uri s tics 

as : availability, hindsight, misunderstand ing the 

sampling process , judgements of correlation and 

causality and representativeness. Each o f these 

heuristics are described in a strategic situation 

e xample and their effects on the decis i o n process are 

discussed. 

Schwenk's research also discusses heuristics used 

in strategic decision making processes in whic h 

strategic decisions are viewed as special kinds of 
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decisions mad e under uncerta i nty . Suc h decisio ns 

involve systematic processes for resolution and within 

each s t e p of the process, specific s implificat i on 

processes are sometimes used whic h result in biase d 

outcomes. 

Several models describe strategic dec i s i on making 

processes including models of Hofer and Scheandel, 

Mintzberg, Glueck and Mazzolini. From these models 

Schwenk derived hi s own model where simplif ication 

proce sses are analyzed at each stage of the operation. 

Schwenk ' s model consists o f three stages : goal 

formulation, problem identif ication ; strategic 

alt e rnatives generation; evaluation and selection; and 

implementation (113) . 

Schwenk indicates simpl ification processes may no t 

operate in al l strategic decisions and conc lude at th is 

stage of resear c h, it is not possible to specify 

conditions under which processes wil l or wil l n ot 

operate . The simplification process i s most likely to 

impact organizati ona l decisions when consensus within 

the decision group is great. If all members of the 

decision group or highest ranking member s en f orc e 

consensus , basic assumptions about specifi c probl e ms 



--

51 

are likely to be challenged. This may induce divergent 

assumpti ons leading to critical examination and 

resulting in correct i on o f the simp lification process 

(125) . 

Jung's personality theory defines four ways of 

perceiv ing and judging information: sensing-thinking, 

sensing-feeling , intu i tion-thinking , and intuit i on­

feeling . Variations in ways information is perceived 

and judged results in biases associated wi t h each 

psychological function. These biases affec t ways 

informati o n is perceived and judged and ultimatel y 

affect so lutions through act ions taken . 

Most organizati o ns have methods of evaluating 

qua lity o f important decisions. These decisions are 

eva luated either directly or indirectly by superiors , 

aud itors , s ubordinates , dissident i nterest groups , 

ambiti ous s ubordinates who " second guess " decisions and 

t hose adversely affected by deci s ions. Professiona l 

re putations of the decision mak ers are largely 

determined by their last fe w decisions. The effect of 

previ ous ' quality ' decisions rapidly disintegrates so 

r eputati on s o f decisi on makers are based o n most recent 

decisions . 
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A decision i s a judgment . It is a choice 
between alternatives . It is rarely a c hoice 
between right and wrong. It is at best a 
c h oice bet ween " almost r i ght " and " probably 
wr ong " --but much more often a c h o ice between 
two courses of act i on neither of which is 
proba bly more nearly right than the other . 
(Dr ucker 143 ) 

The most common method for judging competence of a 

manger i s by evaluating quality of decis i on out comes . 

Decisions made o r avoided , whether maj o r , minor , 

tactical or strategic , may not by themselves impact 

o rga nization g oals but collectively over a per iod of 

time , when combined , c an c hange the course of an 

enterprise. All managerial skills , g rowth potential , 

long hours , and intense work effort can not o ver come a 

series of incompetent decisions adversely affecting the 

organizatio n. 

There exist in literature v a st amounts o f research 

on almost every aspect o f dec i sion mak ing. Decision 

pr ocesses a re dissected i n to minute segments and 

e valuat ed in d e tail. Litt le r esearch has been 

accomplish ed to evaluate qual i ty of resulting decisions 

outcomes . 

Science attempts to measure or quantify 

immeasurable terms through mathemat i cs and modeling . 



Fo r example , attempting to quantify ' quality' is , for 

now, beyond existing mathemat ical capabilities . Even 

the definition of 'quality' varies dep ending on 
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situation and usage . Successful decisions depend on 

a myriad of factors influencing decision processes as 

well as decision makers . These influences are usually 

beyond control of the decision makers but present 

themselves as constraints of time, environment , 

informat i on and cognitive abilities . Even if 

decision makers are knowledgeable of all environmental 

constraints , have perfect information , e nough time to 

thoroughly evaluate all factors and formulate perfect 

decisions ; decisions will be viewed a s a ' poor ' if 

impr o perly or incompletely implemented . 

Decision quality is viewed for the purpose of this 

paper to e n compass the broadest connotations including: 

timeliness , accuracy , reliability, cost effectiveness , 

attainment of goals , and acceptance by those affected 

by the decision . Decision quality is determined by 

influences of existing constraints on : operating 

environmen t , optimum dec i sion time , i nformation 

availability and the decision makers cognitive 

influences (Trull 273- 27 4 ). 
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Most decisions are made with in well d ef i ned 

boundaries e xisting within organizati on s . They consi s t 

o f: past decision history, stand ard operating 

procedures , organizationa l structure and company 

p o li c ies . 

Decisions generally have optimum times and 

information dimensions at which p o int maximum 

probabil ity fo r success occurs. This point is jus t 

prior to the time where dec i sions must be mad e and 

occur s at theoretically maximum available informat i o n . 

Ideal time and information availability must b e 

moderated by limitations of t h e decision mak ers abil i ty 

t o process , absorb , and evaluate these constraints and 

influences in order to f ormulate the decis i on . 

Other external influences affecting decision 

quality inc lud e : stress , ri s k factor s , degrees o f 

understanding, certainty and uncerta inty . 

Summary and Statement o,f Hypothesis 

Carl Jung proposed two pairs of psycholog i cal 

functi o ns , fe e ling-thinking a nd sensation- intuitio n t o 

describe how mangers perceive and judge informati on in 

decisi on situati ons . Characteristics of the s e 



functio ns describe eac h manager ' s unique problem 

so lving t echnique or style and i s defi ned by dominant 

psycholog i cal preferences in both dec i sion making and 

p e rceptual orientati o n s . 
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Managers rely o n a number of heuristic princi ples 

to reduce complexity o f information leading to systemi c 

errors and persistent biases, particularly in 

unstructured decision situations. These biases 

influence evaluation and judgement of informati on and 

may ultimately affect decision outcome. 

Decision quality is determined by constra i nts on 

the decision maker including : time , information 

availability, environmental decis i o n maker s cognitive 

influences . If time , info rmation availability , and 

environmental constraints are treated as cons tants in a 

decision situation , biases influencing evaluation and 

judgment of information may affect result i ng decisi on 

outcomes . 

Therefore , it i s hypotheiszed that specific biases 

and heuristics associated with each of Jung's four 

psycholog ical functions affect resulting decision 

quality. 



Chapt e r III 

SELECTIVE REVIEW AND EVALUATION OF RESEARCH 

Until 1980 , most research considering 

relationships bet ween decision style and pr oblem 

solving has largely been expository and based on 

propositions without scientific proof. Even t oday much 

of existing research is based on the propositional 

studies of others . 

The theoretical and empirical bas is for t he 

majority of research regarding dec i sion style and its 

relationship to problem solving is Jung ' s four 

personality functi ons . These func tions are 

operati onalized by the Myers - Biggs Type Indicator and 

are used extensively to identify decision styles in 

today's empirical reseaxch. 

Hender son and Nut t studied the decisi o n maker' s 

perception of risk through their inclination to adopt 

capital expansion pr o jects in structured deci s i on 

scenarios . 

Simulated decisions situations were represented by 

capital expansion projects scenarios that potentially 

increased production capacity by 25% , assuring 

decisions were viewed as having s trategic importance. 
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Project scenarios were constructed of both objective 

and subjective i nformation consisting of : risk stemming 

from return on investment estimates , processes used t o 

make ROI estimates and c haracteristics of the deci s ion 

environment . Each project summary was tailored to be 

eithe r compatible or incompatible with e a ch 

participant ' s decision style . 

Risk , information source and environment were 

controlled in project summaries presented to each 

partic ipating decision maker . Environment was define d 

in terms of organizational and informational factors 

whi c h were either consistent or inconsistent with the 

decision maker ' s style . 

The participants were drawn from [ifty 

organizations and each held upper management or Chier 

Executive Officer positions . Each participating 

decision maker ' s cognitive style was measured by the 

Myers-Biggs indica tor . Eight project senecios were 

presented to each executive in random ord er . All 

participants wer e asked to evaluate perceived risk and 

rank their likelihood of ado pting each project using 

modified Likert- t ype scales . Risk was define d 

traditionally by the range of expected return of each 
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pr o ject . Low risk pr o jects ranged for 8 percent t o 1 2 

percent return while high risk ranged from O percent t o 

2 0 percent. 

Results indicated sensing-thinking executives were 

found least likely to adopt projects , viewing them mo r e 

risky than other decision styles . Possibly, they may 

see a higher level of uncertainty in the decision 

because only summary information was used in the 

project scenarios . 

Differences between style and risk were found 

significant for project adoption (p < 0 . 0001) and for 

perceived risk (p < 0 . 0008) . Sensing-feeling executives 

were inclined to adopt projects while Sensing- thinking 

types were inclined to reject the same projec ts . 

Sensing-thinking individuals seem risk adver se 

while Sensing-feeling types appear risk tolerant. 

These perceptions may lead a Sensing-thinking e xecutive 

to reject projects that a Sensing- feeling exec u t ive 

wo uld endorse (381-382) . 

Data was analyzed using analysis of variance t o 

determine how decision style, information sour c e, ri s k, 

and environment influenced the likelihood of ad op t i on 

and perception of ri s k of e ach project. Dec ision s tyle 
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was found to be a significant factor in explaining 

percepti on o f risk (p<. 00 6 ) and decis ion behavior 

(p< . 006) (381). Sensing-thinking executives generally 

vie wed problems as h i gh risk and wer e least likely to 

adopt pro jects . Sensing-fee ling executives saw least 

risk and were most likely to adopt the same projects . 

Results s upported Henderson and Nutt' s hypothesis 

that different decision styles react differently to the 

same decision and influenced choices mad e by 

e xec utives . Adoption of proj ects and perceptions of 

ris k were also found to be related to ps ychological 

makeup . 

Limitations of t hi s study include r elat ively s mal l 

s ampl e s ize o f sixty- two participants , unproporti onal 

number o f personality t ypes participating , and lack of 

decision complexity and detail in ea c h project summary. 

Thi s lac k of detail in t h e scenario potentially 

increases the l evel o f uncertainty by sensing-thinking 

individuals . Their demand for detail may lead to more 

conservative posture. 

Henderson and Nutt ' s conclusion supports research 

by Hellegriel and Sloc um who also used Jung ' s 

personality functions as a bas is for their study . Th ey 
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proposed a model differ entiating problem solving s tyles 

o f managers , based psychological t ypes and defined 

c haracteristics of composite psychological fun c ti ons . 

They concluded that different styles i nfluenc e 

actions and reactions to certain problem types (e.g. 

strategic, operational , etc . ) . They also found t ha t no 

single style is inherently better than another but 

suggest certain organizational roles may be mor e 

natural to some styles than others . 

Cowan's study compared descriptions of decisio n 

makers problem formulation processes to decision 

style s , deci s i on functions and executive experience. 

Four types of o rganizati onal problems were included: 

strategic , operating, human relati o ns and techn i c a l. 

Participants were sixty middle and upper level 

executives , enrolled in an Executive Masters o f 

Business Administrati on program at a midwestern 

university . Average ag e was 38.6 years , rang i ng from 

28 to 55; six of the participants were female. 

Experience in each of the four problem types was 

measured using a Likert-type scale ranging for 'very 

much ' to ' very little ' . 

A modified Myers-Biggs Type Ind i c a tor was used t o 



► 

61 

measure decision style . The modification uncoupled 

questionnaire items that measured two functions 

simultaneously and included Likert- type scales in plac e 

of mutually exclusive choices made between two dec ision 

functions . Reliability tests were conducted to ver ify 

accuracy of the Myers-Biggs modi fi cation res ulting in 

alpha - coefficient values comparable to those reported 

in reviews of the Myers-Biggs Indicator. 

Participants were read definitions of the f o ur 

problem types and then asked to describe problem 

situations in each category which they actively 

participated. They were asked to respond t o ques ti o ns 

or statements concerning each problem type , keeping in 

mind the specific problem situations previous ly 

described . Instructions were repeated for strategic , 

operation , human relations , and tec hnical problem 

types . Means and standard deviations were calculated 

based on responses from each of the four problem t ypes . 

Canonical analysis was used to determine 

whet her decision styles were better predictors than 

problem type experience in the variance found betwe e n 

strategic or h uman relation problems. Canonical 

analysis was similarly used to determine if probl em 
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type experience was a better predi c tor tha n d eci s ion 

s tyle f o r the variance betwee n technical and operat ing 

problem types. Comparisons were made of the 

sensitivity between descriptions of criteria associ a ted 

with each problem type , decision style and deci s i o n 

function . 

Data resulting from the s tudy did not s upport a l l 

hypothesis proposed but confirmed strategic and human 

relation problems relate more stro ngly to dec i s i on 

s tyles than problem t ype experience. The s ensing 

function most strongly related to b o th strategic a nd 

human relation problems while thinking func tions we re 

related to tec hnical and operating problems . Contr a ry 

to the pr o p osed hypothesis , a stronger rela ti ons h i p was 

found between decision style than problem type 

experience in descriptions of technical and o pe r a t i ng 

problems. Results als o indicated that thinking a b out 

pr o blems , regardless of personality t ype , was rela ted 

more to decision function than problem type e xper i e nce . 

Re sults o f this study were based on a re l ative l y 

smal l s a mple sl z e and may not be indicative o f the 

entire po pulation of executives , being b i a sed t o 

c harac t er i s tics o f thi s gr o up . Muc h o f t he d ata 
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establishing baseline criteria for problem type 

experience analysis is based on execut ives memory and 

perception of events. This information may lack 

necessary detail or contain narr o w understandings of 

the decision situation. Cowan's modification o f Myers ­

Biggs Type Indicator pr oved comparable f or the small 

sample size in this study but has not been proven ln 

larger populations. 

A s tudy conducted by Haley and Stumpf explored 

links between personality type and input and output 

biases . They propose different personality types 

habitually use certain 'cognitive trails ' o r heuristics 

thereby succumbing to inherent biases found in thos e 

trails . 

A large scale behavioral simulation revolving 

around a hypothetical co mmercial bank with ass ets o f 

1.5 billion dollars was used. Participants selected 

managerial roles in the hypothetica l bank; representing 

twelve senior management pos itio ns across hierarchial 

levels . Each participant received informati o n 

concerning the financial service industry, the bank , 

each participant's role and internal policy issues . 

Critical information was supplied to spec ific r o l es to 



help diagnose and resolve proposed issues and each 

par ticipant managed the bank as they saw fit . 
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Forty -one mange rs from four corporations 

participated , includi ng senior manager s from a large 

national bank and s enior managers from a mid-si z e mid ­

Atlantic community bank . Myers-Biggs Type Indicat o r 

was administered to each participant to determine 

personality pref e rence a nd the scores appr oximated 

those found nati onally a mo ng mangers . 

Researchers op erationa lized four input biases : 

anchoring , perseverance , availabili ty , and vividness . 

Trained o bservers tracked participants' di sc ussio ns of 

key i ssues , documented informat i o n gathering met hods , 

and made judgments abo u t thei r input biases. Obs erver s 

examined partic ipants ' policy recommendations for 

information on output biases . Because of the s mall 

number participating and the proporti onally large 

number of sensing-thinking a nd intuit i on-thinking types 

in the group, t he study was limited to functi onal ­

fixedness and positivity output biases . 

Percentages described the number of personali t y 

types exhibiting e ach input and ou tput bias . Chi ­

s quare tests were performed by combining two 
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personality groups into two separate categories because 

of insufficient numbers existed within the s eparate 

categories . Test results supported the proposed 

hypothesis that Sensing-thinking exec utives surrender 

to anc horing bias and Intuition- thinking to 

perseverance input bias more than other personality 

types. T- test results also supported the hypothesis 

that Sens ing-thinking individuals made more functional­

fixedness recommendations and Intuition- thinking styles 

made more positivity recomme ndations. One way analysi s 

o f variance c ompared r e lationships between biases but 

results were limited because of t h e s mall sampl e group. 

Of the 41 participants , 38 exhibited o ne or t wo 

input biases . Eighty percent of Sensing-{eeling 

participants s h o wed availability bias , as opposed to 

11 . 8 percent for sensing-thinking, 8 . 3 percent of 

Intuition-thinking and 1 4. 3 percent o f the Intuit ion­

feeling . Similarity, 5 7 . 1 percent of the Intuition­

feeling types exhibit ed more vividness bias , sensing ­

thinking made more functional fixedness bias and 

Intuition- thinking more positiv i ty recommendations 

( 49 1). 

A major limitation in t his study is the small 



sample of participants causing the number of 

personality t y pes within the study to be extremely 

small , e.g. sensing- feeling , 5 participants . Data 

collected during observations is also dependent on 

obser vers interpretation of events and participants 

from one i ndustry , banking , may introduce their o wn 

systemic biases . 

66 

The influence decision styles have on choices made 

in strateg i c decision situations we re studied by Stump f 

and Dunbar . Their research was c onducted t o determine 

wh ether cognitive styl e was associated with s pecifi c 

bias patterns in choices ma de i n ill-structured 

decision situations . 

Participants in this study consisted of middle and 

senior level managers attending executive devel o pme n t 

programs in strategic management , new managerial 

employees, financial analysts attending an executive 

MBA program and senior managers o f a mi d - size regi onal 

bank . Parti c ipants average age was 40 . 4 years with 

10 . 6 years work experi e nce representing one hundred a nd 

seventeen different corporations . 

Per sonality prefer ence data was determined by 

Myers - Biggs Indicator administered t o eac h participant . 
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Twelve individuals were dr o pped f rom the test because 

their MBTI data did not supply a c l ear index of t h e ir 

preference. Distribution of personality types within 

the study had higher intuitive preferences than f ound 

nationally while other preference distributions were 

comparable. ( e . g. 56 percent for 407 participants ; 43 

perc ent for 5500 business people) (1055). 

A large scale behavioral simulatio n , Me tr o bank , 

was used to track ways participants expressed the i r 

judgments about selected issues. Using pos t -s imula ti o n 

questionnaires, researchers examined the v a riety o f 

actions participants recommended. Over one hundred 

actions were pos sible in this s imulati o n and resu lts o f 

thes e ques ti onaires were us ed a s a foundat i o n f or 

operationlizing b iases based on the patterns of 

decisions made. 

Group means and percentages wer e used t o c ompare 

a c ti o ns suggestive of f o ur cognitive biases: selective 

perc eption , posit iv i ty , soc ial desirability, and 

reasoning by analogy. Standard deviations were used 

for comparing numbers of actions suggestive o f the four 

cognitive biases to the Myers-Biggs personality types . 

Re sul t s s upport ed Stumpf and Dunbar' s pr o posed 
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relat i onship between personality type preferences and 

patterns of choices made in strategic decision 

situations . These patterns reflected participants' 

predisposition and the biases contained in those 

predispositi o ns. The percentages reflected in this 

study do not imply a ny personality type will exhibit 

the same bias in all or most situat i ons. Rather, 

preferences may reflect a way of th i nking that c a rri es 

a greater susceptibil ity to s pecific biases . 

The mean number o f actions taken by the four 

personality types suggest Sensing- thinking individual s 

wer e not observed to take more actions suggestive o f 

selective perception bias than other personality types. 

Intuition- thinking individuals took more a c tions 

s uggestive of positivity bias than other types 

(p< .001) . Sensing-feeling types took more actions 

exhibiting social desirability bias ( p < . 01) and 

Intuition- feeling actions suggest reasoning-by- analogy 

bias (p< . 001) (1060 - 1061 ). 

The calculated means of cognitive b iases indicated 

Intuition-thinking types take two times the number o f 

actions suggestive of Positivity bias compared to n o n -

Intuition-thinking individuals. Intuitio n - feeling 
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executives take three times the number of acti o ns 

s uggestive of reason-by-analogy bias compared to non ­

intuition-feeling indi v idual s . In contrast , 

differences in number of a ctions taken suggestive of 

biases for Sensing personality type preference do not 

vary substantially from the number of a ction t aken 

suggestive of biases for individual s with an Intuitive 

pe r sonality- t ype preference . 

These results support Tversky and Kehneman' s 

study , based on secondary data, s h owing individuals 

rely on limited numbers of heurist i c principles t o 

reduce judgements to s impler operations. These 

heuri s tics l e ad to biases that potent ially cause sever e 

and systemic errors (1124). 

Blaylock and Rees used merger/acquisition 

scenar ios to test whether different cognit ive styles 

prefer different infor mation and whether i nformation 

var ied as feedback was incorporated into the decision 

pr ocess . 

Th e re were two phases to this study . Phase I 

determined whet h e r information preference varied by 

cognitive style and phase II determined if impor tanc e 

a nd usableness of informa tion also varied by c ognitive 
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style . 

The Myers - Biggs Type Indicator was administered to 

fifty (50) M.B . A. c and i dates of which sixteen (16) were 

picked for this study; four from each psych ological 

type . A modified Del phi study was used f or its 

feedback nature, where several independent groups 

attempt to arrive at decisions. 

In Phase I , four students were selected with 

similar psychological types to compri se each Delphi 

group . Each member was independently given 

instructions regarding techniques for document ing 

comments and opinions and then each was given a brief 

narrative describing a merger/acquisiti on decisi on . 

They were then s upplied wi th a l i st of fifty (50) 

inf o rmation items about the decision scenari o . 

Participants were requested to rank the informati on 

items from most useful to least useful and then asked 

to mak e written comments about the top twenty items . 

Information from each g roup was evaluated and 

summar i zed . 

Data obtained from the Delphi study was integer 

data and did not readily lend itself t o analysis of 

variance type evaluations . Non-parametric ca l culations 
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s uc h as goodness of fit and two way aligned rank s t ests 

were performed on two test factors : psychological types 

and i nformation items. Calculations were made from the 

t op ten items of each of three scenarios evaluated by 

participants . 

Results from aligned ranks tests indic ate 

psychological types did not differentiate information 

preferences in round 1 and 2 even at alpha = .10 , but 

psychological type did influence information pr e f e rence 

in round 3 at alpha = .025 . 

In phase II, Blaylock and Rees administered the 

Larker and Lessig Information Usefulness Questionnaire 

to participants. This consists of answering six 

questions, each addressing the usableness or importance 

of the i nformation block given them . Analysi s o f 

variance was calculated for sum of squares f or the t wo 

data c o mponents: cognitive style and information. 

Resulting data indicated that importance o f 

information is significant at the . 05 level while 

usableness i s insignific ant ( < . 10) (87). Blaylock and 

Rees conclude that importance of information, a s 

measured by Larker and Less ig ' s ques ti o nna i re , varies 

with c ognitive style . 
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Trull examined 10 0 case stud i es a nd determined 

that decision processes were not explicit but , key 

variables appeared common in the decision reaching 

process. These variables influenced the s uccess of the 

dec ision in a causal fashion . Total dec i s i on success 

was det e rmi ned by combinations of decision quali ty and 

impl emen tation . Both must be present to obtain total 

decision s uccess ; the degree of s uccess depend ent upon 

the proport i on of decis i o n quality and implementation 

prese nt in the dec ision situation . 

Trull defines decis ion quality as a combi nation of 

factors or inte r act ing c lusters consisting of 

' operating constraints ,' 'optimum decision time, ' 

' optimu m information,' and ' decision makers influence .' 

Implementati on consists of elements ; ' avo i dance of 

confli cts of interests ,. ' ' reward-risk fact ors ,' and 

'degrees o f understanding' . These c l uster s are not 

mutually e xclusive but interacting when i ntegrated into 

th e dec i s i o n process . 

The decision reach ing process i s uniquely 

subjective by nature and inc l udes a high degree of 

uncertainty with i n terr e lated variables of shifting 

weight. These variables ar e s ignificantly affected by 
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the decision maker s cogni t ive s t yle . 

Thi s study was developed from analys i s of 

informati o n obtained from 1 0 0 successful decision case 

examples drawn from Industria l , Military , Medical , 

Political and Commercial areas . Critical stages in 

each of the decision reach ing processes we r e analyzed 

to determine major f actors comprising decision s uccess . 

Total dec i s i on s uccess was found to be achieved through 

effective usage o f the variables o f d ecision quality 

and implementation. These two variables are not 

addi tive , when decision quality i s high , lack of 

impl ementation v o ids its value. Conversely , when 

decision qua l ity is low, lack of implementation ma y 

have a positive effect even t hough the decision was 

unsuccessf u l . 

Summary 

Results of these studies generally support the 

hypothes i s that eac h personality type e xhibits 

preferences for certain h e urist i cs or biases 

manifesting themselves in the decis i on process . This 

preference is based on the decision mak er ' s use of 

conscious and unconscious tendencies or preferences to 
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use o ne prob lem so l ving styl e more t han another . 

Pr o blem solving styles or ' patte rns of c hoices ' made in 

decision si t uations reflect each p e r sonality type 

preference o r bias . Different decision sty les can be 

s hown to : have s pecific preferences for different 

pr o b lem types (e . g . Oper ational , strategic , etc . , ) , 

react diff e rently to the s ame problem, have different 

percept ions of ris k , be influenced by informat i on 

prefere nce , have different tendencies to ' surrender' to 

input biases , a nd have different c h o ice preferences in 

strategi c d ec i s i o n situati o ns . Thes e differences in 

decision s tyle may r esul t in differences in decision 

outcome even though the same information is available 

in t h e d ecis i o n si tuation and available to a l l decision 

s tyles . 

The ma jority o f e mpiri c al research regarding 

relationships between decis ion s tyle and personality 

pre f erence a re co nsistent in th e i r use of Jung ' s 

personality type functions and th e use of th e Myers 

Biggs Type Ind i cat or to determi ne dec i s i o n style . This 

es t a bli s hes a commo n basi s fo r defi ning decision style 

in t e rms of personality and quantifying t hese terms for 

statistical manipulation . 



Cha pter IV 

RESULTS 

Decision style was found to influence each 

decision makers behavior when his / her perspec tive of 

risk and likelihood of adopting strategic pr ojects was 

meas ured by Henderson and Nutt . Sensing-feeling 

executives wer e found to perceive less ris k and were 

more willing to adopt projects while sensing-intuit ion 

style executives were found least likely to adopt , 

viewing projects more risky. 

Table 4 

Influence of Style and Pr o ject Adoption 

Decision 
Style 

Sensing- thinking 
Sens ing- feeling 
Intuition - thinking 
Intuiti on-feel ing 

Likelihood 
of Adopti on 

0 . 58 
0 . 70 
0 . 67 
0.63 

Perceived 
Ri.sk 

0 . 50 
0 .4 0 
0 . 47 
0 . 50 

SOURCE : Management Science . Exhibit from " Influence of 
Decision Style on Decision Making Behavior ," by J . 
Henderson a nd P . Nutt (1980) . 

Likelihood t o Adopt 

Scale J J 
Ad opt 
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Per c eived Risk 

Scale 
No R i sk l 
1 2 

Too Risky 

Using the rating scale to interpret results in 

Table 4 , Sensing-feeling types tend t o adopt a l l 

projects (0 . 70) and saw some ri s k (0 . 40) in the 

projects . Sensing-thinking executives vi e wed pro j e c t 

adoption with uncertainty (0 . 58) and with normal 

perceived risk (0 . 50) . 

The participants in the study were execut ive s f rom 

hospitals and firms . Decision setting was meas ur e d in 

relation to decision style in these two business areas. 

Executives from both hospitals and firms were equally 

likely to adopt comparable projects and perceived the 

projects having similar risk. But , decisi o n sett i ng 

interacted with decision style for adoption (P < .04) a n d 

per c eption of risk (P < .002) . The influence of 

decision style and decision setting on adopti o n rates 

and perception of risk are describe in Table 5. 

Table 5 

Adoption Rates and Perception of Risk Influenced by 
Decision style and Setting 

Adoptability 
Firms 
Hospitals 

ST 
.57* 
.60 

7 6 

SF 
.68 
. 69 

NT 
. 71 
. 62 

NF 
.64 
. 62 



Per c eived Risk 
Fi r ms 
Hospitals 

S T 
. 48 
.52 

SF 
.44 
.39 

NT 
.42 
. 53 

* 0 .0 means the pr o j ect was viewed as risk f ree 

NF 
. 4 8 
. 51 
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SOURCE : Management Science . Exhibit from "Influence of 
Decision Style on Decisio n Making behavior ," by J . 
Hender son and P . Nutt (1980) . 

Intuition- t h inking executives were more lik ely to 

adopt projects if decision setting was a firm a s 

compared to hospitals. Perceived risk was also 

influenced by decision setting wi th Intuition- thinking 

types seeing less ri s k in firms than in h ospital s. 

Other differences appear too small for discuss i o n . 

In Phase II of Blayloc k and Rees ' study of 

relations hips between cognitive style and information 

usefulness , the Larker and Lessig Information 

Questionnaire was admini s tered to each parti c ipan t t o 

measure importance and usefulnes s of informat i o n 

preference . 

Participants , grouped by psychological type , we r e 

asked to respond t o each of four information sets . 

Each information set was evaluated to determine i f 

information preference was due to i mportance , 

usableness or some other concept not measured . 

Analysis of varia nce of t h e t wo components ; 

importance and usefulness is shown in Tabl e 6 . 
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Table 6 

Analysis of Var iance for Information Importance 

Source Sum o f Degree of Tail 
Squares Freedom Probabilities 

Between: 
Cognitive Style(A) . 75 3 
Error 56 . 46 12 
Within : 
Information Set(B) 13 . 31 1 
( A) X ( B) 29 . 96 3 < .0 5 
Error 33.51 12 

SOURCE : Decision Sciences . Data taken from exhibi t in 
" Cognitive Style and The Usefulness of Information ." by 
B. Blaylock and L Rees (1984). 

Table 7 

Analysis of Variance for Information usableness 

Source Sum of 
Square 

Between : 
Cognitive Style(A) 
Error 
Within : 
Informat i on Set(B) 
(A) X (B) 
Error 

15.3 
60 . 49 

1 . 39 
33 . 22 
42.06 

Degree of Tail 
Freedom Probabilities 

3 
1 2 

1 
3 

12 
< . 10 

SOURCE: Decision Sciences . Data taken from exhibit in 
"Cognit ive Style and the Usefulness of Inforwation , 11 by 
B. blaylock and L. Rees (198 4 ) . 

The most important factor demonstrated in Table 6 

and 7 is informa t ion i mportance is significant at the 

.05 level while usableness is insignificant . Thi s 

indicates importance of information varies by cognitive 

style when measured by Larker and Lessig. 

Haley and Stumpf found that different personality 
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types display the cognitive ' trails ' t hey mosl 

frequently use b y i nvolving certain he uri s t ics 

affecting decision making . Wh e n he ur istics are used in 

t he i n i tial stages of the dec i sion proces s , these 

cognitive trails may result in s y stematic biases 

affecting intended and reali z ed stra t egies . 

Diff e r e nt personality types are seen f o llo wi ng 

distinct informat ion scr e ening and b e havioral 

pr e fere nces. Haley a nd Stumpf f ound that d i ffer en t 

personali t y types pref er t o us e s pecific h e uristics to 

gather data and identify pr o blems . These he ur is tics 

influence the dec isio n process by affec ting manag erial 

c h o ices and evaluations within the dec ision process . 

Of the 41 participants in the behavioral 

s imula t ion exploring links between pers onality t y pe , 

input b i a s and output bias , 38 exh i bi ted o ne or two 

input bias es . Refer ence Tabl e 8 . Eight y percent of 

Sensing- fe e ling individua l s exhi bited avai l ab ility bias 

compa red to 10% f or Sensing - thin k i ng, 1 4. 3% f o r 

Int ui tion -feeling , and 8 . 3% f or I ntu ition-th inking 

types . Vi vid ness bias was e xhibit ed in 2 5% o f 

Intuitio n-thinking t ypes , 57 . 1% o f I n tu ition- feeling , 

35% o f Sens i ng - t h inking , and 40% of Sensing-feeling 

individua l s . 



Table 8 

P e rso nal ity typ e Pre f erence and Bias 

Bias 

Availability 
Vividness 

SF 
% 

8 0 
40 

ST 
% 
11 
35 

NF 
% 
14. 3 
57.1 

NT 
% 
8 . 3 

2 5 
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Table 9 indi c ates resu lts o f Chi - Square Tests linking 

personality type with perseverance and anchoring 

bias es. Bec aus e o f t h e s mall number o f Se n s ing- f eeling 

and Intuiti on-fee ling participants , these g roups we r e 

combined into one category . Result s c o nfirm Ha l e y and 

Stumpf 1 s hypothesis that Sensing-thinking ind i viduals 

succumb to anchoring bias and Intuition-thinking t o 

perseverance bias more than other personality t y pes . 

Table 9 

Personality Type and Input Bias 

Bias ST\ NT% 
Did not use n=3 n=7 
Anc horing 17.6 58 . 3 

Us ed Anchoring n =l4 n =5 
82 .4 41. 7 

Did not use n=ll n =l 
Pers everance 64. 7 8 . 3 

Used n=G n=ll 
Perseverance 35 . 3 91. 7 

SF & NF% 
n =l0 
83 . 3 

n =2 
16 . 7 

n =l0 
83 . 3 

n=2 
1 6 . 7 

SOURCE : Journal of Management Studies . Exhibi t f r om 
" Cognitive trails in Strategic Dec i s i on- Making : L i nk ing 
t heories o f Pe r sonalities and Cognit ions ," u. Haley and 
S . S tumpf (1 9 8 9 ) . 
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Stumpf a nd Dunbar e xtended the work of Haley and 

Stumpf by propos ing that decision maker s with different 

personality type preferences exhibit cognitive styles 

and take actions a ssociated with specific biases . 

These biases are contained in the patterns of choices 

made in decision situations . 

Four cognitiv e biases were hypothesized by the 

research and include : Selective Perceptio n , Positivity , 

Social Desirability , and Reason ing by Anal o gy . The 

relationship bet ween cognitive styles and biases were 

found through the number of acti o n s reflecting biases 

taken by participants in a simulated decision scenario . 

Results of acti o ns by cogn i t ive bias exhibited in this 

study are listed in Tab le 10 . 

Table 10 

Mean Number of Acti ons Taken Suggestive of Each 
Cognitive Bias 

Cogn itive Bias Personal i ty Type Preference 

ST NT SF NF 
Selective Perception 6 . 2 5 . 8 6 . 0 5 . 7 
Positivity 2 . 2 3 .5 1. 7 1.9 
Soc ial Desirability 4 . 9 5 . 0 6 .4 4 . 6 
reasoning-by-Analogy 1. 0 1 . 1 1. 3 3 .4 

SOURCE : Decision Sciences . Exhibit from "The Effects 
of Personality Type o n Choices Made in Strategic 
Decision Situations ," by S . Stumpf and R. Dunbar 
(1991) . 

Sensing-th inking individuals did not take actions 

indicating selective p erception bias significantly more 
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often than other personality types . Intuition- thinking 

t ypes took significantly more action suggestive of 

positi v ity bias than other personality types . Sensing­

feel ing individuals took more actions s uggest i ng 

social-d esirability bias and Intuition-feeling managers 

took more a ct i ons s uggestive of social - desirability 

bias than other personality types. 

Twice as many actions suggestive of positivity 

bias wer e taken by Intuitio n - thinking i ndividuals than 

a ll other t ypes combined . Intuiti o n - feeling types took 

three times the number of action taken r epresentative 

of reasoning-by a nalogy bias than non- intuition-feeling 

types . But i n contrast, the total n umber of action 

taken by Sensing personality types do not vary 

significantly fr om the total number of actions taken by 

Intuition type personalit ies . 

Personality type preferences in relation t o 

patterns o f actions taken are also reflective of each 

cognitive bias. Results are listed in Ta ble 11. 

Tabl e 11 

Mean Per c entage of Patterns of Actions Tak en Suggestive 
of Ea ch Cognitive Bias 

Cogni tive Bias Personality Type 

ST NT SF NF 
Selective Perception 21. 6 1 8 . 7 18. 3 19 . 9 
Posit ivity 6 . 9 12 . 6 5 . 1 5 . 8 
Social Desirability 1 6 . 6 16.2 19 . 9 1 5 . 3 



8 3 

Reasoning - by- Anal ogy 4. 2 4 . 6 3 . 9 1 2 . 4 

SOURCE: Decision Scienc e. Exhibit from " The Ef fects of 
Personality Type on Choices Made in Strategic Dec i s i on 
Situations. " bys . Stumpf and R . Dunbar (1991 ) . 

Sensing - think i ng individuals took more acti o n s 

suggestive of selective perception than ot her 

1?er sonality types , Intuiti on-th inking , positivity bias ; 

Sensing- feeli ng, social desirability bias ; and 

Intuition-feeling , reasoning-by-analogy . Results of 

patterns s hown in Table 8 parallels the results a c ti ons 

sho wn on Table 7 . 

summary 

Cognitive sty le (Decision styl e) has considerable 

influence on th e dec ision making process , exhibited by 

ind i viduals with different p ersonality t ypes diagnosing 

issues and t a king actions d if ferently t o the s ame 

decis i on scenari o . Different preferences for 

diagnosing issues and a ctions t ak en contain 

c haracteristics of spec if ic b iases related to each 

cognitive style . These finding are related to Jung' s 

conviction t hat individuals'deci s ion processes ar e 

d ominated either by their judgmental o r perceptual 

dime nsions of t heir cognitive styl e and pers on a lity. 



Chapter V 

DISCUSSION 

The general nature of decision situations, 

especially those faced in upper management have certain 

identifiable characteristics . Decision situations are 

unique, complex , involve uncertainty and require a 

period of time for study even in cr isi s situations . 

From these characteristics , all manager s must choose 

courses of action based on available and somet imes 

conflicting information , knowing that professional 

reputation is determined largely by the quality of 

their last decision. The decision maker s mental 

ability to judge correctly, by comparing facts and 

ideas , is vital to the process of making quality 

decisions . The decision makers perception and use of 

these facts and ideas and ultimately the decision 

makers judgement are influenced by heuristics and 

biases inherent in each decis i on maker ' s problem 

solving style . 

Jung's four personality functions suggest 

individuals exhibit preferences for ways of becoming 

aware of situations , people , and concepts and how they 

judge and perceive these factors in decision 

situations . Each personality funct ion exhibits 

8 4 
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c h a racterist i c s o f thes e pr e ferenc e s and i s unique to 

e a c h funct i o n . For example , sensing - fe e ling types tend 

to perce ive l e s s r isk and ad o pt projects more o ft e n 

t han sensing-intuiti on types given identi c al deci s i o n 

s ituations . 

In the initial stages of decision processes , 

systematic biases can occur when c ognitive a b ilit i es of 

individuals are limited by their decision c apac iti e s , 

generally res ulting in inferior decisions . If erro r s 

in judgment occur , they may result in d eveloping 

erroneous and inferior conc lusions from data or from 

inaccurate inference processes . 

Errors may also result from decision heuri s tics 

wh ich can be categorized into input , output or 

operational biases. These thr e e biases parallel 

presc riptive decision theories with regard to 

information collection , alternative generation and 

alternative evaluation . 

Input biases are data biases occurring bec aus e of 

availability , accessibility or importance of some 

information and are activated within the deci s i o n 

maker , res ulting in inappropriate procedures or 

strategies dealing with informati on . For example , t h e y 

may form within the decision maker when one class of 

info rmation is given more weight than another. 

Hal e y and Stumpf trac ked preferenc e s of J ung ' s 



86 

f o ur personality types b y methods o f informati on 

s creening and found distinct behavioral and s c r eening 

preferences . For example , Sensing-feeling executives 

wer e found to use availability bias considerably more 

than other personality types . This bias arises when 

executives focus heavily on value-latent or emoti o n a l 

information even when other more objective information 

is presented. 

Vividness bias , exhibited in Intuition-feeling 

types prevailed when executives focused too heavily o n 

idiosyncratic or memorable informati on . Vividness is 

influenced by availability factors causing individua ls 

to favor some information over others . Experiments 

also s h ow decision makers may ignore statistical 

information jn favor of more imagery informati o n. 

The close relationship between decision func ti o n 

and problem description and formulation was anticipated 

in strategic and human relation problems because of 

their ill-structured nature. This relationship was 

also evident but not anticipated in technical and 

operating problems which are more structured. As 

stated previously , results appear to indicate 

processes of thinking about problem types are mor e 

closely related to decision functions than to pr obl e m 

type experience . But , the process of thinking abou t 

s pecific problems , rather than problem types , is 
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related more to problem experience 

For example , executives discussing problem types 

experienced b y their o rganizati o n within the past y ear 

are guided by their decision style more than their 

expe rience . When executives discuss a specific pr oblem 

occurring the past year , they ma y be evoking more 

specific knowledge of past experience in that problem 

type . 

For both ill-structured pr oblem types , strategi c 

and human relati o n , the strongest link b e tween probl em 

description and decision function exists in the Sensing 

perceptual functions . " Since the sensing funct i on is 

conscious perception .... i s given a Pri or i , and unlike 

thinking and fe e ling , is not subject to rational laws " 

(Jung 46 3) . 

Managers who are more sensing tend to think 

information search is not part of the diagnostic 

process of problem solving. Well structured problem 

t ypes were found strongly associated with thinking and 

judgmental functions . 

This function discriminates differences in thought 

about f ormulation o f well structured problems . 

Hellegre i l and Slocum defined thi nking types as: " This 

manager has a tendency to fi t problems and their 

solutions into standardized formulas " (32). 

Individuals with different personality t ypes tend 
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to have patterns of actions reflecting specific biases, 

such as selective perception , positivity , social 

desirability and reasoning by analogy. Individuals 

with specific personality types were found to exhibit 

preferences for biases associated with that 

personality . These biases stem from cognitive trails 

etched in the minds of individuals and combined with 

year s of thinking and being affected by one's 

personality . 

Personality type preferences appear t o reflect 

ways of thinking that carry a greater 

susceptibility to specific biases. Individuals are not 

likely to exh ibit the same bias all the time but are 

likely to exhibit a par ticular bias a moderate 

percentage of the time. Some differences were observed 

depending on the specific situation and the way 

information was presented . For example , sensing­

thinking type managers exhibited tendencies to take 

action more often suggestive of selective perception 

bias , intuitive-thinking types take more actions often 

suggestive of positivity bias , sensing-feeling types 

take actions suggestive of social desirability bias and 

intuitive-feeling action suggestive of reasoning by 

analogy . 

Decision outcome is dependent upon the decision 

makers cognitive abilities to interpret and evaluate 
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information and his abil ity t o absorb i nformat i on 

flows. Diff e rent preferences for data gathering , 

information scree ning , perceived risk , decis i on 

se tting , etc ., as well as tendencies to succumb to 

specific input or output biases are associated with 

each indiv idual's decision process . Thi s unique 

decision process is either dominated by the dec i sion 

makers judgmental or perceptual prefere nces (contained 

in their cognitive style and personality ) and depending 

on the degree of cognitive influence can directly 

affect the quality of th e decision . 

Summary 

Each cognitive style e xhibits unique prefer ences 

t oward characteristics influencing decision processes. 

Emotions , biases , attitudes , pr edispositions , etc . , 

distort the judgmental and perceptual processes by 

unknowingly bl ock ing important informati o n, failing to 

absorb important data , or perceiving higher risk than 

actual thereby adversely affec ting decision outcomes . 

These unique pref erences or predispos iti ons can 

take the form of input or output biases , such as 

anchoring or positivity bias or even simple heuristics . 

These biases may adversely affect judgement or 

perception by distorting usefulness of information 

(Blaylock and Rees) , perception of risk (Henderson and 
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Nutt ) , perception of importance of information (Haley 

and Stumpf) , or prefer ence for specific biases (Stumpf 

and Dunbar ) . 

These predispos itions or biases can influence the 

amount of information used and the degree of focus 

i . e ., one or multipl e solutions in the dec isio n. If 

these biases affect the decision proc ess , the result is 

exhibited in variations of the decision maker ' s values 

goals , communicati o n , planning and control of the 

dec i sion s ituat ion , conseque ntly affecti ng the quality 

of the decision outcome . 

The result o f thi s study s h ows the effects 

different decision styles ma y have on the quality of 

the decision outcome ; where no one decision style is 

determined to be s uperior than others in all decision 

s ituations. 

Decisions based on intuition are usually 

considered i mpulsive and lacking ana lysi s . They are 

cons idered more incl ined to be subject to emotions , 

biases , attitudes and predispositions influencing the 

decision pr ocess t han ra t ional decisions based on 

thinking processes . 

I ntui tive decisions ar e n ot inev i tably inferior to 

rational decisions on the basis on their non­

rationality . Rational decisions are easier to explain 

and defended even though they may actually be n o better 



than intuitive decisions. The intuitive decision 

process is unknown o r unknowable and may account for 

the lack of trust in these decisions . 

Limitations 
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All secondary research used for th i s study of 

dec i s i on style characteristics were consistent in the 

use of Myer s and Biggs Type Indicator to d etermine 

personality type . Using samples taken from different 

personality types , s pecific data were collected to 

support or oppose the researchers hypothesis . Many o f 

the sample sizes used as the basis for determining 

acceptance or rejec tion o f the resea r ch subject are 

relatively small . In one or more cases , two 

personality types had to be grouped t ogether for 

stat i stical purposes making s upport of t h e hypothesis 

weak . 

This paper is conce rned with the influence , 

predispos itions and heuristics contained in different 

personality types and introduced into problem solving 

situat ion as biases . During the formulation process of 

each e mpirical study or project , personality biases may 

be unknowi ngl y i ntroduced i nto project scenarios , 

particularly when establ i shing decision scenarios 

similar to those used in th is study . 

"It is humanly i mpossible to eliminate all 



bias and commi tmen t from science . . . (we 
cannot] pin our h o p es for the existence of 
any object i ve science on the existence of 
passio nless unbiased individuals " (Mitro££ 
24 8 ). 
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The subject o f personali t y type inf luence into research 

projects are may be a future topic for research. 

Suggesti ons for Future Research 

Future research in the area of decision style , in 

add i tion to focusing o n one ' s preference for sens ing or 

intuitive function s , may also atte mpt to determine 

under what conditions their associated biases manifest 

themselves . 

Other areas of poss ibl e future interest in 

research may be the de termination of character istics of 

informational attributes preferred by each cogn itive 

style . Larker and Less ig' s usefulness of informat i on 

construct may be beneficial for this study . 
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