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ABSTRACT

A STUDY OF INCIDENTS HAVING AN IMPACT ON THE
EFFECTIVENESS OF NEW AND EXPERIENCED
PRESIDENTS OF SELECTED COLLEGES
AND UNIVERSITIES IN
THE MIDWEST

By

William David Peterson

The central purpose of this study was to collect
and analyze incidents which new and experienced college
and university presidents reported as having had an im-
pact on their effectiveness as presidents. The Critical
Incident Technique was modified and used both for data
collection and analysis.

The sample consisted of twenty-six presidents of
four-year colleges and universities in five Midwestern
states. Twelve were classified as "new presidents,"
having been in office no less than six months but no more
than eighteen months. Fourteen were classified as "experi-
enced presidents," having been in office for more than two
years. The primary basis for selecting experienced presi-
dents was comparability of their institutions to those

represented by new presidents.
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William David Peterson

Each president was interviewed in person or by
telephone and was asked to report four incidents which he
felt had had an impact on his effectiveness as president.
Two of the four incidents were to be effective, meaning
the president interpreted the results of his actions to
have been desirable; and two were to be ineffective, mean-
ing the president interpreted the results of his actions
to have been undesirable. One hundred twelve incidents
were reported, sixty effective, fifty ineffective, and
two in which the final outcomes had not yet been
determined.

Each incident was first categorized according to
internal or external focus. A second categorization was
based on the primary reference group or groups involved.
Finally, each incident was categorized by the major
precipitating factor, The researcher repeated each
categorization three times to insure a measure of relia-
bility. An independent judge also categorized 10 per cent
of the incidents as a check on objectivity and validity
of the researcher's categorizations. There was 95.5 per
cent agreement on the repeated categorizations, and 83,3
per cent agreement between researcher and judge categori-
zations.

The great majority of incidents were internal in
orientation (106 of 112 or 94.6 per cent). Of all inci-

dents reported by experienced presidents, 96.6 per cent
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William David Peterson

were internal in orientation as were 92.6 per cent re-
ported by new presidents.

Seven primary reference groups were identified.
The four internal primary reference groups were students,
faculty, administration, and governing boards. The three
external groups were local citizens, the press, and the
state. Ten incidents could not be categorized by primary
reference group. Students were the primary reference
group for more incidents (36) than any other group.
Faculty were primary referents in twenty-four incidents,
administration in eighteen, and governing boards in nine.
Local citizens were primary reference groups for two
incidents, the press two, and the state one.

Forty problem categories were initially isolated
from the 112 incidents. These categories were then exam-
ined to determine aspects of commonality, and were grouped
into fourteen Critical Problem Categories. These cate-
gories and the percentage of incidents they contained,
were as follows: Finance (15.18); Campus Unrest (15.18);
Staffing (13.39); Governance (10.71); Controlling (7.15);
Governing Board (6.25); Public Relations (6.25); Academic
General (5.36); Subordinate Ineffectiveness (4.46); Stu-
dent Relations (4.46); Planning (3.57); Organizing (2.68);
Compensation (2.68); and Employee Relations (2.68).

When incidents in the Critical Problem Categories
were tabulated by type of reporting president, no cate-

gory contained more than 16.67 per cent of all incidents
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reported by new presidents, or more than 20.69 per cent of
all incidents reported by experienced presidents. Staff-
ing contained more incidents than any other for new

presidents (9), and Campus Unrest the most for experi-

enced presidents (12). Finance and Governance ranked

second in number of incidents for new presidents (7 each),

and Finance ranked second for experienced presidents

(10 incidents).
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CHAPTER 1

THE PROBLEM

Introduction

Leadership is vitally important to an organization

O x institution. Effective leadership becomes even more

< x itical during periods of rapid change and institutional

= €t ress. Even a casual perusal of the popular and profes-

= A onal literature reveals that institutions of higher edu-

< & tion are currently experiencing great stress as they seek

T <> respond to both internal and external pressures. Much

< X this pressure focuses directly on the office of the
> x— esident of the college or the university, for it is to

T X is office that individuals within and without the college

1. < ok for leadership. And rightly so, for "the history of

Axry erican higher education strongly supports the contention
TXaat no college or university has made important progress
=23c cept under the leadership of an outstanding president.”

At the present time, however, colleges and uni-

e ysgities are experiencing increasing difficulty in

\

lupasic Rights and Responsibilities for College

%rld University Presidents," a statement adopted by the
Oard of Directors of the American Association of State

QOlleges and Universities, May 6, 1970.

1
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attracting and holding able persons as chief administrative

issue of The Chronicle

<:fficers.l The February 22, 1971,

of Higher Education, stated that as of that date a total

of 139 colleges and universities were searching for presi-

dents, and that in the previous twelve months, 266 college

presidents were appointed.
Thus, at a time when colleges and universities are
Ihhaving an increasing impact upon American society and upon
tIhe world, and at a time when American colleges and uni-
“ersities are confronted with major difficulties, a number
© £ institutions are either without presidents or are
< ¥oerating with relatively inexperienced presidents.
We have a general awareness of the problems facing

&2 «<ademic presidents today. We have witnessed or read about

T Xae student unrest. A Carnegie Commission has informed us

< X= the financial plight of many institutions. Loss of
E>2ablic confidence in higher education has become more

<™. E>parent through the acts of the state legislatures and
T e Congress. We know that these and other problems con-
£ x—ont the collegiate president.

Much remains to be learned, however, about specific

“A 5 fficulties and successes which presidents of varying
——

lIbid. See also, Warren G. Bennis, "Searching
T ©r the 'Perfect' University President," The Atlantic,
<cCxxvii, No. 4 (April, 1971), 39.

2William A. Sievert, "139 Institutions Seek Presi-
c3~€Ents; « « « " The Chronicle of Higher Education, V, No. 20

(February 22, 1971), 1.
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tenures and from varying types of institutions are
experiencing. Is it necessarily true that the problems
facing new presidents are qualitatively different from
those facing the more experienced ones? If it is true,
what are the differences, and what are their ramifications
for the selection and training of new presidents? May it
ot also be true, however, that new presidents are experi-
encing certain types of successes which are not being
e©ex¢perienced by presidents with longer tenures, and if
€T his is so what might this imply about the wisdom of

<3gtended tenures?

Statement of the Problem

The lack of information regarding the comparative
T x»pes of situations confronting new and experienced presi-
<A «=nts, and an interest in collecting data which would
EF>«=rnit the formulation of tentative answers to the above
X aestions, leads to the central question of this study,
“rXaich is:

What types of incidents do new and experienced

presidents perceive as having had an impact on their

effectiveness as presidents; and, in which types of

incidents do they feel their actions have had effec-

tive consequences and in which ineffective conse-

quences with respect to their objectives?
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Significance of the Study

A study of incidents which presidents perceive to
have been critical to their effectiveness is important for
a number of reasons. First, higher education "is fast
becoming the major industry in the na’cion."1 Upon the
college presidents of this country, more than upon any
o ther group of persons, falls the responsibility for this
**major industry" of higher education.2 In light of this,
Jcrnowledge of areas in which presidents are meeting with
= wuccess in accomplishing their objectives and those in
“wrlhich they are having difficulty, may certainly be con-
= di dered to be important.
Secondly, colleges and universities are growing
X= &apidly in number, size, and function. "Whenever an
S x—ganization is faced with pressures to grow and to re-
T <ormulate the mix and nature of its major activities at
T_X3e same time that it is faced with rising costs and
<A R minishing budgets--at least on a relative, if not an
= X>osolute basis--it is squarely up against a management

<:-‘-Jl::isis."3 The president stands at the center of this

e ——

, lHarold Hodgkinson, "Who Decides Who Decides?"
gassiony and Promise, ed. by G. Kerry Smith (San Francisco:
<3r<>ssey-8ass, Inc., Publishers, 1969), p. 141.

2Harold Stoke, The American College President
CNew York: Harper & Brothers, Publishers, 1959), p. vii.

3Richard H. Brien, "The 'Managerialization' of
I'Izi..gher Education," Educational Record, LI, No. 3 (Summer,
1970), 274.
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crisis and his ability to “manage" the situation is of
wvital importance to the continued life and vitality of
the institution. This study may yield insights into the

collective measure of success presidents are having in

meeting the crises.

Third, the literature reflects a tremendous power
s truggle in higher education, the outcomes of which could--
and probably will--alter relationships within and without
Tt he institution. A study of critical incidents may give

Ss ome clues as to how the president is faring in this

= t xuggle.
And finally, a study which results in the col-

L e&ction of a number of critical incidents from a variety
< X¥ presidents can serve as a useful data base for study by
<\ xrent presidents with respect to the way their col-
leagues have handled situations they may also be facing;
T ox study by those responsible for training educational
=M <Amijnistrators with respect to whether the programs they
< £ fer are preparing their graduates to cope with the types
== situations the presidents have reported that they have

had to face; and for study by individuals training to be

Eciuczational administrators.
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Approach to the Design of the Study
is the primary

The Critical Incident Technique
research tool that will be utilized in the study. This

t echnique, with modifications to fit the scope of the
s tudy, will serve both as the method for collecting data

and as an instrument for analyzing the data once it has

Ibeen collected. Presidents from a variety of institutional

T ypes and with varying tenures will be asked to contribute

F our incidents which they feel have had an impact on their

© f fectiveness as presidents. Incidents to be reported

A X e both those in which they feel the consequences of

T heir actions were desirable, and those in which they feel

T h e consequences of their actions were undesirable or
T A jiled to have any impact on the situation. These inci-

A ents will then be analyzed on several dimensions to seek
to gain a better perspective of the presidency and of the

t??pes of situations presidents are currently facing.

Scope and Limitations of the Study

This study is limited to twenty-six presidents of

QOlleges and universities in a five-state region in the

: X igwest. The presidents were selected on the basis of

T heir tenure in office and on the basis of the types of

institutions they represented. Only presidents of four-

¥ ear colleges and universities were included.

—

. lJohn C. Flanagan, "The Critical Incident Tech-
N ique," Psychological Bulletin, LI, No. 4 (1954), 327-58,
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As mentioned above, the Critical Incident Tech-

nique is the primary research tool which is utilized in

this study. Its strengths and limitations are discussed

in detail in Chapter II.
The Critical Incident Technique is typically

wutilized as a job analysis procedure. Incidents of

effective and ineffective role performance are collected
until no new information is forthcoming, and it is then
assumed that an analysis of the incidents will reveal

& 1ll the critical elements or requirements of the position

aunder study. It should be emphasized that the current

S tudy is not utilizing the Critical Incident Technique in

Tt his manner. Although elements in the role of the college

€@ nd university president will become apparent in the inci-
< ents, no attempt is made to gain a sufficiently large

yxumber of incidents to insure that all critical require-

Ments or elements will be revealed. Rather, the tech-

TNique is being utilized to collect incidents that have
QA n impact on the effectiveness of college and university
Presidents, with the primary purpose in analysis being to

Q etermine whether the incidents show variations by presi-

dential tenure.
This study is limited by the fact that only four

incidents are to be collected from each of the presidents.
There is little question that additional information could

be gained if each president was asked to reflect on the
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period of interest and then report all of the incidents

that he could recall that fit the specifications of the
Presidential time limitations had to be taken into

study.

however, and the decision was made to limit

consideration,
the number of incidents requested with the hope that this
would increase the likelihood that presidents would be
willing to participate in the study.

An additional limitation of the study is that the

X eporting stipulations forced an even distribution between

e £ fective and ineffective incidents. This could lead to

Tt he impression that 50 per cent of a president's behavior

i s effective and 50 per cent is ineffective. This is not

“What the even distribution of responses is meant to imply.
‘T e presidents were asked to report two examples of effec-
T i ve and two examples of ineffective incidents because

E> X evious research indicates that extremities of effective
| nd ineffective behavior can be more accurately identified
*Tian those which fall between the extremes.

The methodology used in this study places great

X e@liance on the perceptions of the respondent. This

*= e@1liance on perception must be cited as a potential
limitation, but (as will be further developed in Chap-

ter II1), it was felt that the benefits to be gained from

having the presidents report on their own behavior and

\

T lJohn E. Corbally, Jr., "The Critical Incident
€©chnique and Educational Research," Educational Research

Buljetin, XXXV, No. 3 (March 14, 1956), 57-60.
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their own perceptions of their effectiveness, outweighed

the dangers of self-reporting bias.

Assumptions of the Study

Incidents that have an impact on the effectiveness
of college and university presidents can be

studied in a scientific manner.

Even though the magnitude of the problems with
which presidents must deal may vary due to insti-
tutional size or other institutional character-
istics, it is assumed that there is a sufficient
commonality in the skills required to cope with
the problems to make analysis both possible and

meaningful.

The president, by virtue of his position as chief
executive officer, is the individual most able to
assess the effectiveness or ineffectiveness of his
actions, and is in the best position to determine
whether an incident had desirable or undesirable
outcomes with respect to the mission of the

institution,

Incidents obtained by telephone interview will
lend themselves equally as well to analysis as
incidents obtained by personal interview.
Accordingly, incidents obtained by either inter-
view method can be interspersed for analysis

purposes.
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Definition of Terms

The following terms are defined in accordance

with the purposes of this investigation:

President.--The chief executive and operating
officer of a four-year college or university; that person
appointed by the governing body to represent it in day-

to-day operations.

Experienced President.--A president who has been

dn office for twenty-four months or more.

New President.--A president who has been in office

For no less than six months and no more than eighteen
IMonths and who previously has not been president of

S nother college or university.

Critical Incident Technique.--A procedure used in

T he collection and analysis of incidents in which the
Faolder of a position in a certain occupation has acted
An , way which, according to some criterion, has been of
QA ecisive significance for his success or failure in a

T agk.

Critical Incident.--An episode in role performance,

T he consequences of which are judged by the president to

1"laVe had an impact on his effectiveness,

Effective Incident.--An episode where the presi-

Qent's own actions, or the actions he recommends, are
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Jjudged by the president to have resulted in the desired

outcomes.

Ineffective Incident.--An episode where the

President's own actions, or the actions he recommends,
arxre judged by the president to have resulted in undesired

outcomes or have failed to have any effect on the situ-

ation.

Overview

A frame of reference for the entire study is

d eveloped in Chapter I. A description of the background

A ndaA significance of the study is presented along with a

= tatement of the research problem. The scope and limi-

T ations of the study are presented and important terms

= xre defined.
The related literature is reviewed in Chapter II.

== 3 nce the specific subject of this study is the college
=™ nd university president, and since the Critical Incident
Technique is the primary research tool, the literature
“=n poth the president and the Critical Incident Technigue

A s reviewed.
The study design and procedures are described in

Qh~apter III. Information is presented about the sub-

3 €©cts, the instruments employed, and the procedures
T o1llowed to collect and analyze the data. Questions

[re presented which serve as a base for the reporting of

T he data.
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Chapter IV contains an analysis of the data with

descriptions of the findings pertaining to the questions

of interest.
Comments which the presidents have made regarding

the state of the presidency and the state of higher edu-
< ation today, which have great interest and relevance

Iut which were not part of the main body of the study,

a xre presented in Chapter V.
A summary of the study, the conclusions, and the

Aimplications for further research are presented in

C hapter VI.
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CHAPTER 1II

REVIEW OF RELATED LITERATURE

The purpose of this chapter is to review litera-
ture that has special relevance to the present study.
Since the primary subject of the study is the college and
university president, the first section of the chapter
will be devoted to literature on the presidency. The
second major section will be devoted to literature on the
Critical Incident Technique since this technique provides

the methodology for both the data collection and analysis.

Literature on the Academic President

Eells and Hollis,l have pointed out that more than
700 significant books, monographs, and magazine articles
were published between 1900 and 1960 which dealt with the
work of the college or university president. This number
alone would make an exhaustive review of the presidential

literature impractical for a study of this nature, but

1Walter C. Eells and Ernest V. Hollis, The College
Presidency 1900-1960: An Annotated Bibliography (Washing-
ton, D.C.: U.S. Office of Education, 1961).

13
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when one adds to that the number of books, articles and
dissertations published between 1970 and 1971, an exhaus-
tive review becomes non-productive.

Accordingly this review will report the views and
findings of only selected literature contributing to a
fuller understanding of the presidency and providing back-

ground upon which the present study may build.

History of the American Academic Presidency

Reeves informed us that the term "president" was
American in origin. Harvard employed the title as early
as 1640 and the College of William and Mary in 1693.l
Although other titles such as rector, chancellor, and
provost have been used to designate the chief executive
officer, the title of president has continued to be the
most common since these early days.2

The meaning of the title "president of the col-
lege," is dependent on the charter of the college, the

statutes, the traditions, and the policy of the insti-

tution.3 Rourke and Brooks have discussed what the title

1The Very Reverend James A. Reeves, "The Office
of the President," in College Organization and Adminis-
tration, ed. by Roy J. Deferrari (Washington, D.C.: The
Catholic University of America, 1947), p. 96.

2Ralph Prator, The College President (Washington,
D.C.: The Center for Applied Research in Education, Inc.,
1963), pp. 4-6.

3Reeves, op. cit.
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meant in the early days of American higher education.

They wrote:
In these early days the college president was chief
administrator in fact as well as name. Every detail
of campus management came under his scrutiny. More-
over, he was able to maintain an active involvement
in academic affairs while performing these adminis-
trative duties.l

Contemporary presidents of only our smallest institutions

would be able to operate in a similar fashion,

Schmidt examined the background of a large number
of early college presidents and found that nine-tenths of
the presidents who served before the Civil War were or-
dained ministers, The few who were not took office after
1779. With only one apparent exception, occurring at
Harvard from 1708 to 1724, there was not a single lay
president in the entier Colonial Period.2 According to
Prator, "Even after laymen began entering the presi-
dential field, the barriers to nonclerics did not fall
rapidly.">

The image the literature has given of the nine-

teenth century president is one of an educational hero who

1Francis E. Rourke and Glenn E. Brooks, The Mana-
gerial Revolution in Higher Education (Baltimore: The
Johns Hopkins Press, 1966), p. 4.

2George P. Schmidt, The 0ld Time College Presi-
dent (New York: Columbia University Press, 1930), p. 3.

3Prator, op. cit., p. 6.
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founded an institution or lifted it to its first renown.l
Several authors pointed to the influence these educational
leaders have had on the history of higher education, indi-
cating that they have become models by which even con-
temporary presidents are measured and found wanting.2
Rourke and Brooks, and Henderson, felt the model has out-
lived its usefulness. Other writers, such as Dodds,3
however, longed for the return of the president as edu-
cational trailblazer.

The picture of the twentieth century president is
one of transition; from the pre World War II academic man,
through the post World War II "institution builder," to
the contemporary "crisis manager."4 This transition was
reflected in the words of Harold Stoke:

The transformation of colleges and universities
reflects itself in the position of their presidents,
and has brought to that position men whose training,
interests, and skills are far different from those of

their predecessors, The college president as the Man
of Learning has given way to the Man of Management,

1Rourke and Brooks, op. cit., p. 110,

2Ibid. See also, Algo D. Henderson, The Inno-
vative Sgirlt (San Francisco: Jossey-Bass, Inc., 1970),
pp- 2 2—230

3Harold W. Dodds, The Academic President: Edu-
cator or Caretaker? (New York: McGraw-Hill Book Com-
pany, Inc., 1962) .

4Ian E. McNett, "A New Style of Presidential
Leadership is Emerging as 'Crisis Managers' Confront the
1970's," The Chronicle of Higher Education, IV, 36 (July 6,
1970).
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although the change has not taken place without
strain and conflict,l

Current Status of the Presidency

The presidency of most colleges and universities
today would obviously be quite different from the presi-
dency of a college in the Colonial Period, or the nine-
teenth century, or even as recently as a decade ago. In
spite of the changes that have occurred the literature,
for the most part, still reflects high regard for the
position. One of the reasons for this is the fact that,
whether the institution is large or small, there is only
one president.2 Kerr, although affirming the concept that
the president is no longer the central personage he was
during most of the history of higher education, still
called the president "the most important single figure in
the life of the campus."3 Demerath, Stephens, and Taylor
called the presidency the "pivotal office" in the bureau-

cratic dimension of university organization.

lHarold W. Stoke, The American College President
(New York: Harper & Brothers, Publishers, 1959), p. 3.

21pid., p. 2.

3

Clark Kerr, "Presidential Discontent," in Per-
spectives on Campus Tensions, ed. by David C. Nichols
(Washington, D.C.: American Council on Education, 1970),
p. 137.

4Nicholas J. Demerath, Richard W. Stephens, and
R. Robb Taylor, Power, Presidents, and Professors (New
York: Basic Books, 1nc., Publishers, 1967), p. 41l.
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Literature can also be found, however, expressing
grave reservations about the state of the presidency today.
Dodds, for example, saw a need for better definition in
the office. He said:

The office is in need of better definition; it has
lost its uniform and consistent character. Today it
finds itself suspended between two worlds. While it
has moved away from the old world of relative sim-
plicity; it has not yet come to terms with its new
world of complexity.

Stroup also evidenced this concern when he said:

The president currently suffers from an unclear
definition of his responsibilities . . . he has much
that he is free to do. But he is not limited suf-
ficiently as to what is expected of him. There are
few standards to evaluate his effectiveness. . . .2

Other writers not only have felt that the office
of the president has lost its distinctiveness, but that
it has become virtually powerless. One such writer was
McGrath.

Under existing circumstances the office of the presi-
dent is the weakest element in the complex of organi-
zational controls. The current status of the chief
executive is an almost complete reversal of the

position of his predecessors. Typically they were
the servants of neither the faculty nor the trustees.

1Dodds, The Academic President, op. cit., pp.

v-vi.

2Herbert Stroup, Bureaucracy in Higher Education
(New York: The Free Press, 1966), p. 81.

3Earl J. McGrath, "Who Should Have the Power?" in
Power and Authority, ed. by Harold L. Hodgkinson and
Richard L. Meeth (San Francisco: Jossey-Bass, Inc.,
Publishers, 1971), p. 189.
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Mooney, taking an even more pessimistic stance
than McGrath, posited that no one in the university was
in a position to take a leadership role or assume author-
ity. Mooney wrote:

The net effect of all these conditions is that no one
has the power to take positive leadership in the
development of the university as an integral enter-
prise--not the line administrator, his staff, the
faculty councils, the departments or the colleges.
Such power as any group possesses 1is functionally
negative with respect to the whole, fully effective
only in denying what others may try, destructive of
initiatives and integration, self-propelling into
further snarls and splits, productive of deeper
paralysis.l

Whether the presidency and/or the university is
powerful or powerless today is thus a debated point in the
literature. That there has been dramatic change in the
governance structures of the university is something few
would deny. In the opinion of the presidents who partici-
pated in Hodgkinson's study, "changes in the internal
governance and authority structure of the institution”

were the most important changes that have occurred in

. . . . 2
American higher education in recent years.

1Ross L. Mooney, "The Problem of Leadership in the
University," Harvard Educational Review, XXXIII, No. 1
(Winter, 1963), 56-57.

2Harold L. Hodgkinson, Institutions in Transi-
tion (Berkeley: The Carnegie Commission, 1970), p. 3.
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The Contemporary President

Just as the literature reflected a difference in
the presidency today, it also reflected a difference in
the contemporary president. A professor at Harvard Uni-
versity's Graduate School of Business, spoke as follows
regarding the "new breed" of presidents:

The 1970 class of new college and university
presidents is a "very different group of people" from
those who came to the presidency as recently as five
years ago.

Today's new presidents have "different styles and
different values," from those of their precedessors.l

William J. McGill, president of Columbia University,
also spoke to the change in the type of individuals now
assuming the presidency:

Most of [the] gentle and erudite men have been driven
out, and thus the presidency has begun to pass to the
hands of young, vigorous men with good fighting in-
stincts; tolerant enough to deal with the profound
changes that have occurred in the life styles of young
people, understanding enough to respond thoughtfully
to youthful emotions, firm enough to control the
emotional tides flooding the campuses, and smart
enough to avoid the worst extremes of overreaction.?

Literature on Training Needs
for Presidents

A stated purpose of this study was to gain infor-
mation that would contribute to the improvement of prepa-

ration programs for top-level administrators in higher

1
op. cit.

2William J. McGill, "Courage to Lead," College and
University Journal, IX, No. 4 (Fall, 1970), 37.

Arch Richard Dooley as quoted by McNett,
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education. That a need exists for such information--and,
indeed, a need for the training of presidents--was a view
supported by a number of authors. Prator, for one, ex-
pressed dismay over the lack of specific preparation of
the presidents.l Henderson was another writer who saw
this lack of training as a significant problem. He
stated:

A major problem in governance is that the persons
chosen for high administrative office seldom have any
training for their roles or any knowledge of socio-
logical concepts relating to organizational and insti-
tutional processes. Inadequately prepared presidents
assume too much detailed decision-making responsi-
bility, become serious bottlenecks, and use
authoritarian methods.2

In another publication, Henderson made the point
that scholarly eminence was no guarantee of administrative
prowess.

The roles of the dean and the president carry them
far afield from their academic specialization of
history or mathematics. . . . Previous scholarship
in Latin or in chemistry does not prepare a man to
work with architects or to sell budgetary deficits
to donors or legislators. Although success in
these aspects may often be the result of special
qualities of personality, the high rate of turn-
over in presidencies may in part be caused by
fumbling due in turn to lack of administrative
training or experience.3

lPrator, op. cit., p. 19.

2Henderson, Innovative Spirit, p. 248.

3Algo D. Henderson, "Finding and Training Academic
Administrators," Public Administration Review, XX, No. 1
(Winter, 1960), 19.
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Dr. Charles F. Fisher, program director for the
Institute for College and University Administrators,
American Council on Education, seconded Henderson's obser-
vation that scholarship was not sufficient for the con-
temporary president. Fisher was asked, "How do you see
the successful college president within the foreseeable
future?" He replied:

Recent years have seen a new administrative style
emerging to meet the ever-mounting challenges to
American colleges and universities--factionalism;
discord; competition for resources, influence and
power; and so on. Today's academic leaders must

have more than scholarship. They must have an
appreciation of the complex factors which enter into
administrative decision-making and the formulation of
academic policy. They must understand the basic
principles of management by objectives, administrative
efficiency and effectiveness, and personal leadership,
and be able to apply these concepts with prudence and
candor toward meeting the unique needs of each par-
ticular institution and of the distinctive enterprise
of American higher education in general.l

That the college or university president must be
professionally trained as a manager--no matter how big or
small the institution is over which he presides--was a
perspective taken by Richard M, Whitter, assistant execu-
tive director of The Council for the Advancement of Small
Colleges. He said:

For too long now the terms "management" and "manager"

to refer to college administration and administrators
have been dirty words in the lexicon of higher

lAs quoted in E. Milton Grassell, "The President
Needs Training in Management," College Management, VI,
No. 8 (August, 1971), 28.
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education. The chief executive officer of any
institution of higher education today must be a
professional manager.l

Lahti also saw both the problem and the solution
\anagement training terms. He wrote:
Facing the facts that (1) there is presently a
critical shortage of competent managers in the field
of education; (2) the need for well-trained managers
is going to increase drastically; (3) the primary
source of administrators will be upwardly mobile
academicians; and (4) these recruits lack experience
and training in the managerial skills, it becomes
apparent that our responsibility, in addition to
good recruitment selection, is to continue their
travel upward through a vehicle of management
development programs.?

As president of William Rainey Harper College,
i has instituted a vigorous management training pro-
\ for personnel at all levels. The reports of the
11ts have been most encouraging with respect to the
fits of such an approach.3

Increasing support has thus been voiced for the
ning of college and university presidents. This sup-
. was not unanimous, however, as illustrated in the
owing statement by Stoke:
. « » the college presidency is so unique, so

different from all other academic positions, that
a full appreciation of it requires personal

-

lipia., p. 29.

2Robert Lahti, "Developing Leadership for the
gement of Higher Education," gollege and University
ness, XLVIII, No. 5 (May, 1970), 62.

3See Grassell, op. cit.
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initiation. It is among those for which experience

alone is the best teacher. The position of the

college president cannot be understood through the

techniques of research, statistical analysis, and

case studies.l

That these words should appear in a preface to

Mr. Stoke's own book on the presidency was something this
writer found to be somewhat paradoxical. That experience
is an excellent teacher and that one cannot fully appreci-
ate the position unless one has occupied it was something
the writer was willing to acknowledge. That one can make
no preparation for the position or that studies of the
position are futile, the writer was obviously not willing
to acknowledge or this study would not have been under-
taken.

Major Contributions to the Literature
on the Academic President

It has been only in the past few years that major
empirical studies of the academic presidency have been
undertaken. Prior to this time the literature on the
American college and university president consisted pri-
marily of correspondence, memoirs, and speeches of former
presidents. Although these writings have provided rich
insights into aspects of the presidential role, they
generally have been limited to a discussion of one insti-

tution or have been lacking in knowledge of a factual

lStoke, op. cit., p. viii,
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"ical nature. Important studies have been done
1tly, however, that have added to our knowledge of
resident and the presidency.

In a study reported in 1960, Nelson1 sought to
-ify and analyze the role expectations which incumbent
.dents and board of control members held for the
e, position, and status of the college or university
dent, and to compare these expectations to determine
ossible areas of agreement and disagreement held by
residents and the board members.

Nelson surveyed twenty-six presidents and 104
| of control members in the state-controlled colleges
1iversities in Connecticut, Maine, Massachusetts, New
shire, Rhode Island, and Vermont. The board of con-
members were surveyed by questionnaire only and the
dents by both questionnaire and interview.

Nelson found that out of 120 role expectation
5, 19 "were revealed to have a x2 above 3.84 (which
- the 5% level of significance), and therefore possibly
ble of producing conflict in role expectations."2

Of particular interest to the present study were

implications Nelson felt that his findings had for

lLawrence O. Nelson, "Role Expectations for
ted College and University Presidents" (unpublished
., dissertation, Michigan State University, 1960).

21bid., p. 114.
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graduate preparation programs in higher educational

administration.

l. Graduate preparation programs for higher edu-
cational administration should include experi-
ences in the development of adequate competencies
in verbal expression. Board member and president
majorities expected a president to be a good
public speaker and able to express ideas clearly.

2, Graduate preparation programs for higher edu-
cational administration should aid the develop-
ment of enthusiastic leadership abilities. They
should also intensify their consideration of the
area of human relations. Incumbent president and
board member majorities expected a president to

be a dynamic leader and able to work well with

people.
Graduate preparation programs for higher edu-

3.
cational administration should encourage inter-
ested students to pursue advanced degrees. Both
board member and incumbent president majorities
expected a president to have a doctors degree.

4. Graduate preparation programs for higher edu-
cational administration should promote the develop-
ment of campus planning and educational planning
skills. Board of control member and president
majorities expected a president to have on paper

ange campus building plan and to have an

a long r %
educational development plan on paper.

5. Graduate preparation programs for higher edu-
cational administration should continue to empha-
size the importance of a democratic philosophy of
administration. Incumbent president and board
member majorities overwhelmingly expected a
president to be democratic and to not be authori-

tarian.l
Nelson's study illustrated that a regional study

11d result in findings which had implications that

ended far beyond the boundaries of the area covered in

study.

libia., pp. 128-30.
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In amore broadly based study of college adminis-

tration, Corsonl found that the role of the academic

president focused around six essential activities: student
affairs, educational program, faculty selection, finance,
physical facilities, and public-alumni relations. Corson's
study, like Nelson's, was reported in 1960, and it will be
of interest to the present study to see the extent to which
the critical incidents reported by the presidents in 1971,
reflect a similar focus.

Prior to national studies by Ferrari2 and Hodgkin-
son,3 the most systematic study of the academic presidency
was done by Hemphill and Walberg.4 Conducting their study
for the New York State Regents Advisory Committee on Edu-

cational Leadership, Hemphill and Walberg were interested
in gaining information on the following aspects of the
presidency: demands of the position; allocation of time
umong activities; relative rank of important responsi-

ilities; influence of the president on the institution;

lJohn J. Corson, Governance of Colleges and Uni-
-sities (New York: McGraw-Hill Book Company, Inc.,
0).

2M:i.chael R. Ferrari, Jr., "A Study of the Careers

merican College and University Presidents" (unpub-

ed D.B.A. dissertation, Michigan State University,
)

3Hodgkinson, Institutions in Transition, op. cit.

450hn K. Hemphill and Herbert J. Walberg, An
ical Study of College and University Presidents in the
~_of New York (Princeton, N.J.: Educational Testing
ce, 1966) .
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ademic background; formal training; administrative and
aching experience; prior positions; roadblocks to most
fective job performance; and satisfactions of the
sition.1

Ferrari,2 seeking to expand the findings of Hemp-
1's and Walberg's study to a national level, used the
upational mobility theory developed by Warner and
gglen to study the career patterns of college and uni-
sity presidents. The findings from Ferrari's doctoral
dy have since been published in book form.3 As did
ohill and Walberg, Ferrari reported on such aspects of
presidency as tenure, age, previous positions, and use
-ime. In concentrating on the career patterns of the
idents, however, Ferrari also studied such aspects as
educational and occupational status of the parents of
presidents; the geographic origins of the presidents
elation to their present institutions; the occupational
ls of the presidents' wives; and the resemblance of the
>r patterns and social origins of the academic presi-

3 with those of business and government elites.

lHemphill and Walberg, op. cit.

2Ferrari, op. cit.

3Micha\el R. Ferrari, Jr., Profiles of American
gje Presidents (East Lansing: Michigan State Uni-
ty Business Studies, 1970).
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Perrari developed and analyzed specific hypotheses with

respect to each of the above aspects.

Hodgkinson,2 chose presidents as the respondents

for an extensive Carnegie Commission study of change in

higher education. He gave the following explanation for

this choice:

Presidents were chosen as respondents for two major
first, it was felt they were in a position

reasons:
to be better aware of the changes occurring on their
campus and of having a broader perspective of the
institutional scene than other top administrators;

and second, there was an interest in developing a
profile of college and university presidents--who
they were, what their mobility patterns looked like,
and how they viewed the importance of various changes

on their campus.
With 1,230 responses to the questionnaire, or 46

per cent of the nation's college and university presidents,

it was evident that the profile merited attention.

Two other studies will be discussed which contri-
bute to the information on the presidency. One, the work

3 was of interest be-

oy Demerath, Stephens, and Taylor,

ause of its inclusion of the major findings of Stephens'

1Ferrari, "A Study of the Careers . . . ," op. cit.,
42-44.
2Hodgkinson, Institutions in Transition, op. cit.
4Ibid.

31bid., p. 37.

5Demer:ath, Stephens, and Taylor, op. cit.
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ral dissertation on the role of the college presi-
1 The other is a recently completed study by Alton
e reasons academic presidents resign.2

The aforementioned studies provided considerable
] information for an assessment of the current status
2 college and university presidency in the United
5. In the review that follows, presidential quali-
desirable preparation; education; mobility; presi-
1 effectiveness; satisfaction; organizational roles;

time; tenure; and reasons for resignation will be

ered.

ential Qualities

Earlier in this chapter the views of several
5 were presented regarding the problems they felt
| in presidential selection procedures. A clue to
sons for these problems was given in the following
nt by Demerath, Stephens, and Taylor:

analysis of writings about presidential qualities
various groups that relate to the president, or

t participate in his selection, reveals several
eresting facts. Perhaps the most important is that
re is very little agreement on the essential quali-
s. For example, opinions are about evenly divided
to whether an academically trained man is likely

be a more effective president than one with

lR.ichard W. Stephens, "The Academic Administrator,
» of the University President" (unpublished doctoral
tion, University of North Carolina, 1956).

2an1ce T. Alton, "A Consideration of Motivating
in Resignation of the Academic Presidential Role"
shed Ph.D. dissertation, Ohio State University,
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experience in fields other than higher education,

such as business or the military.

would seem reasonable to conclude that the selection
a president would be a most difficult and awkward pro-
s when the qualities sought could not be agreed upon.

In the interview stage of his study, Nelson asked

nty-four incumbent presidents of state-supported col-
es and universities in New England to cite the three
sonal qualities they felt were the most important for
)llege or university president to have. The twelve
onal qualities referred to most often and the frequency
esponse are given here.

A president should have these personal qualities.2

Total Response Quality
10 1. 1Intelligence
10 2. Integrity
7 3. Ability to work with others
7 4. Leadership ability
6 5. Physical vigor and vitality
6 6. Administrative experience
5 7. Vision and imagination
5 8. Educational conviction
4 9. Tolerance and be unprejudiced
1

Demerath, Stephens, and Taylor, op. cit., p. 57.

2Nelson, op. cit., p. 63.
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Total Response

Quality
4 10. High moral character
4 11, Skill in public relations
3 12.

A confident personality

2paration

Hemphill and Walberg asked the presidents in the
:ate of New York to give their recommendations regarding
esirable preparation for the position of the president.

Administrative experience was the most common recom-

mendation that presidents offered about desirable
preparation for the position.

Many of the presidents
strongly endorsed experience in college administrative
work for presidential aspirants. A number of presi-
dents also mentioned special internships, workshops,
case studies of accounting, and administrative plan-
ning.

When asked specifically about the value of
college teaching experience most of the presidents

said it was extremely beneficial and some said it
was necessary for acceptance by the faculty.

Presidents in New York thus agreed with the New

England presidents cited above regarding the value of

administrative experience. According to Demerath,

Stephens, and Taylor, the question of academic prepa-
ration was not new.

It is rather significant that the academic-
non-academic question is nothing new for selection
committees. In 1906, President Andrews of Cornell
University warned that the appointment of assistants
to help the businessman president handle educational
matters could not replace a true appreciation of the
efforts of scholars by the president himself.

lHernphill and Walberg, op. cit., p. 50.
2

Demerath, Stephens, and Taylor, op. cit., p. 58.
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On the other hand, as long ago as 1898 the value of
the successful promoter type of president was being
arqued, 1
Education
The educational attainment of the college and uni-
versity president is an important indication of the quali-
fications and preparation with which selection committees
are concerned. Hodgkinson's findings were of interest in
this regard.
Nearly half of all presidents (47 per cent) hold
Ph.D.'s, and another 20 per cent hold Ed.D.'s. Only
5 per cent have a bachelors as their highest degree,
with 21 per cent holding masters. The remainder are
in law, medicine, or other fields, or did not
respond. 2
Hodgkinson reported that humanities was the major
field of concentration for the largest number of presi-
dents, "although presidents whose highest degrees are in
the humanities are concentrated largely at private sec-
tarian j.nstitutions.“3 For presidents of public insti-
‘utions the highest degree of approximately half was in
he area of educat:ion.4

Hodgkinson's findings squared with those of

"rari, who indicated that, "About three-fourths of

lipid., p. 59.

2Hodgkinson, Institutions in Transition, op. cit.,

L3-

31pbia. 41bia.
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acadenmic presidents have earned doctorates with the most

prominent areas of study in the humanities and edu-

cation." 1

Mobility
Hodgkinson was concerned with the question of
horizontal versus vertical mobility for presidents; i,e.,
did the president work his way up through the channels in
the institution in which he is now president (vertical),
or did he enter the presidency from another institution
(horizontal) .2 Hodgkinson reported that his data sug-
gested that presidents come from other institutions.
Although 10 percent of the sample had held one other
administrative position on the campus and 14 percent
had held some combination of one administrative and
one or more faculty positions, the vast majority of
739 (60 percent of the sample) had held no previous
positions on the campus where they were presidents.
This suggests that most presidents do not work their
way up through the hierarchy but indeed are imported
from outside; rather than vertical mobility the
direction seems to be horizontal.
Even though presidents are coming from outside
their own institutions, they are still coming predomi-
nantly from other educational positions, as Demerath,

Stephens, and Taylor indicated.

i lFerrari, "A Study of the Career . . . ,
OP: cit., from the Abstract.

2lﬂlodgkinson, Institutions in Transition,

OR: cit., p. 143.

3

Ibid.
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Contrary to popular belief, the proportion of presi-
dents selected from occupations outside higher edu-
cation does not seem to have increased materially
since 1900. The decline in the number of ex-
ministers was most pronounced before the turn_of
the century, and it has continued as a trend.l
One of the trends that several of the authors
cited was the increased emphasis on previous administra-
tive experience, particularly for university presidents.2
Although Hemphill and Walberg indicated that only
6 per cent of the presidents in their study moved directly
from a faculty position to the presidential role,3 they
indicated that most of the presidents have at least some
teaching experience in their backgrounds.4 Ferrari was
quite explicit regarding this, stating that, "Nearly all
Presidents had college teaching experience with a large
pProportion attaining the rank of professor."5 Of signifi-

cance was Ferrari's finding that, "Business and govern-

ment fields directly supplied only 5 per cent of all

PreSidents.“6
lDemerath, Stephens, and Taylor, op. cit., p. 63.
2

Ibid. See also Hemphill and Walberg, and
Hodgkinson.

3Hemphill and Walberg, op. cit., p. 50.

41pid., p. 48.

5 2 1] n s
Ferrari A Study of the Career . ., . op. Ccit.
Abstract . ’ Y ’ p ’
6

Ibid.
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Effectiveness

Hemphill and Walberg examined four major questions
related to the effectiveness of college presidents. They
were:

What do college presidents regard as the most im-
portant "roadblock" preventing them from doing the
job they would like to do? What factors relate to
the satisfaction they obtain from the job? How do
they maintain enthusiasm for their work? What
characteristics are associated with their overall
effectiveness?l

Hemphill and Walberg felt that their finding with
respect to the question on roadblocks to effectiveness,
was "one of the most important" of the study.

« « . the roadblock checked far more frequently than
any of the others was: "Time taken up by adminis-
trative detail (at the expense of more important
matters)." Less than 10 per cent said that this
factor did not interfere at all with their effective-
ness; more than one-half said that it was a "minor
roadblock," and more than one-third said that it was
a "major roadblock."2

Interestingly enough, the presidents did not
attribute this roadblock to their own lack of adminis-
trative ability, but rather to a lack of competence among
their subordinate administrators.3

Hemphill and Walberg also obtained ratings on the
effectiveness of the presidents they surveyed, and then
compared the backgrounds of presidents with high and low
ratings. One of the differences they found was related

to the president's previous position.

lHemphill and Walberg, op. cit., p. 54.
21bid., p. 55. 31bid.,



dene
Casl
acn

One~



37

If either one of his two prior positions was as head
of an academic department or as dean, the odds are
much better that the president is among those rated
as highly effective. Also, if the immediate position
was that of principal or superintendent, the presi-
dent is likely to be in the High group. Overall, 81
of the 107 presidents who were rated as most effec-
tive were either faculty members, department heads,
or deans in at least one of their two prior positions.
In contrast, only 39 of the 73 presidents in the Low
group had experience in one of these positions as one
of their two positions before becoming president.l

Also of significance was the finding that presi-
dents whose previous two positions have not been in edu-
cation or related fields, "are much less likely to be

among the highly rated presidents and make up more than

one-third of the Low group (29 of 73)."2

Intimate contact with an involvement in higher
education and academic administration are strong
correlates of rated effectiveness as a president.

Hemphill and Walberg's summary regarding the
distinctive characteristics of the highly rated president
was of sufficient importance to quote in entirety.

In summary, there are distinctive background differ-
ences between the highly rated and less highly rated
presidents. There is also evidence that the more
highly rated president is better able both to take
initiative and to involve his associates in the
solution of problems. Specifically, he tends to make
use of opportunities to work with outsiders, to exert
influence on what is taught, and to be concerned with
efficient administration of internal affairs. He has
a more liberal attitude toward academic freedom, and
his influence on educational matters, although strong,
appears to be focused upon general issues rather than
specific problems.4

libid., pp. 64-65. 21pid., p. 65.

31bid. 41bid., p. 67.
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Satisfaction

Hemphill and Walberg found that the presidents
they surveyed did, for the most part, find their work
satisfying. Via questionnaire they asked each president,
"How frequently do you find your work highly satisfying

or extremely rewarding?"

More than half of them (97 out of 180) chose the most
favorable alternative, "very often" in responding to
the question. The remainder distributed their choices
among the alternatives "Frequently" (33 per cent),
"occasionally”" (12 per cent), and "Seldom" (1 per
cent).

As with their overall finding regarding effective-
ness, Hemphill and Walberg found that administrative
experience made a difference in the area of satisfaction.

The more satisfied presidents characteristically had
longer administrative experience (17 years as com-
pared with 12 years) and more experience in higher
education (57 per cent have 12 or moxye years as com-

pared w%th 36 per cent of the less satisfied presi-
dents).

There were other interesting comparisons as well.

There are differences between the two groups in their
undergraduate and graduate educational preparation.
The less-satisfied presidents were more likely to have
majored as undergraduates or graduates in the humani-
ties (45 per cent as undergraduates and 29 per cent as
graduates, compared with 28 per cent and 21 per cent
for the more satisfied group). At the graduate level
the more-satisfied presidents were more likely to have
majored in professional education (37 per cent as
compared with 17 per cent) .3

lipid., p. 57. 21pid., p. 60.

31pid., p. 61.
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inizational Roles

A major finding that Demerath, Stephens, and
.or reported was that the presidency "characteristi-
'y entails five major organizational roles: Money

. Administrator, Father Figure, Public-Relations Man,

Educator to the Public."l

"The job inside" the university comprises the first
three roles, and "the job outside," the last two.
The second major finding is that these roles and
expectations are quite inconsistent and, thus, evoke
a variety of adjustment mechanisms, some of which
can hardly be classed as rational administration.
The role conflicts and adjustments are seen as
important factors in the hiatus between president
and faculty.2

Hemphill and Walberg asked the 180 presidents in
r study to list the relative importance of five
ral areas of responsibility, namely:

(1) to stimulate and facilitate the work of the
faculty, (2) to administer the affairs of the insti-
tution in a businesslike manner, (3) to take initia-
tive in shaping the purposes of the institution, (4)
to provide a positive image of the institution among
those outside of it, and (5) to secure funds and
facilities to make the institution grow and prosper.
A majority of the presidents (61 per cent) ranked
initiative in shaping the purposes of the institution
as first in importance.

\ty-eight per cent of the remaining presidents con-

red the first responsibility of the president to be

lDemerath, Stephens, and Taylor, op. cit., p. 13.
21pid.
3

Hemphill and Walberg, op. cit., p. 41.




40

"to stimulate and facilitate the work of the faculty."1

Hemphill and Walberg concluded:

These two alternatives suggest educational leadership
as contrasted with administrative flavor of the re-
maining three alternatives. These three together
attracted less than 10 per cent of the presidents'
choices as areas of the first order of importance.

If the presidents in Hemphill and Walberg's study
were to prove successful in actualizing their priorities,
the "hiatus" between the president and the faculty which
Demerath, et al. noted above should not exist. Evidence
to be introduced next regarding the presidents' use of
time tends to indicate, however, that even though the
presidents place such a high priority on their role as
educational leaders in their institutions, they actually
devote only a minimal amount of their working time to this
area. This may, of course, reflect the existence of the
"roadblock" to effectiveness that was discussed above,
and not any insincerity on the part of the presidents in

stating their primary objectives.

Use of Time

There is little question concerning the demanding
nature of the college presidency. As Hemphill and Walberg
stated:

The first and most easily documented fact about the
position of the college president is that its demands

l1pid. 21bid., pp. 42-43,
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on the incumbent are heavy. On the average, the
president's work week is more than 60 hours.
Typically, he spends 23 days each year away from
campus on work related to the position and seven or
eight additional days on activities he considers not
related to his position., He makes about 16 addresses
each year, spends 40 to 45 minutes each day on the
telephone, and receives reports directly from five

or six subordinate administrators. . . .

Just as Hemphill and Walberg found differences in

the backgrounds of more- and less-satisfied presidents,2

they also found differences between these two groups in
the use of time. Regarding these differences they stated:

This pattern of differences in time allocations
suggests the hypothesis that the less-satisfied
presidents spend more time on activities implying
scholarly and professorial involvements, while
more-satisfied presidents accept more completely the
burden of administrative responsibilities. This
hypothesis_is supported by responses to other
questions.

Previously, it was implied that Hemphill and
Walberg's study of the president's use of time indicated
that he was unable to spend much time on those matters
which he considered to be of primary importance. Their
statement in this regard was:

Most incumbents testify that they find it difficult,
if not impossible, to direct their efforts towards

being most influential in the areas where they per-
ceive their greatest responsibility--providing pur-
pose and direction for their institution. Although

they work a long and tiring week, they are forced to
divide their time to attend to a multiplicity of

libid., p. 27.

2See above.,

3Hemphill and Walberg, op. cit., p. 58.
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functions and, as a consequence, they find their
success diminished by relatively inconsequential
problems.1l
Ferrari also studied the use of time by presidents
and divided his findings between the use of time by presi-
dents of public institutions and the use of time by
presidents of private institutions. The table Ferrari

used to illustrate the relative rankings of time-

consuming activities is reproduced below.

Relative Rankings of Time-Consuming Activitiesz

Rank given by Rank given by
Presidents of Presidents of

Activity Public Private
Institutions Institutions
General Administration 1 1

Meetings with faculty, stu-
dents, alumni 2 2

Meetings with state legis-
lators 3 7

Educational activities at
state and national levels

Social occasions

Meetings with business
leaders

Fund-raising 7 3

lipid., p. 27.

2Ferrari, "A Study of the Careers . . . ," op. cit.,
p. 332,
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It was of great interest to note the similarity
of the use of time for presidents of public and private
institutions with the exception of the reversal of the
"Fund-Raising" and "Meetings with state legislators"
categories. Even in these instances, the meetings with
state legislators held by the public institution presi-
dents could be construed as fund-raising activities,
given the reliance of the public institutions on the
state legislature for the majority of their funding.

In describing the proportion of time that relates
to the above rankings, Ferrari noted:

For general administration (including budget
review, planning and evaluation, and policy meetings
with central staff) 42 per cent of the presidents
said they spent over 50 per cent of their time,
while another 22 per cent of the presidents said
that general administration required between 35 and
50 per cent of their time.

. . « It is somewhat interesting to note that
the importance and amount of time spent on general
administration did not increase with the size of the
institution, but is fairly consistent throughout.1

Another table from Ferrari's study was of interest
in that it broke down the percentage of time the presi-
dent spent with various constituents in an average week
(see p. 44).

Once again Ferrari found great similarities among

institutions and regions in the average amount of time

spent with various groups. "However, the small institution

11pid., pp. 332-33.
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Average (Mean) Time Spent with Persons Associated
with the Institutionl

Rank Avg. (mean) per cent

Person or Group (1 = highest) of time spent w/ each)

Board of Trustees

members 5
Alumni
Students 3 13
Faculty (individually

or as committees) 2 20
Administrative Staff 1 36
Civic Leaders 4 10
Others 6 7

presidents spend relatively more time with students and
faculty and less with their administrative staff than do
their counterparts in larger institutions."2
Ferrari also looked at the presidents' membership

on boards outside of the institution. Although the
specific tables regarding outside membership will not
be presented, it was of interest to note that, although
presidents were involved with outside commitments, the
involvement was not as extensive as has sometimes been
intimated by their detractors,

. . . academic presidents are involved in outside

policy-making boards, but the involvement varies

with the type of board. For example, only 9 per
cent of academic presidents serve on public

lipbid., p. 334. 21pid.



45

foundation boards, while 51 per cent of presidents
serve on high-level educational association boards.
In general, the presidents of universities have

relatively greater involvement in outside boards
than do liberal arts college presidents. . . .1l

Tenure
Much concern has been voiced recently about the

shortened tenures of college and university presidents.
Although the literature was divided on this point, several
of the major studies would seem to imply that the tenure

pPeriod has not decreased as dramatically as the popular

Press would lead one to believe.
in a 1959 survey of the

For example, W. K. Selden,

Presidents of 1,300 college and university presidents,
found that the incumbent presidents of these colleges had

been in office an average of 8,1 years. Selden compared

the tenure of these 1,300 academic presidents to that of

1,7 OO0 top executives of 600 major corporations and found
A4 < 1 ose proximity. Of the 1,700 business executives
Studijed, "52 per cent had been in their jobs less than

Sixc years; and fewer than 15 per cent had served more
thanr fifteen years." These figures compared with 50 per
Cen <+t and 13.3 per cent for the academic presidents.

——

l1pia., p. 33s.

2W. K. Selden, as reported in Demerath, Stephens,

AnAa Tayior, op. cit., pp. 46-47,

31pia.

41pid.
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Ferrari, reporting in 1968, found an average

number of years in office for all presidents to be 7.8

only slightly less than the average of 8.1 years

years,
Ferrari found, however,

that Selden reported in 1959.
that the average differed by type of institution, with

the lowest average for presidents of independent uni-

versities (5.6 years), and the highest for presidents of

Protestant-related universities (11.8 years).
Alton, in his study of forty-four college and

university presidents who resigned in 1969 or early 1970,

found the average tenure to have been 9.2 years at the
time of resignation. The 9.2 figure, coupled with the
Other data from Alton's study giving reasons for presi-

dential resignations, certainly did not present a picture

of dnstability for the position or its incumbents.
The most recent major study which presented find-

ing s related to tenure, was the Carnegie Commission Study
I'epoxrxrted by Hodgkinson. If one accepts Hodgkinson's con-
c]-‘-lsions, one would place average tenure at four to five
Years.4 Hodgkinson desired to gain a perspective on the
e ——————

"A Study of the Careers . . "

1Ferrari,

P . cit., p. 180.

21bid.

3Alton, op. cit., p. 78.

Institutions in Transition, op. cit.

4 .
Hodgkinson
P. 144, 9 ’
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stability of the presidency and asked responding presi-
dents to report the number of presidents their institutions

had during the last ten years. The findings were as

follows:
Number of Presidents During Last Decadel

Number of Presidents Number Percent
One 430 35
Two 565 46
Three 162 13
Four 51 4
Five or more 10 1l
No response 12 1

Based on this table, Hodgkinson concluded:
Thus approximately 71 percent of our institutions have
had no more than two presidents during the previous
decade; this suggests some stability, but as with
our earlier findings, gives a presidential "life
expectancy" of only four to five years.

It would seem to this writer that one could take
issue with the four- to five-year figure because no data
was given on either the length of time within the ten-year
period that the respective presidents served, or the tenure
of the previous president upon retirement or resignation.
The writer thus reserves judgment on what constitutes the
average tenure for college and university presidents.

Hodgkinson did make allowance for variations in

interpretation when he said:

libid., p. 144. 21bid.
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It also may be that a reported decline in presi-
dential longevity is most characteristic of the non-
sectarian institutions, Under length of service of
major administrative officers 18 percent of the public
institutions reported an increase, and 20 percent of
the sectarian, while only 9 percent of the non-
sectarian institutions reported an increase.

Reasons for Resignation

Some helpful indicators of the state of the college
presidency are the reasons presidents give for their resig-
nations. The principal source of information for this
section was Alton's study of forty-four college and uni-
versity presidents who resigned in 1969 or early 1970.2
It should be noted that two-year college presidents were
included in Alton's population, Alton reported:

Twenty-one general areas were cited as prompting
presidential resignation among the group responding.
However, within the twenty-one areas can be determined
factors which have played more significant roles than
have others.3

Alton divided these twenty-one general areas into
five categories: Role Expectations, General Adminis-
tration, Internal Relations, External Relations, and
Employment Alternatives.

With respect to the category of Role Expectations,
Alton found that "both a lack of specific role definitions
as well as an inability to operate within the confines

that do exist" contributed in a significant manner to a

decigion to leave the presidency.4

—

lIbid., p. 62. 2Alton, op. cit.

31bid., p. 84. 41bid., p. 94.
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A seemingly healthy finding was that a contribut-
ing factor in the decision of a number of presidents to
resign was a desire to leave the position "prior to the
time when their effectiveness had been exhausted."1 To
avoid serving either too short a time or too long a time,
the presidents who resigned agreed that a period in office
of from five to ten years is most desirable. "Periods
shorter than that do not permit significant achievement;
periods longer generally find the leadership becoming
ineffectual."z

When Alton compared the position held immediately
preceding the presidency, for those presidents who had
resigned, with similar studies of active presidents, he
found an interesting difference. "A larger percentage of
those presidents who had resigned came from college teach-
ing positions to the presidency than was the case with
those persons active in the role at the time of previous
surveys.“3

Although a few of the presidents who had resigned
indicated that they were resigning because they felt the
Presidency offered limited challenges (primarily presi-
dents of two-year institutions), this was not the norm.

It is not . . . the limited challenges of the position
that are of most concern, rather the effect which the

——

lipid., p. 100. 21pid.

31pid., pp. 79-80.
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demands of the job have on the personal lives of the
incumbents, specifically the inability to have signifi—
cant control over the ordering of one's priorities,

Contrary to what might be anticipated given the
volatile campus setting in 1969 and 1970, student unrest
did not play a significant part in the decision of these
presidents to leave their positions. Alton reported this
finding as follows:

In a period of time when the student has come to be
a more significant part of institutional governance,
the influence which his presence has on the campus
might appear to play a part in presidential termi-
nation. While it does to some extent, it does not
play the role that might be expected. Three presi-
dencies among the forty-four could be considered as
having come to termination in part by student pres-
sure, although in no case did it play a more im-
portant role than being one of three reasons cited
for a particular resignation.2

Alton gave the following composite of the "average"
individual who resigned from the presidency during 1969
and early 1970. This mythical average resignee was:

Male, average tenure of 9.2 years, fifty-four years
of age, holder of the earned doctorate, better than
even chance to have earned all three degrees from
private institutions, having no one specific disci-
pline in terms of undergraduate or graduate training
yet with greater possibility than it may have been
in the social sciences, having come to his position
from college academic administration or teaching and
when leaving entering nonacademic college adminis-
tration, teaching, or foundation or government
administration.

libid., p. 117. 21pid., p. 146.

31pid., p. 84.
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Discussion of Literature on
the Academic President

From the review of the literature concerning the
college and university president insight has been gained
into the history of the academic presidency in the United
States, as well as a picture of the current status of the
presidency. This information serves as a useful basis
for evaluating the incidents collected from presidents in
the current study. Specific questions based on this
review of the presidential literature will be presented
in Chapter III.

Literature Related to the Critical
Incident Technique

A survey of the literature relating to the Critical
Incident Technique was conducted for two reasons: (1) to
gain sufficient knowledge regarding the technique to apply
it to an investigation of incidents having an impact on the
effectiveness of college and university presidents; and (2)
to insure that this technique had not already been used to

study the college and university presidency in this manner.

Origin and Development of the
Critical Incident Technique

The idea of the Critical Incident Technique was

Conceived primarily through the efforts of John C. Flanagan
and his associates while working in the Aviation Psychology

Program of the United States Army Air Force during World
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War II. Flanagan indicated, however, that the roots of
the methodology extend back even further.

The roots of the present procedures can be traced
directly back to the studies of Sir Francis Galton
nearly 70 years ago, and to later developments such
as time sampling studies of recreational activities,
controlled observation tests, and anecdotal records.
The critical incident technique as such, however, can
best be regarded as an outgrowth of studies in the
Aviation Psychology Program_of the United States Army
Air Forces in World War II,

The Aviation Psychology Program was established
in the summer of 1941, to develop procedures for the
selection and classification of aircrews. In stating
what had been learned from this program, Flanagan wrote:
Experience during the war emphasized the great im-
portance of determining the critical requirements,
as contrasted with those which had a negligible effect
on success in the activity. Too often, job analyses
have resulted in long lists, including the most de-
sirable human traits, without any information as_to
which were essential and which were unimportant,
Flanagan's method for determining critical require-
ments was to gather, on a systematic large-scale basis,
specific incidents of effective or ineffective behavior
regarding a designated activity. 1In the case of the flight

crew studies, combat veterans were asked to report inci-

dents they had observed that involved behavior "which was

1John C. Flanagan, "The Critical Incident Tech-
nique," pp. 327-28.

2John C. Flanagan, "Research Techniques for Develop-
ing Educational Objectives," The Educational Record, XXVIII,
No. 2 (april, 1947), 143.
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especially helpful or inadequate in accomplishing the
assigned mission.“l

Although the Critical Incident Technique had its
origins in the Aviation Psychology Program, it was not
until after the second World War that the technique was
formally developed and given its present name. After the
war, Flanagan and a few of his associates from the Avi-
ation Psychology Program established the American Insti-
tute for Research in Pittsburgh., It was through the work
of the Institute, as well as through the work of advanced
graduate students at the University of Pittsburgh, whose
theses Flanagan directed, that the technique was adapted
to a variety of new situations.

Description of the Critical
Incident Technique

Flanagan gave the following description of the
Critical Incident Technique:

The critical incident technique consists of a set

of procedures for collecting direct observations of
human behavior in such a way as to facilitate their
potential usefulness in solving practical problems
and developing broad psychological principles. The
critical incident technique outlines procedures for
collecting observed incidents having special signifi-
cance and meeting systematically defined criteria.2

lFlanagan, "Critical Incident Technique."

21pid., p. 327.
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A more concise definition of the technique, and
one which gives a clearer indication of the applicability
of the technique to this study, was given by Andersson
and Nilsson.

The Critical Incident Technique is a procedure used
in the collection and analysis of incidents in which
the holder of a position in a certain occupation has
acted in a way which, according to some criterion,
has been of decisive significance for his success

or failure in a task.

There are five basic steps included in the Critical
Incident methodology. These are:2

l. Determination of the general aim of the activity.

2. Development of plans and specifications for
observation of the activity or for collecting
factual incidents concerning the activity of

interest.
3. Collection of the Data.
4. Analysis of the data.
5. Interpretation and reporting of the data.

The manner in which these steps are applied in

this study will be explained in detail in Chapter III.

" lBengt--Erik Andersson and Stig-Goran Nilsson,

Studies in the Reliability and Validity of the Critical
Incident Technique," Journal of Applied Psychology,
XLVIII, No. 6 (1964), 398.

2Flanagan, "Critical Incident Technique."



55

Applications of the Critical
Incident Technique

An advantage of the Critical Incident Technique

is its adaptability to a wide variety of studies. As of
1954, only some eight years after Flanagan and his col-
leagues began a systematic formulation of principles and
procedures to be used in critical incident studies, a
fairly large number of applications had been made. Flana-
gan grouped these under nine headings or functional areas:

1. Measures of typical performance (criteria)

2. Measures of proficiency (standard samples)

3. Training

4. Selection and classification

5. Job design and purification

6. Operating procedures

7. Equipment design

8. Motivation and leadership (attitudes)

9. Counseling and psychotherapy

It should be noted that the above categories are not
necessarily mutually exclusive, A single study may well
involve more than one of the functional areas.

Although the Critical Incident Technique has been
utilized to study a wide variety of occupations, the

following review will concentrate on only a few of the

—

libid., p. 346.
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studies that have been done within the field of education,

and that have specific relevance to the present study.
The Critical Incident Technique has been used in
education to study elementary and secondary school

school board members,
5

3

teachers,1 college instructors,

school principles,4 and school superintendents.,

"Critical Categories for

1See: Edith P. Merritt,
(unpub-

E}ementary Teachers in Selected Curriculum Areas"
lished doctoral dissertation, Stanford University, 1955;
Lane B. Blank, "Critical Incidents in the Behavior of

Secondary School Physical Education Instructors," The Re-
1-6; Melvin Goldin, "Be-

Search Quarterly, XXIX (1958),
hﬁlVlor Related to Effective Teaching" (unpublished doctoral
dissertation, University of Wisconsin, 1957; and Robert M.
Kessel, "The Critical Requirements for Secondary School

Business Teachers Based Upon An Analysis of Critical Inci-

dents "™ (unpublished doctoral dissertation, University of

Wisconsin, 1957).
"Study of the Critical Requirements

2JoAnn Smit,
for J_Znstructors of General Psychology Courses," Universit
°f Pittsburgh Bulletin, XLVIII (June, 1952), 279‘%1_')- 3 '

3See: Richard E. Barnhart, "A Study of the Criti-
A Requirements for School Board Membership Based Upon the
Nalyrsis of Critical Incidents" (unpublished doctoral dis-

Sértation, Indiana University, 1952); and John E. Corbally,
"A Study of the Critical Elements in School Board-

S:rf‘n‘unity Relations" (unpublished doctoral dissertation,
1V ersity of California, 1955).

cal

Beh 4Berm'.ce Cooper, "Analysis of the Qualii.:y of the
denaviors of Principals as Observed in Six Critical Inci-
(Apt . Studies," Journal of Educational Research, LV]_:, ‘No. 8
Behl‘ll, 1963), 410-14. Also, Benjamin Dayton, "Critical
Insaviors of Elementary Principals in the Improvement of
T xuyction"” (unpublished doctoral dissertation, Stanford

u
Niversity, 1955).

fQ:: 5See: George V. Kirk, "The Critical Requirements

Qs Public School Superintendents" (unpublished doctoral

By Sertation, University of Pennsylvania, 1959); and,
Qce J. Dunn, "an Analysis and Identification of
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Studies by Rodgers,l Miller,2 and Peabody3 have
each contributed to the structure and methodology of this

study and thus will be reviewed in somewhat more detail.

Rodgers' study was of interest because of his

application of the Critical Incident Technique to an

administrative position in higher education. Rodgers had

Professional Peers of the Student Personnel Dean report

incidents in which the Dean's actions were especially

satisfactory or unsatisfactory. From these critical inci-

dents, specific behaviors were identified which were

Critical to the work of the Dean. Via an a posteriori

analysis of the incidents Rodgers identified seven criti-
Cal areas in which the Dean of Students operates. These

were: Communication, Counseling, Cooperative Relationships,

gHStIWJctional Leadership Acts as Performed and Perceived
Y the Ssuperintendent of Schools" (unpublished doctoral

dissea:rtation, Michigan State University, 1964).

cal lAllan W. Rodgers, "An Investigation of the Criti-
as SAspects of the Function of the Student Pergopnel Dean
dent;eaean by his Professional Peers Using the Critical Inci-
Micll.'rechnique" (unpublished doctoral dissertation,

L. gan State University, 1963).

men+t 2Richard E. Miller, "A Study of Significant Ele-
Fore§ in the On-the-Job Behavior of College and University
tat 3 1. gn Student Advisers" (unpublished doctoral disser-

1 on, Michigan State University, 1968).

den 3Fred J. Peabody, "An Analysis of Critical Inci-
ts for Recently Employed Michigan Cooperative Extension

A
dgznts with Implications for Training" (unpublished
toral dissertation, Michigan State University, 1968).
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Diagnosis, Investigation, Leadership and Information, and
Policy Making.l Twelve categories of problems which con-
fronted the Student Personnel Dean were also identified
as were fifteen categories of people with whom he was in
contact in carrying out his responsibilities.

Miller2 was concerned with identifying significant
©lements in the role behavior of Foreign Student Advisers.
Miller's study was similar in structure and methodology to
that of Rodgers', but with two key differences. First,
dinstead of relying on Professional Peers to report the
i ncidents in which the Foreign Student Adviser acted in
an effective or ineffective manner, Miller had the Foreign
S tudent Advisers report on their own role behavior.
Secondly, Miller relied on personal interviews to obtain
the incidents rather than relying on written report forms
s Rodgers had done. Both the self-reporting method and
the personal interview method will be utilized in this
Study for, as Miller noted:

The Critical Incident Technique is most effective
when the personal interview is used to gather the
incidents. It is possible to obtain 100 percent
response from the observers selected for the study
compared to less than 20 percent responses commonly
received from the mail survey method of collecting
data. The interview is much easier for the observer,

and more complete responses are given. Because of
greater accuracy and precision of incidents gathered

1Rodgers, op. cit., pp. 61-65.

2Miller, op. cit.
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by an interview, fewer numbers of incidents are

necessary to obtain an accurate description of the

activity than when the mail survey method is used.l

The study by Peabody,2 while concentrating on a
different occupational group than will be involved in this
study, was of interest because of its use of the Critical
Incident Technique to ascertain the impact of length of
employment on training needs. 1In a study of cooperative
©xtension agents Peabody found that agents' perceptions of
J ob requirements differ "only slightly" by agent tenure.3
In addition to having extension agents report examples of
© ffective and ineffective incidents, Peabody had them
X eport the importance and the difficulty of performing
the incidents. A very interesting finding was that
"experienced agents reported higher difficulty scores than
did inexperienced agents."4 Agents also appeared to differ
in their perceptions of the importance of job require-
mments according to tenure.5
No literature was found which applied the Critical

Incident Technique to an analysis of the four-year college
and university presidency. Graham's study of the junior
College president was certainly of interest, however, in

terms of its methodology, its assumptions, and its findings

libid., p. 219.

2 . 3.

Peabody, op, cit. Ibid., p. 151,
41pia., p. 152. 1bid.
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about the role of this related occupational group.:L Graham

said of the study:

Basically the current study uses this technique [the
Critical Incident Technique] but with a divergent con-
ceptual orientation. It is posited that perception is
reality to the observer, and thus if we wish to know
what a junior college president perceives he does, we
find out from a junior college college president, not
from an observer--either interested or disinterested.?

In the present study a similar stance has been
t aken regarding the propriety of going directly to the
C<ollege and university president to learn his perceptions

C<oncerning the types of incidents that have had an impact

On his effectiveness as a president. This was not meant

Tt o discredit studies which have used reliable observers
Tt o report on the effectiveness and ineffectiveness of

Persons in the job being assessed. The rationale was

that in certain positions as singular in nature as that
Of the college presidency, or the junior college presi-
dency, the role incumbent may be in the best position to
Judge the effectiveness or ineffectiveness of his actions.
One other contribution of Graham's study should be
noted here, and that is the parallel he found between
Flanagan's approach and that of the Ohio State University

Leadership Studies. The Ohio State studies were being

1Robert G. Graham, "The Junior College President's
Job: An Analysis of Perceived Job Performance and Possible

Influencing Variables" (unpublished doctoral dissertation,
University of Texas, 1965).

21pid., p. 94.
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conducted during the same period that Flanagan was coordi-

nating the occupational research efforts of the American

Institute for Research. The Ohio State investigations

were designed to obtain leadership behavior descriptions
and they accomplished this by collecting from subordinates,
S tatements of acts by their superiors.l

The parallel nature of the Ohio State University
L.eadership Studies and Flanagan's Critical Incident
S tudies was considered significant in that at least two
S eparate groups of researchers felt that the best means
O Ff moving beyond the "trait" approach to leadership and
Occupational proficiency, was to obtain actual samples

Of job performance and then to analyze these for critical

X ole behaviors.

Ewaluation of the Critical
Incident Technique

Several important criticisms have been made con-
Cerning the Critical Incident Technique. The criticism
that was most prevalent in the literature related to the
technique's reliance on subjective judgment. The Critical
Incident Technique does rely on subjective judgment both
in the observer or reporter's assessment of what consti-
tutes effective and ineffective behavior, and in the in-
Vestigator's categorization of the data. Corbally re-

Sponded to this criticism, however, when he wrote:

lipid., p. 13.
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The method does depend to a great degree on , . .
subjective judgment. . . . To the statistically
minded, this fact may lead to some depreciation of
the use of the method in research. Too often, how-
ever, educational research has suffered from the
application of one or both of two assumptions. The
first is to assign a high degree of objectivity to
anything that can be brought under statistical treat-
ment. The second is to hesitate to push into an area
with research unless a method can be devised which
at least gives the appearance of complete objectivity.
To be sure, objectivity must be sought to the very
utmost of the ability of the researcher. However, a
method which provides useful and apparently valid
results should not be discarded because it seems to
have elements of subjectivity.l

Sax pointed to other limitations of the Critical
Incident Technique but, like Corbally, he did not feel
that these limitations warranted the rejection of the
'tficzllnique.

The collection of data to gather critical incidents
is subject to the same sorts of distortion as are
other types of data collection procedures. Dis-
tortions of memory, for example, can yield inaccur-
ate descriptions of incidents. Even with incidents
which have recently occurred, such factors as per-
sonal bias may distort obtained reports. However,
a skilled interviewer can look for contradictions,
probe for errors of omission, and try to discrimi-
nate between the objective reporting of incidents
and an interpretation of these events.

There are dangers in applying the Critical Inci-
dent Technique to as complex a job as that of the college

ang university presidency. One must be mindful that the
————

lJohn E. Corbally, Jr., "The Critical Incident
Chnique and Educational Research," Educational Research
Q1lletin, XXXV, No. 3 (March 14, 1956), 60.

Te
B

R 2Gilbert Sax, Empirical Foundations of Educational
l-Gﬁsearch (Englewood Cliffs, N.J.: Prentice-Hall, Inc.,
§6§5, p. 192.




63

technique had its origins in military and industrial

settings where the primary concern was training, instru-

. . e . 1
mentation and machine modification, Encouragement to

Proceed with the present study, in spite of the limi-

tations and dangers expressed above, was found in the

Successful application of the technique to such complex

POsitions as those described earlier. Encouragement also

was

found in statements such as the following by Corbally:

Research in education has placed increased emphasis
on behavior, particularly in the areas of teaching
and administrative competency. In the furtherance of
investigations of this type, no method seems to hold
more promise than the critical incident technique.

Coxbally went on to state:

In spite of some disadvantages, the critical incident
technique has much to offer the researcher in edu-
cation and other social science fields. The technique
offers an outstanding method of studying a task in
terms of the behavior of those engaged in it. . . . It
provides recommendations which can be utilized immedi-
ately by practitioners in the field. The data, which
are gathered in terms of critical incidents, provide
much insight into the problems facing individuals as
they attempt to perform certain tasks and provide
case-study material for use in training others to
perform these tasks. Also, the data provide many
examples of good practice in the field which are
useful for both in-service and pre-service training.

1John E. Corbally, Jr., "A Second Look at the

Cxjtical Incident Technique," Phi Delta Kappan, XXXVIII
(January, 1957), 141.

2Corbally, "The Critical Incident Technique and

EQuycational Research," p. 61.

31pid.
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Andersson and Nilsson performed a number of
methodological checks on the reliability and validity

of the Critical Incident Technique and found that it

fared well, They stated:

The methodological checks of the critical inci-
dent technique . . . give a positive impression of
the method.

The material collected seems to represent very
well the behavior units that the method may be
expected to provide. After a relatively small
number of incidents had been classified, very few
behavior categories needed to be added.

According to the results of the studies re-
ported here on the reliability and validity aspects
of the critical incident technique, it would appear
justifiable to conclude that information collected
by this method is both reliable and valid.l

As has been noted elsewhere, the Critical Incident

Technique will be adapted in the present study to reflect

the nature of the population of interest. Support for

Adaptations of this nature was given by John C. Flanagan,

the originator of the technique. Flanagan wrote:

. « . the critical incident technique is essentially
a procedure for gathering certain important facts
concerning behavior in defined situations. It should
be emphasized that the critical incident technique
does not consist of a rigid set of rules governing
such data collection. Rather, it should be thought
of as a flexible set of principles which must be

modified and adapted to meet the specific situation
at hand.?

Andersson and Nilsson, op. cit., p. 402.

Flanagan,"Critical Incident Technique," p. 35,
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Discussion of the Critical
Incident Literature Review

From origins in military and industrial psychology,

the Critical Incident Technique has developed to a point
where its application has extended to a variety of settings.
The technique has limitations, but it also has important

Strengths which made it particularly applicable to the

type of study that has been proposed. In the design of

this gtudy every effort was made to maximize the strengths

©f the technique and minimize the limitations.

Summarz

The literature on the college and university

Presijident and presidency has reflected the centrality of

the position in American higher education. Given its

CSentrxality, however, the literature also reflected the
NeedA for increased preparation for presidents; the need
for better identification and selection procedures; the
Neeq for better role definition; and the need for better
vel'licles for studying and understanding the role per-

foxrmance of incumbents in the position.

The literature supported the need for increased

s . . . .
tudy of the presidency across institutional types. It

r s . . . .
SV ealed that the position is time consuming and demanding

w
he":her one is president of a very small or a very large

i . . . .
rls"::n.tut:.on. It also revealed that the manner in which
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»sidents spend their time is not always consistent with
»ixr own stated priorities,

Although the literature on the average tenure of
demic presidents was somewhat contradictory, a clear
ication was given of the recurrent need for qualified
iwviduals to fill the vacancies that arise as a result
re signations and terminations. An encouraging feature
the presidential literature was the extent to which
Armbent presidents and presidents who have resigned
L cated that they have found or are finding their work
S>e@ rewarding. This refutes somewhat the implication
1 in the popular literature that college and uni-

S ity presidents today are finding their work unbearable
thus that there is a mass exodus from the position.

The literature on the Critical Incident Technique
= aled that the technique is a flexible research tool
h great promise for application to a study of situ-
Ons facing new and experienced presidential role in-
bents. The literature on the technique gave evidence
its application to studies of a wide variety of occu-
ions. The critical incident literature supported the
dicability of the technique to studies of leadership
Avior in education, Though the literature revealed
t the technique has limitations, its strengths were

Jed to outweigh the weaknesses.






CHAPTER III

DESIGN AND PROCEDURE

In this chapter the design of the study is pre-

Sented. Included are the procedures used to: (1) identify

the geographical area; (2) identify the types of insti-
tutions; (3) identify the presidents to be surveyed; (4)
descxrxibe the development and use of the Critical Incident
intexrview format; and (5) describe the process to be used
in the analysis of the data. The information which was
Fgained by using this design and procedure is reported and
&Nnalyzed in Chapter 1IV.

Selecting the Region and
Institutional Types

The primary purpose of the study was to compare
qNA  contrast incidents which have had an impact on the
effect:iveness of relatively new or inexperienced college
anq university presidents, with incidents which have had
an impact on the effectiveness of more experienced presi-
dents. To investigate incidents of this nature a sample
had to be developed which would yield a number of presi-

dex\ts fitting the description of "new" and "experienced,"

67
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yet would not cover such a wide geographical area as to
make personal interviews an impossibility. Accordingly,
a five-state region of the Midwest was selected as the
geographic area to which the study would be limited. The
states included were Illinois, Indiana, Michigan, Ohio,
and Wwisconsin.

It was determined that the study would be limited
to four-year institutions, and that a variety of insti-
tutional types and sizes would be included, both to insure
4 sufficient number of new presidents to make comparisons
of i ncidents meaningful, and to allow for comparisons

ACross institutional types and sizes.

Selecting the New Presidents

The first step in the selection process was to
identify presidents who would have assumed office at such
& +time that their tenure would be no less than six months
bu+t no more than eighteen months at the projected time of
the study. The "Higher Education Gazette," a feature of

'm\eChronicle of Higher Education, was used as the primary

Y€ source for this first step, since recent appointees to
c:Qllege and university presidencies are listed therein.
The "Gazette" does not, however, always list the date an
apDointment becomes effective, and, since presidential
apDc:intments may be made and announced as much as nine
mQl'lths to a year prior to the date the president actually

QS sumes office, Chronicle issues covering a twenty-four
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month period were reviewed to seek to insure that no new
presidents who fit the specifications of interest were
missed. This process identified twenty-one presidents in

the five-state region who qualified as "new" presidents.

Selecting the Experienced Presidents

Once the "new" presidents were identified, it was
necessary to identify individuals who were presidents of
Compyarable institutions and who would have been in office
at 1 east twenty-four months at the time of the interview.

The Education Directory, 1970-1971, Higher Education, was

UsSeq in this process. The Directory lists institutions
by type and size, and gives the name of the president.
TWenty presidents were identified, each one representing
aAn institution gaining a new president.l This represented
OnNne )less experienced than new president because of the
inability to find, within the five-state region, an insti-
Ut ion which matched one very small school that had gained

2 mew president. 2

\

i lThe Education Directory was also used to indicate
pnstitution type and size for institutions gaining new
Tesidents,

B 2It turned out that the "new" president of this
sarticular institution chose not to participate in the
t\-‘ldy so this did not prove to be a problem.
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Eliciting the Participation of
the Presidents

The next step was to seek the participation of
each of the new and experienced presidents who had been
identified by the processes described above. The initial
contact with the presidents was via a letter signed by the
Cchaixman of the writer's guidance committee. The letter
brie fly described the study; described what would be asked
©f <t he president if he chose to participate; identified the
researcher; and included a reply form and a stamped self-
addxressed envelope (see Appendix A). The reply form asked
the president to indicate whether he would participate in
the study and, if so, whether he preferred a personal or
telephone interview. The form also asked the president
to indicate the date his appointment was effective. This
heall;zed determine that the new presidents were, in fact,
"New" as defined in the study and gave an indication of the
Tange of years in office represented by the experienced
g’:<>11p of presidents. Presidents were also asked to send
a <opy of their vitae, both to alleviate the need to ask
fox identifying information in the interview and to serve
&S  another check of the fact that the "new" presidents

Vere indeed new to the presidency and had not previously
S€xvyed in that position at another institution.
Presidents whose response indicated a willingness

tao participate in the study were sent a letter signed by

the writer giving further information regarding what would

—=
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be asked in the interview (see Appendix A). A call was

then placed to their office to establish a date and time

for the interview,

Presidents whose responses indicated that they
would not be able to participate in the study were sent a
letter thanking them for replying and indicating that,
shou 1d they find at a later time that their schedules per-

mitted participation, their inclusion in the study would

be welcomed.

Three weeks after the initial letter had been sent,
a4 follow-up letter, signed by the writer, was sent to each
President who had not responded to the initial letter.

Once again a reply form and a return envelope were in-

Cluded.

The Sample
Forty-one presidents--twenty-one new and twenty

©X perienced--were sent the initial letter. Thirty re-

SPonded, twenty-one agreeing to participate and nine indi-

CA&ting they would be unable to participate. Twelve of

t]"1<>se responding positively were experienced and nine

Were new. Seven of the nine who indicated they would be

Unabple to participate were new.:L

\

h 10ne of the experienced presidents who indicated
te would be unable to participate noted that he would like
a:. but that he was leaving his current institution to

s

o ume the presidency of an institution on the West
Oast.
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One of the new presidents who indicated that he
would be unable to participate, gave as a reason the fact
that he had been a president for such a short period that
he doubted that he could be of help to the study. When
the writer contacted him by letter and assured him that
his responses would indeed be valuable, he did agree to
Participate. This brought to twenty-two the number of
Presidents who agreed to participate in the study based
On xesponses to the initial letter.‘.L

As indicated above, three weeks after the initial
let ter had been sent, the writer sent a follow-up letter
to the eleven presidents from whom no response had been
received. Six of the eleven responded at this time, five
indicating they would be able to participate and one indi-
Cating he would be unable to participate. A seventh
PXresident responded at this time indicating that he was
NO  longer at the institution where the letter had origi-
Nally been sent, and further that he was no longer a
PXr esident. Because his mail had obviously been forwarded
Lo  another state, it was impossible to determine whether
©his individual was replying to the initial letter or the

foa low-up letter.

T

10ne of the new presidents who initially agreed to
pa1:‘ticipate, later had his secretary call the writer's
T fice to indicate that he would not be participating.
hig also, however, related to his newness in the position,
Nid after further written communication from the writer he
Nice again agreed to participate.
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This left only four of the original forty-one
presidents from whom no response had been received. Five
weeks after the follow-up letter had been sent, a second
and more personalized follow-up letter was sent to these
two new and two experienced presidents. A slightly re-
vised wversion of the reply form was also sent. Two re-
sponses were received, both negative and both from new
pPresidents. No additional attempts were made to contact
the remaining two presidents from whom no response had been
received.

Twenty-seven presidents had thus indicated a will-
ingnes s to participate in the study. Fifteen of these
were experienced presidents and twelve were new, Each of
the twenty-seven presidents was then contacted to schedule
an interview date and time. Upon contacting the office of
one of the experienced presidents, it was learned that he
Was on vacation and would be unavailable until after the
Projected interview period, The president had left in-
Structions to have his executive vice-president partici-
Pate ipn the study in his absence, but the researcher did
MOt feel that this would meet the criteria established for
8 Cxrjtical incident reporter. This institution thus was
N0t  jncluded in the study.

The final sample included twenty-six presidents,
f(’ull‘teen experienced and twelve new. The twenty-six

Presjdents represented 63.4 per cent of the presidents
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initially contacted. The fourteen experienced presidents
represented 70 per cent of the presidents in this category
who were initially contacted. The twelve new presidents
represented 57 per cent of the presidents in this cate-
gory who were initially contacted. 1In Table 1, the insti-
tutional types and sizes represented by the participating
presidents are indicated.

As indicated in Table 1, five presidents, or 19.23
per cent of the sample were presidents of private inde-
Pendent institutions. Thirteen, or 50 per cent of the
sample were presidents of private affiliated institutions.
The remaining eight presidents, representing 30.77 per cent
of the sample, were presidents of public institutions.
All but one of the twenty-six participants were males,
the one exception being a new president of a private

affiliated college in the 2,000 to 3,000 size category.

Developing the Critical Incident Format

The Critical Incident Technique1 was selected as
the most appropriate method for obtaining and analyzing
prim&ry data regarding episodes in role performance which
have had an impact on the effectiveness of the college and
UNiversity president.

The CIT focuses attention on behavior, It is a

teehnique that involves the reporting of incidents by
e———

c ]'The abbreviation CIT will be substituted for
nritical Incident Technique in sections where the termi-
Ology is frequently repeated.
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gualified observers (reporters) who describe the behavior
o £ the person being observed as either effective or in-

e £ fective according to the aims of the activity.

In discussing the development of the Critical Inci-

dent format, it is helpful to review the five basic steps

of the CIT:

l. Determination of the general aim of the activity

under study.

Development of plans and specific procedures

for gathering critical incidents which have had
an impact on the effectiveness of the college
and university president.

3. Collection of the data,

4. Analysis of the data.

5. Interpretation and reporting of the data.
l;___;;stablishing,the General
Aim

2lm of the Activity

The Critical Incident Technique requires the
©Stablishment of the general aim of the activity as the
first step prior to the gathering of any incidents. As
Fla-hagan noted, "It is clearly impossible to report that

2 person has been either effective or ineffective in a

Particular activity . . . unless we know what he is

eXpected to accomplish."l

lFlanagan, "Critical Incident Technique," p. 336.
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This requirement takes on specific relevance in
crxritical incident studies where observers are to be trained
to report on the effectiveness or ineffectiveness of role
behavior in occupations other than their own. In the
present study, however, it was felt to be presumptuous
to seek to tell college presidents what the aim of their
activity should be. Further, it was deemed desirable to
avoid restricting the potential range of incidents that
Presidents might report. Accordingly, a very general aim
of the presidency was adopted, namely, "To formulate plans
and programs for, and to direct the administration of a
COollege or university." This aim was in keeping with the

description of the position given in the Dictionary of
1

Occupational Titles.

2. Developing Plans and Procedures
FEorS g

LXox Gathering the Critical Incidents

Once the general aim of the activity was deter-
mined, the next step in the Critical Incident Technique
Called for the development of specific plans and procedures
for gathering the critical incidents. Basically, the
Choijice was between the use of written report forms to be
Comp leted by the respondent, and personal or telephone
intexrviews with the respondents. Previous critical inci-

dent studies which have utilized mailed report forms, have

" 1D;i.ctionar of Occupational Titles, Vol. I,
Definition of Titles" (3rd ed.; Washington, D.C.: Govern-
ment Printing Office, 1965).
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ewvidenced a very low percentage of return. Also, the
literature on the college president reflected that presi-
dents are deluged with questionnaires and written requests
for information.l These factors, coupled with the indi-
cation by Flanagan that the interview method was by far
the most satisfactory means of gathering critical inci-
dents, and that other methods are merely substitutes,z
led to the choice of the interview method of collecting
the incidents.

Once the decision was made to collect all data by
interviews, the decision had to be made as to whether the
interviews would be conducted in person only, or whether
Presidents would be given the option to choose an in-
Person or telephone interview. The chairman and one
Other member of the writer's guidance committee had had
f avorable experiences with studies involving a mixture
OFf in-person and telephone interviews. This factor,
Coupled with some feeling on the part of the writer and
Mempers of the guidance committee that certain presidents
Might be willing to participate by telephone whereas they

Might not participate in an in-person interview, prompted

—

lCharlene Gleazer, "The College President vs. the
Questionnaire," Educational Record, LI, No. 2 (Spring,
1970), 171-73.

2John D. Flanagan, Critical Requirements for Re-

Search Personnel: A Study of Observed Behaviors of Per-
Sonnel in Research Laboratories (Pittsburgh: American
Institute for Research, 1949), p. 6.
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the inclusion of the telephone inverview option. Presi-

Adential preference for the options is cited in Table 2.

TABLE 2.--Presidential Preference for Interview Method

Preferred a Preferred a No
Personal Telephone
Interview Interview Preference
New 7 2 3
Experienced 7 3 4
Total 14 5 7

One experienced president who initially indicated
a preference for a telphone interview, when called, and
after the instructions for reporting had been read, changed

his preference to a personal interview. Although the

President's Reply Form did not specifically give a "No
Pre ference" option, there were seven presidents who indi-
Cated on their reply form that either a personal or a

telephone interview would be satisfactory. Of the four

€Xperienced presidents who indicated they had no prefer-
©Nce, three were interviewed in person and one by tele-
Phone. 0f the three new presidents who indicated they

hag no preference, one was interviewed in person and two

by telephone. In those cases where the option was left to

the interviewer, the decision as to which interview method
Woyuld be used was based on geographical distance and

Whether or not other personal interviews were scheduled in
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the president's area at a time when he was available for
an interview. 1In Table 3 the number of telephone and

personal interviews are shown by presidential type.

TABLE 3.--Tabulation of the Use of Personal and Telephone

Interviews
Personal Telephone
Interviews Interviews
New 8 4
Experienced 11 3
Total 19 7
2a. Developing the

Interview Content

Several criteria were considered when developing
the ijinterview format. One criterion was brevity. It was
Considered desirable to keep the introductory comments as
brief as possible, while still seeking to insure that the
directions regarding the manner in which the presidents
Were to relate the incidents were as clear and precise as
POsgible. The original interview format was shown to
Several people and alterations were made based on their
Suggestions.

A second criterion was accuracy. It was not
ax'l‘ticipated that new presidents would have difficulty in
°‘°rrectly recalling the incidents they were relating

Since they, by definition, had not been in office more
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than eighteen months. Experienced presidents were also
asked to relate incidents that had occurred within the
previous eighteen months, however, both to insure that the
incidents they reported would have occurred roughly during
the same time span as those reported by the new presidents,
but also to limit the time span for recall. Flanalgan1
pointed out the importance of placing a time limit on the
period of recall for incidents, since it tended to reduce
unusual behavior to proper perspective and to reduce
erxrrors due to memory lapses and exaggeration.

An extremely vital criterion was the basis for
Judgment concerning effectiveness, i.e., what was being
considered and who was doing the considering. 1In the
Present study, what was being considered was the presi-
dent 's effectiveness, or lack of same in responding to
incidents that occur in the context of role performance.
Since the presidency of a college or university is such a
Singular position, the researcher cannot impose his own
Standard of effectiveness but must rely upon the compe-
tence of the respondent to do the judging from his or her
Persgpective. Flanagan argued for this approach when he
Stated: "It is important that these behaviors be identi-

fied by those who describe them as especially effective

1Flanagan, Critical Requirements for Research
P\ersonnel, op. cit., p. 5.
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according to their own standards, not those of any out-
side person or group. . . .”1
Given the above criterion and the critiques of

the interview format, the final interview format was

developed for use in the interviews (see Appendix B).

3. Collecting the Data:
Conducting the Interview

The interviews were conducted over a nine-week
pexriod in the summer of 1971, It was necessary to extend
the interviews over this period due to presidential
vacation schedules, No more than two personal inter-
Views were scheduled for any one day both to allow for
trawel time between institutions and to allow the inter-
Views to extend for as long a period as each president
desired. Similarly, no more than two telephone inter-
Views were scheduled for any one day. Although travel
time was, of course, not a factor in carrying out the
telephone interviews, this scheduling still allowed each
interview to go for as long or as short a time as the
President's responses dictated,

The personal interviews averaged just over an hour

(63 minutes), while the telephone interviews averaged less
than half an hour (22 minutes). This would appear to cast

doubt on the advisability of interspersing the data from

lipbia., p. 6.
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the two methods, but an analysis of the recordings of the
two types of interviews revealed that the actual incident
reporting times per incident were roughly comparable for
the two methods. The average incident reporting time per
i ncident was four minutes for telephone interviews and
seven minutes for personal interviews. The major differ-
ence appeared to be due to a tendency on the part of both
the interviewer and the respondent to spend less time on
coxdialities and general discussion regarding the presi-
dency in the telephone as opposed to the personal inter-
views. Also, one president who was interviewed by tele-
Phone only related two incidents and another only three
and this shortened the interview average. The quality of
the incidents appeared comparable, however, whether col-
lected by telephone or personal interview.
Each president was asked to relate four incidents
Which he felt had had an impact on his effectiveness as a
President. Two of the incidents the presidents were asked
o relate were to be of an effective nature, where the
Tesults of the president's actions were desirable. Two
incidents were to be of an ineffective nature where the
Tesults of the president's actions were undesirable or
Where the president's actions failed to have any impact
On the situation. While--as might be expected given the
instructions--most presidents did relate four incidents,
One president related eight incidents and left it to the

researcher to select four; another seven; two related six;
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another five; two related only three incidents; and one
only two. One new president who related just three inci-
dents, all of which were effective in nature, felt that
it was still too early in his presidency for the ineffec-
t ive consequences of his actions to begin manifesting
thenmselves,

A total of 112 critical incidents were collected,
6 0O of an effective nature, 50 of an ineffective nature,
and 2 which the respective presidents called "iffy,"
meaning they felt the incidents were significant but that
the final outcomes were not yet known and they could prove

to be either effective or ineffective.

4. Analysis of the Data

Once the data had been collected, the next step in
the critical incident methodology was to analyze the data
ACcording to the procedure suggested by the CIT. This
involved the development of a posteriori categories from
the data.

All interviews were taped, and although an inter-
View report form (see Appendix B) was utilized for note-
taking during the interviews and for calling certain items

to the interviewer's attention, the tapes became the

Primary source of data.
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4a. Transferring Data from the
Tapes to Critical Incident
Abstracts

Although the presidents were given instructions as
to the manner in which the incidents were to be reported,
presidential reporting styles did vary. Therefore, both
to establish consistency in the report format and to trans-
fer the verbal material to written format, it was necessary
forxr the researcher to transfer each incident from the tapes
to what was termed a Critical Incident Abstract. The re-
Searxcher listened to each incident at least twice and then
wrote an "Abstract" for each incident. This consisted of
Presenting the background of the incident (as related by
the president), what the president did, and the results
Of +the president's actions. 1In certain of the more in-
VOlwed incidents there were several phases of presidential
response and these were noted. The Abstracts were then
typed on 8%" x 11" paper for later use in the analysis
Process. A sample Critical Incident Abstract is given
On the next page.

The Critical Incident Abstract format served as a
Useful vehicle for taking the recorded information and
Placing it in written form in a consistent fashion.
Additional items of information which identified the

incident were also placed on the Critical Incident
Abstract. From left to right across the top of each

abstract were recorded:
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CRITICAL INCIDENT ABSTRACT

Pxresident: E-3 Effective Incident One
Telephone Interview Reporting Time: 2 minutes

When the Incident Occurred:
Spring 1970

C I RCUMSTANCES:

The college was in financial difficulty and the
board decided that it would be necessary to freeze faculty
salaries for the 1971 fiscal year. The board asked the

President to explain to the faculty the need for this
act ion.

WHAT THE PRESIDENT DID:

The President wrote a very carefully worded page-and-
a-half letter in which he described the school's financial

Cir cumstances and the reason the salary freeze was neces-
sary,

WHA'T RESULTED:

There was no griping whatsoever on the part of the
faClulty. Even though the President considers the faculty
t‘? be very political and even though the faculty tradi-
t10!1.‘:\113( has had great power on the campus, they rather

€@erfully accepted this necessity and made no attempt
O alter it.

——
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First Row (left to right) 1. Code number of the Presi-
dent.

2. Whether the incident was
effective or ineffective
and the incident number.

Second Row 1., Type of Interview (Personal
or Telephone).

2. Reporting Time.
Third Row 1. When the incident occurred

(approximate date or period).

4b . Development of Work Cards

Even with the Critical Incident Abstracts, a
Sy s tem was needed to allow for categorization of the inci-
dents. Accordingly, each incident was reduced to one or
two descriptive sentences and these descriptions were
typed on one side of a 3" x 5" card. An example is given
below of the work card developed for the Critical Incident

Abs+tract that was shown above.

E3-2PA Effective One

Sold a salary freeze to the
faculty via an effectively written
letter which interpreted the need
for the freeze.
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Once again, identifying information was recorded
on the card so that the incident could be properly cate-
gorized. The identifying information, from left to right,
was as follows:

l. E3--Identified the president who related the

incident as being Experienced President 3.

2, 2PA--Identified the institution the President
represented as being a Private Affiliated

institution in size category two.

3. Effective--Indicated whether the president
classified the incident as being effective or

ineffective.

4. One--Identified which effective incident

(related by the specific president) was being

described.

In working with this card, the researcher could
thus quickly identify that this was Effective Incident
One, reported by Experienced President Three, from a
Prjvate Affiliated institution, in size category two.

The identifying codes for institutional types were as

follows: Private Independent = PI; Private Affiliated

Pa; Public = Pu. The size categories are given in

Table 4.
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TABLE 4.--Size Categories for Participating Institutions

Size Category Student Enrollment

1 500 - 1,000
2 1,000 - 2,000
3 2,000 - 3,000
4 5,000 - 10,000
5 10,000 - 20,000
6

over 20,000

4c. The Categorization Process

Having transferred the recorded data to the
Cxr itical Incident Abstracts, and having developed the
WOx k cards, the data were in a format which permitted the
researcher to begin the categorization process. The
4 PpPosteriori categorization process which is utilized
when the Critical Incident Technique is being applied as
a2 Jjob analysis tool, typically calls for breaking the

incidents into separate elements for each behavior which

the role incumbent exhibits. Since the purpose of this

Study was to compare the types of incidents having an
impact on the contemporary president, and not necessarily
to analyze the job of the president, the researcher did
Not follow the above approach but rather continued to
Concentrate on the essential nature of each incident as
A whole.

The first step in the categorization process in-
Volved making rather gross distinctions about each inci-

dent and then proceeded to more refined distinctions.
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Thus the incidents were first sorted into two groups: one
group representing incidents in which the presidents dealt
with affairs and/or relationships which were internal to
the institution; and the second group incidents in which
the presidents dealt with affairs and/or relationships
which were external to the institution. Not all inci-
dents dealt solely with internal or external affairs or
relationships, but in all cases the researcher felt there
was a sufficiently predominant thrust in one direction or
the other to allow for this type of categorization.

The manner in which this categorization was noted
was as follows: (1) Based on the work card description of
the incident, the researcher judged whether the primary
emphasis of the incident related to internal or external
affairs. If there was any question, the researcher re-
ferred to the Critical Incident Abstract for that incident
in an effort to insure accuracy in the categorization.
Once the judgment was made, the notation "Internal" or
"External" was made on the back of the work card. The
date the judgment was made was also recorded. A week
later, for two successive weeks, this process of cate-
gorization was repeated to gain an indication of researcher
reliability in categorizing the incidents. The extent of
agreement between the first, second and third categori-
zation, for this and the remaining stages in the analysis

process is reported in Chapter IV.
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After all incidents had been categorized on the
basis of internal or external orientation, each incident
was then subcategorized on the basis of primary reference
group. For example, if the initial determination had been
made that an incident was primarily internal in orien-
tation, it was further reviewed to seek to determine
whether a particular reference group such as students or
faculty had played a primary role in the incident. Simi-
larly, if the initial classification had been made that the
incident was external in orientation, it was further re-
viewed to seek to determine whether a principal reference
group such as local residents or the state legislature or
the press or other groups had been involved. Once again
the distinction being made was noted on the back of the
work card and the process was repeated per the schedule
mentioned above.

The next step involved a subcategorization by
problem category. The question the researcher sought to
ask regarding each incident was whether some particular
problem had precipitated the incident. Was a financial
crisis a precipitating factor or an unpopular regulation
or a national or international event such as the Kent
State episode or the Cambodian invasion? The results of

the above steps are reported in Chapter IV.l

er. John Lovell, candidate for the Ph.D., Purdue
University, served as an independent judge of the objec-
tivity of the researcher by categorizing 10 per cent of
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The final step in the review of the incidents was
largely a mechanical one for it involved listening to all
the taped incidents one final time and writing down each
individual or group mentioned. This was felt to be a
useful step to give an indication of the variety of indi-
viduals with whom the presidents interacted and, in turn,
to gain some feeling for their impact on the president's
effectiveness by noting the number of incidents in which
they were mentioned. The results of this process should
not, however, be confused with the categorization by pri-
mary reference group. This final step was simply a tally
of individuals or groups mentioned, not an analysis of

their role in the incidents.

5. Reporting the Data

The categorization process as described above was
applied to all incidents reported by all presidents.
Since certain of the presidents related more than two
effective and/or ineffective incidents, and since two
more experienced than new presidents participated in the
study, a means was needed to make the data analysis
equitable. To alleviate the bias that might develop if
a disproportionate number of incidents were included for

certain presidents, it was decided that no more than two

the incidents per the steps noted above, The extent of
agreement between Mr. Lovell's categorization and that of
the researcher is noted in Chapter IV,
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effective and two ineffective incidents, reported by an
individual president, would be used for the basic com-
parisons that were of primary interest to the study. To
provide a matching number of new and experienced presi-
dents for comparison of incidents on this dichotomy, it
was decided that the incidents reported by the two experi-
enced presidents representing institutions with over 20,000
students would not be utilized. As Table 1 indicates,
there were no new presidents who agreed to participate in
the study who represented institutions with over 20,000
students. Thus, both to gain greater proximity in the
number of incidents to be reported by experience level,
and to attain a more nearly matched sample of presidents
by institutional size, the incidents reported by these

two presidents were not included in a number of the com-
parisons,

All the incidents reported by the presidents, in-
cluding those reported by the two experienced presidents
mentioned above, were certainly still of interest, how-
ever, for they gave basic information on the variety of
types of incidents which are confronting the contemporary
president. Therefore, where appropriate, this infor-
mation is also reported in Chapter IV. Efforts have been
made to insure that in all the data reporting the reader
is informed clearly as to the incident pool that is being

utilized for the analysis.



on

ten
Wna
2 d)

inej




94

It is important to indicate the manner in which
the researcher selected the two effective or ineffective
incidents that would be used for the comparisons, when
more than two incidents had been reported. In some cases
the president's own qualifying remarks helped to serve as
a discriminating factor for the president would indicate
which incidents he felt had had more or less of an impact
on his effectiveness. In other cases certain incidents
tended to more closely fit the specifications regarding
what constituted a critical incident and this served as
a discriminating factor. Also, if one or more of the
incidents clearly involved circumstances peculiar to that
college or university, whereas the others were more
generalizable, these more generalizable incidents were
included. Finally, if all incidents were of comparable
importance to the effectiveness of the president, of com-
parable specificity with regard to the definitions of the
study, and of comparable generalizability, the researcher
arbitrarily selected two of them. This presented an ad-
mitted opportunity for bias, but it should be remembered
that only five of the twenty-six presidents reported more
than two incidents per category and one of these five,
the one who reported the eight incidents (four effective,
four ineffective) was one of the experienced presidents
from an institution with over 20,000 students, so the
selection of only two incidents per category was not

needed.






95

Questions of Interest

The nature of the data collected, plus the possi-

bility that particular categories or cells might contain

a limited number of incidents, made the generation of

statistically testable hypotheses an unsuitable approach

for this study. There were, however, questions of inter-

est which led to the development of the study, and to which

the data reporting has been addressed. These questions

were as follows:

l.

Are new presidents facing essentially similar or
different types of incidents than is the case

for experienced presidents?

Will effective incidents as reported by experi-
enced presidents show any marked differences from
effective incidents reported by new presidents
with respect to the reference groups involved

and/or the types of situations confronted?

Will ineffective incidents as reported by experi-
enced presidents show any marked differences from
ineffective incidents reported by new presidents
with respect to the reference groups involved

and/or the types of situations confronted?

Do particular training needs become evident as
a product of the types of incidents with which

presidents are confronted and/or the measure of
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success or lack of same they are experiencing in

handling these situations?

Certain questions, which arose from the review of

the literature and which were considered in relation to

the data as analyzed in Chapter IV, included the following:

5.

In the Hemphill and Walberg study the presidents
reported that a "major roadblock" to their effec-
tiveness was the amount of time they had to spend
on administrative matters. They considered this,
in turn, to be a result of the incompetence of
their subordinates. This led to the question of
whether the incidents reported in the current

study would reflect a similar appraisal of subordi-

nate effectiveness.

Hemphill and Walberg asked selected presidents

to relate some of their initial successes. Most
of the responses had to do with the organizational
development of the institution. This led to the
question of whether the effective incidents re-
lated by the new presidents in the current study

would reflect a similar tendency.

Several of the studies related information on
the age, educational attainments, and mobility
patterns of presidents., Would the demographic
data collected in this study reflect similarities

or differences with respect to these factors?



lat;

-

-

o}

¥

-

deg

Teagd
Whi
trasr
tive



97

8. Campus unrest received extensive publicity during
the period for which the presidents were asked to
relate the incidents having an impact on their
own effectiveness. To what extent, if any, did
campus unrest come to the forefront in the inci-
dents the presidents reported, and did the presi-
dents perceive their responses to have been pri-

marily effective or ineffective?

These, then were some of the questions to which
it was hoped at least tentative answers could be formu-
lated as a result of the analysis of the incidents re-

ported by the twenty-six presidents.

Summary
In Chapter III a detailed description of the

design and procedure of the study was given so that the
reader might have a basis for evaluating the findings
which are to be presented in Chapter 1V,

The purpose of the study was to compare and con-
trast incidents which have had an impact on the effec-
tiveness of new college and university presidents with

those having an impact on experienced presidents. The

Critical Incident Technique was selected as the methodology

for both collecting and analyzing the incidents.
The sample for this study consisted of twenty-six

presidents from colleges and universities in a five-state
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region of the Midwest., Fourteen of the presidents were
experienced presidents, having been in office for more
than two years; and twelve were new, having been in office
no less than six months and no more than eighteen months.
The presidents represented a variety of institutional
types and sizes.

The presidents reported 112 incidents which they
described as having had an impact on their effectiveness
as a president. The incidents were reported in interviews
conducted by the researcher. Sixty of the 112 incidents
were of an effective nature and 50 were identified by the
presidents as ineffective. Two incidents were unclassi-
fied as to effectiveness because all the results of the
president's actions were not yet known. The presidents
did, however, feel that the incidents were significant
and merited reporting.

Since the analysis of Critical Incident data is
qguite subjective in nature, a detailed description was
given of all procedures involved in the analysis process.
An a posteriori analysis was made of the incidents
following procedures suggested in the CIT literature.

Finally, questions were presented which had
served as a basis for the development of the study and/or
which had developed as a result of the review of the
literature on the presidency. These questions served as
a base for reporting the results of the analysis of the

data which follows in Chapter IV.






CHAPTER IV

ANALYSIS OF RESULTS

The present study was designed to collect, analyze,
and compare incidents which have had an impact on the
effectiveness of new and experienced college and university
presidents. The Critical Incident Technique was used as
the model for the data collection,and the data were then
analyzed on an a posteriori basis following procedures
recommended by the CIT.

In this chapter the results of the data collection
and analysis are presented. 1In the first section the
characteristics of the twenty-six participating presidents
are described. This is followed by an analysis of the
critical incidents which these presidents reported. The
procedure for this analysis was described in detail in
Chapter III. Finally, the implications of the analysis
for the "Questions of Interest" are discussed.

Characteristics of the Participating
Presidents

Tables 5 through 7 present a summary of data

regarding the twenty-six presidents and the types of

99
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institutions they represented. Twelve of the twenty-six

presidents met the specifications for being classified as

"l

"new, and fourteen met the specifications for being

e . 2
classified as "experienced."

TABLE 5.--President's Highest Degree

New Experienced
Degree
Number Percent Number Percent

Ph.D. 8 67 9 65
E4d.D. 2 17 1 7
D.B.A. 1 8
J.D. 1 8
L.L.B. 1 7
M.A. 1 7
M.Ed. 1 7
B.D. 1 7

Total 12 100 14 100

From Table 5 one can see that the emphasis on the
earned doctorate, which was reflected in the literature on
the college president, was borne out in the current study.
All of the new presidents had either an earned doctorate
or, in the one case, a law degree,

In Table 6 the age of the presidents is shown by
tenure. The average age of the new presidents was just

over 44 while that of the experienced presidents was close

lIn office no less than six months and no more
than eighteen months.

2In office no less than twenty-four months.
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to 53. Both of the new presidents in the 35-39 age range,
whose ages were 36 and 37, were presidents of private

affiliated institutions.

TABLE 6.,--Distribution of Presidents by Age and Tenure

New Experienced
Age Group
(6 to 18 2-5 6-10 More Than
Months) Years Years 10 Years
35-39 2
40-44 4
45-49 6 2 1 1
50-54 4 2
55-59 1 2
60-64 1<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>