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ABSTRACT

SIGNIFICANT AREAS OF BEHAVIOR RESULTING FROM THE 
INTERACTION OF CHIEF STUDENT PERSONNEL OFFICERS 

AND CHIEF EXECUTIVE OFFICERS ON THREE TASKS 
IN MICHIGAN COLLEGES AND UNIVERSITIES

By

Donald Stephen Svoren 

Problem

W hile the Importance o f  the c h ie f  student personnel 

o f f ic e r  (CSPO )-chief executive  o f f ic e r  re la tio n s h ip  had been 

e x p l ic i t ly  s ta ted  by others concerned w ith  the CSPO's p o s itio n  and 

the ad m in is tra tio n  o f  student se rv ic e s , a review  o f the l i t e r a t u r e  

on the CSPO fa i le d  to  reveal a study th a t  had s y s te m a tic a lly  inves­

tig a te d  behavior u t i l iz e d  by CSPOs as they In te ra c t  w ith  c h ie f  

executive o f f ic e rs  in  the performance o f tasks fo r  which they are  

responsib le .

The need to  Id e n t i fy  behaviors CSPOs m anifest to achieve  

task o b je c tiv e s  as they In te ra c t  w ith  c h ie f  execu tive  o f f ic e r s  was 

based on the premise th a t persons concerned w ith  the CSPO's p o s itio n  

must have behavioral d escrip tio n s  o f the ways p o s itio n  Incumbents 

succeed or f a l l  as they In te ra c t  w ith  key p o s itio n s  in  th e ir  ro le  

se t. The purpose o f th is  study was to  Id e n t i fy  s ig n if ic a n t  areas  

o f CSPO behavior on th ree  tasks as CSPOs In te ra c te d  w ith  th e ir  

c h ie f executive  o f f ic e r s .  A secondary purpose o f the study was to
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obta in  recommendations from CSPOs on behaviors th a t  th e ' f e l t  

CSPOs needed to  develop 1n order to  work e f fe c t iv e ly  w^th c h ie f  

executive o f f ic e r s .

Design o f the Study 

This study used a s e lf - r e p o r t  method o f In fo rm ation  c o l­

le c t io n . CSPOs 1n selected  Michigan co lleg es  and u n iv e rs it ie s  were 

sent a question n a ire  to Id e n t i fy  those who reported d ir e c t ly  to  the 

c h ie f execu tive  o f f ic e r  and to  id e n t i fy  the th re e  most Im portant 

tasks they p erso n a lly  performed th a t requ ired  In te ra c tio n  w ith  the  

c h ie f  executive  o f f ic e r .  Subsequently, p la n n in g /o rg a n iz in g , 

a d v is in g /re p o rtin g , and s ta f f in g ,  in  descending o rder o f  Im portance, 

were Id e n t if ie d  as the th ree  most Im portant tasks . T h ir ty -s ix  

CSPOs (73 percent meeting the c r i t e r ia  fo r  s e le c tio n ) were In t e r ­

viewed and a m o d ifica tio n  o f the C r i t ic a l  In c id e n t Technique was 

used to  c o lle c t  and analyze s ig n if ic a n t  Inc id en ts  o f CSP0-ch1ef 

executive  o f f ic e r  In te ra c tio n  on the th ree  tas ks . Each CSPO also  

Id e n t i f ie d  the behaviors he f e l t  th a t CSPOs needed to develop 1n 

order to work e f fe c t iv e ly  w ith  c h ie f  executive  o f f ic e r s .  The p a t­

terns  o f s ig n if ic a n t  In c id e n ts , areas o f  In e f fe c t iv e  task behavior, 

and needed CSPO behaviors were then compared by se lected  in s t i t u ­

t io n a l v a ria b le s  and CSPO c h a ra c te r is t ic s . D iffe ren ces  found were 

reported 1n terms o f percentages and re a l numbers.

Major Findings and Conclusions 

The major fin d in g s  o f the study were the determ ination  o f  

various areas o f e f fe c t iv e  and In e f fe c t iv e  task behavior which were
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In d u c tiv e ly  developed from 141 s ig n if ic a n t  In c id e n ts  the CSPOs 

re p o rte d , and the behavioral statem ents obtained from the 84 beha­

v io rs  CSPOs s p e c ifie d  th a t  CSPOs needed to develop. Based on the  

analyses o f  In form ation  i t  was concluded:

1. CSPO-chlef executive o f f ic e r  In te ra c tio n s  on th e  th ree  
tasks o f a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g  were 
g e n e ra lly  complex processes In which CSPOs were ab le  to  perceive th a t  
s p e c if ic  behaviors were re la te d  to th e ir  e ffe c tiv e n e s s .

2. S ig n if ic a n t  CSPO behaviors varied  from tim e to  tim e on 
the same task and from task to tas k .

3 . CSPOs reported themselves g e n e ra lly  to  be more e f fe c t iv e  
than In e f fe c t iv e  1n accomplishing th e ir  o b je c tiv e s  as they In te ra c te d  
w ith  c h ie f  executive o f f ic e rs  on a d v is in g /re p o rtin g , p lann ing / 
o rg an iz in g , and s ta f f in g  tasks.

4 . Of the th ree  tasks , CSPOs reported the g re a te s t In e f ­
fec tiveness w ith  c h ie f  executive  o f f ic e r s  on s ta f f in g  m a tte rs .

5 . In s t itu t io n a l  se ttin g s  and CSPO c h a ra c te r is t ic s  were 
d i f f e r e n t ia l ly  re la te d  to reported  Inc id en ts  o f  CSPO In e f fe c t iv e ­
ness according to  ta s k .

6 . CSPOs emphasized the In te rp erso na l more so than the  
techn ica l behaviors o f a d m in is tra tio n  when sp ec ify ing  behaviors 
CSPOs need to develop In order to  work e f fe c t iv e ly  w ith  c h ie f  
executive  o f f ic e rs .

Based on the s ig n if ic a n t  areas o f  task behavior a check­

l i s t  was developed fo r  CSPOs to  ev a lu te  th e ir  In te ra c tio n s  w ith  

c h ie f  executive  o f f ic e rs  on the se lected  tasks. In  a d d it io n ,  

recomnendatlons were advanced fo r  research on, academic p rep a ra tio n , 

and professional p ra c tic e  o f CSPOs.
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CHAPTER I

THE PROBLEM

Need fo r  the Study

Since the 19 40 's , when the need to  c re a te  p o s itio ns  to  

coordinate student personnel serv ices 1n American co lleges and 

u n iv e rs it ie s  was viewed as an e s s e n tia l step to  cope w ith  student 

needs 1n the post-W orld War I I  e r a ,1 the c re a tio n , d e f in it io n  o f  

ro le  and functions o f the c h ie f  student personnel o f f ic e r  (CSPO) 

have gained Increasing  a tte n tio n  from the c o lle g e  student personnel 

profession .

In  many co lleges and u n iv e rs it ie s  CSPOs re p o rt d ir e c t ly  

to  the presidents o f  th e ir  In s t itu t io n s  on the management o f student 

services and are u lt im a te ly  responsib le  fo r  the d ire c tio n  and per­

formance o f functions w ith in  the o f f ic e  o f student a f f a i r s .  The 

functions they have In  common w ith  o th er o f f ic e r s  o f  In s t itu t io n s  

o f higher education have been advanced by Ayers and R ussell:

1. Serves as an a l t e r  ego o f  the p res id e n t; hence, h is o f f ic e
1s an extension o f the p re s id e n t's  o f f ic e .

D i l l a r d  W. B laesser, Student Personnel Work in  the Postwar 
C ollege. American Council on Education S tu d ies , S eries V I ,  Student 
Personnel Work, No. 6 , V o l. IX (Washington, D .C .: American Council
on Education, 1945).

2
C h ie f Student Personnel O ff ic e r  1s the term used 1n th is  

study to  Id e n t i fy  the c h ie f  a d m in is tra tiv e  p o s itio n  1n student 
services a t  a co lleg e  o r u n iv e rs ity . The ab b re v ia tio n  CSPO 1s 
used throughout th is  study.

1
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2. Has from the p re s id e n t, in  w r it in g , a broad and s p e c if ic  
d eleg atio n  o f a u th o r ity  fo r  h is  area o f  r e s p o n s ib il i ty ,  
which 1s exercised 1n conform ity w ith  the s ta ted  p o lic ie s  
and procedures o f the c o lle g e  a d m in is tra tio n .

3. Respects the a u th o r ity  and areas o f re s p o n s lb il1ty  
assigned by the p res iden t to  the o th e rs , and works w ith  
the others as equals In  m ain ta in ing  coord inate  r e la t io n ­
ships between and among the various u n its , d iv is io n s , and 
departments as they cooperate in  perform ing re la te d  
fu n c tio n s .

4. Keeps 1n mind the ca rd in a l o b jec tiv es  o f  the In s t itu t io n  
and makes recommendations to  the p res iden t regard ing  
plans, p o lic ie s , and procedures 1n the area o f  h is d e le ­
gated re s p o n s ib ili ty .

5. Equips and s ta f fs  h is u n it ,  sub ject to  concurrence o f the  
president and approval by the board o f tru s te e s , to  d is ­
charge the re s p o n s ib ili t ie s  assigned.

6. In te g ra te s  and coordinates the work o f the a d m in is tra tiv e  
subdivisions w ith in  h is  area o f  ju r is d ic t io n ,  and a r t ic u ­
la te s  the work o f his area w ith  th a t  o f  the o ther th re e  
areas o f c o lle g e  a c t iv i t y .

7. Provides pro fess ional leadersh ip  1n re c ru it in g  and develop­
ing s t a f f  members 1n the area o f h is delegated responsi­
b i l i t y .

8 . Serves as the major ad v iser on budget development fo r  h is  
area .

9. Prepares special reports  th a t may be requested by the  
pres ident and fo r  the section o f annual and o ther re c u r­
rin g  reports  1n h is delegated area o f a u th o r ity . *

The s p e c ia lize d  functions o f CSPOs encompass the develop­

ment, co o rd in a tio n , and management o f programs and serv ices to  and
2

fo r  students. Services to students are a continuing  p re s id e n tia l
3

concern, and the dean o f students has, on occasion, been

Archie R. Ayers and John H. Russel, In te rn a l S tru c tu re :  
O rganization  and A d m in is tra tion  o f In s t itu t io n s  o f  Higher Educa­
t io n , U.S. Department o f H ea lth , Education and W elfare (Washington, 
D . t . :  Government P r in tin g  O f f ic e ,  1962 ), p . 19.

2
A rchie R. Ayers, P h il ip  A. T r ip p , and John H. Russel, 

Student Services A dm in is tra tion  1n Higher Education, U .S. Department 
o f H ea lth , Education and W elfare (Washington, D .C .: Government
P rin tin g  O ff ic e , 1966 ), p. 8 .

3
E. G. W illiam son, Student Personnel Services In Colleges  

and U n iv e rs itie s  (New York: McGraw-H111 Book' CoT, 19 61 ), p . 5.
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described as the "p re s id e n t's  m an."1 Recognition o f  th is  o rg a n i­

za tio n a l re la tio n s h ip  1s apparent 1n stud ies which have In v e s t i ­

gated the types o f goals th a t presidents see as ap p ro p ria te  fo r
2

student personnel programs, the expecta tions th a t  p res idents  hold
3

fo r  CSPOs, and the perceptions th a t  CSPOs hold about th e ir  r e la -
4

tlonsh lps  w ith  p res id e n ts . A review  o f the l i t e r a t u r e  revealed  

th a t studies undertaken on CSPOs have focused p r im a r ily  on th e ir  

goals , fu n c tio n s , and personal c h a ra c te r is t ic s , but fa i le d  to  

Id e n t ify  a study th a t  s y s te m a tic a lly  In v e s tig a te d  CSPOs' In te ra c ­

tion s  w ith  c h ie f  executive o f f ic e r s  (p re s id e n ts ) . General s ta te ­

ments which have been o ffe re d  on the nature o f  the CSP0-ch1ef
5

executive o f f ic e r  re la t io n s h ip  or o f fe r  broad p ro s c rip tio n s  fo r
g

CSPOs* ro le  behaviors are c le a r ly  In s u f f ic ie n t  to  serve as a 

basis fo r  developing e f fe c t iv e  a d m ln is tra to rs . The need fo r  In fo r ­

mation ag a in st which CSPOs can examine th e ir  own behavior Is

^ o hn  J . Corson, Governance o f  Colleges and U n iv e rs it ie s  
(New York: McGraw-Hill Book C o ., I9 6 0 ) ,  p. 64.

2
P a tr ic k  T. Terenz1n1, "The Goals o f Student Personnel Work: 

Views From the Top," NASPA Journal 11 (October 1973): 31 -35 .
3

Thomas B. Dutton, James R. A ppleton, and Edward E. B irc h ,
Assumptions and B e lie fs  o f  Selected Members o f  the  Academic Commu­
n ity  (A Specia l Report o f  the NASPA D iv is io n  o f  Research and Program
Development, Monograph No. 3 , A p ril 1970).

4
M. Lee U p c ra ft, "Role Expectations fo r  C h ie f Student Per­

sonnel A dm in is tra tors  in  Large U n iv e rs it ie s "  (Ph.D . d is s e r ta t io n ,  
Michigan S ta te  U n iv e rs ity , 1967).

5
Harold L. Hodgklnson, "How Deans o f  Students Are Seen by 

Others and Why," NASPA Journal 8 (J u ly  1970): 49 -54 .
g

Joseph F. Kauffman, "New Challenges to  Student Personnel 
Work," NASPA Journal 8 (J u ly  1970): 12-16 .
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heightened by the fa c t  th a t  In s t itu t io n s  o f h igher education today 

are 1n another period o f t ra n s it io n  brought on by s h if t in g  soc ia l 

and economic conditions which a f fe c t  the manner 1n which they  

pursue th e ir  goals . Thus, a need e x is ts  fo r  e n e rg e tic  and I n t e l l i ­

gent leadersh ip  o f student personnel programs, and as Erickson^ 

Ind icated  1n 1950, during an e a r l ie r  period o f s tress  undergone by 

colleges and u n iv e rs it ie s ,  such le a d e rs h ip , 1n p a r t ,  1s contingent 

upon e f fe c t iv e  In te ra c tio n  by CSPOs w ith  the o f f ic e  o f the c h ie f  

execu tive . T h ere fo re , stud ies a re  needed which develop useful 

In form ation  on e f fe c t iv e  a d m in is tra tiv e  actions as CSPOs In te ra c t  

w ith  c h ie f  executive  o f f ic e r s .

Purpose o f  the Study

The purpose o f th is  study 1s to  determ ine the behaviors  

th a t se lected  CSPOs, 1n Michigan co lleges and u n iv e r s it ie s ,  per­

ceive to  be s ig n if ic a n t  (e i th e r  e f fe c t iv e  or In e f fe c t iv e )  1n 

accomplishing o b je c tiv e s  on se lected  Im portant tasks as they In t e r ­

ac t w ith  th e ir  c h ie f executive  o f f ic e rs  1n order to  Id e n t i fy  s ig ­

n if ic a n t  areas o f  task behavior.

The c e n tra l question o f  th is  study 1s: What behaviors do

CSPOs perceive to  be s ig n if ic a n t  (e i th e r  e f fe c t iv e  or In e f fe c t iv e )  

as they In te ra c t  w ith  c h ie f  executive  o f f ic e rs  on se lected  Impor­

ta n t tasks and what are  the s ig n if ic a n t  areas o f  task behavior?

^ C lif fo rd  E. E rickson, "Some T ra n s itio n a l Problems o f  
Student Personnel S e rv ices ,"  College and U n iv e rs ity  25 (January  
1950): 292-98.
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A secondary purpose o f th is  study 1s to  obta in  recommenda­

tions on behaviors CSPOs need to  develop In  o rder to  work e f fe c ­

t iv e ly  w ith  c h ie f  executive  o f f ic e r s .

Design o f the Study 

This study uses a s e lf - r e p o r t  method o f  In form ation  c o l­

le c t io n . Selected CSPOs who serve 1n Michigan co lleges and 

u n iv e rs it ie s  a re  Id e n t if ie d  and th e ir  responses to a q uestionnaire  

are used to  Id e n t ify  CSPOs who re p o rt d ir e c t ly  to  the c h ie f  execu­

t iv e  o f f ic e rs  o f th e ir  In s t itu t io n s  or campuses; c o lle c t  background 

inform ation on the CSPOs; and Id e n t i fy  the th ree  tasks they rank 

as the most im portan t, which they p ersonally  perform and th a t  

req u ire  th e ir  In te ra c tio n  w ith  the c h ie f  executive  o f f ic e r .

The th ree  most Im portant tasks , based on th e ir  mean ranked 

o rd er, a re  determined and those CSPOs who re p o rt d ir e c t ly  to  the  

c h ie f executive o f f ic e r  o f  th e ir  In s t itu t io n  or campus are In t e r ­

viewed fa c e -to -fa c e  o r by telephone. During the In te rv ie w , a 

m o d ifica tio n  o f the C r it ic a l  In c id e n t Technique 1s used, 1n th a t  

CSPOs are asked to re c a ll and re p o rt on Inc id en ts  1n which they  

judge th a t  th e ir  own behaviors were e ith e r  e f fe c t iv e  or In e f fe c ­

t iv e  1n accomplishing the o b je c tiv e  o f th e ir  task In te ra c tio n  w ith  

the c h ie f  executive  o f f ic e r .  They are asked to  p ro v ide , 1 f  pos­

s ib le ,  an e f fe c t iv e  and In e f fe c t iv e  In c id e n t fo r  each o f the th ree  

selected tasks.

The s ig n if ic a n t  areas o f behavior fo r  each task are then 

Id e n t if ie d  and analyzed.
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Importance o f the Study 

C h ief students personnel o f f ic e rs  1n p a r t ic u la r  and 

tra in e rs  o f student personnel w orkers, student personnel p ro fes ­

s io n a ls , and students preparing themselves fo r  p os itio ns  In  student 

services 1n g e n e ra l, may f in d  th is  study to be o f  value as 1 t may 

provide them w ith  em p irica l In fo rm ation  on behaviors th a t CSPOs 

perceive to  be s ig n if ic a n t  as they in te ra c t  w ith  c h ie f  executive  

o ff ic e rs  on s p e c if ic  tasks.

This In form ation  may provide a basis fo r  the development 

o f working hypotheses on actions which prove to  be e ith e r  e f fe c ­

t iv e  or in e f fe c t iv e  1n accomplishing task o b je c tiv e s . Such fin d in g s  

can be u t i l iz e d  by CSPOs and o ther personnel workers as models by 

which to  analyze th e ir  own a d m in is tra tiv e  In te ra c tio n s  as they  

carry  out th e ir  d u ties  and attem pt to  Improve t h e ir  e ffe c tiv e n e s s .

As Sarbln suggested.

The th era p e u tic  dictum , "making conscious what 1s uncon­
scious" to  e f fe c t  behavioral changes, re fe rs  to the same 
events as making access ib le  to  one's s e lf-re a c tio n s  inacces­
s ib le  aspects o f one's ro le  enactment 1n o rder to  modify or 
e lim in a te  these a c t io n s .1

2
Thus, stud ies undertaken by In v e s tig a to rs  such as L l l l e y ,

Theodore R. S arb ln , "Role Theory," 1n Handbook o f Social 
Psychology, V o l. I ,  ed. Gardner Llndzey (Cambridge, Hass.: Addison
Wesley Publishing Company, In c . ,  1954 ), p. 236.

2
George W. L l l l e y ,  J r . ,  "Functions o f C h ie f Student Per­

sonnel O ff ic e rs ,"  NASPA Journal 11 (W in ter 1974): 7 -1 0 .
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1 2O'Banlon, and Zook, which have id e n t i f ie d  the functions performed 

by CSPOs and student personnel w orkers, though h e lp fu l,  need to be
3

expanded upon. Flanagan has stressed th a t  s tud ies concerned w ith

job an a lys is  must go beyond merely s ta tin g  what an in d iv id u a l 1s

supposed to be doing, but should Include d es crip tio n s  o f ways to

succeed or f a l l .  This p o s itio n  has been supported by Hemphill e t a l .

The p ra c tic e  o f ad m in is tra tio n  w i l l  Improve only as the  
a d m in is tra to r can an a lyze , understand, and change h is manner 
o f performance o f his job  to  c o rre c t an e r ro r  about which he 
becomes aware. A n a ly s is , understanding, and e f fo r ts  to  change 
behavior are dependent on the ex is tence o f s o lid  concepts by 
which s p e c if ic  Inc idents  and events may be recognized as 
examples o f more general classes o f events, o r are the re s u lt  
o f the operation  o f general p r in c ip le s .4

5
Rodgers recognized th is  need in  a study undertaken to  

Id e n t ify  behaviors perceived im portant by CSPOs' p ro fess ional peers. 

This study's  uniqueness, 1n co n tras t to  Rodgers' study, is  I t s  

focus on those behaviors th a t  CSPOs perceive to  be s ig n if ic a n t  as

^Terry O'Banion, "The Functions o f  C ollege and U n iv e rs ity  
Student Personnel W orkers," College and U n iv e rs ity  45 (Spring 1970): 
296-304.

2
Fred eric  B. Zook, "A Comparative Study o f the C ollege Stu­

dent Personnel A dm in is tra to rs  1n P ublic  Two and Four Year Colleges  
o f the Midwest" (Ph.D . d is s e r ta t io n , Southern I l l i n o i s  U n iv e rs ity ,  
1968).

3
John C. Flanagan, "D efin ing  the Requirements o f the  

E xecutive 's  Job," Personnel 28 (J u ly  1951): 28.
4

John K. H em phill, Daniel E. G r i f f i t h s ,  and Norman 
Frederlksen, A d m in is tra tiv e  Performance and P e rs o n a lity  (New York: 
Teachers C o llege , Columbia U n iv e rs ity , Y962y, p. 352.

5
A llan  W. Rodgers, "An In v e s tig a tio n  o f the C r it ic a l  

Aspects o f  the Function o f the Student Personnel Dean as Seen 
by His Professional Peers Using the C r it ic a l  In c id e n t Technique" 
(Ph.D. d is s e r ta t io n , Michigan S ta te  U n iv e rs ity , 1963).
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they In te ra c t  on tasks w ith  the c h ie f  execu tive  o f f ic e r s .  This  

re la t io n a l s p e c if ic a tio n  1s In  keeping w ith  a fundamental concept 

o f p o s itio n .

I f  a p a r t ic u la r  p o s itio n  has no meaning a p a rt from o th er  
p o s itio n s , 1 t 1s necessary fo r  an In v e s t ig a to r , in  focus­
ing on one p o s it io n , to  sp e c ify  the o ther p os itio ns  w ith  
which h is  an a lys is  w i l l  be concerned.'

The s e le c tio n  o f the c h ie f  executive  o f f ic e r 's  p o s itio n  

as fo ca l p o in t fo r  studying CSPOs' behavior is  based on the recog­

n it io n  o f the o rg a n iza tio n a l Importance o f  th a t  o f f ic e  to  the

ad m in is tra tio n  o f student se rv ices .
2

Penney s ta ted  th a t  CSPOs' p os itio ns  th a t contain  t i t l e s  

such as co o rd in a to r, d ir e c to r ,  or v ic e -p re s id e n t imply th a t  admin­

is te r in g , co o rd in a tin g , p lann ing , budgeting, and supervising  are  

the major tasks . In  a s im ila r  v e in , Perry f e l t  th a t in  the fu tu re  

student personnel ad m in is tra tio n  w i l l  be " . . . a m atter o f  e f fe c ­

t iv e  a d m in is tra tiv e  performance on the p a rt o f the responsib le
3

ad m in is tra to r 1n charge. . . ."  T h e re fo re , i t  is  necessary to  

develop a perspective  o f  the a d m in is tra tiv e  process. A dm in is tra­

tio n  Is  viewed, by G etzels and Guba, as the conduct o f soc ia l 

behavior in  a h ie ra rc h ic a l s e t t in g , which s t r u c tu r a l ly  consists o f

^Neal Gross, Ward S. Mason, and Alexander W. McEachern, 
Explorations in  Role A nalysis: Studies o f the  School S uperln ten- 
dencv Role (New York: Jonn W iley and Sons, 1958 ), p. 50.

2
James F. Penney, "Student Personnel Work: Role C o n flic t  

and Campus Power," Journal o f  Education 151 (February 1969): 42.
3

Richard R. P e rry , "A d m in is tra tive  Behavior and V ice  
Presidents fo r  Student A f fa ir s ,"  NASPA Journal 4 (October 1966):
78.



a s e rie s  o f superord lnate-subord inate  re la t io n s h ip s ,1 w ith  the dyad
2

as the  fundamental a d m in is tra tiv e  re la t io n s h ip . B irc h 's  research

confirms the Importance o f a d m in is tra tiv e  tasks In  the CSPO-chlef

executive o f f ic e r  dyad. When asked to  In d ic a te  the c r i t e r ia  c h ie f

executive o f f ic e rs  used to  judge t h e i r  perform ance, CSPOs reported

th a t a d m in is tra tiv e  competence and e ffe c tiv e n e s s  was second only

to the c r i te r io n  o f re la t io n s  w ith  members o f  the academic commu-

n lty .  Viewing the CSPO's p o s it io n , th en , as an o f f ic e  th a t  has

associated w ith  1t a se t o f a c t iv i t ie s  (p o te n tia l b e h av io rs ),

which e s ta b lis h  to a degree the ro le  o f  the person occupying the  
4

o f f ic e ,  CSPOs1 actua l ro le  behavior may be viewed as a fu n c tio n  

o f th e ir  personal expectations and the expecta tions th a t others  

hold fo r  them. The Importance o f the CSPO-chlef execu tive  o f f ic e r  

dyad 1s supported by the fin d in g  th a t p o s itio n  occupants re ce ive  

the g re a te s t amount o f  pressure In  th e ir  ro le  a c t iv i t ie s  from th e ir
5

d ire c t  su p erio rs . In  a d d it io n , l ik e  e a r l ie r  in v e s tig a tio n s , the

1J . W. G etzels and E. G. Guba, "Social Behavior and the  
A d m in is tra tiv e  Process," School Review 65 (W in ter 1957): 424.

2
J . W. G e tze ls , "A Psycho-Sociological Framework fo r  the  

Study o f Educational A d m in is tra tio n ,"  Harvard Educational Review 
22 (F a ll  1952): 236.

3
Edward E. B irc h , "An In v e s tig a tio n  o f Selected Assump­

tions and B e lie fs  o f C h ief Student Personnel A dm in is tra to rs"
(Ph.D. d is s e r ta t io n , Michigan S ta te  U n iv e rs ity , 1 9 6 9 ), p. 41.

4
Robert L. Kahn, Donald M. W olfe, Robert P. Quinn, and 

J . D led rick  Snoek, O rg an iza tion a l S tress: Studies 1n Role C o n flic t  
and Ambiguity (New York: John W iley and Sons, In c . ,  19 64 ), p . 13.

5Ib 1 d .,  p. 184.
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Importance o f th is  study Is  based upon the need to  develop In fo r ­

mation on the CSPO's ro le .

Dutton1 asserted th a t  questions re la te d  to  the ro le  and 

competencies o f the CSPO are o f g re a t s ig n ific a n c e  to  the N ational

Association o f Student Personnel A d m in is tra to rs . More s p e d f ic -
2

a l ly ,  Trueblood c a lle d  fo r  ex tensive  and s c ie n t i f ic  research In

co llege student personnel job  analyses so th a t  r e a l is t ic  lea rn in g

goals can be es tab lished  fo r  the t ra in in g  o f  p ro fe s s io n a ls . This
3

study addresses these s ta ted  needs and accepts M cD aniel's recom­

mendation th a t stud ies be concerned w ith  id e n t ify in g  and opera­

t io n a liz in g  c o g n itiv e  and a f fe c t iv e  behaviors requ ired  fo r  jo b  

success. As has been suggested, th ere  is  a need to  search fo r  

s im ila r i t ie s  between jo b s , even though no two jobs are e x a c tly

the same, " . . .  and undertake, th en , to  t r a in  people 1n terms o f
4 5common problems they fa c e ."  P ierce  emphasized th a t CSPO

Thomas B. Dutton, "Research Needs and P r io r i t ie s  1n Student 
Personnel Work," NASPA Journal 5 (A p ril 1968): 340.

2
Dennis L. Trueblood, "The Educational P reparation  o f the  

College Student Personnel Leader o f  the F u tu re ,"  In  Col lege Student 
Personnel Work in  the Years Ahead, ed. Gordon J . K lopf (Washington,
D .C .: American C ollege Personnel A sso c ia tio n , 19 66 ), p. 81.

3
Reuben R. M cDaniel, J r . ,  "O rgan ization  Theory and the  

Preparation  o f Student Personnel W orkers," NASPA Journal 10 
(October 1972): 105.

4
W illiam  Foote Whyte, "An In te ra c tio n  Approach to  the  

Theory o f  O rg an iza tio n ,"  1n Modern O rgan iza tion  Theory, ed. Mason 
H alre (New York: John W iley and Sons, In c . ,  19 59 ), p. 181.

5
David L. P ie rc e , "A Study o f  Some Aspects o f  the C h ie f 

Student Personnel A d m in is tra to r 's  In te ra c tio n s  With A dm in istra to rs  
Outside the Student Personnel Area and With Faculty" (Ed.D . d is ­
s e r ta t io n , F lo rid a  S ta te  U n iv e rs ity , 1969 ), pp. 78 -79 .
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e ffec tiven ess  is  based in  p a rt on th e ir  extradepartm ental in te ra c ­

t io n s , and ind ica ted  th a t fu tu re  stud ies should be concerned w ith  

the goals and e ffe c tiv e n e s s  o f  these in te ra c t io n s . This study 

then, using a m o d ifica tio n  o f the C r i t ic a l  In c id e n t Technique, 

w il l  attem pt to  id e n t i fy  behaviors perceived s ig n if ic a n t  by CSPOs 

as they In te ra c t  w ith  c h ie f executive  o f f ic e r s  on im portant tasks. 

This in fo rm ation  is  deemed o f value fo r  programs o f both s e l f  and 

org an iza tio n a l development.^ As Moment and Z a lezn ik  suggest:

The executive r o le ,  perhaps more so than o ther occupational 
e n t i t le s ,  places g re a te r demands on the person fo r  compe­
tence 1n in terpersona l a c t iv i t y .  So much o f organized human 
a c t iv i t y  res ts  on the process o f  communication th a t to  leave  
to  chance or in t u i t iv e  development the establishm ent o f com­
petent behavior on the p a rt o f  leaders is  to  ignore a c ru c ia l 
area o f concern in  the p reparation  o f in d iv id u a ls  fo r  th e ir  
chosen l i f e ' s  w o r k . 2

L im ita tio n s  o f the Study 

The population selected  fo r  study is  l im ite d  to  the CSPOs 

a t two- and fo u r-y e a r In s t itu t io n s  o f h igher education 1n the s ta te  

o f M ichigan, which o f fe r  general academic programs and are accred­

ite d  or are candidates fo r  a c c re d ita tio n  by the North C entral 

Association o f Colleges and Secondary Schools, who held th e ir  

cu rren t p os itio ns  as CSPO fo r  a t  le a s t  one calendar y e a r , and 

repo rt d ir e c t ly  to  the c h ie f  executive o f f ic e r  o f th e ir  in s t itu t io n s

V e t e r  F. Drucker, The E ffe c t iv e  Executive (New York: 
Harper and Row, P u b lish er, 1966), p. 167.

2
David Moment and Abraham Z a le z n ik , Role Development and 

In terpersonal Competence (Boston: Harvard U n iv e rs ity , D iv is io n
o f Research, Graduate School o f Business A d m in is tra tio n , 1963 ), 
p. 156.
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or campuses. The fin d in g s  o f  th is  study are g e n e ra lIza b le  to  th is  

population o n ly .

In  a d d it io n , the fin d in g s  o f th is  study are r e s tr ic te d  to

the development o f s ig n if ic a n t  areas o f behavior fo r  the th ree

tasks Id e n t if ie d  as Im portant and perso na lly  performed by the CSPOs 

which re q u ire  In te ra c tio n  on th e ir  p a rt w ith  c h ie f  execu tive  o f f i ­

cers , and the s ig n if ic a n t  areas o f behavior Id e n t i f ie d  may not be 

considered exhaustive due to  lim ite d  number o f  In c id en ts  c o lle c te d .

Assumption o f the Study

The assumption o f th is  study 1s th a t CSPOs can ac cu ra te ly  

report s ig n if ic a n t  In c id en ts  th a t occur during the performance o f  

tasks and judge those behaviors th a t are e ith e r  e f fe c t iv e  o r In e f ­

fe c t iv e  in  accomplishing th e ir  task o b je c tiv es  as they In te ra c t  

w ith  c h ie f executive  o f f ic e r s .

D e fin it io n s  o f Terms 

The fo llo w in g  terms are defined  in  accordance w ith  th e ir  

use In th is  study:

C h ie f Student Personnel O f f ic e r : A person w ith in  a two- o r

fo u r-y e a r In s t itu t io n  o f h igher education o r  branch campus who 1s 

d ir e c t ly  responsib le to  the c h ie f  execu tive  o f f ic e r  fo r  the d ev e l­

opment, co o rd in a tio n , and management o f programs and serv ices to  

and fo r  students. These persons o ften  c a rry  a t i t l e  such as dean 

o f students or v ic e -p re s id e n t fo r  student a f f a i r s .
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C h ie f Executive O f f ic e r : A sen ior a d m in is tra tiv e  o f f i c ia l

responsible fo r  the day-to -day operations o f a two- o r fo u r-y e a r  

in s t itu t io n  o f h igher education o r one o f i t s  campuses.

S ig n if ic a n t In c id e n t: A task a c t iv i t y  th a t  is  s u f f ic ie n t ly

complete 1n i t s e l f ;  th a t  is  having a cause, a c tio n , and r e s u lt ,  

where the in te n t o f the ac t was c le a r  and i t s  consequences a re  su f­

f ic ie n t ly  d e f in ite  so th a t i t  can be judged as e ith e r  e f fe c t iv e  or 

in e f fe c t iv e .

S ig n if ic a n t Behavior: A c o n s titu e n t p a rt o f a s ig n if ic a n t

in c id e n t. A s p e c if ic  a c t used during an in c id e n t which is  judged 

by a CSPO to  have been e ith e r  e f fe c t iv e  or in e f fe c t iv e  1n the  

accomplishment o f a task o b je c tiv e .

S ig n if ic a n t Area o f Behavior: A category o f  behavior

created a p o s te r io r i on the basis o f id e n t i f ic a t io n  o f s im ila r  

s ig n if ic a n t  behaviors used on a ta s k .

Task: An assigned re s p o n s ib ility  o r fu n c tio n  th a t a CSPO

personally  performs as a ro le  a c t iv i t y .

Overview

Chapter I I  o f th is  study is  the review o f l i t e r a t u r e .  The 

th e o re tic a l concept o f ro le  is  e x p lic a te d  f i r s t  as an ap p ro p ria te  

frame o f re ference to  the subsequent p resentations on the h is t o r i ­

cal development o f  student serv ices 1n American co lleges and u n i­

v e rs it ie s  and the development o f o rg an iza tio n  p os itio ns  fo r  the  

coordination o f these se rv ices . N ext, the fin d in g s  o f stud ies  

which have in ves tig a te d  the CSPOs* ro le s  and th e ir  re la tio n s h ip s
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w ith  c h ie f  executive o f f ic e rs  are  presented. The chapter 1s con­

cluded w ith  a review  o f the l i t e r a t u r e  on the C r i t ic a l  In c id e n t  

Technique.

The method o f the study, which consists o f  the id e n t i ­

f ic a t io n  o f  the population s tu d ied , the s e le c tio n  o f th ree  Im portant 

tasks performed by CSPOs th a t  re q u ire  in te ra c t io n  w ith  c h ie f  execu­

t iv e  o f f ic e r s ,  the procedure fo r  c o lle c t in g  s ig n if ic a n t  In c id e n ts  

o f CSP0-ch1ef executive o f f ic e r  task in te ra c t io n , and the method 

o f th e ir  a n a ly s is , Is  presented in  Chapter I I I .

Chapter IV is  used to  present the fin d in g s  o f the study 

which r e la te  to  the s ig n if ic a n t  areas o f behavior id e n t i f ie d  fo r  

CSP0-ch1ef executive o f f ic e r  task in te ra c t io n . To understand task  

In te ra c tio n  1 t 1s necessary to  begin w ith  the  concept o f ro le  and 

I t s  m a n ife s ta tio n — behavior— which is  discussed in  Chapter I I .



CHAPTER I I

REVIEW OF LITERATURE 

In tro d u c tio n

The purposes o f th is  chapter are th re e fo ld . F i r s t ,  the  

concept o f ro le  is  reviewed and a psycho-socio log ical theory o f  

socia l re la tio n s  1s presented in  o rder to  e s ta b lis h  a th e o re tic a l  

perspective fo r  th is  study. Second, a review  is  made o f the l i t e r a ­

tu re  on the h is to r ic a l development o f c h ie f  student personnel 

o f f ic e r s ' (CSPO) p os itio ns  in American in s t itu t io n s  o f  h igher edu­

cation  and on stud ies which have In v es tig a te d  the CSPO's s ta tus  

to  provide a h is to r ic a l and em pirica l background fo r  the in v e s tig a ­

tio n  o f CSP0-ch1ef executive o f f ic e r  In te ra c t io n . T h ird , a review  

of the l i t e r a t u r e  Is  presented on the C r i t ic a l  In c id e n t Technique 

In order to  understand i t s  development, methodology, and use 1n 

studying educational p o s itio n s .

The Concept o f Role 

The d iv is io n  o f  lab o r w ith in  co lleges and u n iv e rs it ie s  has 

been observed to be d e s ira b le  o r necessary as these In s t itu t io n s  

attem pt to  f u l f i l l  th e ir  so c ia l purposes.1 The d iv is io n  o f labor

R. McConnell, "The R e la tio n  o f  In s t itu t io n a l  Goals and 
O rganization  to  the A d m in is tra tio n  o f  Student Personnel Work," In  
Approaches to  the Study o f A d m in is tra tio n  in  Student Personnel 
Work. ecT. M artin  L. Snoke (M inneapolis: U n iv e rs ity  o f  Minnesota
Press, 1960), p. 19.

15
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1n an In s t itu t io n  Im plies th a t  various p o s itio n s  or o f f ic e s  are  

estab lished  fo r  the performance o f d i f f e r e n t  functions which con­

tr ib u te  to  the In s t i tu t io n 's  goa ls . The persons who occupy the 

various In s t itu t io n a l  p o s itio n s  are  expected to be competent and 

e f fe c t iv e  1n the performance o f t h e ir  s p e c if ic  fu n c tio n s , namely 

they are  expected to g et the r ig h t  th ings done.1 In  o rder fo r  the  

persons to  be more than "a c c id e n ta lly "  e f fe c t iv e  in the p os i­

tions they occupy, 1 t is  necessary fo r  them to u t i l i z e  "theory" to
2

guide the performance o f th e ir  ro le  fu n c tio n s . That 1s to say, 

in order to be successful they need to  know th a t actions they  

undertake w i l l  have a p ro b a b il ity  o f  re s u lt in g  in  des ired  outcomes. 

Chase and Guba noted th a t  w h ile  research 1n educational adm inis­

tra t io n  had become in c re a s in g ly  concerned w ith  the human re la t io n s  

dimension o f  e ffe c tiv e n e s s  the th e o re tic a l bases u t i l i z e d  1n studies  

e ith e r  varied  w ide ly  o r o fte n  were not e x p l ic i t ly  s ta te d . They 

concluded th a t the g re a te s t amount o f  past research 1n the area o f
3

human re la t io n s  could be subsumed w ith in  the frame o f ro le  th eo ry .

The concept o f  ro le  was e f fe c t iv e ly  Introduced In to  the
4

term inology o f the soc ia l sciences by Ralph L in to n . In  his book,

t r u c k e r ,  The E ffe c t iv e  E xecu tive , p. 1.
2A rthur P. Coladarcl and Jacob W. G e tze ls , The Use o f Theory 

in  Educational A d m in is tra tio n , Educational A d m ln is tra tio n  Monograph 
No. 5 (S tan fo rd , C a l.:  S tanford  U n iv e rs ity  Press, 1955), p. 4 .

3
Francis S. Chase and Egon G. Guba, "A d m in is tra tive  Roles 

and B ehavior," Review o f Educational Research 25 (October 1955):
283.

4
Michael Banton, Roles: An In tro d u c tio n  to the Study o f  

S oda! R ela tions (New YorFi Basic kooks, In c . ,  1 9 6 5 ), p. 25.
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The Study o f  Man, Linton s ta ted  th a t  s o c ie tie s  are  dependent on 

patterns o f rec ip ro ca l behavior. The p o la r p o s itio n s  o f re c ip ro ­

cal behavior, whether between In d iv id u a ls  o r groups, he c a lle d  

sta tuses.^ A sta tus was defined  by L inton as a c o lle c t io n  o f

rig h ts  and d u ties  associated w ith  a p o s it io n , and ro le  was defined
2as the e ffe c t in g  o f the r ig h ts  and d u tie s  o f the s ta tu s . The

arrangement o f s ta tu ses , a so c ia l system, L inton held to  be an
3

o rg an iza tio n  o f ideas and not dependent on In d iv id u a ls . In  

describ ing  s ta tuses , L inton Id e n t i f ie d  two types: ascribed and

achieved. Ascribed statuses are  those th a t  a re  assigned to  In d i ­

viduals w ithou t re ference to  Innate  d iffe re n c e s  or a b i l i t i e s ,  and

achieved statuses are those f i l l e d  by com petition  and In d iv id u a l
4e f f o r t .  Since L in to n 's  In tro d u c tio n  o f the concept, ro le  has been 

adopted as a v ia b le  concept fo r  studying human behavior.

According to Banton, the study o f ro les  has fo llow ed  two 

tra d it io n s . The f i r s t  t r a d it io n  he described as being the dram atic , 

which " . . .  s ta r ts  w ith  ro le  as a metaphor emphasizing the se lec ­

tio n  and performance o f parts  by a s in g le  perform er. . . and 

the second t r a d it io n  as being the s t r u c tu r a l ,  which is  based on the  

legal view o f  soc ia l r e la t io n s . "People 's behavior 1s viewed from 

the standpoint o f  re la tio n s h ip s  w ith in  which 1 t takes p la c e , and 

the re la tio n s h ip s  are defined  by the r ig h ts  and o b lig a tio n s  o f  the

^Ralph L in to n , The Study o f  Man: An In tro d u c tio n  (New York: 
A ppleton -C entu ry -C ro fts , In c . ,  1936;, p. 113.

2 Ib 1 d ., p. 114. 3 Ib 1 d ., p. 253. 4 Ib 1 d ., p . 115.
5

Banton, R oles, p . 21.
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p a rtie s ."^  In  a d d itio n , the study o f  ro les  undertaken by Inves­

tig a to rs  from d if fe r e n t  d is c ip lin e s  has re s u lte d  1n th e ir  d e f in ­

ing ro le  to  f i t  th e ir  needs. Gross e t  a l . have ca tegorized  various  

d e fin it io n s  In to  th ree  groups: those th a t  equate ro le  w ith  nor­

mative c u ltu ra l p a tte rn s , those th a t  t r e a t  ro le  as an In d iv id u a l's  

d e f in it io n  o f  h is  s itu a tio n  w ith  re ference to  h is  and o th e rs '

socia l p o s itio n , and those where ro le  is  the behavior o f  actors
2

occupying socia l p o s itio n s . Banton 1s o f the o p in io n , though,

th a t a general consensus has been achieved on the d e f in it io n  o f

ro le . I t  Is  agreed, he s ta te d ,

. . . th a t behaviour can be re la te d  to  a p o s itio n  In  a so c ia l 
s tru c tu re ; th a t ac tua l behaviours can be re la te d  to  an In d i­
v id u a l's  own ideas o f what is  ap p ro p ria te  ( ro le  c o g n it io n s ), 
or to  o ther people 's  Ideas about what he w i l l  do ( expecta~  
t io n s ) , o r to  o ther people 's ideas about what he should do 
( norms). In  th is  l ig h t  a ro le  may be understood as a se t o f  
norms and expectations ap p lied  to  the incumbent o f  a p a r t ic u ­
la r  p o s it io n . 3

Sarb ln , in  review ing the sta tus o f ro le  th eo ry , emphasized 

th a t 1 t must be considered " . . . a n  in te r d is c ip lin a r y  theory In  

th a t I t s  v a ria b les  are drawn from studies o f  c u ltu re s , s o c ie ty ,
4

and p e rs o n a lity ."  Given th is  wide scope, Thomas and B idd le  com­

mented, "The f ie ld  apparen tly  has chosen as I t s  domain o f study 

nothing more nor less than complex, r e a l - l i f e  behavior as I t  Is

h b l d . ,  p. 22.
2

Gross e t  a l . ,  Exp lorations In  Role A n a ly s is , p. 12.
3

Banton, Roles, pp. 28 -29 .

^Sarb in , "Role Theory," p. 223.
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displayed 1n genuine on-golng so c ia l s itu a tio n s ." ^  They pointed out

th a t th ere  1s no grand "theory" o f r o le ,  but ra th e r  hypotheses and
2

theories about p a r t ic u la r  aspects o f r o le .  In  th is  context

G etzels and Guba have advanced a soclo -psycholog ical theory o f

social behavior which they b e lie v e  is  a p p lic a b le  to  the study o f

acfanlni s t r a t i  on.

In  th e ir  th eo ry , G etzels and Guba s ta te  th a t  observed

behavior may be viewed as a fu nctio n  o f ro le  and p e rs o n a lity ,

B = f  (R x P ) .3 More s p e c i f ic a l ly ,

Social behavior may be apprehended as a fu n c tio n  o f the  
fo llo w in g  major elements: in s t i t u t io n ,  r o le ,  and expecta­
t io n s , which together c o n s titu te  the nom othetic, o r norm ative, 
dimension o f a c t iv i t ie s  1n a s o c ia l system; and In d iv id u a l,  
p e rs o n a lity  and need-d1spos1t1on, which to gether c o n s titu te  
the Id lo -q ra p h ic , o r personal, dimension o f a c t iv i t y  in  a 
so cia l system.^

They th e o rize  th a t "The portions o f  ro le  and p e rs o n a lity  fa c to rs  

determining behavior may vary w ith  the s p e c if ic  a c t ,  the s p e c if ic
c

ro le , and the s p e c if ic  p e rs o n a lity  In v o lv ed ."  They m ain ta in  th a t  

ro les are the most im portant subunits o f an In s t i t u t io n ,  as they  

are the s tru c tu ra l elements which d e fin e  the behavior o f p o s itio n  

occupants.® V a ria tio n s  1n ro le  behavior, according to  t h e ir  th eo ry , 

are " to le ra te d "  because behaviors fo r  a given ro le  e x is t  on a

1Edwin J . Thomas and Bruce J . B id d le , "The Nature and 
H istory  o f  Role Theory," in  Role Theory: Concepts and Research, 
ed. Bruce J . B iddle and Edwin J . Thomas (New York: John W iley and
Sons, In c . ,  1966), p. 14.

2 Ib1d.
3

G etzels and Guba, "A d m in is tra tive  Process," p. 429.

4 Ib 1 d ., p. 424. 5 Ib 1 d ., p. 426. 6 Ib1d .
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"requ1red"-"p roh ib ited" continuum. This la t i tu d e  allow s fo r  a t  

le a s t lim ite d  personal d iffe re n c e s  in  the In d iv id u a ls  who may 

occupy a given in s t itu t io n a l  p o s itio n  and d iffe re n c e s  in  the man­

ner in which they perform th e ir  fu n c tio n s .1 G etzels and Guba 

pointed out th a t a given ro le  derives  i t s  meaning from o ther

re la te d  ro le s , to gether w ith  which i t  forms a coherent, in te ra c -
2

t iv e  u n it .  Other th e o r is ts  o f fe r  a d d itio n a l in s ig h ts  in to  th is

complementary aspect o f ro le s . I t  has been noted th a t in te ra c tio n
3

re fe rs  to  In terpersonal contacts and th a t the concept o f  a ro le

set is  fundamental to  the understanding o f ro le  behavior.

R o le -se t theory begins w ith  the concept th a t  each so c ia l 
status involves not a s in g le  associated r o le ,  but an a rra y  
o f ro le s . This fe a tu re  o f socia l s tru c tu re  gives r is e  to  
the concept o f ro le  se t: th a t complement o f  soc ia l r e la ­
tio n sh ip  in  which persons are  evolved simply because they  
occupy a p a r t ic u la r  soc ia l s ta tu s .4

This view o f s ta tus holds th a t a spectrum o f expectations e x is ts

fo r  a sta tus  Incumbent, which o fte n  re s u lts  in  ro le  c o n f l ic t .

I t  would seem th a t  the basic source o f d isturbance 1n the  
ro le -s e t  is  the s tru c tu ra l circumstance th a t any one occupy­
ing a p a r t ic u la r  status has ro le -p a rtn e rs  who are d i f f e r ­
e n tly  located in  the soc ia l s tru c tu re . As a r e s u lt ,  these  
others have, in some measure, values and moral expectations  
d if fe r in g  from those held by the occupant o f  the s ta tu s  in  
q u e s tio n .5

h b l d . ,  p. 426. 2 Ib id . ,  p. 427.
3

Whyte, "Theory o f O rg a n iza tio n ,"  p. 156.
4

Robert K. M erton, Social Theory and Social S tru c tu re , 
enlarged e d itio n  (Glencoe, 111.:  The Free Press o f Glencoe,
1968), p. 42.

5I b i d . ,  p. 424.
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A d d it io n a lly , ro le  behavior can be conceived o f as c o n s is t­

ing o f a sent and recelved r o le ,  which a re  fundamental to  In t e r ­

ac tion .^  The sent ro le  Is  an exp ecta tion  communicated to  a sta tus  

Incumbent by a member o f the ro le  s e t ,  and the received ro le  Is  the  

focal person's apprehension o f the ex p ec ta tio n s . Sarbln described  

the process in  the fo llo w in g  manner:

In ro le -ta k in g  th eo ry , acts o f persons are seen as organized  
ag a in st a c o g n itiv e  background o f  ro le  exp ec ta tio n s . Role 
perceptions may be thought o f  as a sequence o f behaviors 1n 
which the perceptual response 1s the f i r s t  p a rt o f a soc ia l 
a c t: the (u s u a lly ) s i le n t  naming or lo c a tin g  the p o s itio n
o f the o ther (from  observed actions o r in fe rre d  q u a l i t ie s ) ,  
which serves to  lo c a te  the p o s itio n  o f s e l f .  The second 
p a rt o f  the soc ia l a c t is  the  m otoric response, the r o le -  
enactment, In  which the a c to r performs a c tio n  a p p ro p ria te  to  
his lo c a tio n  o f the p o s itio n  o f  s e l f  and o th e r .2

The completed ac tio n  o f  ro le  sending, response o f  the fo ca l 

person, and the e f fe c t  o f th a t response on the ro le  sender has been
3

defined as a ro le  episode by Kahn e t  a l . ,  which may be viewed as 

ongoing and c y c lic  1n n atu re . The appropriateness o f  a sta tus  

incumbent's behavior 1s o f a d d itio n a l concern as various members 

o f the ro le  set may have d if fe r in g  ex p ec ta tio n s , but not neces-
4

s a r i ly  o f the same In te n s ity .  Gross e t  a l . ,  in  th e ir  study o f  

school superin tendents ' p os itio ns  In  Massachusetts, concluded 

"The assumption th a t  th ere  Is  consensus on ro le  d e f in it io n  on the  

basis o f  which s o c ia liz a t io n  takes p lace 1s untenable fo r  the

^Kahn e t  a l . ,  O rg an iza tion a l S tre s s , p . 16.

^Sarbln, "Role Theory," p. 229.
3

Kahn e t  a l . ,  O rg an iza tion a l S tre s s , p. 26.
4
M erton, Social Theory and S o d a ! S tru c tu re , p. 426.
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occupational p o s itio n  we s tu d ie d ,"  and they added th a t 1 t needs to

be challenged 1n most fo rm ulations o f ro le  a c q u is it io n .1 In

th e ir  study on ro le  c o n f l ic t  and am biguity , Kahn e t  a l . noted th is

p o s s ib il ity  and defined  ro le  behavior as

. . . behavior which is  system re le v a n t (n o t n ec es sarily  
congruent w ith  the expectations and requirem ents o f  o th e rs ) ,  
and which is  performed by a person who 1s accepted by others  
as a member o f  the system .2

Accepting the nomothetic and id io g rap h ic  aspects associated w ith

a ro le , fo u r basic types o f c o n f lic ts  can be postu lated  as possib le

fo r  a s ta tus incumbent:

1. In tra -s e n d e r: d if fe r e n t  p re s c rip tio n s  and p ro s c rip tio n s ,
which are  Incom patib le , held by a s in g le  member o f  the  
ro le  s e t.

2 . In te r -s e n d e r: pressures from one ro le  sender which
oppose pressures from one or more o th er senders.

3. In t e r - r o le : pressures associated w ith  membership in  one
o rg an iza tio n  which are  in  c o n f l ic t  w ith  pressures stem­
ming from membership In  o th er groups.

4. P e rso n -ro le : when ro le  requirem ents v io la te  moral va lues, 
or when needs and a s p ira tio n s  lead to  unacceptable beha­
v io r .  3

In a d d it io n , Kahn e t  a l .  described ro le  am bigu ity , which has 

o b je c tiv e  and s u b je c tiv e  components, as ". . . the degree to  which 

required in fo rm ation  is  a v a ila b le  to  a given o rg a n iza tio n a l p o s l-
4

t io n ."  The lack o f  in fo rm ation  th a t  leads to  ro le  am biguity 1s 

about the r ig h ts , d u tie s , and re s p o n s ib il i t ie s  associated w ith  a 

p o s itio n , as w ell as how those a c t iv i t ie s  can best be perform ed. 

Likew ise, i t  deals w ith  the personal and o rg a n iza tio n a l consequences

^ ro s s  e t  a l . ,  E xp lorations in  Role A n a ly s is , p. 321.
2

Kahn e t  a l . ,  O rg an iza tional S tre s s , p . 18.

3 I b i d . , pp. 19-20 . 4 I b i d . , p. 25.
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o f ro le  performance or nonperformance.^ Thus c o n f l ic t  and ambi­

g u ity  are re la te d  to  the e ffe c tiv e n e s s  o f s ta tu s  Incumbents. As 

Katz and Kahn s ta te d , "Role expectations fo r  any given o f f ic e  and 

i t s  occupant e x is t  in  the minds o f members o f  h is ro le  se t and

represent standards in  terms o f which they eva lu ate  h is  p e r fo r -
2

mance."

G etzels and Guba, in  th e ir  th eo ry , saw the necessity  o f  

d efin in g  e ffe c tive n e ss s  as ro le  behavior which conforms to  expec-
3

ta tio n s . The p o s s ib i l i ty  o f  d ivergen t expectations leads to  two

im portant consequences:

The f i r s t  is  th a t  the same behavior may be lab e led  " e ffe c ­
t iv e "  a t  one tim e and " in e ffe c t iv e "  a t  another tim e by the  
same person, depending on the expectations he ap p lies  to  
the behavior. The second 1s th a t  the same behavior may be 
labeled  " e ffe c t iv e "  and " in e ffe c t iv e "  sim ultaneously as a 
re s u lt  o f d i f fe r e n t  expectations held by d if fe r e n t  re fe re n t  
groups. In e ith e r  case, judgments o f  e ffe c tiv e n e s s  and 
in e ffe c tiv e n e s s  are incapable o f in te rp re ta t io n  unless both 
the expectations being ap p lied  and the behavior being 
observed are known.4

E ffic ie n c y , G etzels and Guba h o ld , is  a fu n c tio n  o f the congruence

o f behavior w ith  the status incumbent's need d is p o s itio n s . They

noted th a t when behavior conforms to the need d is p o s itio n s  o f  the

a c to r , as opposed to ro le  ex p ec ta tio n s , th e re  is  a minimum expendi-
5

tu re  o f psychic energy and behavior is  e f f ic ie n t .  S a tis fa c tio n ,  

they s ta te d , re s u lts  when in s t i tu t io n a l  expectations and

1 I b i d . , p. 23.
2

Daniel Katz and Robert L. Kahn, The Social Psychology 
o f O rganizations (New York: John W iley and Sons, In c . ,  1 9 6 6 ; ,p. 175.

3
G etzels and Guba, "A d m in is tra tive  Process," p. 443.

4 I b i d . , p. 433. 5Ib id . ,  p. 434.



24

need-d1spos1t1ons are congruent.1 In  keeping w ith  th e ir  pos itions  

on e ffe c tiv e n e s s , e f f ic ie n c y , and s a t is fa c t io n  they postu lated  the  

existence o f th ree  le a d e rs h lp -fo llo w e rs h lp  s ty le s  In  the adm inis­

t r a t iv e  s itu a t io n . These are the nom othetic, which emphasizes the  

requirements o f  the In s t i tu t io n ,  the r o le ,  and the exp ecta tion s; 

the 1d1ograph1c, which emphasizes the requirements o f  the in d i ­

v id u a l, the p e rs o n a lity , and the n eed -d isp o s itlo n s; and the  

tra n s a c tio n a l, which is  seen as an In te rm ed ia te  s ty le  between the

other two 1n which ro le  and p e rs o n a lity  a re  maximized or minimized  
2

as necessary. In  th e ir  fo rm u lation  they used the terms lead er and 

fo llo w e r 1n a r e la t iv e  sense. "For present purposes we may say 

th a t 'to  le a d ' 1s to  engage in  an a c t which In i t ia t e s  a s tru c tu re  

1n In te ra c tio n  w ith  o th e rs , and th a t 'to  fo llo w ' is  to  engage in
3

an ac t which m aintains a s tru c tu re  in i t ia te d  by a n o th e r.” They 

noted th a t  the p a rtie s  o f  e i th e r  category (le a d e r o r fo llo w e r) are  

not a lto g e th e r dominant o r passive 1n the re la t io n s h ip .

Given th is  perspective  o f ro le  behavior, i t  can be s ta ted  

th a t s ta tus Incumbents such as CSPOs may "weigh" various expecta­

tion s  as they perceive them, and, In  keeping w ith  th e ir  own need 

d isp o s itio n s  and dependent on o rg a n iza tio n a l o r s itu a t io n a l con­

s tr a in ts ,  s e le c t an ap p ro p ria te  course o f  ac tio n  as they attem pt 

to  accomplish a task o b je c tiv e . Based on the re s u lts  o f  th e ir  

a c tio n , whether or not the o b je c tiv e  was accomplished, and feed ­

back received from others in  the ro le  s e t , th e ir  behaviors may be 

perceived by them as e ith e r  e f fe c t iv e  o r In e f fe c t iv e  and usable

1 I b i d . , pp. 434-35. 2Ib 1 d . ,  pp. 435-38. 3 Ib 1 d . ,  p . 435.
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1n s im ila r  s itu a tio n s  or in  need o f  some m o d ific a tio n . Th is  view  

is  not seen as c o n tra d ic to ry  to G etzels and Guba's d e f in it io n  o f  

effec tiven ess  because the status Incumbents' perceptions o f  th e ir  

personal e ffe c tive n e ss  are based on the responses received from the  

members o f th e ir  ro le  sets as they judge the behavior 1n re ference  

to th e ir  exp ec ta tion s , and acknowledges th a t am idst d ivergen t 

expectations o f d if fe r in g  in te n s ity  status Incumbents s e le c t the 

"best" course o f a c tio n  in keeping w ith  th e ir  needs.

I t  has been s ta ted  th a t  CSPOs fu nction  in  the m idst o f

w idely c o n f lic t in g  expectations^ and are d is s a t is f ie d  w ith  th e ir
2

s ta tu s . To gain an understanding o f the CSPO's ro le  1 t 1s neces­

sary to  f i r s t  consider the development o f  these p o s itio n s  in  

American In s t itu t io n s  o f  h igher education.

C h ie f Student Personnel O ffic e rs

Programs and services in  American co lleges and u n iv e rs it ie s  

concerned w ith  the w e lfa re  o f students and t h e ir  extraclassroom  

development are functions whose h erita g e  extends back to  the  

co lon ia l days.

A p re lim in ary  study o f the founding o f the e a r l ie s t  educa­
tio n a l In s t itu t io n s  w ith in  the boundaries o f  the present 
United States In d ica ted  th a t  the extraclassroom  l i f e  o f  the 
students grew out o f  the re l ig io u s , so c ia l and p o l i t ic a l

^Dutton e t  a l . ,  Assumptions and B e lie fs , p . 7 .
2
Mark H. Ingraham, The M irro r  o f Brass: The Compensation 

and Working Conditions o f College and U n iv e rs ity  A dm in is tra to rs"' 
(Madison, W ise.: U n iv e rs ity  o f  Wisconsin Press, 19 68 ), p. 225.
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l i f e  o f  the e a r ly  co lo n is ts  ra th e r  than d ivergen t o r unique 
purpose o f the founders o f the In s t i t u t io n s .1

The young age o f co lleg e  students , the remote lo ca tio n s  o f many 

In s t itu t io n s , and the d i f f i c u l t y  o f  tra v e l were among the fa c ­

to rs  th a t  necessitated  th a t c o lle g e  presidents and th e ir  fa c u lt ie s  

assume the re s p o n s ib ility  fo r  the housing, fee d in g , and d is c ip l in ­

ing o f students. They were, by n ec es s ity , forced to  a c t in  loco  

p a re n tis , which, a d d it io n a lly ,  was 1n keeping w ith  " . . . the  

b e lie f  o f the founders o f our e a r ly  educational in s t itu t io n s  th a t  

guidance functions were inheren t 1n the educational process I t s e l f . "  

In the  e a r ly  days c o lle g e  presidents were in t im a te ly  Involved 1n

a l l  aspects o f th e ir  c o lle g e s ' fu nctio n in g  and were most o ften  the
3

only fu n - t im e  a d m in is tra to rs . In  tim e, Increased student e n r o l l ­

ments, enlarged f is c a l re s p o n s ib i l i t ie s ,  and the demand fo r  new 

services re su lted  in  the need fo r  presidents to  d e leg ate  some o f  

th e ir  re s p o n s ib ilit ie s  to  o th ers . This d iv is io n  o f labor was 

re fle c te d  1n the number o f a d m in is tra tiv e  o ff ic e s  th a t  were 

created . For example, "In  1860 the median number o f ad m in is tra ­

t iv e  o f f ic e rs  1n an American co lle g e  was 4; 1n 1933 i t  was
4

30 .5 . . . «" One o f  the a d m in is tra tiv e  p o s itio n s  th a t came In to

^Eugenie A. Leonard, O rig in s  o f  Personnel Services In  
American Higher Education (M lnneapolIs: U n iv e rs ity  o f  Minnesota
Press, 1956), p. 4.

2Ib 1 d ., p. 16.
3

Lewis B. Mayhew, "Shared R e s p o n s ib ility  o f  the P resident 
and the Dean," North C entral A ssociation  Q u a rte rly  32 (October 
1957): 187. -------------

4
Frederick Rudolph, The American College and U n iv e rs ity  

(New York: V intage Books, 1962), p. 435.
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being In  the e a r ly  years o f  a d m in is tra tiv e  expansion was th a t o f

the c o lle g e  dean. The ro le  o f  the c o lleg e  dean was seen as an

e f fo r t  to  counteract the s ta n d a rd iza tio n  th a t was tak ing  p lace in

educational in s t itu t io n s .

To an e x te n t, the deans were an e f f o r t  to  m ainta in  c o l­
le g ia te  and human values in  an atmosphere o f  increasing  
scholarship and s p e c ia liz a t io n . This was why so many o f  
the e a r ly  deans re s is te d  the f u l l  swing to  In te lle c tu a l1 s m  
which th e ir  fa c u lty  colleagues re p re s e n te d .1

The f i r s t  deanship o f record was reported  by F in d lay  to
2

have been f i l l e d  by Samuel Bard, a t  Columbia in  1893. At th a t  

time a p o s itio n  was created  fo r  a c o lle g e  dean who spent most o f  

his tim e handling student d is c ip lin a ry  problems. Cowley commented 

th a t "President El lo t  had b igger f is h  to  pursue, and so turned over 

the la rge  problem (and 1n those days i t  was la rg e ) to  Dean 

Gurney." Subsequently, two deans p os itio ns were created  a t  

Harvard, one to handle In s tru c tio n a l considerations and one to  

handle e x tra in s tru c tio n a l a f f a i r s .  As a r e s u lt ,  Dean Briggs

. . became the f i r s t  o f f ic e r  in  the h is to ry  o f American higher 

education charged w ith  re s p o n s ib ility  fo r  student re la t io n s  as
4

separate and d is t in c t  from in s tru c t io n ."  The continuing  development

hbld.
2

James F. F in d la y , "The O rig in  and Development o f  the Work 
o f the Dean o f Men 1n Hlqher Education ," A ssociation  o f American 
Colleges B u lle t in  25 (May 1939): 279.

3
W. H. Cowley, "Some H is to ry  and a Venture 1n Prophecy,"

1n Trends in  Student Personnel Work, ed. E. G. W illiam son  
(Minneapol1s: U n iv e rs ity  o f  Minnesota Press, 1949), p . 20.

4
W. H. Cowley, "The Disappearing Dean o f Men," Occupations 

16 (November 1937): 148.
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o f positions to  handle student problems was found to have been 

more frequent 1n coeducational and women's co lleg es  than 1n men's 

co lleges. ^

O berlin  c o lle g e  opened her doors to women 1n 1833; th is  
move led  to  the appointment o f  lady p r in c ip a ls  or precep- 
toresses to  g ive  specia l a t te n tio n  to  problems o f women 
students. Out o f th is  experience emerged the p o s itio n  o f  
dean o f women.2

Wrenn s ta ted  th a t  the f i r s t  deans o f women, appointed by th a t  t i t l e ,
3

were a t Swarthmore in  1890. A t the U n iv e rs ity  o f I l l i n o i s ,  A rk le  

C lark , in  1901, became the f i r s t  o f f i c i a l l y  appointed dean o f men
4

1n American higher education. The continued growth o f student 

enrollm ents and t h e ir  heterogeneous needs along w ith  developments 

1n the soc ia l sciences contribu ted  to fu r th e r  development and 

s p e c ia liz a tio n  o f  serv ices to  students . The personnel movement, 

s ta rtin g  w ith  the vocational guidance movement in  1908, gained  

ad d itio n a l momentum from the commencement o f psychological te s tin g  

and the mental hygiene movement around 1910, and the subsequent 

emphasis on in d iv id u a l counseling, around 1940, re su lted  in  many
5

s p e c ia lis ts  to a s s is t  students 1n such areas as vocational coun­

s e lin g , placement, and a c t iv i t ie s .  During th is  period  o f tim e ,

\e o n a r d ,  O rig ins  o f  Personnel S e rv ices , pp. 93 -94 .
2

W illiam son, Student Personnel S e rv ic es , p. 4.
3

C. G ilb e r t  Wrenn, Student Personnel Work 1n C ollege (New 
York: Ronald Press Company, 1£51 ), p. 30.

4
F in d la y , "Dean o f Men 1n H igher Education ," p . 280.

5
Esther Lloyd-Jones, "Changing Concepts o f  Student Per­

sonnel Work," 1n Student Personnel Work as Deeper Teaching, ed.
Esther Lloyd-Jones and M argaret ftuth Smith (New York: Rarper and
Brothers, 1954), pp. 1 -4 .



29

most notably In  the la te  19 30 's , the c a l l  fo r  the d ire c t io n  and

coord ination  o f student services began. As Lloyd-Jones was la te r

to remark o f the dean o f students p o s itio n :

Often th is  jo b , as presidents w i l l  fre q u e n tly  s ta te ,  has been 
created because they did not know what to  do w ith  the many 
personnel s p e c ia lis ts  who had taken possession o f t h e i r  cam­
puses and they f e l t  the need o f someone to  curb th e ir  ambi­
t io n s , s e t t le  th e ir  ju r is d ic t io n a l  f ig h ts ,  and r e la te  them 
e f fe c t iv e ly  to  each o th e r .*

Cowley saw the need fo r  a d m in is tra tiv e  o f f ic e rs  to  coor­

d in ate  student serv ices a t  co lleges and u n iv e rs it ie s  from another 

perspective:

Someone needs to  present to  him [th e  p re s id e n t] fre q u e n tly  
and fo r c ib ly  the whole panorama. When th a t 1s done, p er­
sonnel work— in  budgeting and o ther d 1 re c t1 o n s r-w ill no 
longer be the s te p c h ild  o f the a d m in is tra t io n .2

In  1939, the concentration  o f various nonacademic services

to  a l l  students through deans o f men was reported  to be a cu rren t

trend . I t  was noted th a t  when th is  c e n tr a liz a t io n  occurred deans
3

of men were o fte n  advanced 1n s t a f f  rank and given new t i t l e s ,
4

e s p e c ia lly  1n sm aller In s t itu t io n s .  E v e n tu a lly , the t i t l e  dean o f  

students became the predominant t i t l e  fo r  the sen ior student s e r­

vices o f f ic e r  1n a c o lle g e  or u n iv e rs ity . Ayers e t  a l . reported

Esther Lloyd-Jones and Margaret Ruth Sm ith, "The How and 
the Who and the Why," In  Student Personnel Work as Deeper Teaching, 
p. 342.

2
Cowley, "The Disappearing Dean o f Men," p. 153.

3
F in d la y , "Dean o f  Men in  Higher Education ," pp. 280-81 .

4
Marian C a ro ll ,  "Overview o f Personnel Workers 1n 

Colleges and U n iv e rs it ie s ,"  Journal o f the N ational A ssociation  o f  
Deans o f Women 14 (October 1950): 9.
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In  1966 th a t fo r  t h e ir  sample, in  a study o f student serv ices  

a d m in is tra tio n ,

Exactly  h a lf  re p o rt the t i t l e  dean o f students o r dean o f  
student a f f a i r s  o r s e rv ic e s . The o ther 23 percent re p o rt  
t i t l e s  o f d ire c to r  o f studen t personnel s e rv ic e s , v ice  
pres ident fo r  student s e rv ic e s , dean o f men and dean o f  
women. 1

The remainder were noted to  ca rry  t i t l e s  more r e f le c t iv e  o f aca-
2

demlc ad m in is tra tio n .

A recent study which compared t i t l e s  o f  p r in c ip a l student 

a f fa ir s  o f f ic e rs  between the years 1962 and 1972 in  member 1nst1tu  

tlons o f the N ational A ssociation  o f Student Personnel A dm in istra­

tors found the t i t l e  dean o f students s t i l l  th e  most fre q u e n tly  

used. The dean o f  s tudents ' area o f  re s p o n s ib ility  came to  be 

c a lle d  student personnel a d m in is tra tio n .

Student-personnel ad m in is tra tio n  . . .  1s e s s e n tia lly  a 
function  o f  a d m in is tra tio n  and resides o r ig in a l ly  and u l t i ­
m ately 1n the a d m in is tra tiv e  head o f an in s t i t u t io n .  I t  is  
g e n e ra lly  delegated by the p res iden t . . .  to  a s p e c ia lis t  
In  student-personnel a d m in is tra tio n . . . A

Although the need to  coordinate student serv ices was

recognized In  the 19 30 's , th e ir  coord ination  and the appointment

o f a CSPO In  most In s t itu t io n s  was a post-W orld War I I  phenomenon.

Long reported 1n 1944 th a t  the dean o f students were emerging as

^Ayers e t  a l . ,  Student Services A d m in is tra tio n , p. 8 .

2 Ib id .
3

Burns B. Crookston, "The Nomenclature Dilemma: T i t le s  o f  
P rin c ip a l Student A f fa ir s  O ff ic e rs  a t  NASPA In s t i tu t io n s ,"  NASPA 
Journal 11 (W in ter 1974): 4 .

4
Esther Lloyd-Jones, "Personnel A d m in is tra tio n ,"  Journal o f  

Higher Education 5 (March 1934): 142.
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a major a d m in ls tra tiv e  o f f ic e r  responsib le  fo r  the coord ination  

o f student personnel s e rv ic e s .1 C a rro ll reported th a t 230 out o f  

513 In s t itu t io n s , 45 p ercen t, she surveyed had one person heading

the personnel program and most fre q u e n tly  th is  was the dean o f
2

students— 54 out o f  230 In s t itu t io n s .  In  h is  study on the s tru c ­

tu ra l o rg an iza tio n  o f student personnel serv ices 1n s ta te -c o n tro lle d  

coed co lleges and u n iv e rs it ie s ,  Hanson determined th a t 115 out o f  

the 132 in s t itu t io n s  he surveyed had coordinated th e ir  student
3

personnel programs a f t e r  the year 1940. Reynolds reported  th a t  

there  was a steady growth o f o ff ic e s  headed by a CSPO subsequent
4

to  World War I I  1n l ib e r a l  a r ts  co lleges w ith  under 2 ,000  students. 

But the establishm ent o f th is  ad m ln 1stra tive  p o s itio n  was not u n i­

form across a l l  types o f  in s t itu t io n s .

In  th e ir  benchmark study, Ayers e t  a l . found th a t  86 per­

cent o f  th e ir  sample population reported an o f f ic e r  c la s s if ia b le
5

as the c h ie f  student serv ices o f f ic e r ,  w ith  p u b lic  In s t itu t io n s  

more f u l ly  embracing the concept than p r iv a te  in s t itu t io n s .®

1 Lawrence N. Long, "E vo lution  o f the Dean o f S tudents ,"  
Journal o f  Higher Education 15 (October 1944): 383.

2
C a r r o ll ,  "Overview o f  Personnel W orkers," pp. 21 -22 .

3
Ernest E. Hanson, "A Study o f the  S tru c tu ra l O rganiza­

tion  o f Student Personnel Services" (Ed.D . d is s e r ta t io n , Michigan  
S tate U n iv e rs ity , 1952 ), p. 96.

^W illiam  M. Reynolds, "The Role o f the C h ie f Student 
Personnel O ff ic e r  1n the Small L ib e ra l A rts  C ollege" (Ed.D. 
d is s e rta tio n , Michigan S ta te  U n iv e rs ity , 1961), p. 187.

5
Ayers e t  a l . .  Student Services A d m in is tra tio n , p. 7 .

6 I b i d . , p. 9 .
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"Almost 22 percent o f  the p r iv a te  schools ( th a t  is ,  more than  

1 in 5) apparen tly  s t i l l  a llo c a te  student se rv ice  re s p o n s ib ili t ie s  

to  other types o f ad m in is tra to rs  o r to  fa c u lty  members."^ As 

C a rro ll In d ic a te d , o ther forms o f coord ination  o f student services  

were e ffe c te d  by the p lacing  o f th is  re s p o n s ib ility  under one

agency or committee, by two or more persons o f equal a u th o r ity ,
2

or in fo rm a lly  through a d e c en tra lize d  o rg a n iza tio n . A s ig n if ic a n t

observation made by Ayers e t  a l . was th a t

. . . the p ro fess ional leadersh ip  ro le  1n student serv ices  
is  s t i l l  In  a developmental stage and Is  a t  present being  
supplied by persons o f d iverse  philosophies and educational 
commitments.^

This observation was based on the varied  backgrounds and p ro fes ­

sional preparations o f the c h ie f  student serv ices o f f ic e rs  id e n t i ­

fie d  1n th e ir  study.

To gain a d d itio n a l in s ig h ts  in to  the CSPO's r o le ,  1 t 1s 

necessary to examine the c h a ra c te r is t ic s  th a t have been Id e n t if ie d  

fo r  status Incumbents and the functions they p erfo rm .4 But 1n 

keeping w ith  the purpose o f th is  study I t  Is  ap p ro p ria te  to  Iden­

t i f y  a counter p o s itio n  In  the CSPO's ro le  se t by which to  focus 

th is  exam ination.

Whatever the Im p lic a tio n s  o f the la b e l ,  a p o s itio n  cannot 
be com pletely described u n t i l  a l l  the o ther p os itio ns  to

^ Ib id . , p. 7 .
2

C a r r o ll ,  "Overview o f Personnel Workers," p. 21.
3
Ayers e t  a l . ,  Student Services A d m in is tra tio n , p. 19.

a
Gross e t  a l . ,  E x p lo ra t io n s  1n Role A n a ly s is , p. 63,

In d ic a te d  t h a t  a r o le  can be segmented In to  e x p e c ta t io n s  f o r
a t t r i b u t e s  and b e h a v io rs .
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which I t  1s re la te d  have been s p e c ifie d . Of course r e la ­
t io n a l s p e c if ic a tio n  1s a l im it in g  case w ith  which 1 t  would 
be Im possible to  deal e m p ir ic a lly . For a given research  
problem 1t may be necessary to take In to  account only a lim ­
ite d  se t o f counter p o s it io n s .1

The o f f ic e  o f the p re s id e n t, or c h ie f  executive  o f an In s t i tu t io n ,  

fo r  a d m in is tra tiv e  reasons is  a s ig n if ic a n t  counter p o s itio n  In  the  

CSPO's ro le  set as evidenced by the fa c t  th a t  Ayers e t  a l .  ascer­

tained th a t n early  75 percent o f the c h ie f  student serv ices o f f ic e rs
2

1n th e ir  sample reported to the p res id e n t. A more recent study, 

on a sm aller sample o f sen ior co lleges and u n iv e rs it ie s  o n ly , 

revealed th a t  81 percent o f the c h ie f  student personnel adm inis­

tra to rs  reported  to  the p res ident o r ch an ce llo r o f  th e ir  1n s t1 tu -
3

tlo n s .

Zook, 1n a study th a t  compared student personnel adm inis­

tra to rs  1n both p u b lic  two- and fo u r-y e a r in s t itu t io n s  1n the  

Midwest, observed th a t the m a jo r ity  o f the c h ie f  ad m in is tra to rs  1n 

both types o f in s t itu t io n s  reported to the a d m in is tra to r w ith
4

o ve ra ll In s t itu t io n a l  re s p o n s ib ili ty .  Crookston and Atkyns d is ­

covered th a t a s h i f t  1n re p o rtin g  re la tio n s h ip s  had occurred, 

during the years o f student dem onstrations, 1n fo u r-y e a r In s t i t u ­

tio n s . The number o f  p r in c ip a l student a f f a i r s  o f f ic e rs  1n these 

In s t itu t io n s  who reported d ir e c t ly  to  presidents had ris e n  from

h b l d . ,  p. 51.
2

Ayers e t  a l . ,  Student Services A d m in is tra tio n , p. 60.
3

Gary D. Brooks and Jose F. A v ila ,  "The C h ie f Student 
Personnel A d m in is tra to r and His S ta f f :  A P r o f i le ,"  NASPA Journal 11 
(Spring 1974): 44.

4
Zook, "A Comparative S tudy," p. 53.
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65.9 percent in  1967 to  78.1 percent In  1972.^ H ester, In  a study

o f the fa c to rs  im portant in  the s e le c tio n  o f student personnel

adm in is tra tors  in  midwestern u n iv e rs it ie s , reported  the fin d in g

th a t "The presidents evidenced g re a te r concern and involvem ent in

the se lec tio n  o f  the c h ie f  student personnel o f f ic e r ,  g e n e ra lly
2

making the f in a l  decis ion  on the s e le c tio n ."  She in d ica ted  

th a t presidents believed  1 t was im portant to s e le c t the r ig h t  type
3

o f person and i f  necessary teach him the jo b .

A ttr ib u te s

The idea l cand idate , according to  H e s te r, fo r  the c h ie f  

student personnel a d m in is tra to r p o s itio n  in  a midwestern u n iv e r­

s ity  would be a Caucasian m ale, between the ages o f 35 to  45 , 

holder o f a Ph.D. 1n a substantive  behavioral or so c ia l science  

area, w ith  a d m in is tra tiv e  experience in  a s im ila r  type o f  i n s t i -
4

tu tio n . In c o n tra s t, to  gauge c h ie f  a d m in is tra to rs ' perceptions  

o f a ttr ib u te s  th a t  a c h ie f  student personnel a d m in is tra to r in  a 

large u n iv e rs ity  should possess, U p cra ft asked c h ie f  ad m in is tra to rs  

what type o f person they would recommend to t h e ir  p res idents  as

1Burns B. Crookston and Glen C. Atkyns, "A Study o f  
Student A f fa ir s :  The P rin c ip a l Student A f fa ir s  O f f ic e r ,  the Func­
tio n s , the O rgan ization  a t  American Colleges and U n iv e rs it ie s  
1967-1972" (paper presented a t  the 48th Annual Conference o f  
National Association o f Student Personnel A d m in is tra to rs , Chicago, 
I l l i n o i s ,  A p ril 1974), Table 20 , p. 25.

2
Linda H. H e s te r, " D if fe r e n t ia l  Perceptions o f Factors  

Important 1n the S e lec tio n  o f Student Personnel A dm in is tra to rs  
in Midwestern U n iv e rs it ie s "  (Ph.D . d is s e r ta t io n , Michigan S ta te  
U n iv e rs ity , 1971), p. 413.

3 I b i d . , p. 447. 4 Ib 1 d ., p. 416.
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th e ir  successors. " . . . There was s ig n if ic a n t  consensus

(69 .97 %) among the sample th a t the u n iv e rs ity  CSPA should

be male, although a m a jo r ity  f e l t  the CSPA could be fe m a le ."1

The p re fe rred  age, se lected  by 45 .8  percent o f  the respondents fo r

th e ir  successor, was between 30 and 59 years and th is  was most
2

c le a r ly  so fo r  those who reported  d ir e c t ly  to  the p re s id e n t.

U pcraft found th a t a lim ite d  consensus, 66 .2  p e rc e n t, f e l t  th a t the  

c h ie f student personnel a d m in is tra to r should have a doctoral
3

degree, and concluded th a t  previous experience as a student per­

sonnel a d m in is tra to r appeared less Im portant than general adm lnls-
4

t r a t lv e  experience. But stud ies th a t have id e n t i f ie d  CSPO char­

a c te r is t ic s  g e n e ra lly  reveal v a r ia tio n  in  the p a tte rn  o f CSPO 

a ttr ib u te s  1n re la t io n  to  enro llm ent s iz e , type (such as a community 

co llege  or u n iv e r s ity ) ,  o r contro l (p u b lic  versus p r iv a te )  o f  the  

In s t itu t io n .

Ayers e t  a l .  found th a t more than 79 percent (496 out o f 

621) o f the c h ie f  student serv ices o f f ic e r s  in  t h e ir  sample were
5

male. The la rg e s t percentage o f  the males (3 6 .7  percent) were in

the 40 to  49 year age range, w h ile  the la rg e s t percentage o f  the
£

females (3 8 .4  percent) were in  the 50 to  59 y e a r age range. The 

female c h ie f  student services o f f ic e rs  1n t h e ir  study most o fte n  

held p os itio ns In l ib e r a l  a r ts  co lleges (83 out o f  1 2 5 ), fo llow ed

^U p craft, "Role E xpecta tions ,"  pp. 40 , 42.

2Ib 1 d ., pp. 40 -41 . 3Ib 1 d ., p . 48. 4 Ib 1 d ., pp. 46 -47 .
5
Ayers e t  a l . ,  Student S e rv ic es , Table 3 , p. 89 .

6Ib1 d .
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by positions 1n ju n io r  co lleg es .^  They found 50 percent o f  the

c h ie f student serv ices o f f ic e rs  had done th e ir  academic work 1n

the f ie ld  o f education, o f which s l ig h t ly  over 21 percent were

prepared 1n the area o f guidance and student personnel, w ith  the

bulk o f  the remainder tra in e d  e ith e r  in  the hum anities or soc ia l 
2

sciences. Only 37 .5  percent o f the sample had earned a research  

doctorate , presumably the P h .D ., w ith  the masters degree, held
3

by 55.1 percent, being the most ty p ic a l degree. They found th a t  

two-th1rds o f the c h ie f  student services o f f ic e rs  in  in s t itu t io n s
4

e n ro llin g  10,000 students o r more held the research d o c to ra te .

They also  ascerta ined  th a t 57 percent o f the c h ie f  student serv ices
5

o ff ic e rs  held th e ir  p os itio ns  fo r  less than f iv e  ye ars . As an 

In d ica tio n  o f the types o f experiences th a t c h ie f  student serv ices  

o ff ic e rs  had p r io r  to  holding th e ir  p o s itio n s , Ayers e t  a l . 

Id e n t if ie d  the t i t l e s  o f  th e i r  previous p o s itio n s .

More than one-fourth  have moved from fa c u lty  p os itio ns  
to th e ir  present r e s p o n s ib il i t ie s .  This source ranks second 
only to o ther student services work as a background. S l ig h t ly  
more than o n e -th ird  have had such previous experience in  s tu ­
dent services work and a m a jo r ity  o f them were in  ad m in is tra ­
t iv e  p o s itio n s . Only the u n iv e rs it ie s  d e v ia te  s ig n if ic a n t ly .  
More than h a lf  these men have had student serv ices experience, 
mostly 1n a d m in is tra tiv e  posts.

About 1 in  10 o f the executives moved from o ther areas  
o f a d m in is tra tio n . As might be a n t ic ip a te d , the u n iv e rs ity  
ch ie fs  do not conform to the p a tte rn  1n th is  resp ec t. N early  
o n e - f if th  o f them came from o ther kinds o f  a d m in is tra tiv e  
re s p o n s ib ility  1n h igher education. This suggests th a t  In  
se lec tin g  th e ir  student serv ices ad m in is tra to rs  those respon­
s ib le  1n la rge  In s t itu t io n s  look fo r  demonstrated a d m in is tra tiv e  
s k i l ls  In  many cases ra th e r  than previous pro fess ional prepara­
tio n  o r exp erien ce .6

1 I b id .  2Ib 1 d . , p. 13. 3I b 1 d . , Tab le  4 ,  p. 90.

4 Ib 1 d . ,  p. 12. 5Ib 1 d . ,  p . 16. 6 Ib 1 d . ,  p . 18.
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In  a study In  which he in v e s tig a te d  the compensation and 

working conditions o f  fo u r-y e a r  c o lle g e  and u n iv e rs ity  adm inis­

t ra to r s ,  Ingraham found:

The median age o f male deans o f students is  45 , and o f  the  
10% who are women, 49. Twenty-one percent had a Ph.D. degree, 
18% the degree o f E d .D ., the m aster's  degree was h ighest fo r  
49%. In  u n iv e rs it ie s  the m a jo r ity  held one o f the two doc­
to ra l degrees. T hree-quarters  had the work o f  th e ir  h ighest 
degree in  the fo llo w in g  fo ur f ie ld s :  education , 40%, psy­
chology, 15%, so c ia l sc ience, 14%, and English and jo u rn a lis m , 
8%. Less than 4% came from any o ther s in g le  a re a . The domi­
nance o f education and psychology (o fte n , I  presume, educational 
psychology) was s tr ik in g  in  p u b lic  c o lle g e s , where these two 
f ie ld s  accounted fo r  74%.*

Foy, 1n a study on career p atterns  o f student personnel 

ad m in is tra to rs , ascerta ined  th a t the mean age o f  c h ie f  student 

personnel ad m in is tra to rs  was 4 0 .9  years in  a sample o f  N ational
2

Association Student Personnel A dm in is tra to rs  member in s t itu t io n s .

In o ther Instances the v a ria b le s  he se lected  fo r  an a lys is  purposes 

did not focus on the c h ie f ad m in is tra to rs  independently from the  

other ad m in is tra tors  but he d id re p o rt th a t  60.1 percent o f  them 

had moved from a co lleg e  personnel p o s itio n  to  th e ir  c u rre n t posi­

t io n . Another 18.2 percent came from c o lle g e  teaching or adm inls-
3

t r a t lv e  pos itions and 11.2 percent came from p u b lic  schools.

The mean number o f years th a t c h ie f a d m in is tra to rs  had spent in  

student personnel work was 7 .3 5 ,4 and had been in  th e ir  CSPO 

positions on the average o f 2 .9 5  years.®  A recent study, reported

^Ingraham, The M irro r  o f Brass, p . 223.
2

James E. Foy, "Career P atterns o f  Student Personnel Admin­
is tra to rs "  (Ph.D . d is s e r ta t io n , Michigan S ta te  U n iv e rs ity , 19 69 ), 
p. 53.

3I b i d . , Table 37, p. 80. 4 I b i d . ,  p. 139. 5I b i d . ,  p . 137.
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by Brooks and A v ila , on c h ie f  student personnel a d m in is tra to rs  a t  

senior co lleges and u n iv e rs it ie s  Id e n t if ie d  the fo llo w in g  char­

a c te r is t ic s  fo r  429 respondents. E1ghty-f1ve percent were m ale,

95 percent were Anglo, had a mean age o f 42 y e a rs , 47 percent 

possessed the d o c to ra te , and 44 percent the masters degree.^

They noted th a t 78 percent o f  th e ir  academic majors " . . .  would

normally be Included 1n the curricu lum  o f  a comprehensive school 
2

o f education ." They also  determined th a t 70 percent o f the  

c h ie f student personnel ad m in is tra to rs  had occupied th e ir  p o s itio n s
3

fo r  fo u r years o r les s . The average number o f  years they had 

spent in  student personnel work a t  a c o lle g e  or u n iv e rs ity  le v e l
A

was 9 .9  years .

Crookston and Atkyns reported  s im ila r  f in d in g s . T h e ir  data  

revealed th a t 84 .7  percent o f the c h ie f  student a f f a ir s  o f f ic e rs  

were men, the la rg e s t percentage (3 9 .2  percent) o f  whom were in  the  

40 to 49 year age group. The la rg e s t percentage (40 p ercen t) o f
5

the female ad m in is tra to rs  were in  the same age group. Of the  

male ad m in is tra to rs  54 .4  percent and o f the women 25 .3  percent 

held the d o c to ra te , w ith  the o v e ra ll percentage being 4 9 .8 .®

The la rg e s t percentage o f the c h ie f  ad m in is tra to rs  (9 0 .7  percent) 

were w h ite .7 Over 66 percent o f  the c h ie f  student a f f a ir s  o f f ic e rs

^Brooks and A v ila , "The C h ie f Student Personnel Adminis­
t r a to r ,"  pp. 42-43 .

2 Ib id . ,  p. 42. 3Ib 1 d ., p. 45. 4 Ib 1 d ., p. 46.

®Crookston and Atkyns, "A Study o f Student A f fa ir s ,"
Table 12, p. 13.

6 I b i d . ,  Tab le  13, p . 14. 7I b i d . ,  T ab le  12, p. 13.
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in  th a t study reported  th a t the f ie ld s  o f  study fo r  th e ir  h ighest 

degrees were e ith e r  education (45 percent) o r counseling and 

guidance (1 5 .6  p ercen t).^

Two studies on CSPOs which have c o n tro lle d  fo r  e i th e r  

academic preparation  or experience or both provide a d d itio n a l 

inform ation to consider in  studying th e ir  ro le . Blackburn used a 

Q-Sort Technique to  in v e s tig a te  the re la tio n s h ip  o f academic 

preparation and experience to  the perceived purposes o f student 

programs held by CSPOs. For CSPOs in  fo u r-y e a r accred ited  coed 

colleges and u n iv e rs it ie s , which had membership in  the N ational 

Association o f Student Personnel A d m in is tra to rs , he found a d i f f e r ­

ence 1n perceived purpose between ad m in is tra to rs  w ith  academic 

preparation 1n student personnel work and those w ithou t such 

p reparation . CSPOs w ith  academic p reparation  in  student personnel 

work, he rep o rted , place more emphasis upon the in d iv id u a l,  coun­

s e lin g , educational reform , models fo r  behavioral le a rn in g , and

the use o f behavioral science techniques to c rea te  an environment
2

fo r  lea rn in g . But, a f te r  10 o r more years experience CSPOs w ith  

and w ithout tra in in g  In  student personnel view the purposes more 

s im ila r ly ,  although those w ith  pro fessional p reparation  remain

h b l d . ,  Table 14, p. 15.
2

John L. Blackburn, "Perceived Purposes o f Student Per­
sonnel Programs by C h ief Student Personnel O ff ic e rs  as a Function  
o f Academic Preparation  and Experience" (Ph.D . d is s e r ta t io n ,
F lo rid a  S ta te  U n iv e rs ity , 1969), p. 136.
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committed to  the view th a t personnel programs serve as an In te ­

g ra tiv e  function  between the student and the in s t itu t io n .^

In his study P ierce found th a t  academic p reparation  and 

ad m in is tra tiv e  experience were re la te d  to  the c h ie f  student p er­

sonnel a d m in is tra to rs ' extradepartm ental in te ra c t io n s . He 

reported th a t ad m in is tra to rs  who had p reparation  in  p ro fess ional

education are more l ik e ly  to propose and defend actions in  s tru c -
2

tured s e ttin g s , w h ile  c h ie f ad m in is tra to rs  w ithout p r io r  adm inis­

t r a t iv e  experience are more l ik e ly  to  g ive  and re ce ive  In fo rm a-
3

t1on 1n these s e ttin g s . O vera ll he found no re la t io n  between

frequency o f extradepartm ental in te ra c t io n  and c o n tro l, s ta tu s , or

geographic lo c a tio n  o f the in s t itu t io n  in  which the c h ie f  student

personnel ad m in is tra to r served. P ierce concluded,

With the low frequency o f extradepartm ental in te ra c tio n  in d i­
cated by the norm ative d a ta , 1 t is  not su rp ris in g  th a t  the  
"student s p e c ia lis t"  is  not tru s te d , thought to  be unaware o f  
the In fluences and e ffe c ts  o f h is a c tio n s , and seen as not 
being aggressive enough in  provid ing  in fo rm ation  to  those 
outside o f his departm ent.^

In ad d itio n  to  these general c h a ra c te r is t ic s , s tud ies have

been made which developed CSPO p e rs o n a lity  p r o f i le s .  Cameron

investigated  the p o s s ib i l i ty  o f developing an in te re s t  sca le

fo r  student personnel deans. Based on a sample o f 217 deans who

were members o f the N ational A ssociation o f Student Personnel

A dm in istra to rs , he was ab le  to  construct a scale on the Strong

^ Ib id . , p. 137.
2

P ie rc e , "C hief Student Personnel A d m in is tra to r's  In t e r ­
ac tio n s ,"  p. 136.

3Ib id . 4 I b i d . , p . 75.



41

Vocational In te re s t  Blank th a t was r e l ia b le  and v a l id .  He con­

cluded th a t  student personnel deans are  o rie n te d  toward so c ia l 

s e rv ic e , young people, teach in g , and the f i e ld  o f  education 1n 

general.^  Grant and Foy developed a CSPO p r o f i le  on in fo rm ation  

co lle c ted  from 429 c h ie f  student personnel a d m in is tra to rs  serving  

1n In s t itu t io n s  holding membership in  the N ational A ssociation  o f  

Student Personnel A d m in is tra to rs . Based on responses gained on the  

Myers-Brlggs Type In d ic a to r , they described the c h ie f  a d m in is tra ­

to rs  as

. . . p r a c t ic a l,  r e a l i s t i c ,  m a t te r -o f - fa c t ,  w ith  a n a tu ra l 
head fo r  business. They l ik e  the mechanics o f th in g s .
They are not In te re s te d  1n subjects th a t they see no actua l 
use fo r ,  but they can apply themselves in  the areas when 
necessary. They are good a t  o rgan iz ing  and running a c t i v i ­
t ie s ,  but sometimes rub people the wrong way by ignoring  
th e ir  fe e lin g s  and v ie w p o in ts .2

Given these various reported  a t t r ib u te s ,  I t  is  a p p ro p ria te  

then to consider the functions and d u ties  th a t a re  associated w ith  

the CSPO s ta tu s .

Functions

Ayers e t  a l .  Id e n t if ie d  20 a d m in is tra tiv e  functions as the  

student services most p rev a le n t 1n the in s t itu t io n s  o f h igher

Alexander R. Cameron, "An A nalysis o f  the  In te re s ts ,  
Educational P rep ara tio n , and Vocational Background o f  Student 
Personnel Deans" (Ph.D. d is s e r ta t io n , U n iv e rs ity  o f  M ichigan, 
1965), p. 87.

2
W. Harold Grant and James E. Foy, "Career P atterns  o f  

Student Personnel A d m in is tra to rs ,"  NASPA Journal 10 (October 
1972): 107. -------------------------
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education they stud ied .^  F ifte e n  o f these fu nctio ns (re c ru itm e n t, 

admissions, academic records, nonacademic records, counseling , 

te s tin g , f in a n c ia l aids and awards, nursing s e rv ic e s , residence  

h a l l ,  job  placement, o ther e x tra c u r r ic u la r ,  so c ia l o r c u ltu ra l  

programs, in te rc o lle g ia te  a th le t ic s ,  in tram ura l a th le t ic s ,  food

s e rv ices , and re lig io u s  a f f a i r s )  were provided by between 80 and
2

100 percent o f  the In s t itu t io n s .  They noted th a t in  comparison,

The percentage o f ju n io r  co lleges o ffe r in g  fo re ig n  student 
programs, h ea lth  s e rv ic e s , re lig io u s  a f f a i r s ,  and not sur­
p r is in g ly , student housing a re  conspicuously lower than 
those o f the 4 -y e a r in s t i t u t io n s .3

Of the functions Id e n t i f ie d  by Ayers e t  a l . ,  a t  le a s t 100 o f  the

In s t itu t io n s  gave t h e ir  c h ie f student serv ices o f f ic e rs  Immediate

re s p o n s ib ility  fo r  counseling (1 5 5 ), housing (1 4 5 ) , d u ties  o f

fo re ign  student advis ing  (1 0 8 ) , f in a n c ia l a ids (1 0 8 ) ,  and te s tin g
4

(1 0 2 ). I t  was obvious from th e ir  study th a t CSPOs a t  d if fe r e n t  

In s t itu t io n s  may or may not have been responsib le  fo r  the same 

array  o f  fu n c tio n s . Brooks and A v ila  reported on c h ie f  student 

personnel a d m in is tra to rs ' prim ary areas o f  re s p o n s ib il i ty .  Of 

the 14 functions they l is t e d ,  8 l is te d  by a t  le a s t 50 percent o f

the ad m in is tra to rs  were: counseling serv ice  (94 p e rc e n t), student

a c t iv i t ie s  (91 p e rc e n t), h ea lth  serv ice  (82 p e rc e n t), student 

union (70 p e rc e n t), fo re ig n  students (68 p e rc e n t), placement (65  

p e rc e n t), f in a n c ia l a id  (62 p e rc e n t), and student p u b lic a tio n s

^Ayers e t  a l . ,  Student Services A d m in is tra tio n , p . 43. 

2 Ib 1 d ., Table 42 , p. 112. 3 Ib 1 d ., p. 48.

4 Ib id . ,  Table 49 , p. 119.
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(61 p e rc e n t) .1 They pointed out th a t  besides the prim ary 14 func­

tions another 55 were Id e n t i f ie d ,  but a l l  these were performed by
2

6 percent or less o f  the a d m in is tra to rs .

Crookston and Atkyns compared data c o lle c te d  1n th e ir  

study w ith  th a t provided by Ayers e t  a l . They concluded, "S ix ­

teen functions are comparable w ith  the present study. With two 

exceptions, admissions and student records, an increase 1n PSAO 

re s p o n s ib ility  1s shown 1n a l l  o ther ca tegories  over the ten
3

year p e rio d ."  The th ree  areas showing the la rg e s t Increase were 

student union, up from 4 4 .9  percent to  77 percent; hea lth  s e rv ic e s , 

up from 59 .2  percent to  8 6 .5  percent; and counseling , up from 55.2
4

to 80 percent.

On a study o f CSPOs 1n fo u r-y e a r In s t itu t io n s  w ith  a s tu ­

dent population between 1,000 and 2 ,5 0 0 , Li 1 le y  concluded,

". . . The present ro le  o f  the CSPO appears to be one o f  co o rd l-
5

nating and adm in is tering  a heterogeneous group o f fu n c tio n s ."

The 10 functions he found to  be o f most d ire c t  concern to  the  

CSPOs were: being the c h ie f  a d m in is tra to r , p o lic y  form ation

a ffe c tin g  students, determ ining o b je c tiv e s , preparing the budget,

b ro o ks  and A v ila ,  "The C h ie f Student Personnel Adminis­
t r a to r ,"  p. 43.

2 Ib 1 d ., p. 44.
3

Crookston and Atkyns, "A Study o f Student A f fa ir s ,"  
pp. 28, 31.

4 Ib 1 d ., Table 24 , p. 32.

\ l l l e y ,  "Functions o f C h ie f Student Personnel O f f ic e r s ,"
p. 9.
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re c ru it in g  s t a f f ,  nonacademic d is c ip lin e ,  student government,

s tu d e n t-fa c u lty  l ia is o n , in te rp re tin g  p o lic y  to  s tudents , and

advising fa c u lty  on student needs.^ He compared his fin d in g s  w ith

those o f  Ayers e t  a l .  and drew the conclusion th a t these fu nctio ns
2

have been r e la t iv e ly  s ta b le  since 1963.

Hoyt and Rhatigan undertook a study to  determ ine I f  d i f f e r ­

ences ex is ted  between the jobs o f c o lle g e  student personnel adm inis­

tra to rs  1n ju n io r  and sen ior c o lle g e s . They concluded th a t ,  1n
3

genera l, the jobs do not d i f f e r .  I t  was noted, though, th a t ju n io r  

college deans evidenced more Involvement 1n teaching and sen ior
4

co llege deans more tim e 1n committee work. "Both groups reported  

r e la t iv e ly  heavy Involvement 1n su p erv is io n , program development, 

ad m in is tra tiv e  d e t a i l ,  and in d iv id u a l counseling ."

Zook, 1n h is  study, took a fu r th e r  step and d if fe r e n t ia te d  

between functions perso na lly  performed by c o lle g e  student personnel 

adm in istra tors  and those they supervised, in  p u b lic  two- and fo u r -  

year colleges 1n the Midwest. He reported th a t those in  tw o-year 

colleges p erso na lly  perform ed, in  descending o rder o f frequency, 

counseling, d is c ip lin e , budget p lann ing , and p u b lic  re la t io n s ;  

w hile those In  fo u r-y e a r co lleges performed s e le c tio n  o f s t a f f ,  

public  re la t io n s , budget p lann ing , d is c ip lin e ,  counseling , and

] Ib1d . 2 Ib id .
3

Donald P. Hoyt and James J . R hatigan, "Professional 
Preparation o f Jun io r and Senior C ollege Student Personnel Admin­
is t r a to r s ,"  Personnel and Guidance Journal 47 (November 1968):
268.

4 Ib 1 d ., p. 265. 5Ib 1 d .,  p. 266.
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student government. 1 When asked what student personnel functions  

occupied most o f th e ir  tim e , the tw o-year ad m in is tra to rs  In d ic a te d , 

1n rank o rd er, student counseling , s t a f f  su p erv is ion , long-range  

planning, re g is tra t io n  and records, and a d m in is tra tiv e  d e t a i l ;  

w hile fo u r-y e a r ad m in is tra to rs  in d ica ted  s t a f f  su p erv is io n , long-

range p lanning, a d m in is tra tiv e  d e t a i l ,  student counseling , and
2

committee work. He re p o rte d , "The two and fo u r year c o lle g e  deans

agreed th a t a d m in is tra tiv e  a b i l i t y  is  the most Im portant competency

needed by the CSPA and th a t they would have lik e d  more ad m in ls tra -
3

t1ve courses in th e ir  p ro fess ional ed u cation ."  As the performance 

o f functions o ften  requ ires  a d m in is tra tiv e  in te ra c t io n  the values  

and b e lie fs  o f CSPOs and expectations held by others fo r  them are  

Im portant considerations to understanding th e ir  ro le  behaviors.

In  h is study on the assumptions and b e lie fs  o f c h ie f  s tu ­

dent personnel ad m in is tra to rs  in  co lleges and u n iv e rs it ie s  holding  

membership 1n the N ational A ssociation o f Student Personnel Admin­

is t r a to r s ,  Birch found th a t the c h ie f  ad m in is tra to rs  held th e ir  

personal convictions to be more im portant than re s p o n s ib ility  to  

superiors, w ith  no s ig n if ic a n t  d iffe re n c e s  found on the basis o f  

In s t itu t io n a l s iz e , typ e , or lo c a tio n . 4  He determined the CSPOs 

believed th a t th e ir  prim ary commitment was to  students and th e ir  

needs and not the performance o f  a d m in is tra tiv e  tasks . He empha­

sized:

^ o o k , "A Comparative Study," pp. 125, 128.

2 Ib 1 d ., Table 49 , p . 110. 3 Ib 1 d ., p. 70.
4

B irch , "Selected Assumptions and B e lie fs ,"  p. 34.
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. . . w h ile  c h ie f  student personnel ad m in is tra to rs  perceive  
th e ir  e ffe c tiv e n e s s  to  be evaluated by th e ir  p res idents  on 
the basis o f th e ir  re la tio n s  w ith  members o f  the academic 
community, th e ir  a d m in is tra tiv e  competence and the degree 
to which they are  ab le  to  m aintain  contro l and o rd e r, they  
do not personally  Include these c r i te r io n  as the most impor­
ta n t aspects o f th e ir  work.^

Birch ra ised  the unanswered question o f whether or not c h ie f  admln-
2

Is t ra to r s ' actions were r e a l ly  co n sisten t w ith  th e ir  b e l ie fs .

The study reported  by Dutton e t  a l . ,  which incorporated

B irch 's  d a ta , undertook the Id e n t i f ic a t io n  o f the expectations
3

held fo r  CSPOs by selected  members o f the academic community.

They reported th a t presidents f e l t  th a t o ther re s p o n s ib ili t ie s  

should take precedence over a dean's re la t io n s h ip  w ith  students , 

anddetermined "as might be expected, more p res idents  f e l t  the  

dean's convictions should be subordinated, 1f  necessary, and more 

In  the d ire c tio n  o f acquiescence w ith  the p re s id e n t 's . " 4  They 

also observed th a t  presidents c o n s is te n tly  attached importance to  

a d m in is tra tiv e  tasks , In te g ra tio n  o f counseling and d is c ip lin e ,
C

and the upholding o f In s t itu t io n a l  standards and va lues.

Terenz1n1's fin d in g s  appear to support the observations o f  

Dutton e t  a l . Using B lackburn's Student Personnel Purpose Q -Sort 

he examined p res id en ts ' and c h ie f  personnel o f f ic e r s '  views a t  

350 randomly selected  accred ited  In s t i tu t io n s ,  on the ap p ro p ria te

h b l d . ,  p. 76. 2 Ib 1 d ., p. 84.
3

Dutton e t  a l . ,  Assumptions and B e lie fs , p. 3 , c o lle c te d  
data from p res iden ts , fa c u lty  members (h ig hest o r se lected  high  
elected p o s itio n  1n a fa c u lty  senate or comparable body), e d ito rs  o f  
student newspapers, and presidents o f student bodies.

4 Ib 1 d . ,  p. 7. 5Ib1d .
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goals fo r  student a f f a ir s  programs. He ascerta ined  th a t  p residents  

". . . were less in c lin e d  th a t CPOs to see the academic o r I n t e l ­

lec tu a l pursu its  o f students as ap p ro p ria te  concerns fo r  student 

personnel programs. " 1 In  re la t io n  to  purposes o f student p e r­

sonnel, Teren zin i noted, presidents emphasized helping students  

plan and coord inate campus programs and o r ie n tin g  new students  

to  campus, w h ile  c h ie f  personnel o f f ic e rs  emphasized such purposes 

as increasing student p a r t ic ip a t io n  in  in s t i tu t io n a l  decis ion

making and development o f an environment conducive to value  
2

te s tin g .

U pcraft In h is study, in  p a r t ,  examined the expectations  

th a t CSPOs hold about th e ir  working re la tio n s h ip s  w ith  p res id e n ts .

He reported th a t ,  when asked 1 f the c h ie f  student personnel adm inis­

t r a to r  should confer w ith  the p res ident on a f a i r l y  re g u la r basis  

concerning the student personnel program, "100% o f the CSPA's who 

report d ir e c t ly  to  the p res ident f e l t  the CSPA should con fer w ith
3

the p res id e n t, compared w ith  46.9% o f those who re p o rt e lsew here."  

When asked 1 f i t  would be ap p ro p ria te  fo r  the c h ie f  student per­

sonnel a d m in is tra to r to  have an In tim a te  fr ie n d s h ip  w ith  the  

u n iv e rs ity  p res id e n t, 67 Ind ica ted  th a t 1 t may or may not be
4

ap p ro pria te . When these responses were analyzed on the basis o f  

previous pro fessional experience (experience In  student personnel

^ T e re n z in i, "Goals o f  Student Personnel Work," p. 33.

2 Ib 1 d ., pp. 33 -34 .

3U p c ra f t ,  "R o le  E x p e c ta t io n s , "  p. 94.

4Ib 1 d . ,  p . 87.
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or guidance and cou nse ling ), "34.4% o f the CSPA's w ith  previous

professional experience f e l t  th a t the CSPA should have an In tim a te

frien d sh ip  w ith  the u n iv e rs ity  p re s id e n t, compared w ith  13.5%

o f those w ithout such experience."^  With re feren ce  to  budgets,

91 percent f e l t  the c h ie f  a d m in is tra to r should j u s t i f y  budget
2

expenditures to the p res ident or governing board. N early  99 per­

cent f e l t  the c h ie f  student personnel a d m in is tra to r should p a r t ic i ­

pate In u n iv e rs ity  p o lic y  fo rm atio n , and 73 .4  percent f e l t  th a t  the  

c h ie f a d m in is tra to r should demand a reasonable amount o f autonomy 

from the pres ident w ith  respect to  p o lic y  fo rm ulations w ith in  the
3

student personnel program.

Although the stud ies reviewed in  th is  s e c tio n , such as th is  

one by U p c ra ft, provide in s ig h ts  useful in  the co n ce p tu a liza tio n  

of the CSPO's s ta tu s , they a lso  have a fundamental l im ita t io n  1n 

th e ir  usefulness fo r  persons in te re s te d  in  the CSPO's p o s itio n .

In form ation  on the types o f persons se lected  fo r  CSPO 

p o s itio n s , how th e ir  previous experience and academic p reparation  

are associated w ith  th e ir  ro le  c o g n itio n s , and the fu nctio ns  fo r  

which CSPOs are resp o ns ib le , although v a lu a b le , f a l l  short o f  

Id e n tify in g  the competencies and behaviors needed by CSPOs 1n order 

to be e f fe c t iv e  1n th e ir  ro le  fu n c tio n s . A method which has been 

developed to  Id e n t ify  such p o s itio n  a c t iv i t ie s  1s the C r i t ic a l  

Inc ident Technique.

^ I b i d . , p . 87. 2 Ib 1 d . ,  p . 94. 3Ib 1 d .
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1

C r it ic a l  In c id e n t Technique

The C r it ic a l  In c id e n t Technique (C IT ),^  which was developed

by John Flanagan and his associates a t  the American In s t i t u t e  o f  
2

Research,

. . . consists o f a set o f procedures fo r  c o lle c tin g  d ir e c t  
observations o f human behavior in  such a way as to  f a c i l i ­
ta te  th e ir  p o te n tia l usefulness 1n so lv ing  p ra c tic a l prob­
lems and developing broad psychological p r in c ip le s .3

Development and Procedure

Flanagan regarded the development o f the CIT as an outgrowth 

of studies done in  the a v ia tio n  psychology program during World
4

War I I  by the United S tates Army A ir  Force. Based on experience  

gained in the conduction o f manpower stud ies a t  th a t  tim e , accord­

ing to Flanagan, i t  was re a liz e d  th a t the " . . .  development o f  

accurate job  d e f in it io n s  must precede a l l  o ther types o f stud ies
5

on personnel problems." Although the technique was fo rm a lly  

developed and named in  1947, Flanagan noted th a t the basic p r in c ip le

^Throughout the re s t o f th is  study the C r i t ic a l  In c id e n t  
Technique w i l l  be Id e n t i f ie d  by the a b b re v ia tio n  C IT .

2
Grace F iv a rs , The C r i t ic a l  In c id e n t Technique: A B ib lio g ­

raphy (Palo A lto , C a lifo rn ia !  American In s t itu te s  fo r  Research in  
Behavioral Sciences, 1973 ), p. iv .

3
John C. Flanagan, "The C r i t ic a l  In c id e n t Technique,"  

Psychological B u lle t in  51 (J u ly  1954): 327.

4 Ib id .
5

Flanagan, "E xecu tive 's  Job," p. 28.

^Flanagan, "The C r i t ic a l  In c id e n t Technique," p. 329.
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o f the technique, observing the behavior o f  o th e rs , Is  cen tu ries

o ld . 1 More d e f in i t iv e ly ,

The roots o f the present procedures can be traced  back 
d ir e c t ly  to the studies o f S ir  Francis Galton n early  70 
years ago, and to  la t e r  developments such as tim e sampling 
studies o f re c re a tio n a l a c t iv i t ie s ,  c o n tro lle d  observation  
te s ts , and anecdotal reco rd s . 2

One o f  the f i r s t  uses made o f the CIT was the establishm ent
3

o f c r i t i c a l  requirem ents fo r  the A ir  Force o f f ic e r  in  1948. The 

c r i t ic a l  requirem ents o f an a c t iv i t y ,  as defined  by Flanagan, are  

. . c ru c ia l 1n the sense th a t  they have been fre q u e n tly  observed 

to make the d iffe re n c e  between success and f a i lu r e  1 n th a t
4

a c t iv i t y ."  An assumption basic to  the development and use o f  the  

CIT 1s th a t the c r i te r io n  o f e ffe c tiv e n e s s  fo r  an a c t iv i t y  cannot
5

be estab lished  beforehand, even by exp erts . To be v a lid  the  

c r ite r io n  o f e ffe c tiv e n e s s , according to  Flanagan, must be based 

on reports o f behavior th a t  led d ir e c t ly  to  success or f a i lu r e  on 

Important parts  o f  the jo b . 6  A d d it io n a lly , the observations should 

be made by p a rtic ip a n ts  1n or supervisors o f a c t iv i t ie s  w ith  which 

they are f a m i l ia r . 6

h b l d . ,  p. 327. 2 Ib1d.
3
John C. Flanagan, " C r it ic a l  Requirements: A New Approach 

to Employee E v a lu a tio n ,"  Personnel Psychology 2 (W in ter 1949): 424.
4

Flanagan, "E xecu tive 's  Job," p. 29.
5
John C. Flanagan, C r i t ic a l  Requirements fo r  Research 

Personnel (P ittsb u rg h : American In s t i tu te  fo r  Research, 1 9 4 9 ),
p. 7.

6 Ib 1d . , p. 6 .

^F lanagan, " C r i t i c a l  R equ irem en ts ,"  p. 420.
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The procedure used in  the C IT , d e ta ile d  by Flanagan in

1954, consists o f  f iv e  steps. The f i r s t  step is  to  determ ine the

general aim o f the a c t iv i t y  to  be s tu d ied .

. . . The general aim o f  an a c t iv i t y  should be a b r ie f  s ta te ­
ment obtained from the a u th o r it ie s  in  the f ie ld  which expresses 
in simple terms those o b je c tiv e s  to which most people would 
ag re ed

Flanagan re a liz e d  the p o s s ib i l i ty  o f d ivergen t expectations and 

f e l t  th a t 1 n most cases 1 t  would not be possib le  to obta in  a com­

p le te ly  o b je c tiv e  and acceptable general aim fo r  an a c t iv i t y ,  but 

stressed th a t 1t  must be known, to  the degree p o s s ib le , what per­

sons are supposed to be accomplishing i f  th e ir  e ffe c tiv e n e s s  is  to  
2

be judged.

The second step o f  the CIT is  the development o f the plans 

and s p e c ific a tio n s  fo r  the study. Some o f the usual considerations  

in  designing the study cover the d e lim ita tio n s  o f  the s itu a tio n s  

to  be observed, Id e n t i f ic a t io n  o f behaviors which are re le v a n t to  

the general aim , and s e le c tio n  o f persons to  make the observations
3

on the a c t iv i t y  under study. To o bta in  v a lid  re s u lts  w ith  the C IT , 

Flanagan o u tlin e d  f iv e  cond itions to be observed:

a . I t  1s es se n tia l th a t actua l observations be made o f on- 
th e -jo b  a c t iv i t y  and the products o f  such a c t iv i t y .

b. The alms and o b je c tiv e s  o f  the a c t iv i t y  must be known 
to  the observer.

c . The basis fo r  the s p e c if ic  judgments to  be made by the  
observer must be c le a r ly  d e fin e d .

V la n a g a n , "The C r i t ic a l  In c id e n t Technique," p. 337.

2 Ib 1 d ., pp. 336-37. 3 I b id . ,  pp. 338-39.
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d. The observer must be q u a lif ie d  to  make judgments regard ­
ing the a c t iv i t y  observed.

e . The la s t  necessary co n d itio n  1s th a t  re p o rtin g  be accu­
r a t e . '

The next step Is  the col le c t io n  o f d a ta . Flanagan noted 

that four procedures have been used fo r  c o lle c tin g  c r i t i c a l  In c i ­

dents: . . extreme behavior, e ith e r  ou ts tan d ing ly  e f fe c t iv e  o r

In e ffe c tiv e  w ith  respect to  a tta in in g  the general aims o f the  
2

a c t iv i t y ."  They were: in te rv ie w s , group In te rv ie w s , q uestlon -
3

n a ires , and record forms. Flanagan pointed out th a t w h ile  d ir e c t  

observation o f  behavior 1 s the p re fe ra b le  method o f c o lle c t in g  

Inc id en ts , " . . .  the e f f ic ie n c y .  Immediacy, and minimum demands on 

cooperating personnel which are achieved by using re c a lle d  1 nc1 -
4

dent data fre q u e n tly  make th e ir  use the more p ra c tic a l procedure."  

The fo u rth  step o f the technique 1s the an a ly s is  o f  d a ta . As a 

p re re q u is ite  to  the an a lys is  o f data 1 t  is  necessary to  e s ta b lis h  

an app ro pria te  frame o f re fe re n c e , such as w ell-m arked phases o f
5

the jo b , fo r  describ ing  the In c id e n ts . The an a ly s is  o f  data con­

s is ts  o f the In d u c tive  development o f ca teg o ries  o f  behavior derived  

from Inc id en ts  and the establishm ent o f c r i t i c a l  requirem ents fo r  

the a c t iv i t y  a t  an ap p ro p ria te  lev e l o f s p e c i f ic i t y . 6  The f i f t h  

and f in a l  step o f  the CIT 1s the in te rp re ta t io n  and re p o rtin g  o f  

the find in g s  o f the study. This n ecessita tes  th a t

V la n a g a n , "E xecu tive 's  Job," p. 35.
2

Flanagan, "The C r i t ic a l  In c id e n t Technique," p. 338.

3Ib 1 d . , pp. 340-43. 4 Ib 1 d . ,  p. 340. 5 Ib 1 d . ,  p . 344.

6 Ib 1 d . , pp. 344-45.
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. . . the l im ita t io n s  Imposed by the group studied must be 
brought In to  c le a r  focus. S im ila r ly ,  the nature o f  jud g ­
ments made 1n c o lle c tin g  and ana lyzing  the data must be 
c a re fu lly  rev ie w e d .'

Flanagan cautioned th a t the general hypotheses th a t  are formu­

lated  on the basis o f observed inc id en ts  fo r  improving performance 

must be considered te n ta t iv e :

. . .  in  our present stage o f psychological knowledge, 
we are ra re ly  ab le  to  deduce or p re d ic t w ith  a high degree 
o f confidence the e ffe c ts  o f  s p e c if ic  s e le c tio n , t r a in in g ,  
or operating procedures on fu tu re  behaviors o f  the type  
observed . 2

Although Flanagan o u tlin e d  the above steps , he viewed the

CIT as a f le x ib le  se t o f  p r in c ip le s  which are  m o d ifiab le  and adapt-
3

able to  the p e c u lia r it ie s  o f the a c t iv i t y  under in v e s tig a tio n .

And Flanagan noted th a t less than e ig h t years a f t e r  i t s  system atic  

form ulation  the CIT had been ap p lied  in  a v a r ie ty  o f ways, which 

he c la s s if ie d  under nine headings as Measures o f Typ ical Per­

formance, Measures o f P ro fic ie n c y  (standard sam ples), T ra in in g , 

S election  and C la s s if ic a t io n , Job Design and P u r if ic a t io n ,  O perat­

ing Procedures, Equipment Design, M o tiva tio n  and Leadership ( a t t i ­

tu des), and Counseling and Psychotherapy . 4

The use o f the CIT in  a v a r ie ty  o f studies has prompted 

some c r it ic is m  o f the procedure and cautions about I t s  l im ita t io n s .  

Burns expressed the opinion th a t  the CIT could on ly  reveal the  

existence o f behavioral phenomena and f e l t  I t s  use could lead to  

unwarranted value judgments about behavior. He based h is argument

1 I b i d . ,  p. 345. 2Ib 1 d . ,  p. 335. 3 Ib1d .

4 Ib 1 d . ,  p. 346.
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on the p o s itio n  th a t an observational technique should sp ec ify  

beforehand the In fo rm ation  being sought.^ C o rb a lly  rebu tted  th is  

argument by assertin g  th a t  the ap p ro p ria te  hypothesis governing

the use o f  the CIT 1s ". . . th ere  a re  some 'x ’ s* unknown a t  the
2

outset o f the research , which a re  associated w ith  ' y . " '  Thus,

1f  "y ,"  fo r  example, 1 s acceptable job  performance then "y" Is  

seen as d e s ira b le . C o rb a lly 's  hypothesis 1s based on the assump­

tio n  " . . .  th a t someone or a group o f  'someones' can r e l ia b ly  

make judgments concerning the e ffe c tiv e n e s s  w ith  which the to ta l
3

job is  done." O r, as Mayhew put 1 t ,  can d is tin g u is h  between
4

e ffe c t iv e  o r In e f fe c t iv e  behavior.

Sax emphasized th a t the data developed using the CIT are  

subject to  the same so rts  o f  d is to r t io n s  th a t  occur in  o th er c o l-
5

le c tio n  procedures. C o rb a lly  noted the CIT does contain  s u b je c tiv e  

elements,® and suggested th a t studies undertaken on educational 

a c t iv i t ie s ,  in which in te rp erso na l ac tio n  re s u lts  1n Increased

^Hobert W. Burns, "Success C r ite r ia  and the Cl Technique,"  
Phi D elta  Kappan 38 (November 1956): 75.

2
John E. C o rb a lly , J r . ,  "A Second Look a t  the Cl Technique,"  

Ph1 D elta  Kappan 38 (January 1957): 141.

3 Ib 1d.
4

Lewis B. Mayhew, "The C r i t ic a l  In c id e n t Technique in  
Educational E v a lu a tio n ,"  Journal o f  Educational Research 49 (A p ril  
1956): 598.

5
G ilb e r t  Sax, Em pirical Foundations o f  Educational Research 

(Englewood C U f fs ,  N.JT: P re n t-tc e -h a ll, In c . ,  19 68 ), p. 1$2.

6C o rb a l ly ,  "C l T e c h n iq u e ,"  p. 142.
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v a ria b le s , be o f  lim ite d  co m p lex ity . 1 In  a d d it io n , C o rb a lly  a lso

emphasized th a t behaviors which are Id e n t if ie d  by the CIT a re  not
2

Id e n t if ie d  as to th e ir  c r it ic a ln e s s .

The Issue o f the r e l i a b i l i t y  and v a l id i t y  o f the CIT was 

addressed by Andersson and N ilsson . They noted th a t  although the  

CIT had fre q u e n tly  been used 1n job  an a lys is  no studies o f  I t s  

r e l i a b i l i t y  and v a l id i t y  had been undertaken. Several d if fe r e n t  

tes ts  were performed on data they c o lle c te d  both by in te rv iew s

and q uestion n a ires , and they concluded th a t the technique was both
3

re l ia b le  and v a l id .  Campbell e t  a l . re c e n tly  noted th a t  "One 

o f the best search techniques fo r  sampling many jobs and fo r  focus­

sing on the more Im portant aspects o f managerial behavior 1s the
4

C r it ic a l  In c id en ts  Method. . . . "  The CIT has been used fre q u e n tly  

1n the f ie ld  o f  education and the use o f the CIT 1n the area o f  

educational a d m in is tra tio n  was noted as a trend between the years  

1948 and 1958, which has been id e n t if ie d  as the th ird  h is to r ic a l
5

period o f  education s tu d ies .

^ohn  E. C o rb a lly , J r . ,  "The C r i t ic a l  In c id e n t Technique 
and Educational Research," Educational Research B u lle t in  35 (March 
1956): 59.

2 I b id . ,  p. 60.
3

B engt-E rik  Andersson and St1g-Goran N ilss o n , "Studies 1n 
the R e l ia b i l i t y  and V a lid ity  o f the C IT ,"  Journal o f  Applied Psy­
chology 48 (December 1964): 402.

4
John P. Campbell, Marvin D. Dunnette, Edward E. Law ler, I I I ,  

and Karl E. Welck, J r . ,  M anagerial Behavior, Performance, and E ffe c ­
tiveness (New York: McGraw-Hill Book Company, 19 70 ), p. 77.

5
Hemphill e t  a l . ,  A d m in is tra tiv e  Performance and Person­

a l I t y , p. 3.



56

Use in Educational Studies

Flanagan h im s e lf, in  noting the need fo r  the use o f  the  

s c ie n t if ic  method in  the development o f educational o b je c tiv e s , 

recommended the CIT procedure fo r  th a t use in  1947.^ Mayhew com­

mented on the use o f the CIT as a v ia b le  method fo r  the development

of em pirical data fo r  use 1n eva lu atio n  and measurement in s tru -  
2

ments. Ryans used the method to  determ ine teacher classroom
3

behaviors fo r  subsequent use in  th e ir  observation and assessment. 

Cooper re -analyzed  s ix  s tu d ie s , th a t used the C IT , on the behavior 

of p rin c ip a ls  to id e n t i fy  the in e f fe c t iv e  aspects o f  th e ir  beha-
4

v io r . C orsin l and Howard c o lle c te d  c r i t i c a l  inc id en ts  in  teaching  

to  develop case m a te ria ls  so o ther teachers could le a rn  general
5

p rin c ip le s  o f classroom lea d e rs h ip , and Leles has in v e s tig a te d  

the possible use o f  the CIT to  c o lle c t  data to develop a theory o f
g

educational p ro fess ionalism . Although numerous studies have been

^John C. Flanagan, "Research Techniques fo r  Developing Edu­
ca tion al O b je c tiv e s ,"  Educational Record 28 (A p r il 1947): 140.

^Mayhew, "The C r i t ic a l  In c id e n t Technique," p. 598.

30 avid 6 . Ryans, C h a ra c te r is tic s  o f  Teachers: T h e ir  Des­
c r ip t io n , Comparison and Appraisal (Washington, D .C .: American
Council on Education, I9 6 0 ) ,  pp. 79 -83 .

4
Bernice Cooper, "An A nalysis o f  the Q u a lity  o f the Behaviors 

o f P rin c ip a ls  as Observed and Reported 1n S ix  C r i t ic a l  In c id e n t  
S tudies ," Journal o f  Educational Research 56 (A p r il 1963): 410.

5
Raymond J . C orsin l and Daniel D. Howard, e d s ., C r i t ic a l  

Incidents in  Teaching (Englewood C l i f f s ,  N .J .:  P re n t lc e -H a ll ,
In c . ,  1964), p. v.

6Sam L e les , "Using the C r i t ic a l  In c id e n t Technique to  
Develop a Theory o f Educational P rofessionalism : An E xp lorato ry  
Study," Journal o f Teacher Education 19 (Spring 1968): 6 6 .
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done on higher education p o s itio n s , several were id e n t i f ie d  whose 

find ings are o f In te re s t  to  th is  study.

The study o f most d ir e c t  in te re s t  to  the cu rren t study was 

conducted by Rodgers 1n 1963. Based on h is  review  o f the l i t e r a ­

tu re , he reported th a t  the l i t e r a t u r e  on the student personnel 

dean, up to th a t tim e , could be categorized  In to  th ree  areas: 

th a t which defined  the dean's d u ties  in  general term s, In d ic a tin g  

the a d n in is tra t iv e  nature o f  the work; th a t  which defined the  

dean's fu nctio ns  In a d e ta ile d  c h e c k lis t  re la te d  to  no p a r t ic u la r  

In s t i tu t io n ,  and th a t  which defined in  d e ta il  a dean's fu nctions  

a t  a p a r t ic u la r  In s t i t u t io n . 1 The purpose o f Rodgers' study was 

". . . t o  e x tr ic a te  from the  d iverse  procedures employed by the

Student Personnel Dean those procedures h is  pro fess ional peers
2

believed to  be c r i t i c a l  to  success in the p o s it io n ."

The sample o f  Rodgers' study was lim ite d  to  133 p u b lic  

coeducational in s t itu t io n s  in  the United S tates th a t  e n ro lle d  

between 2 , 0 0 0  and 1 0 , 0 0 0  students and th a t had id e n t i f ia b le  student 

personnel deans. He expressed the d es ire  to  study a homogeneous
3

sample to enhance the u s a b il ity  o f  his f in d in g s . The procedure 

Rodgers used, a f t e r  Id e n tify in g  the ap p ro p ria te  In s t i tu t io n s ,  was 

to have th e  pres idents  o f the In s t itu t io n s  s e le c t one o f  the deans'
4

professional peers as a respondent fo r  the study. The pro fess ional 

peers were then sent a question n a ire  w ith  in s tru c tio n s  to  re p o rt  

four s ig n if ic a n t  In c id e n ts , two e f fe c t iv e  and two In e f fe c t iv e ,

d o d g e r s ,  "F u n c t io n  o f  th e  S tud en t Personnel Dean," p . 2 .

2 Ib 1 d . ,  p . 3. 3I b 1 d . , pp. 22 -23 . 4 Ib 1 d . ,  p .  24.
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Involving the student personnel deans f u l f i l l i n g  t h e ir  fu n c tio n s .^

Rodgers d id  not e s ta b lis h  a general aim fo r  the student personnel

dean's p os itio n  fo r  use in  id e n t ify in g  ap p ro p ria te  in c id e n ts , as

Flanagan had reconmended.

Rodgers received 48 usable questionnaires (36 percent)

from his sample, which provided 85 e f fe c t iv e  and 65 in e f fe c t iv e
2

Incidents fo r  an a lys is  purposes. These in c id en ts  contained 286 

behavioral elem ents, which were consolidated In to  73 c r i t i c a l
3

elements. The c r i t i c a l  elements were organized In to  seven areas  

o f student personnel deans' fu n c tio n in g . These areas were commu­

n ic a tio n s , counseling, developing cooperative re la t io n s h ip s , d ia g ­

nosis and r e f e r r a l ,  in v e s t ig a t io n , leadersh ip  and in fo rm a tio n , and
4

po licy  making. Rodgers reported  the fo llo w in g  s p e c if ic  fin d in g s :

1. Deans in  sm aller in s t itu t io n s  do more counseling than  
th e ir  counterparts in  la rg e r  in s t itu t io n s .

2 . Deans in sm aller in s t itu t io n s  are  g e n e ra lly  in e f fe c t iv e  
in  developing cooperative  re la t io n s h ip s .

3. Deans in  la rg e r  in s t itu t io n s  are more in e f fe c t iv e  in v e s t i­
gators than th e ir  counterparts  in  sm aller in s t i tu t io n s .

4. Deans do not c o n s is te n tly  take the i n i t i a t i v e  to  provide  
leadership  and in fo rm ation  p a r t ic u la r ly  to  students and 
student groups.

5. Deans do not c o n s is te n tly  take the i n i t i a t i v e  1n communi­
ca ting  th e ir  reasons as w ell as th e ir  decisions to  a l l  
p a rtie s  concerned w ith  th e ir  d ec is io n s .

6 . Deans are c o n s is te n tly  successful when working w ith  in d i­
vidual students in  d is c ip lin a ry  s itu a tio n s .

7. A m a jo r ity  o f the Dean's contacts a re  w ith  in d iv id u a l male 
students and he 1s g e n e ra lly  successful w ith  these in d i ­
v id u a ls .

8 . Deans are  not c o n s is te n tly  successful in  th e ir  dea lings  
w ith  students groups, e s p e c ia lly  w ith  f r a t e r n i t ie s  and 
s o ro r it ie s  on d is c ip lin a ry  problems.

1 I b i d . , p . 123.

3Ib 1 d . , p . 60.

2 Ib 1 d . , p . 34.

4 Ib 1 d . , pp. 65 -70 .
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9. Public re la t io n s  1s a category in  which the Dean 1s
involved w ith  almost a l l  people he contacted , p a r t ic u la r ly  
the press. T he re fo re , every contact he makes has im p li­
cations fo r  h is  e ffe c tiv e n e s s  in  p u b lic  re la t io n s .

10. Deans are not c o n s is te n tly  aware th a t  t h e i r  peers e x e rt
g rea t in flu e n c e  on a l l  considerations o f the e f fe c t iv e ­
ness o f Deans.

11. Deans do not c o n s is te n tly  analyze and eva lu ate  a l l  areas  
o f th e ir  re s p o n s ib ility  to  develop p o lic ie s  th a t w i l l  g ive  
d ire c tio n  and support to  help reach the o b je c tiv e s  o f  th e ir  
program.

12. When p o lic ie s  and ru les  and re g u la tio n s  are  e ith e r  in t r o ­
duced or a lte r e d ,  they are  not always f u l l y  exp lained to
a l l  p a rtie s  concerned.

13. Deans are more e f fe c t iv e  dea ling  w ith  f r a t e r n i t ie s  through 
an in te r f r a te r n i ty  council o r the f r a t e r n i t y  advisers  
ra th e r  than d ir e c t ly  w ith  f r a t e r n i t y  groups.

14. Deans a re  e f fe c t iv e  when working d ir e c t ly  w ith  a l l  phases 
o f in -s e rv ic e  t r a in in g . !

Based on these f in d in g s , Rodgers drew a number o f conclu­

sions about the fu n c tio n in g  o f  the student personnel dean, several 

of which are  o f p a r t ic u la r  in te r e s t .  He concluded th a t the impor­

tance attached to c e rta in  kinds o f  behavior va rie s  w ith  the s ize
2

o f the in s t itu t io n  in  which the dean fu n c tio n s . This conclusion  

was based on the fin d in g  th a t c e rta in  c r i t i c a l  elements showed 

trends o f  occurrence when the enro llm ent sizes o f the in s t itu t io n s  

in  which the deans served were used as v a r ia b le s . Rodgers also  

concluded th a t ap p ro p ria te  behavior on the p a rt o f  the dean varies  

from problem to  problem and from tim e to  tim e w ith  the same types 

o f problems. This was based on the fin d in g  th a t  c r i t i c a l  elements
3

are not exc lus ive  to  any s p e c if ic  c r i t i c a l  a re a . The la s t  con­

clusion o f s p e c if ic  in te re s t  to  th is  study was th a t  the w ider the  

range o f a c t iv i t ie s  th a t  the dean used to reso lve  a problem, the  

more l ik e ly  he was to  be considered e f fe c t iv e ,  which was re f le c te d

7Ib 1 d . ,  pp. 93-94 . 2I b i d . ,  p . 101. 3 I b id .
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In the la rg e r  average amounts o f  c r i t i c a l  elements th a t  were found 

In the e f fe c t iv e  In c id en ts  as opposed to in e f fe c t iv e  in c id e n ts . 1 

A hypothesis th a t Rodgers suggested 1s o f  d ir e c t  concern to  th is  

study: “The Student Personnel Dean and his p ro fess ional peers

hold d if fe r e n t  views concerning the types o f behavior which are  

c r i t ic a l  1n perform ing the functions o f the Student Personnel 

Dean. " 2

Smith undertook a study o f c r i t i c a l  student personnel con­

tacts  between student se rv ice  s t a f f  members and students a t  Ohio
3

S tate  U n iv e rs ity . He found th a t in  an a c t iv i t y  as complex as a 

"counseling contact" severa l s t a f f  members were unable to  judge  

th a t a s in g le  behavior accounted fo r  e ffe c tiv e n e s s  or in e f fe c t iv e -
4

ness and reported  Instead a c o n s te lla t io n  o f behaviors .

Furtherm ore, s t a f f  members g ive  a wide range o f in te re s tin g  
reasons why these behaviora l c o n s te lla tio n s  could be regarded  
as e f fe c t iv e  o r in e f fe c t iv e .  These reasons re f le c te d  not 
only personal values most re le v a n t to  the s tuden ts ' needs and 
"investm ents" 1n the contacts but personal values most r e le ­
vant to  the s t a f f  members' own needs and "investm ents" in  the  
contacts as w e l l . 5

Smith concluded th a t  the process o f a b s tra c tin g  behaviors from 

reported in c id e n ts , which themselves are ab s trac ts  presented by 

the re p o rte r , would re s u lt  in  the loss o f  va lu ab le  data and used 

the procedure o f  grouping in c id e n t ab s trac ts  to  re ta in  the r ic h ­

ness o f d a ta . 6

1 I b i d . , pp. 102-103. 2 Ib 1 d ., p. 104.
3

James E. Sm ith, "The 'C r i t ic a l  In c id e n t' Technique and
Its  A p p lica tio n  1n Student Personnel Work" (Ph.D . d is s e r ta t io n ,
Ohio S ta te  U n iv e rs ity , 1954 ), p. 1.

4 I b i d . , pp. 167-68. 5 I b i d . ,  p . 168. 6 I b id .
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The groupings tend to  suggest a t  the same tim e , th a t many 
problem s itu a t io n s , s t a f f  member behavioral c o n s te lla t io n s ,  
and value assertions regarding these behavioral c o n s te lla ­
tio n s  have much 1n common.'

During the d is s e rta tio n  process, Smith a lso  used th e  CIT

as a personal d is c ip lin e .  Based on th is  experience he concluded

th a t the CIT helps the In d iv id u a l focus on what Is  Im portant 1n

his experience, which can then be communicated to  o ther people.

He suggested th a t I t s  use by members o f  an o rg a n iza tio n a l u n it ,

such as a counseling c e n te r, would be a v ia b le  approach to develop-
2

Ing a system atic body o f knowledge.

Several o th e r stud ies th a t used the CIT were Id e n t i f ie d ,  

although not on the CSPO p o s itio n  o r concerned w ith  student s e r­

vices p o s itio n s , which were useful 1n designing th is  study.

Peabody undertook the  use o f the CIT to  describe c r i t i c a l  job  

requirements fo r  cooperative extension agents, Id e n t i fy  th e ir

tra in in g  needs, and to  sp e c ify  the re la tio n s h ip  o f these tra in in g
3

needs to  agent tenure and p o s itio n . Peabody c o lle c te d  s e l f -  

reports o f  c r i t i c a l  Inc id en ts  from 74 Michigan cooperative  exten­

sion agents who completed questionnaires th a t  were adm in istered  to  

several agents a t  a tim e in  a group s itu a t io n , used to  e l i c i t  th ree  

e f fe c t iv e  and th ree  In e f fe c t iv e  c r i t i c a l  In c id en ts  1n the p e r fo r ­

mance o f th e ir  jo b s . Categories o f c r i t i c a l  behavior were estab ­

lished  a p r io r i ,  based on In fo rm ation  obtained from a review  o f

1 I b i d . , p. 169. 2 Ib 1 d ., p. 182.
3

Fred J . Peabody, "An A nalysis o f  C r i t ic a l  In c id e n ts  fo r  
Recently Employed Cooperative Extension Agents With Im p lic a tio n s  
fo r  T ra in in g " (Ph.D . d is s e r ta t io n , Michigan S ta te  U n iv e rs ity ,
1968), p. 7 .
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extension l i t e r a t u r e  and the In c id en ts  c o lle c te d  placed In to  these  

ca teg o ries . The ca teg o ries  were: teaching and communicating,

o rg an iz in g , conducting programs, ad m in is te rin g , program 

planning, and e v a lu a tin g .^  Noting th a t the " c r lt ic a ln e s s "  o f  

behaviors 1s not es tab lished  by the CIT procedure, Peabody had the

agents ra te  the degree o f  d i f f i c u l t y  they experienced 1 n the p e r-
2

formance o f  the in c id en ts  and I t s  degree o f im portance. He 

concluded th a t  the agents' p o s itio n s  somewhat a ffe c te d  t h e ir  p er-
3

ceptlon o f job requirem ents, but th a t the perception  o f c r i t i c a l
4

job requirements d if fe re d  only  s l ig h t ly  in re la t io n  to  agent ten u re . 

He concluded th a t "The rank-order o f  d i f f i c u l t y  d if fe re d  from th a t
5

o f e ith e r  In c id e n t frequency or Im portance." Of p a r t ic u la r  in te r ­

est was Peabody's fin d in g  th a t experienced agents reported  higher 

d i f f ic u l t y  scores in  the performance o f in c id e n ts  than d id  in e x ­

perienced agents.® He suggested th a t agents w ith  more tenure  

e ith e r  might be less fe a r fu l  o f  ad m itting  d i f f i c u l t y ,  or th a t per­

haps perceptions o f ap p ro p ria te  ro le  behavior expand w ith  agent 

s o c ia liz a t io n , which gives r is e  to g re a te r com plexity and a ffe c ts  

task execu tio n . 7 F in a l ly ,  Peabody noted th a t  less variance  

existed  1n the Importance scores o f jo b  requirem ents by experienced  

agents, as opposed to Inexperienced agents. He be lieved  th a t  th is  

tends to suggest the hypothesis th a t w ith  experience agents become
o

more homogeneous 1n th e ir  perception o f a p p ro p ria te  job  behavior.

1 I b i d . , pp. 166-75. 2Ib 1 d . ,  pp. 51 -52 . 3 Ib 1 d . ,  p . 138.

4 Ib 1 d . ,  p . 141. 5 Ib1d . 6 I b i d . ,  p . 142.

7I b id .  8 I b id .
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M il le r  and Benson undertook re la te d  studies on fo re ig n

student ad v isers . M i l le r  c o lle c te d  c r i t i c a l  In c id en ts  o f fo re ig n

student a d v is ers ' o n -th e -jo b  behavior from 48 fo re ig n  student

advisers themselves a t  17 mldwestern u n iv e rs it ie s .  By means o f

personal in te rv ie w  350 c r i t i c a l  in c id e n ts  were obtained.^ From

these Inc id en ts  1,603 c r i t i c a l  elements were id e n t i f ie d ,  which

when d u p lic a te  items were e lim in a ted  re s u lte d  in  203 d is t in c t

c r i t ic a l  elements th a t  were organized in to  16 c r i t i c a l  areas o f
2

s im ila r  behavior. Several observations and conclusions reported  

by M i l le r  were o f  p a r t ic u la r  in te r e s t .  He noted th a t  the fo re ig n  

student a d v is e r 's  jo b  had many functions s im ila r  to  those o f the
3

student personnel dean. He concluded th a t ,  although the fo re ig n  

student advisers operated 1n varied  In s t itu t io n a l  and a d m in is tra ­

t iv e  environments, and worked w ith  d i f fe r e n t  sized fo re ig n  student 

populations, th ere  were some c r i t i c a l  functions performed by most
4

o f the fo re ig n  student ad v is ers . He a lso  found th a t experienced  

fo reign  student advisers perceived themselves to  be more e f fe c t iv e
5

than did the Inexperienced. On the use o f  the C IT , M i l le r  sug­

gested th a t the personal in te rv ie w  method 1 s a b e tte r  d a ta -  

c o lle c tio n  procedure than the m ail survey fo r  Insuring  p a r t ic ip a ­

tion  in the study and fo r  o b ta in ing  accurate d es crip tio n s  o f  the  

a c t iv i ty  under study.® M i l le r  suggested th a t the word " s ig n if ic a n t"

^Richard E. M i l le r ,  "A Study o f  S ig n if ic a n t  Elements 1n 
the On-the-Job Behavior o f  C ollege and U n iv e rs ity  Foreign Student 
Advisers" (Ph.D. d is s e r ta t io n , Michigan S ta te  U n iv e rs ity , 1968 ),
p. 206.

2 Ib1d. 3 Ib 1 d ., p. 224. 4 Ib 1 d .,  p. 222.

5Ib 1 d . ,  p. 226. 6 Ib 1 d . , p. 219.
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should be used in  p lace o f the word " c r i t ic a l"  to  avoid having 

reporters provide only c r is is - ty p e  In c id e n ts .^  In  the re la te d  

study, Benson c o lle c te d  c r i t i c a l  In c id en ts  from knowledgeable 

fa c u lty  members o f fo re ig n  students a d v is e rs ' o n -th e -jo b  behavior.

These fa c u lty  members were Id e n t i f ie d  by fo re ig n  student advisers
2

a t  15 o f the 17 In s t itu t io n s  in  the  M i l le r  study, on the basis o f  

th e ir  having extended contacts w ith  fo re ig n  students and knowl-
3

edge o f the operation  o f the fo re ig n  student a d v is e r 's  o f f ic e .  

In terv iew s w ith  the knowledgeable fa c u lty  members provided 354 

c r i t ic a l  in c id en ts  from which 1,171 c r i t ic a l  elements were ex trac ted
4

and which produced 156 d is t in c t  c r i t i c a l  elem ents. As Benson 

observed when he compared the fin d in g s  o f h is study w ith  those o f  

M i l le r 's ,  "F ifte e n  D is t in c t  C r i t ic a l  Elements were unique to  the
5

KFM study and 52 were unique to  the FSA s tudy."  Thus, th ere  were 

141 c r i t i c a l  elements common to  both s tu d ie s . Although Benson d id  

not draw a conclusion about the d iffe re n c e s  between the d is t in c t  

c r i t ic a l  elements developed in the separate s tu d ie s , h is  summary 

o f the d iffe re n c e s  by c r i t i c a l  area® appears to  in d ic a te  th a t  

fo re ign  student advisers reported more s p e c if ic  d e ta i ls  and proce­

dures 1n the c r i t i c a l  a reas , w h ile  knowledgeable fa c u lty  members

1 I b i d . , p. 221.
2
August G. Benson, "On-the-Job Behavior o f College and 

U n ive rs ity  Foreign Student Advisers as Perceived by Knowledgeable 
Faculty Members" (Ph.D . d is s e r ta t io n , Michigan S ta te  U n iv e rs ity ,  
1968), p. 252.

3Ib 1 d . , p . 20. 4 I b 1 d . , pp. 252-53. 5 Ib 1 d . ,  p . 196.

6 I b i d . , pp. 186-96.
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reported more elements 1n the area o f  e x te rn a l co o rd in atio n  and 

broad o b je c tiv e s . This appears to  g ive  support to  Rodgers1 ten ­

ta t iv e  hypothesis, which, in  general term s, Is  th a t  s ta tu s  Incum­

bents and members o f  the ro le  se t hold d if fe r e n t  views concerning  

c r i t ic a l  ro le  behavior. I t  appears obvious th a t  p o s itio n  Incum­

bents provide d e s ira b le  in fo rm ation  on ro le  behaviors .

Peterson used th is  ra t io n a le  in  h is study on co lle g e

pres idents . Peterson in terv iew ed  se lec ted  new and experienced

co llege and u n iv e rs ity  presidents in  midwestern In s t i tu t io n s ,  and

asked them to re p o rt on In c id en ts  they perceived to  have had an

Impact on th e ir  e ffe c tiv e n e s s . His reasoning fo r  the use o f  the

presidents themselves as observers was th a t

. . .  in  c e r ta in  p o s itio n s  as s in g u la r 1n nature as th a t  
o f the c o lle g e  presidency, or the ju n io r  c o lle g e  p re s i­
dency, the ro le  Incumbent may be In  the best p o s itio n  to  
judge the e ffe c tiv e n e s s  or In e ffe c tiv e n e s s  o f his a c tio n s .

Peterson analyzed the c r i t i c a l  In c id e n ts  and Is o la te d

problem ca te g o ries , which were e v e n tu a lly  consolidated  In to  14
2

c r i t ic a l  problem ca te g o rie s . He found th a t  fo r  new pres idents  the  

category o f s ta f f in g  had the most In c id e n ts , and fo r  experienced  

presidents 1 t was the category o f campus u n res t. For both new 

and experienced presidents the category o f  finance was second in
3

rank. One o f the o th er ca tegories  he id e n t i f ie d  was subordinate  

In e ffe c tiv e n e s s . He suggested th a t

^W illiam  D. Peterson, "A Study o f In c id e n ts  Having an Impact 
on the E ffec tiven ess  o f  New and Experienced Presidents o f  Selected  
Colleges and U n iv e rs it ie s  In  the Midwest" (Ph.D . d is s e r ta t io n ,  
Michigan S ta te  U n iv e rs ity , 1972 ), p . 60.

2 Ib 1 d . ,  p. 121. 3 I b 1 d . , p. 197.
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Other h igher education ad m in is tra to rs  may be ab le  to  lea rn  
from the p res id e n ts ' ev a lu a tio n  o f  th e ir  subordinates. 
Presidents tended to  ap p re c ia te  subordinates who could make 
th e ir  own decisions w ith  respect to  th e ir  area o f responsi­
b i l i t y ,  but a lso  had the best In te re s ts  o f the In s t itu t io n  
in m in d .’

One a d d itio n a l comnent on Peterson 's  procedure o f  data  

c o lle c tio n  1s w arranted . He used both personal and telephone  

In terv iew s to  c o l le c t  In c id e n ts  from the presidents 1n h is  study 

and determined th a t  each method had p a r t ic u la r  advantages and d is ­

advantages, but th a t  both were ap p ro p ria te  and he reported  nothing
2

to  preclude th e ir  combined use 1n o th er s tu d ie s . Peterson and 

the o ther researchers c ite d  in  th is  review  a l l  a tte s te d  to  the  

value o f  using the CIT to  study ro le  behavior.

Several o f the researchers c ite d  1n th is  chapter noted the  

d i f f ic u l t y  o f analyzing  CIT data and o f  drawing ap p ro p ria te  con­

clusions from them. But as Rodgers noted about the fin d in g s  o f  

his study, because they were based on f i e ld  o bservations , "There 

1s no doubt, then , th a t  the c r i t i c a l  elements reported  . . . 

represent p ra c tic a l procedures fo r  use by Student Personnel 

Deans."3

Summary

In  th is  chapter th ree  areas o f l i t e r a t u r e  were reviewed.

In the f i r s t  section  o f the chapter the concept o f  ro le  was pre­

sented and a soc1o-psycholog1cal th e o ry , based on the concept o f

’ i b i d . ,  p . 199. 2Ib 1 d . ,  p . 198.
3

Rodgers, "Functions o f  the Student Personnel Dean,"
p. 96.
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ro le , reviewed to  e s ta b lis h  a th e o re tic a l p ersp ective  fo r  studying  

c h ie f student personnel o f f ic e r s '  (CSPO) ro le  behavior. The pos i­

tio n  presented was th a t behaviors m anifested by CSPOs In  the per­

formance o f  th e ir  ro le  functions are  the re s u lt  o f p erso na l. I n s t i ­

tu t io n a l,  and s itu a t io n a l fa c to rs , and to  be e f fe c t iv e  CSPOs must 

be cognizant o f the expectations held by persons In  th e ir  ro le  sets  

and understand how the a c t iv i t ie s  fo r  which they are  responsib le  

can best be performed.

In  the second section  o f the chapter the h is to r ic a l develop­

ment o f and s p e c if ic  stud ies on the CSPO sta tus  were reviewed.

I t  was ascerta ined  th a t  as American co lleges and u n iv e rs it ie s  grew 

1n s ize  and d iv e r s ity  the presidents o f these In s t itu t io n s  began 

to  delegate s p e c if ic  re s p o n s ib ility  fo r  student problems to  sub­

o rd in ate  a d m in is tra tiv e  o f f ic e r s .  The re s u ltin g  p os itio ns  fo r  

deans o f men, 1n p a r t ic u la r ,  and deans o f women became the fo re ­

runners o f the c u rren t CSPO p o s itio n s . In  a d d it io n , 1 t was d e te r­

mined th a t as student services underwent d i f f e r e n t ia t io n ,  s o p h is ti­

c a tio n , and expansion a need to  coord inate and ad m in is ter these  

services was m anifested . Evidence was found 1n the l i t e r a t u r e  th a t  

the c e n tra liz a t io n  o f student serv ices under an a d m in is tra tiv e  

o f f ic e r  was a post-W orld War I I  phenomenon in  many In s t itu t io n s  o f  

higher education. The stud ies reviewed on the CSPO sta tus  

revealed th a t  the persons se lected  to  occupy CSPO p o s itio n s  possess 

varied  academic backgrounds and work experience and th a t  th e i r  per­

sonal a t t r ib u te s  vary somewhat w ith  the types o f In s t itu t io n s  o f
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higher education 1n which they serve. I t  was also  determined th a t  

academic p reparation  and experience tend to  be associated w ith  

CSPOs' perceived purposes o f student services programs and the  

manner in  which they fu nctio n  in  th e ir  p o s itio n s . I t  was ascer­

tained th a t  CSPOs are  c u rre n tly  responsib le fo r  a r e la t iv e ly  s ta b le  

set o f functions th a t  have developed over the years and in  general 

transcend the s p e c if ic  type o f  c o lle g e  o r u n iv e rs ity  in  which they  

serve. In  th is  context i t  has been es tab lished  th a t  a d m in is tra ­

t iv e  competency on the p a rt o f the CSPO is  both a p re s id e n tia l 

expectation and an im portant a t t r ib u te  acknowledged by CSPOs them­

selves. Given the fin d in g s  th a t the m a jo r ity  o f  CSPOs re p o rt  

d ir e c t ly  to  the c h ie f  executive  o f f ic e rs  o f th e ir  in s t itu t io n s  and 

th a t they both hold somewhat d i f fe r e n t  views o f the CSPO's ro le  

and the purposes o f  student s e rv ic e s , the p la u s ib le  ex istence o f  

ro le  c o n f l ic t  and am biguity in  th is  a d m in is tra tiv e  dyad supports 

the need fo r  studying e f fe c t iv e  CSPO behavior in  th is  re la t io n s h ip .

The th ir d  and la s t  sectio n  o f the chapter was devoted to  

a review o f selected  l i t e r a t u r e  on the C r it ic a l  In c id e n t Technique 

(C IT ). I t  was determined th a t  the CIT was developed as a set o f  

procedures fo r  id e n t ify in g  behaviors judged c r i t i c a l  to  the suc­

cessful performance o f  work ro le s . Since i t s  development i t  was 

found to  have been used 1n studying various types o f p o s itio n s , 

and i t s  use in  the f ie ld  o f education extended to  one study on the  

c r i t ic a l  aspects o f the student personnel deans fu nctio n in g  as 

perceived by th e ir  p ro fess ional peers and one study o f c r i t i c a l  

student personnel contacts between student serv ices s t a f f  members
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and students. I t  was found th a t  the CIT re s u lts  1n the d e r i ­

vation o f useful In fo rm ation  on ro le  behavior and th a t when ro le  

incumbents re p o rt on behaviors they perceive to  be e f fe c t iv e  or 

In e f fe c t iv e , as opposed to  observers o f  the p o s it io n , a d d itio n a l  

Inform ation is  obta ined . The m o d ific a tio n  o f the CIT and the  

methods used to id e n t i fy  behaviors th a t  CSPOs perceive to  be s ig ­

n if ic a n t  on selected  tasks as they in te ra c t  w ith  c h ie f  execu tive  

o ffic e rs  are discussed in  Chapter I I I ,  the next chapter.



CHAPTER I I I

METHODOLOGY

In tro d u c tio n

Presented 1n th is  chapter a re  the methods o f the study.

In the f i r s t  section o f the chapter the methods used to  Id e n t i fy  

and s e le c t the C h ie f Student Personnel O ff ic e rs  (CSPO) fo r  the  

study are presented, w h ile  the methods used to c o l le c t ,  c a te g o riz e ,  

and determine the th ree  most im portant tasks p erso n a lly  performed 

by the selected  CSPOs, th a t involved th e ir  in te ra c tio n  w ith  c h ie f  

executive o f f ic e r s ,  a re  presented in  the second section  o f  the  

chapter. The th ir d  and f in a l  section  o f the chapter is  used to  

describe the methods o f  c o lle c t io n  and an a lys is  o f  s ig n if ic a n t  

Incidents o f CSPO-chief executive  o f f ic e r  In te ra c tio n  on th ree  

im portant tasks In order to  determ ine those behaviors they per­

ceived to be s ig n if ic a n t  (e i th e r  e f fe c t iv e  or in e f fe c t iv e )  and to  

Id e n t ify  s ig n if ic a n t  areas o f task behavior, the fin d in g s  o f  

which are  presented 1n Chapter IV o f the study.

C h ie f Student Personnel O ff ic e r  S e lec tio n  

Three fa c to rs  were considered In  the s e le c tio n  o f  the  

CSPOs to  be s tud ied . Based on the reviews o f l i t e r a t u r e  s p e c if ic  

to the study, I t  was determ ined, f i r s t ,  th a t the m a jo r ity  o f  

CSPOs re p o rt d ir e c t ly  to  the p res iden t or c h ie f  execu tive  o f f ic e r  

o f th e ir  In s t itu t io n s  and 1 t was concluded th a t  a study focusing

70
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on CSPO-chief executive  o f f ic e r  in te ra c t io n  should concentrate  on 

the most p reva len t CSPO-chief executive  o f f ic e r  o rg a n iza tio n a l 

re la tio n s h ip . This l im ita t io n  also e lim in a te d  the need to  con­

sider the possib le e f fe c t  th a t  re p o rtin g  to an in te rm ed iary  pos i­

tion  may have on CSPOs' behavior as they in te ra c t  w ith  c h ie f  

executive o f f ic e r s .  The second fa c to r  considered was th a t  CSPOs 

serve In a v a r ie ty  o f in s t itu t io n s  and a need e x is ts  to id e n t i fy  

required CSPOs' competencies across in s t itu t io n a l  types. The 

th ird  and la s t  fa c to r  considered was the method o f data c o lle c ­

tio n . Other researchers have recommended th a t  personal in t e r ­

views be used on conjunction w ith  the C r i t ic a l  In c id e n t Technique 

(CIT) to  enhance the ra te  o f  p a r t ic ip a t io n  in  the study and to  

Insure the accuracy o f  the in form ation  o b ta ined . Given the con­

s iderations o f tim e and cost associated w ith  personal in te rv ie w s ,  

i t  was decided to  use CSPOs in  Michigan co lleg es  and u n iv e rs it ie s  

to obtain the optim al sample o f  CSPOs fo r  the study. A degree 

of homogeneity was imposed on the population  by l im it in g  the  

selection  o f CSPOs to  those who served in  those Michigan in s t i t u ­

tions o f h igher education th a t  were e ith e r  accred ited  or cand i­

dates fo r  a c c re d ita tio n  1n the North C entral A ssociation  o f  

Colleges and Secondary Schools, the reg ional a c c re d itin g  agency, 

and th a t  had general academic program o ffe r in g s — not re s tr ic te d  

to  such programs as business, law , B ib le , or a r t .  The use o f  

these two c r i t e r ia  was to  Increase the l ik e lih o o d  th a t  the CSPOs 

selected fo r  study would be senior ad m in is tra to rs  a t  In s t itu t io n s  

with comprehensive student serv ices programs. In  a d d it io n , to
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Increase the p ro b a b il ity  th a t  the CSPOs se lected  fo r  in te rv ie w  

would be able to re p o rt on s ig n if ic a n t  inc id en ts  as they In t e r ­

act w ith  c h ie f  executive  o f f ic e r s ,  only  CSPOs who had held th e ir  

positions fo r  one year o r more, a t  the tim e o f the study, were 

judged s u ita b le  fo r  in te rv ie w  purposes. To id e n t i fy  these CSPOs, 

the f i r s t  step taken was to  determ ine which co lleges and u n iv e r­

s it ie s  in Michigan met the in s t i tu t io n a l  c r i t e r ia  and had pro­

vided fo r  CSPO p o s itio n s .

To id e n t ify  the ap p ro p ria te  co lleges and u n iv e rs it ie s ,  

the 1974-75 D ire c to ry  o f  Michigan In s t itu t io n s  o f H igher Education  

was searched.^ Of the 102 in s t itu t io n s  and branch campuses 

l is te d  in the D ire c to ry , 76 co lleges and u n iv e rs it ie s  and /or th e ir  

branch campuses were id e n t if ie d  th a t  met the es tab lished  c r i t e r ia  

and l is te d  a p o s itio n  th a t  appeared by t i t l e  to  be th a t o f  a 

CSPO. In  the group o f  in s t itu t io n s  id e n t i f ie d  th ere  were 15 

public and 25 p r iv a te  fo u r-y e a r co lleges and u n iv e r s it ie s ,  and 

33 public  community co lleges and 3 p r iv a te  ju n io r  c o lle g e s . (See 

Appendix A . )

The persons id e n t i f ie d  a t these in s t i tu t io n s ,  who appeared 

to  be the CSPOs, were sent a l e t t e r  signed by the d is s e r ta tio n  

d ire c to r , which exp la ined  the purpose o f the study and s o lic ite d  

th e ir  p a r t ic ip a t io n  in i t .  (See Appendix B .) The le t t e r  was 

accompanied by a q uestionnaire  and a stamped se lf-addressed  

envelope. The question n a ire  contained in s tru c tio n s  fo r  the

^Higher Education Management S erv ices , 1974-75 D ire c to ry  
of Michigan In s t itu t io n s  o f  Higher Education (Lansing, M ichigan: 
Michigan Department o f  Education, n .d .J .
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person contacted to  forward the m a te r ia ls  to  the ap p ro p ria te  per­

son fo r  completion 1 f he was not the CSPO. The in fo rm ation  on 

returned questionnaires was used to id e n t i fy  the re sp ec tive  CSPOs 

a t th e ir  in s t itu t io n s ;  determ ine to  whom they repo rted ; o b ta in  

personal in fo rm ation  on the CSPOs; a s c e rta in  the th ree most 1mpor 

tan t tasks, in  th e ir  o rder o f im portance, which they p erso n a lly  

performed th a t  involved in te ra c tio n  w ith  the c h ie f  execu tive  

o ff ic e r ;  and in fo rm ation  fo r  use in  the subsequent scheduling o f  

in terv iew s. (See Appendix C .)

The f i r s t  se t o f  re tu rn s  consisted o f 46 responses

received w ith in  30 days o f the i n i t i a l  m a ilin g . (See Table 3 .1 . )  

A second m a ilin g  was then sent to  nonrespondents.  ̂ The second 

m ailing consisted o f a l e t t e r  signed by the re se arch er, another 

copy o f the o r ig in a l l e t t e r  and the q u e s tio n n a ire , and a stamped 

self-addressed envelope. (See Appendix D .) In  a d d it io n , a 

special l e t t e r  was sent to  two CSPOs who had responded, but who 

had fa i le d  to f u l l y  complete the q u e s tio n n a ire , In  an attem pt to

gain the needed in fo rm ation  from them. (See Appendix E .)  Sub­

sequent to th is  m a ilin g  10 more responses were received  w ith in  

15 days.

To o bta in  in form ation  on the nonrespondents, a telephone  

fo llow -up was u t i l i z e d .  The researcher a ttem pted , a t  le a s t 3 

tim es, to  contact each o f the 20 nonrespondents to  s o l ic i t  the  

desired in fo rm ation  and to determ ine t h e ir  w illin g n e s s  to

*As the f i r s t  m a ilin g  was done during the month o f  J u ly ,  
1975, s u f f ic ie n t  response tim e was allowed 1n order fo r  persons 
who may have been on vacation  to  re p ly .
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p a rtic ip a te  in  the study. During the fo llo w -u p  attem pts 5 

CSPOs provided the desired  in fo rm ation  over the  telephone and 11 

other CSPOs returned th e ir  questionnaires by m a il. The to ta l  p er­

centage o f  response from a l l  CSPOs in the I n i t i a l  sampling was 

s lig h t ly  more than 94 percen t. The CSPOs' responses were then 

analyzed to  id e n t i fy  those who met the c r i t e r ia  fo r  s e le c tio n .

Table 3 .1 . --Response p a tte rn  o f c h ie f  student personnel o f f ic e r s  by
co ntro l and le v e l o f  in s t itu t io n s .

P ublic  P riv a te
Response 2-Year

(N=33)
4-Year 
(N = l5)

2-Year
(N=3)

4 -Y ear
(N=25)

1s t m ailing 22 8 1 15
2nd m alling 5 3 0 2

T e l. contact 4 4 2 6

Total 31 15 3 23
Percent 94 1 0 0 1 0 0 92

Of the 72 CSPOs who responded, 67 provided complete in fo r -

mation. F orty - two CSPOs met a l l the c r i t e r ia  fo r  s e le c tio n and

were w il l in g  and a v a ila b le  to  p a r t ic ip a te  1n the study. Of the  

other 30 CSPOs who responded, 7 declined  to  p a r t ic ip a te  in  the  

study. The most frequen t reason given by CSPOs fo r  not wanting  

to  p a r t ic ip a te  in  the study was th a t  they were too busy. Of the  

two remaining CSPOs, one Ind ica ted  he was leav ing  h is p o s itio n  

and would not be a v a ila b le  fo r  In te rv ie w , and the o th e r dec lined  

to p a r t ic ip a te  by reason o f having served h is  year as CSPO under
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an acting  p res id e n t. A d d it io n a lly , 7 o f  the CSPOs, though they  

reported to  the p re s id e n t, had occupied th e ir  p o s itio n s  less than 

1 ye ar, w ith  the average tenure in  o f f ic e  being 4 .5  months, and 

16 reported to  an o f f ic e r  o th er than the c h ie f  executive  o f th e ir  

in s t itu t io n  and were excluded from the study. (See Table 3 .2 . )

Table 3 .2 .— O ffic e rs  to  whom responding c h ie f  student personnel 
o ff ic e rs  reported  by co n tro l and le v e l o f  in s t itu t io n s .

O ff ic e r
Publ1c P riv a te

Tota l2-Year 4-Year 2-Year 4-Year

Chief executive 28 11 2 13 54
V ice-pres iden t 2 1 1 3 7
Provost 0 1 0 3 4
Academic dean 0 0 0 2 2

Other 1 0 0 2 3

Of those who reported to  an o f f ic e r  o th e r than the c h ie f  

executive, 7 reported  to  some type o f v ic e -p re s id e n t, 4 reported  

to provosts, 2 reported  to academic deans and o f the remaining  

CSPOs 1 reported  to a d ire c to r  o f  o p era tio n s , 1 to  a dean o f  

in s tru c tio n , and 1 to  a dean o f  a d m in is tra tiv e  s e rv ic e s . The 

CSPOs in  fo u r-y e a r p r iv a te  In s t itu t io n s  showed the g re a te s t v a r ia ­

tion  1n the o f f ic e rs  to whom they rep o rte d , w ith  over 43 percent 

reporting  to  an o f f ic e r  o th er than the c h ie f  e x e c u tiv e . The next 

step taken was to  analyze the task statem ents provided by the  

CSPOs who responded, which 1s discussed in  the next se c tio n .
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Task Id e n t i f ic a t io n  

As was In d ica ted  In  the preceding section  o f the ch ap ter, 

a l l  the CSPOs who were contacted were asked to describe and rank 

the three most im portant tasks they p erso n a lly  performed which 

involved th e ir  in te ra c t io n  w ith  the c h ie f  execu tive  o f f ic e r s  o f  

th e ir  In s t itu t io n s . The CSPOs were in s tru c te d  to provide (1 ) one- 

word descrip to rs  o f the tasks , ( 2 ) exp lanations th a t covered the  

nature and the general purpose o f the tas ks , and (3 ) the reasons 

they in te ra c ted  w ith  th e ir  c h ie f  executive  o f f ic e rs  on the tasks . 

These task statements provided the basic in fo rm ation  fo r  id e n t i ­

fying the th ree  most im portant tasks performed by the CSPOs, 

based on a system o f  c a te g o riz in g  s im ila r  task statem ents.

Statement C a teg o riza tio n

When a q uestion n a ire  was received  the respondent was 

assigned a tw o -d ig it  code number so th a t the CSPO's id e n t i ty  would 

not be revealed  during the subsequent handling o f  the task s ta te ­

ments. The task statem ents provided by each CSPO who reported  to  

the c h ie f executive o f f ic e r ,  and had occupied h is  p o s itio n  fo r  one 

year, were each placed verbatim  on a 3 by 5 inch Task Statement 

Card w ith  ap p ro pria te  coding. In  the example g iven (F ig u re  3 .1 ) ,  

the inform ation a t  the upper r ig h t  hand corner o f  the card in d i ­

cates th a t respondent number n ine id e n t i f ie d  the l is te d  ta s k ,  

Programming, as the most im portant task he perso na lly  performed 

which requ ired  h is in te ra c tio n  w ith  the c h ie f  execu tive  o f f ic e r ,  

and the in form ation  in the upper l e f t  hand corner in d ica te s  th a t
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he served In a tw o-year pub lic  c o lle g e  and reported  d ir e c t ly  to  

the c h ie f executive o f f ic e r .

2/Pu/C 09/1

PROGRAMMING— must a r t ic u la te  the needs o f students and 
s t a f f  as re la te d  to student services and gain approval 
fo r  app ro pria te  student serv ices to  meet these needs.

Figure 3 .1 . --Task Statement Card.

In  the f i r s t  2 sets o f responses 39 CSPOs, who met the  

c r i te r ia  o f re p o rtin g  to  the c h ie f  execu tive  and who had held th e ir  

positions fo r  1 y e a r , provided 114 task statem ents. To Id e n t i fy  

the three most Im portant tasks 1t  was necessary to p lace the task  

statements In to  ap p ro pria te  c a te g o rie s .

The task ca tegories  were es tab lished  a p r io r i  using  

G ullck 's  seven functions o f c h ie f  executives .^  To the seven 

functions o f budgeting, co o rd in a tin g , d ir e c t in g , o rg a n iz in g ,

^W illiam son, Student Personnel S erv ices , p. 46 , noted 
". . . these functions are usefu l suggestions a t  a l l  le v e ls  o f  
operations and 1n a l l  kinds o f  a d m in is tra tio n ."
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planning, re p o rtin g  and s ta f f in g ,^  adapted by G ullck  from Fayol*s
2

functional an a lys is  o f a d m in is tra tio n , the researcher added 

advising and m iscellaneous fu n c tio n s . The adv is ing  fu n c tio n  was 

added to accommodate task statements which CSPOs m ight provide
3

th a t re fle c te d  the s t a f f  aspect o f the CSPO's r o le ,  and the func­

tio n  was defined  as provid ing  counsel, on student a f f a i r s  1n 

p a r t ic u la r , to  the c h ie f executive  o f f ic e r ,  in  keeping w ith
4

Mooney's d e f in it io n  o f s t a f f  s e rv ic e . The m iscellaneous fu nction  

was added to  accommodate task statements th a t could not be 

assigned to one o f the o th er c a te g o rie s , but needed to be re ta in ed  

fo r the purpose o f a n a ly s is .
5

On the basis o f th e ir  themes, the 114 task statem ents  

were placed in to  one o f the ca teg o ries  by the researcher. Then a 

doctoral s tu d en t, knowledgeable o f a d m in is tra tio n  in  h igher educa­

tio n , was asked to  s o rt the task statements in to  the categories  

to check the appropriateness o f the category d e f in it io n s .  The two

^Luther G u llc k , "Notes on the Theory o f  O rg a n iza tio n ,"
1n Papers on the Science o f A d m in is tra tio n , ed. L. G ullck and 
L. Urwick (hew York: Columbia U n iv e rs ity , In s t i tu te  o f  Public
A dm in is tra tion , 1937), p. 13.

2
Henri Fayo l, General and In d u s tr ia l Management, tra n s . 

Constance S to rrs  (London! S ir  Isaac Pitman and Sons, L td . ,  19 49 ), 
pp. 43-107.

3
McConnell, "A dm in is tration  o f Student Personnel Work,"

p. 25.
4

James D. Mooney, The P rin c ip le s  o f O rg an iza tio n , re v . ed. 
(New York: Harper and Brothers P u b lish ers , '194'7), p . 33.

5
Bernard Berelson, "Content A n a ly s is ,"  in  Handbook o f  

Social Psychology, V o l. I ,  p. 508, in d ica ted  th a t  theme is  an 
appropriate u n it  o f an a lys is  in  describ ing  the content o f  commu­
nications .



79

sortings were compared and d is s im ila r  placement o f statem ents  

analyzed and discussed by the researcher and the s o rte r .^  I t  

was concluded th a t  G u llc k 's  d e f in it io n s  o f the seven functions  

needed m o d ifica tio n  fo r  use in  the study. The re d e f in it io n  o f  

the functions was undertaken to make the ca teg o ries  m u tu a lly  

exclusive fo r  s o rtin g  purposes and in  order to  have them more 

c le a r ly  r e f le c t  the ro le  o f the CSPO. A d d it io n a lly ,  the so rtin g  

in s tru c tio n s  were re w ritte n  to  c le a r ly  in d ic a te  th a t the statem ents  

were to be analyzed on the theme o f the task ra th e r  than the pur­

pose fo r  which the CSPO in te ra c te d  w ith  the c h ie f  execu tive  o f f ic e r  

on the ta s k . Once these m o d ifica tio n s  were made and the task  

statements re -s o rte d  by the researcher, two d octora l students o f  

adm in is tra tion  in  h igher education were asked to  s o rt a 50 percent

random sample o f  the task statements to  check the v a l id i t y  o f  the
2

researcher's  placement o f  the task statem ents.

The h ighest agreement by e ith e r  o f  these persons and the  

researcher on the placement o f  the task statem ents was 72 p erc en t, 

which was achieved a f t e r  review ing t h e ir  f i r s t  so rtin gs w ith  them 

and then having them s o rt the second 50 percent o f  the task s ta te ­

ments. T h e ir  second placements o f task statem ents were reviewed  

on an Item basis and revealed the ex istence o f  two problems.

F irs t  a procedural e r ro r  was detec ted . I t  was found th a t  by

^The tim e, a ss is tan ce , In s ig h ts , and encouragement pro ­
vided by D r. Kenneth Borland, a former community c o lle g e  p re s id e n t, 
during th is  undertaking is  g r a te fu l ly  acknowledged.

2
The tim e and e f f o r t  o f Mr. David M a rle r and Mr. Paul 

Roberts In  so rtin g  the task statements on two occasions are  
g re a tly  ap p re c ia te d .
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selecting  50 percent o f the task statem ents, ra th e r  than the  

statements o f 50 percent o f the respondents, i t  was p ossib le  fo r  

a person so rtin g  the tasks to p lace a task statem ent from a CSPO 

in category, which might have been placed elsewhere i f  the s o rte r  

had a l l  the CSPOs1 task statem ents and judged th a t  one o f the  

other task statements more c le a r ly  f i t  the  d e f in it io n  o f  the c a te ­

gory. Second, i t  became ev ident th a t  the persons who sorted the  

tasks were having d i f f i c u l t y  choosing between the placement o f 

task statements in  the planning and organ izing  and the advis ing  

and repo rtin g  c a teg o ries . Thus the fo u r ca tegories  were c o l­

lapsed In to  two c a te g o rie s , a d v is in g /re p o rtin g  and p lann ing / 

organizing and th e ir  d e f in it io n s  were adjusted ac co rd in g ly . (See 

Appendix F .)  The so rtin g  In s tru c tio n s  were then re w r it te n  (Appen­

dix G ), and two o ther doctoral students knowledgeable o f  adm inis­

tra t io n  1n higher education were asked to  s o rt the task statem ents.^

A 50 percent random sample o f the CSPOs who provided task  

statements was obtained by s e le c tin g  the f i r s t  CSPO's name from an 

alphabetized l i s t  o f names using a number obtained from a ta b le  

o f random numbers and subsequently s e le c tin g  every second name 

on the l i s t .  The so rte rs  were given a l l  the task statem ents from 

the CSPOs Id e n t if ie d  1n th is  manner and were in s tru c te d  to  read 

each task statem ent and p lace i t  in  the category where the  d e f in i ­

tion  o f the category best f i t  the theme o f the task statem ent. I f  

the so rte rs  f e l t  th a t  a statem ent d id  not f i t  any o f  the defined

^The assistance o f Mr. Eldon C lark  and D r. S y lv ia  Sharma 
in  so rtin g  the task statem ents is  g re a tly  ap p rec ia ted .
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categories they were In s tru c te d  to  p lace i t  in  the m iscellaneous  

category. A fte r  so rtin g  a l l  the task statem ents th e  so rte rs  were 

Instructed  to  check a l l  the task statem ents In  each category to  

Insure th a t only one task statem ent from a CSPO was placed in  a 

given category, and i f  n o t, to  re -a n a ly ze  the statem ents from the  

CSPO and re -s o r t  them as a p p ro p ria te .

Both o f the persons s o rtin g  the task statem ents placed  

88  percent o f  them in  the same ca teg o ries  se lec ted  by the researcher. 

One o f the sorters^ observed th a t several CSPOs provided task  

statements th a t warranted placement in  the same ca teg o ry , and th a t  

the s e le c tio n  o f another category fo r  one o f  the statem ents was 

a rb itra ry . Thus a l l  114 CSPOs' task statem ents were review ed, and 

the lowest ranked statem ent o f  every Id e n t if ie d  p a ir  o f  s im ila r  

statements was removed and considered a n u ll response. A to ta l o f  

eight task statements was e lim in a ted  on th is  b a s is , fo u r from the  

plann ing /organizing  category, th ree  from the a d v is in g /re p o rtin g  

category, and one from the d ire c tin g  category. The placement o f  

the task statem ents in  the sample was then rechecked w ith  each 

of the so rte rs  and 90 percent agreement was reached in  each case.

This degree o f agreement was judged s u f f ic ie n t  fo r  the purpose o f  

id e n tify in g  the th ree  most Im portant tasks based on th e ir  mean 

ranked o rd er.

The observation o f th is  problem and the suggested co r­
rectio n  fo r  the problem by D r. S y lv ia  Sharma are  g r a te fu l ly  
acknowledged.
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Task Rankings

Concurrent w ith  the s e le c tio n  o f  the th re e  most Im portant 

tasks was the a n a ly s is  o f the degree o f  asso c ia tio n  o f the rankings  

assigned the tasks 1n the ca teg o ries  by the CSPOs. To accomplish 

th is  an a lys is  the Kendall C o e ff ic ie n t  o f Concordance, W was 

obtained. According to  S ie g e l, "A high or s ig n if ic a n t  va lue o f W 

may be In te rp re te d  as meaning th a t  the observers o r judges are  

applying e s s e n tia lly  the same standard 1n ranking the N objects  

under s tu d y .'^  Once the category placement o f  the CSPOs' task  

statements was v a lid a te d  an average rank value was assigned the  

remaining task ca teg o ries  fo r  which a p a r t ic u la r  CSPO d id  not 

provide a task statem ent. For example, I f  a p a r t ic u la r  CSPO 

provided two task statem ents, the most Im portant o f  which f i t  the  

budgeting category and the second most Im portant the s ta f f in g  

category, the remaining f iv e  ca teg o ries  were assigned the average 

rank value o f  f iv e  ( 3 + 4 + 5 + 6 + 7 / 5 = 5 ) o n  the assumption 

th a t a l l  the CSPOs performed these o th er tasks to some degree.

(See Table 3 .3 . )  The hypothesis tes ted  was th a t  the CSPOs would 

assign d if fe r e n t  rankings to  the tasks they p erso na lly  performed 

that Involved th e ir  In te ra c tio n  w ith  the c h ie f  execu tive  o f f ic e r .

The .05 confidence le v e l was deemed s u f f ic ie n t  fo r  the re je c tio n  

of the hypothesis.

The formula used to  determ ine the concordance o f the  

rankings was taken from S ie g e l. A c o rre c tio n  was u t i l i z e d  to

S id n e y  S ie g e l, Nonparametr1c S ta t is t ic s  fo r  the Beha­
v io ra l Sciences (New York: McGraw-Hill book Company, 1 9 56 ),
p. 237.



Table 3.3.—Rankings assigned tasks by selected chief student personnel officers who responded to
mall inquiries, by category (k * 39).

;spo
lode

Advising/
Reporting Budgeting Coordi- 

nating Directing Planning/
Organizing Staffing Miscel­

laneous

02 5 1 5 5 5 2 5
03 5 5 5 5 2* 1 5
04 2 3 5.5 5.5 1 5.5 5.5
05 5.5 5.5 5.5 1 2 3 5.5
06 1 3 5.5 5.5 2 5.5 5.5
07 3 5.5 5.5 5.5 1 2 5.5
08 2* 1 5 5 5 5 5
09 5.5 2 5.5 5.5 1 3 5.5
12 1 5.5 5.5 3 5.5 2 5.5
13 1 5 5 5 2 5 5
15 5 2 5 5 1 3 5
16 5.5 5.5 5.5 3 2 5.5 1
19 1 2 5.5 5.5 5.5 3 5.5
20 3 5.5 5.5 5.5 2 1 5.5
21 2 5.5 3 1 5.5 5.5 5.5
23 1 3 5.5 5.5 2 5.5 5.5
24 3 5.5 5.5 5.5 1 2 5.5
25 5.5 2 3 5.5 1 5.5 5.5
27 5.5 3 2 5.5 1 5.5 5.5
28 5.5 1 5.5 3 2 5.5 5.5
29 1 3 2 5.5 5.5 5.5 5.5
30 1 5.5 3 2 5.5 5.5 5.5
31 1 5.5 5.5 5.5 2 3 5.5
32 5 5 5 5 1* 3 5
34 1* 5 5 5 5 2 5
36 1 2 5.5 5.5 5.5 3 5.5
37 5.5 5.5 5.5 3 1 2 5.5

00
CO

2
3



Table 3.3.—Continued.

CSPO
Code

Advising/
Reporting Budgeting Coordi- 

nating Directing Planning/
Organizing Staffing Mi seel- *Null

laneous Responses

38 3 2 5.5 5.5 1 5.5 5.5
39 5 5 5 5 2* 1 5 3
42 1 5.5 5.5 3 2 5.5 5.5
44 5 1 2 5 5 5 5
45 5.5 5.5 5.5 2 3 1 5.5
47 5 5 5 5 1* 3 5 2
48 5.5 2 5.5 5.5 3 1 5.5
52 5 5 5 1* 2 5 5 3
53 3 1 5.5 5.5 2 5.5 5.5
54 5.5 2 5.5 5.5 3 1 5.5
55 5.5 2 5.5 1 5.5 3 5.5
56 1* 5 5 5 2 5 5 3
Rj 133.5 144.0 191.0 l f i . 5 106.5 141.5 204.0
Rj/k 3.423 3.692 4.897 4.397 2.731 3.628 5.231

W = s

l/1 2 r(N 3-N)-kIT
T

X2 * k(N-l)W Hr ■05 *Z (df=6) -12.59 (rejected)

* (126.750)(336)-9,945 39{6).i

= .217 = 50.778

aWhen a CSPO provided two task statements that warranted placement in the same category,
the lowest ranked response was classified as a null response.
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compensate fo r  the t ie d  rankings which depress the value o f  W.

t  = number o f observations 1n a group t ie d  fo r  a 
given rank

To te s t the s ig n ific a n c e  o f  the concordance the value o f  chi square

For the rankings assigned the task statem ents provided by 

the selected  CSPOs who responded 1n the f i r s t  two waves o f the  

re tu rns , the computed value o f .217 was obtained fo r  W. The chi 

square obtained fo r  the value o f  W was 50 .7 7 8 , and w ith  6 degrees 

o f freedom the hypothesis was re je c te d  as the p ro b a b ility  o f  

obtain ing th a t  value was beyond the .05 confidence le v e l .  (See

The formula employed was:^

s
W = 1 /12 k* (N3 -  N) -  kET

T

where

s *  sum o f squares o f  the observed d ev ia tio n s  from  
the mean R j, th a t is ,

s -  E (R j -

k = number o f sets o f rankings

N = number o f e n t i t ie s  (o b jec ts  or in d iv id u a ls ) ranked
2 31/12 k (N -  N) = maximum possib le  sum o f  the squared d e v ia tio n s ,

I . e . ,  the sum s which would occur w ith  p e rfe c t  
agreement among k rankings

kIT  = sum o f the values o f  T fo r  a l l  k rankings w ith  T »
T

was obtained using the form ula: 2

X2 -  k (N -  1) W

h b l d . ,  pp. 231-35. 2 Ib 1 d . , p . 236.
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Table 3 .3 . )  I t  was determined th a t the CSPOs had e s s e n tia lly  

used the same standard o f Importance as they assigned rankings to  

the tasks th a t requ ired  th e ir  In te ra c tio n  w ith  the c h ie f  execu­

t iv e  o f f ic e r .  Based on th e ir  mean ranked o rd e r, obtained fo r  

each category by d iv id in g  the sum o f  the task rankings 1n a c a te ­

gory (R j)  by the number o f CSPOs ( k ) ,  p la n n in g /o rg a n iz in g , 

a d v is in g /re p o rtin g , and s ta f f in g ,  1 n descending o rd e r, were found 

to be the th ree  most Im portant tasks . The mean ranked order o f 

the task ca tegories  and the consistency o f the rankings were 

selected as the c r i t e r ia  to  compare the CSPOs who responded during  

the fo llo w -u p  procedure w ith  the e a r l ie r  respondents to  see 1 f  they  

d if fe re d .

Once the fo llo w -u p  procedure was completed, the 21 task  

statements from the 7 CSPOs who met the es tab lished  c r i t e r ia  were 

categorized by the research er. (See Table 3 .4 . )  Two s im ila r  

pairs o f statements were Id e n t i f ie d  and lowest ranking o f  each 

p a ir , both from the p lann ing /o rgan iz ing  category , were coded as 

null responses. Based on the mean ranked order o f the 19 s ta te ­

ments 1n the  c a te g o rie s , 1 t  was found th a t  p la n n in g /o rg a n iz in g , 

s ta f f in g , and d ir e c t in g , 1 n descending o rd e r, were the most Impor­

tan t tasks . B ut, 1 t  was determined th a t the computed va lue o f  W 

was equal to  .180 and the value o f ch1 square o f  7 .5 6 0 , so th a t  

the hypothesis th a t the CSPOs were apply ing  d if fe r e n t  rankings to  

the tasks they performed was re ta in e d . (See Table 3 .4 . )  Based 

on th is  f in d in g , the plan to  determ ine the degree o f  asso c ia tio n  

between the mean ranked order o f  the tasks between the two groups



Table 3 .4 .—Rankings assigned tasks by selected chief student personnel officers who responded to
telephone inquiries, by category (k = 7).

CSPO
Code

Advising/
Reporting Budgeting Coordi­

nating Directing Planning/
Organizing Staffing Miscel­

laneous
♦Null
Responses

59 5.5 5.5 5.5 1 5.5 2 3
61 2 5.5 5.5 1 3 5.5 5.5
65 3 5 5 5 1* 5 5 2
69 2 3 5.5 5.5 5.5 1 5.5
71 5.5 1 5.5 5.5 3 2 5.5
74 5 5 5 1 2* 5 5 3
75 5.5 5.5 5.5 5.5 1 3 2
Rj 28.5 30.5 37.5 24.5 21.0 23.5 31.5
Rj/k 4.071 4.357 5.357 3.500 3.000 3.357 4.500

W = s
77Ji/i2nr-N)-krr

T

x2 = k(N-l)W H2: .05 X2(df=6) -12-59 (retained)

190.356

* .180

= 7(6).180 

= 7.560

aWhen a CSPO provided two task statements that warranted placement in the same category,
the lowest ranked response was classified as a null response.
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of respondents was discarded and the decis ion  was made to  Include  

the selected CSPOs from the fo llo w -u p  group 1n the In te rv ie w  stage  

of the study and to re ta in  p la n n in g /o rg a n iz in g , a d v is in g /re p o rtin g , 

and s ta ff in g  as th e*tasks fo r  which s ig n if ic a n t  Inc id en ts  would be 

c o lle c te d .

C o lle c tio n  o f S ig n if ic a n t  In c id e n ts  

The CSPO's ro le  1s a complex a c t iv i t y ,  so the focus o f the  

study was lim ite d  1n order to develop em p irica l In fo rm ation  a t  a 

level s p e c ific  enough to  be o f  value In  Id e n t ify in g  behaviors CSPOs 

can develop o r u t i l i z e  to  increase th e ir  e ffe c tiv e n e s s . To Iden­

t i f y  s p e c ific  task behaviors a m o d ific a tio n  o f the CIT procedure 

was used 1n th a t CSPOs were asked to  re c a ll  s ig n if ic a n t  Inc id en ts  

on a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g  tasks  

(ra th e r than on a general aim o f  the CSPO's p o s itio n ) as they  

In teracted  w ith  c h ie f  executive  o f f ic e r s .  To enhance p a r t ic ip a t io n  

1n the study and to  Insure accurate d e scrip tio n s  o f the in c id e n ts ,  

two forms o f the  personal in te rv ie w  were used to  c o lle c t  the d a ta .

In order to  reduce costs and tim e, the procedure o f  using telephone  

and fa c e -to -fa c e  In te rv ie w s , and tre a t in g  the data u n ifo rm ly , was 

employed. This procedure was found acceptable 1n two o th er studies  

that were reviewed and on which Sudman reported  th a t  Colombatos 

found th a t  the response d iffe re n c e s  between phone and fa c e -to -fa c e  

methods were n e g lig ib le .^  Based on th e ir  q uestion n a ire  responses,

^Laurence C. S a rto r , “A Study o f Program Planning Prac­
tices  In  Student Personnel A d m in is tra tio n" (Ph.D . d is s e r ta t io n ,  
Michigan S ta te  U n iv e rs ity , 1970 ), p. 70; Peterson, "E ffec tiven ess
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no c le a r preference fo r  e ith e r  o f  the personal in te rv ie w  methods 

was found among the 42 CSPOs se lected  fo r  th is  study, as 10 in d i­

cated a preference fo r  the telephone in te rv ie w , 10  fo r  the fac e - 

to -fa c e  in te rv ie w , and 22  in d ica te d  no preference and l e f t  i t  up 

to the researcher to  choose the method.

In te rv iew  Format and Instrum ents

To a s s is t 1n the development o f the in te rv ie w  fo rm at, two 

exp loratory in te rv iew s were conducted. One in te rv ie w  was w ith  a 

former CSPO by telephone and the o th er w ith  a CSPO from outs ide the  

population under study was conducted fa c e -to -fa c e .^  These persons 

were asked to  re p o rt s ig n if ic a n t  in c id en ts  th a t occurred as they  

in te racted  w ith  c h ie f  executive  o f f ic e rs  on th ree  a r b i t r a r i l y  

selected tasks . Based on the experience gained in these in t e r ­

views, an In te rv ie w  form at based on Flanagan's in te rv ie w  model fo r  

the CIT was developed (Appendix H) and an In c id e n t A b stract form 

was constructed (Appendix I )  to provide a w r it te n  record o f  the 

incidents provided by the CSPOs. A tape recorder had been used 

during these in te rv iew s and 1 t  was decided to  use a tape re co rd er, 

when acceptable to  the CSPO being In te rv ie w e d , to  Insure an accurate

of New and Experienced P re s id en ts ,"  p. 198; Seymour Sudman, Reduc­
ing the Cost o f  Surveys (Chicago. 111 .: A ld lne Publish ing  C o .,
1967), pp. 65-66.

*The cooperation and suggestions o f D r. Robert Fedore, 
A ssistant Dean fo r  Student A f fa ir s ,  College o f O steopathic Medi­
c ine, Michigan S ta te  U n iv e rs ity , fo rm erly  Dean o f Students a t  the  
U n ive rs ity  o f Montana, and Dr. E v e re tt Chandler, V ice -P re s id e n t  
fo r Student A f f a ir s ,  C a lifo rn ia  Po lytechn ic S ta te  U n iv e rs ity , are  
g re a tly  app rec ia ted .

^Flanagan, "The C r i t ic a l  In c id e n t Technique," p. 342.
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record o f  the In te rv ie w . Subsequently, fo u r p i lo t  In te rv iew s  w ith  

CSPOs from the sample were conducted using the th ree  Id e n t i f ie d  

tasks—a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g — as 

the tasks on which the CSPOs were to  re p o rt s ig n if ic a n t  In c id e n ts .

P ilo t  Study

A 10 percent sample o f  the 42 CSPOs se lected  fo r  In te rv ie w  

was chosen. The CSPOs' la s t  names were a lphabetized  and the f i r s t  

name selected from the 1 1 s t was based on a number taken from a 

tab le  o f random numbers; subsequently every te n th  name was 

selected u n t i l  fo u r names were chosen. In scheduling the p i lo t  

Interview s one o f the CSPOs was found to have l e f t  h is  p o s itio n  

and thus an a lte rn a te  was chosen. Three o f the CSPOs 1n the study  

were In terv iew ed by telephone and one in  person. The CSPOs In t e r ­

viewed reported 15 e f fe c t iv e  and 6 In e f fe c t iv e  In c id e n ts . Nine 

of the Inc id en ts  d e a lt  w ith  p la n n in g /o rg a n iz in g , seven w ith  

a d v is in g /re p o rtin g , and f iv e  w ith  s ta f f in g .  These In c id e n ts  were 

analyzed to determ ine I f  th e ir  behaviora l elements could be Id e n t i ­

f ie d . I t  was concluded th a t  the In te rv iew s were producing usable  

Inform ation and as no s ig n if ic a n t  problems had been encountered, 

the procedure was judged s a t is fa c to ry . One a d d itio n a l Instrum ent 

developed, based on the p i lo t  In te rv ie w  experience, was an 

In terv iew  Record (Appendix J ) to  provide a summary o f each In t e r ­

view. The c o lle c tio n  o f the prim ary data o f the study was then 

undertaken. Telephone contact was made w ith  each CSPO's o f f ic e  

to arrange the In te rv ie w  d a te , tim e , and method. During the
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scheduling o f In te rv iew s  another CSPO was found to  have l e f t  h is  

p o s itio n , which reduced to  36 the number o f CSPOs a v a ila b le  fo r  

In te rv iew .

In terv iew  Procedure

The 36 CSPOs who were In terv iew ed  during the months o f  

October and November, 1975, c o n s titu te d  a 73 percent sample o f the  

49 CSPOs 1n Michigan co lleges and u n iv e rs it ie s  who were Id e n t i f ie d  

and met the c r i t e r ia  fo r  In c lu s io n  In  the study . 1 S ixteen o f the  

In terview s were conducted over the telephone and 2 0  were conducted 

fa c e -to -fa c e . The form at fo r  each In te rv ie w  method, w ith  the  

exception o f the opening statem ent, was the same.

At the beginning o f each In te rv ie w , a f t e r  the researcher 

had Introduced h im s e lf, the purpose o f the study was reviewed w ith  

the CSPO and h is  permission obtained to  tape record the In te rv ie w ,  

to  which none o f the CSPOs o b jec ted . The a d v is in g /re p o rtin g ,  

p lann ing /o rgan iz ing , and s ta f f in g  tasks on which the CSPOs were 

asked to  r e la te  s ig n if ic a n t  Inc id en ts  were Id e n t i f ie d  and the  

method o f th e ir  s e lec tio n  was exp la in ed . The CSPOS were Informed 

th a t they were. In s o fa r  as p o s s ib le , to  r e la te  In c id en ts  on each 

o f the tasks and 1n which th e ir  behavior was e ith e r  e f fe c t iv e  or 

In e ffe c tiv e  1n accomplishing the o b je c tiv e s  o f t h e i r  In te ra c tio n s  

with the c h ie f  execu tive  o f f ic e r  o f  th e ir  In s t itu t io n s .  The CSPOs 

were to ld  th a t  each s ig n if ic a n t  In c id e n t they reported:

V h e  CSPO s e le c tio n  process 1s described on pages 70 -75 .
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1. Must have Involved  th e ir  In te ra c tio n  w ith  the c h ie f  

execu tive  o f f ic e r  on one o f  the s p e c ifie d  tasks and 

may or may not have involved o th e r persons.

2. May have been o f  e i th e r  a short (a few m inutes) o r a 

long (severa l months) d u ra tio n .

3 . Must be d is tin g u is h a b le  by them as an in c id e n t 1n which 

th e ir  behavior was e ith e r  c le a r ly  e f fe c t iv e  o r in e ffe c ­

t iv e  1n o b ta in ing  t h e ir  task o b je c tiv e  w ith  the c h ie f  

executive  o f f ic e r .

4 . Must have occurred w ith in  the past two academic years  

(1973-74; 1 9 7 4 -7 5 ) .1

W hile recounting the Inc id en ts  the CSPOs were asked to  

describe:

1. B r ie f ly ,  the general circumstances th a t led up to the  

In c id e n t.

2 . T h e ir  o b je c t lv e (s )  as they in te ra c te d  w ith  the c h ie f  

execu tive  o f f ic e r  on the ta s k .

3. The b eh av lo r(s ) they u t i l iz e d  th a t were e ith e r  e f fe c ­

t iv e  or In e f fe c t iv e  in  o b ta in in g  th e ir  o b je c t lv e (s ) .

4 . Other persons, 1 f any, who were Involved 1n the  

In c id e n t.

5. The approximate date when the in c id e n t occurred and 

i t s  d u ra tio n .

This l im ita t io n  was Imposed to  reduce the p o s s ib i l i ty  th a t  
o lder in c id en ts  might be Incom plete ly  described by the CSPOs, and 
to reduce o b ta in ing  only " c r is is " - ty p e  in c id e n ts .
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Once the In s tru c tio n s  were completed the CSPOs were given  

the opportun ity  to  seek c la r i f ic a t io n  and were reassured th a t  the  

researcher would ask ap p ro p ria te  questions to  Insure th a t  a l l  the  

aspects o f the In c id e n ts  were covered. Subsequently, the th ree  

tasks on which they were to  re p o rt s ig n if ic a n t  In c id e n ts  were 

defined . The CSPOs were to ld  th a t:

An a d v is in g /re p o rtin g  task 1s the p rovid ing  o f counsel on 

student a f f a i r s ,  1 n p a r t ic u la r ,  to  the c h ie f  execu tive  and o th er  

o ffic e rs  o f  the In s t itu t io n  and keeping them informed on opera­

tio n a l m atters through data c o lle c t io n , e v a lu a tio n , and research .

A planning/organ1z1ng task is  the working out o f  the broad 

o u tlin e  o f th ings th a t need to  be done and the method fo r  doing them, 

and the establishm ent o f  the formal p o lic y  and s tru c tu re  by which 

student se rv ice  programs and serv ices are  e s ta b lis h e d , arranged, 

and operated fo r  defined  o b je c tiv e s .

A s ta f f in g  task is  the  whole personnel fu n c tio n  o f b rin g ­

ing 1n and tra in in g  the student serv ices s t a f f  and m ain ta in ing  

favorab le  conditions o f work.

The CSPOs were then asked to r e f le c t  upon th e ir  e x p e ri­

ences and c a l l  to  mind s ig n if ic a n t  In c id e n ts  on a d v is in g /re p o rtin g ,  

p lan n in g /o rg an iz in g , and s ta f f in g  tasks th a t  requ ired  t h e ir  In t e r ­

action w ith  the c h ie f  executive  o f f ic e r  and describe them to  the  

researcher. For each In c id e n t they reported  the  CSPOs were asked 

to Id e n t ify  which o f the th ree  tasks they were re p o rtin g . I t  

was explained to  the CSPOs th a t ,  although In  r e a l i t y  a s p e c if ic  

inc ident might contain  dimensions which f i t  several o f  the  selected
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tasks, fo r  purposes o f an a ly s is  i t  was Im portant to  c la s s ify  i t  

according to  the predominant ta s k . The in c id e n ts  they reported  

were recorded by the researcher on In c id e n t A b strac t forms.

During the recording o f the in c id e n ts  probing questions were asked 

by the researcher to  Insure th a t the CSPOs id e n t i f ie d  th e ir  beha­

viors and covered a l l  fac e ts  o f  the In c id e n ts . Once the in c id e n t  

c o lle c tio n  phase o f the In te rv iew s  was completed the CSPOs were 

asked to In d ic a te  the  behaviors they b e lieved  th a t  CSPOs needed 

to develop in  order to  work e f fe c t iv e ly  w ith  c h ie f  executive  

o f f ic e rs .  P r io r  to  te rm in a tin g  the in te rv ie w s  the CSPOs were pro ­

vided an o pp ortun ity  to  comment on the study and the procedures 

u t i l iz e d .  The In fo rm ation  obtained from the 36 In te rv iew s  was 

then analyzed.

Analysis o f  Inc id en ts

The f i r s t  step taken 1n the an a lys is  phase o f the study  

was to  review  each In c id e n t A b strac t ag a in st the taped record o f  

the In te rv ie w  to  insure th a t  the a b s tra c t was a c c u ra te , com plete, 

and 1n proper chronolog ical sequence. Once th is  was done the  

f in a l In c id e n t A b strac t was developed. From an In c id e n t A b strac t a 

3 by 5 Inch S ig n if ic a n t  Behavior card was created  to  record the  

CSPO's s ig n if ic a n t  behavior 1n the context o f  the In c id e n t . 1 The 

fo llow ing  form at was used 1n recording the in fo rm ation  on the  

S ig n if ic a n t Behavior card . F i r s t ,  the c h ie f  execu tive  o f f ic e r 's

V la n a g a n , C r i t ic a l  Requirements fo r  Research Personnel, 
p. 18, expressed the b e l ie f  th a t  behaviors should be c la s s if ie d  
w ith regard to  co n tex t.
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action th a t  re f le c te d  the e ffe c tiv e n e s s  or in e ffe c tiv e n e s s  o f the  

CSPO's In te ra c tio n  was s ta te d , and, second, the behavior th a t  the  

CSPO m anifested and judged to be s ig n if ic a n t 1 was described . (See 

Figure 3 .2 . )

2 /P U /I SP/SS/New 09 /I/A R /E FF

The c h ie f  execu tive  o f f ic e r  in tervened  in  the s itu a t io n  
a f te r  the CSPO Informed him th a t upon in v e s tig a tio n  i t  
appeared th a t  a fa c u lty  member was ap p aren tly  m aligning  
a student serv ices s t a f f  member.

F igure 3 .2 . - -S ig n if ic a n t  Behavior card .

In  the example g iven , the c h ie f  executive  o f f ic e r 's  a c t io n ,  
2

associated w ith  the CSPO's behavior, was to in te rvene in  the  

s itu a tio n , a f t e r  the CSPO informed him th a t  a fa c u lty  member was 

apparently m aligning a s t a f f  member. A d d it io n a lly ,  Id e n t ify in g

C o rb a lly , "The C r i t ic a l  In c id e n t Technique," p. 58 , 
cautioned th a t although o ther behaviors a re  excluded from an a lys is  
when focusing on s ig n if ic a n t  behaviors , 1 t  1 s not meant to  imply 
th a t they are  Incon seq uentia l.

2
The word associated 1s stressed to  c a l l  a t te n tio n  to  the  

fa c t th a t no c a u s e -e ffe c t re la t io n s h ip  between CSPO behavior and 
c h ie f executive o f f ic e r  ac tio n  is  im p lied .
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Inform ation was placed on the S ig n if ic a n t  Behavior card . The 

Inform ation a t  the upper r ig h t  hand corner o f the card In d ica te s  

th a t the In c id e n t was reported  by the CSPO coded number n in e , 1 t 

was the f i r s t  In c id e n t he re p o rte d , and I t  was an a d v is in g / 

reporting  task th a t was e f fe c t iv e .  Also l is te d  on the card were 

personal and In s t i tu t io n a l  v a ria b le s  th a t had been Id e n t i f ie d  1n 

previous s tu d ie s , reviewed 1n Chapter I I ,  to  be re la te d  to  d i f f e r ­

ences in e ith e r  CSPO a t t r ib u te s ,  a t t i tu d e s ,  fu n c tio n s , o r goals .

The In s t itu t io n a l  v a ria b le s  se lected  were le v e l (two 

year o r fo ur y e a r ) ,  co n tro l (p u b lic  o r p r iv a te ) ,  and enro llm ent 

s ize . The In s t itu t io n s  in  which the CSPOs served were c la s s if ie d  

In to  th ree  enro llm ent c a te g o rie s , the s izes o f which were a r b i ­

t r a r i l y  se lec ted . The categories  were I  (1 -2000 s tu d e n ts ),

I I  (2001-5000 s tu d e n ts ), and I I I  (5001 o r more s tu d e n ts ). In  

Figure 3 .2 ,  a t  the upper l e f t  o f  the card , the CSPO 1s Id e n t i f ie d  

as serving in  a tw o-year pub lic  in s t itu t io n  w ith  2 0 0 0  students or 

less.

The personal v a ria b le s  se lec ted  were academic area o f  the  

CSPO's h ighest earned degree (s tu d en t personnel and guidance or 

o th e r), area o f the p o s itio n  p rev iou s ly  held by the CSPO (student 

services o r o th e r ) ,  and experience as the CSPO (new, one to  f iv e  

years o r experienced, more than f iv e  y e a rs ) . In  F igure 3 .2 ,  a t  

the upper cen ter o f  the  card , the CSPO 1s Id e n t i f ie d  as having  

concentrated on student personnel and guidance fo r  h is h ighest 

earned degree, having held a student serv ices p o s itio n  ju s t  p r io r
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to becoming a CSPO, and having served as the CSPO less than f iv e  

years.

The next step taken 1n the an a ly s is  was to  s o rt the S ig ­

n if ic a n t  Behavior cards In to  the task c a teg o ries .^  Once th is  was 

completed cards bearing s im ila r  CSPO behaviors were grouped 

together to  form te n ta t iv e  areas o f  behavior. The placements o f  

the s ig n if ic a n t  behaviors fo r  each task were rechecked u n t i l  the  

researcher was s a t is f ie d  th a t the groupings were lo g ic a l,  consis­

te n t, and formed d is c re te  behaviora l areas . The process o f forming  

s ig n if ic a n t behavioral areas was e ffe c te d  by comparing areas o f  

behavior across as w e ll as w ith in  tasks . Once the f in a l  placement 

o f the s ig n if ic a n t  behaviors was es tab lish ed  a general statem ent 

fo r each behavioral area and i t s  re la t io n  to  the task was estab ­

lished . Although 1 t 1s a conmon p ra c tic e  when u t i l i z in g  the CIT 

to reduce s im ila r  behaviors under a behavioral area to  a g en era l­

ized e f fe c t iv e  behavioral statem ent when presenting  d a ta , I t  was 

decided to  present both e f fe c t iv e  and in e f fe c t iv e  In c id e n ts , in  

th e ir  abstracted  form , under each task a rea . This method was 

judged to be a p p ro p ria te  fo r  p rovid ing  the f u l le s t  exp os itio n  o f  

the various behaviors used by CSPOs to  accomplish t h e ir  o b je c tiv e s  

as they In te ra c te d  w ith  c h ie f  executive  o f f ic e r s .  To preserve  

anonymity 1t  was deemed necessary to u t i l i z e  general terms 1n 

Instances where 1 t  was f e l t  the s p e c if ic  d e ta i ls  o f  an In c id e n t 

might tend to  Id e n t i fy  e ith e r  the In s t i t u t io n ,  the CSPO, o r the

^Flanagan, "The C r i t ic a l  In c id e n t Technique," pp. 344-45 , 
described the an a lys is  o f  behaviora l statem ents, which served as 
guide fo r  the procedure used In  th is  study.
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c h ie f executive  o f f ic e r .  In  a d d it io n , ap p ro p ria te  changes 1n 

content were made to  the  behavioral statem ents reported  In  th e  next 

chapter.

A fte r  a l l  the behavioral areas were Id e n t i f ie d ,  an an a lys is  

of the type (e f fe c t iv e  o r In e f fe c t iv e )  and frequency o f Inc id en ts  

reported fo r  each task by the selected  personal and In s t itu t io n a l  

variab les  was made to  Id e n t i fy  p ossib le  re p o rtin g  d iffe re n c e s  

associated w ith  them. In a d d it io n , the p atterns  o f  In e f fe c t iv e  

behavior by behavioral area were studied fo r  classes o f  CSPOs 

reporting  the la rg e s t d iffe re n c e s . The fin d in g s  o f the an a ly s is  

were reported  1n terms o f  re a l numbers and percentages and no 

other s t a t is t ic a l  measures were deemed necessary.

Summary

Presented In  th is  chapter were the methods used to  Id e n t i fy  

the behaviors th a t se lected  c h ie f  student personnel o f f ic e r s  

(CSPO) in  Michigan co lleges and u n iv e rs it ie s  perceive to  be s ig ­

n if ic a n t  (e i th e r  e f fe c t iv e  o r in e f fe c t iv e )  as they in te ra c te d  w ith  

c h ie f execu tive  o f f ic e rs  on se lected  tasks .

The f i r s t  section  o f the chapter was devoted to discussing  

the ra t io n a le  fo r  s e le c tin g  CSPOs 1n Michigan co lleges and u n i­

v e rs it ie s  and presenting the methods used to id e n t i fy  the approp­

r ia te  persons a t  the se lected  In s t i tu t io n s ,  developing background 

data on them, and s o l ic i t in g  th e ir  p a r t ic ip a t io n  1 n the study.

I t  was reported  th a t out o f  the 76 CSPOs w ith  whom contact was 

attem pted, 42 were Id e n t i f ie d  who met the c r i t e r ia  fo r  s e le c tio n



99

and were w il l in g  to  p a r t ic ip a te  1n the In te rv ie w  stage o f  the  

study.

The second section  o f  the chapter was devoted to  the pro­

cedures used to  c o l le c t ,  c a te g o riz e , and id e n t i fy  the th ree  most 

important tasks p erso na lly  performed by CSPOs who reported d ir e c t ly  

to the  c h ie f  executive  o f f ic e r s  o f th e ir  In s t itu t io n s  and requ ired  

the CSPOs' In te ra c tio n  w ith  them. I t  was reported  th a t p lann ing / 

organ iz ing , a d v is in g /re p o rtin g , and s ta f f in g ,  in  descending order 

o f Importance, were ascerta ined  to be the th re e  most Im portant 

tasks and th a t  the CSPOs who responded to the m ail In q u ir ie s  made 

by the researcher, as opposed to  CSPOs who responded to the t e le ­

phone fo llo w -u p , were co n s is ten t In  the rankings they assigned to  

tasks.

The th ird  section  o f the chapter was devoted to  d es crib ­

ing the in te rv ie w  method u t i l i z e d  to  c o lle c t  s ig n if ic a n t  Inc id en ts  

of CSP0-ch1ef executive  o f f ic e r  task In te ra c tio n  on the 3 se lected  

tasks and the method o f  ana lyzing  the In c id en ts  provided by the  

36 CSPOs who were In terv iew ed  e ith e r  fa c e -to -fa c e  or by telephone. 

The find in g s  o f the study are  discussed In  Chapter IV , which 

fo llow s .



CHAPTER IV

ANALYSIS OF RESULTS 

In tro d u c tio n

This chapter contains an an a ly s is  o f  the  fin d in g s  o f the  

study. In  the f i r s t  section  o f  the chapter the c h a ra c te r is t ic s  

o f the 36 c h ie f  student personnel o f f ic e rs  (CSPO) who were In t e r ­

viewed and the s ig n if ic a n t  In c id e n ts  they reported  are presented  

and analyzed, in re la t io n  to  selected  v a r ia b le s .

The second, t h i r d ,  and fo u rth  sections o f the chapter are  

devoted to the p resen ta tio n  and an a lys is  o f s ig n if ic a n t  in c id en ts  

of CSPO-chief execu tive  o f f ic e r  in te ra c tio n  on the th ree se lected  

tasks o f a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g ,  

re s p ec tiv e ly . In  each section  the In c id en ts  the CSPOs reported  on 

the selected task are presented in  abstracted  form under the s ig ­

n if ic a n t areas o f behavior th a t were in d u c tiv e ly  id e n t i f ie d  fo r  

the ta s k . Then, the e f fe c t iv e  and in e f fe c t iv e  in c id en ts  a re  

arrayed by se lected  v a ria b le s  and the p atterns  o f  In e f fe c t iv e  task  

areas are analyzed in  r e la t io n  to  these v a r ia b le s .

The f i f t h  section  o f the chapter Is  used to  present CSPO 

comments on s ig n if ic a n t  behaviors In conjunction  w ith  the beha­

v io ra l task areas th a t were Id e n t i f ie d .

The s ix th  section  o f the chapter contains a p resen tatio n  

and an a lys is  o f the responses the CSPOs made when asked to  id e n t i fy

100
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the behaviors CSPOs needed to  develop in  o rder to  work e f fe c t iv e ly  

with c h ie f  execu tive  o f f ic e r s .

The seventh and f in a l  section  o f the chapter 1s devoted 

to an an a lys is  o f  (1 ) the m o d ific a tio n  o f the C r i t ic a l  In c id e n t  

Technique (C IT ) as a method to o b ta in  In fo rm ation  on the behaviors  

th a t CSPOs perceive to  be e ith e r  e f fe c t iv e  or In e f fe c t iv e  as they  

In te ra c t w ith  c h ie f  execu tive  o f f ic e r s ,  and (2 ) the procedure o f  

using both fa c e -to -fa c e  and telephone methods o f  the personal 

in te rv iew  to  c o lle c t  th is  in fo rm atio n .

The Sample 

C hief Student Personnel O ffic e rs

The CSPOs se lec ted  fo r  the study were found to  be predomi­

nantly  m ale, 35 out o f  36. The mean age o f the male CSPOs was 4 1 .6  

years and the 1 fem ale CSPO who was in terv iew ed  was 43 years o f  age. 

Twenty-one o f the CSPOs served 1n p u b lic  tw o -year, e ig h t served 

1n p ub lic  fo u r -y e a r , two served 1n p r iv a te  tw o -year, and f iv e  

served in  p r iv a te  fo u r-y e a r in s t itu t io n s  in  M ichigan . 1

The student enro llm ent s izes o f  the In s t itu t io n s  1n which

the CSPOs served ranged from a low o f  312, a t  a p r iv a te  tw o-year
2

co lle g e , to  a high o f 44,966 a t  a pub lic  fo u r-y e a r u n iv e rs ity .  

Fourteen o f the CSPOs served in  In s t itu t io n s  w ith  2 ,000  or fewer

V o u r o f the CSPOs reported  to  c h ie f  executive  o f f ic e rs  
o f branch campuses, two a t  tw o-year co lle g e  branches, and two a t  
fo u r-year u n iv e rs ity  branches.

ZThe 1974-75 D ire c to ry  o f  Michigan In s t itu t io n s  o f  H igher 
Education was u t i l iz e d  as the source to  Id e n t i fy  the student 
enrolIm ents o f  the in s t itu t io n s  1n which the CSPOs served.
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students (en ro llm ent c la s s if ic a t io n  I ) ,  12 In  In s t itu t io n s  w ith  

more than 2 ,000  but less than 5,001 students (en ro llm en t c la s s i­

f ic a tio n  I I ) ,  and 10 1n In s t itu t io n s  w ith  over 5 ,000 students  

(enrollm ent c la s s if ic a t io n  I I I ) .  A l l  o f  the CSPOs who served 1n 

p riv a te  In s t itu t io n s ,  both two and fo u r y e a r , provided serv ices  

to 2,000 students or less a t  th e ir  In s t i tu t io n s .  The m a jo r ity  o f  

CSPOs (61 percent) 1n p u b lic  In s t i tu t io n s ,  both two and fo u r y e a r ,  

served more than 2 , 0 0 0  students a t  th e ir  In s t i tu t io n s ,  w ith  

s lig h t ly  more than 34 percent serving over 5 ,000 a t  th e ir  i n s t i ­

tu tio n s . (See Table 4 . 1 . )

Table 4 . 1 . — Number o f c h ie f  student personnel o f f ic e rs  per 
enrollm ent c la s s if ic a t io n  by contro l and le v e l o f In s t itu t io n s .

Enrollment P ublic  P riv a te
C la s s if ic a tio n *  2_Year 4_Year 2_Year 4_Year T o ta l

I  6  1 2 5 14
I I  9 3 0 0 12

I I I  6  4 0 0 10

a I  ■ 1 -2 ,00 0  students; I I  ■ 2 ,0 0 1 -5 ,0 0 0  students; I I I
5,001 or more students,

The mean number o f years the persons In terv iew ed  had 

served as the CSPOs o f th e ir  In s t itu t io n s  was 5 .4 8 .^  Twenty-one 

o f the CSPOs (58 percent) had held th e ir  p o s itio n s  between 1 and

^ I t  should be noted th a t  the mean tenure o f the CSPOs 
was somewhat e levated  by s e le c tin g  only CSPOs fo r  the study who 
had served fo r  one year or more.
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5 years, 12 (33 percent) between 5 and 10 y e a rs , and 3 ( 8  percen t) 

fo r  over 10 y e a r s .* The longest tim e any CSPO had served 1n the  

position  was 18 ye ars .

Using the t i t l e s  o f th e ir  previous p o s itio n s  as an In d i ­

cation o f the CSPOs' previous experience 1n student s e rv ic e s , 1 t 

was found th a t  a m a jo r ity , 23 o f them, had held a p o s itio n  1n s tu ­

dent serv ices Im m ediately p r io r  to  becoming a CSPO. The mean 

number o f months these 23 CSPOs held th e ir  previous p o s itio n s  was 

35. By contro l and le v e l o f the In s t itu t io n s  1n which they served, 

1t was found th a t the lowest percentage (38 percent) o f  CSPOs whose 

previous p o s itio n s  were 1n student serv ices served 1 n fo u r-y e a r  

public In s t itu t io n s  and the h ighest percentage (80 percent) w ith  

previous p o s itio n s  1n student services served 1n fo u r-y e a r p r iv a te  

In s t itu t io n s . (See Table 4 .2 . )

By analyzing  the lo c a tio n  o f th e ir  previous p o s itio n s  I t  

was determined th a t 20 o f the CSPOs who were in terv iew ed  had held  

th e ir  previous p o s itio n s  a t  the In s t itu t io n s  in  which they were 

c u rre n tly  employed, and th is  fin d in g  was p a r t ic u la r ly  tru e  fo r  

CSPOs 1n p u b lic  fo u r-y e a r co lleges and u n iv e r s it ie s ,  87 percent o f  

whom held th e ir  previous p o s itio n s  a t  the same in s t itu t io n s .

I t  was ascerta ined  th a t  the m aster's  degree was the most 

prevalent h ighest earned degree fo r  the CSPOs 1n the study. 

Twenty-one (58 percent) o f the CSPOs had earned a m aster's  degree 

and 15 (41 percent) had earned some type o f  d o c to ra te . I t  was

V o r  subsequent an a lys is  the 21 CSPOs who held th e ir  pos i­
tions between 1 and 5 years were c la s s if ie d  new and the 15 who held  
th e ir  p os itio ns over 5 years were c la s s if ie d  experienced.
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found th a t CSPOs serv ing  1n fo u r-y e a r p u b lic  In s t itu t io n s  were most 

l ik e ly  to hold a d o c to ra te , w ith  the Ph.D. being the most p reva len t 

degree fo r  these CSPOs.

Table 4 .2 .— Number and percentage o f c h ie f  student personnel 
o ffic e rs  w ith  se lected  c h a ra c te r is t ic s  by con tro l and le v e l o f

In s t itu t io n s .

Public  P r iv a teC haracter- —
1st1ca 2-Year 4-Y ear 2-Year 4-Year Tota l

(N=21) (N=8 ) (N=2) (N=5)

SP 10 (48%) 1 (12%) 0 ( 0 % )  1 (20%) 12
SS 15 (71%) 3 (38%) 1 ( 50%) 4 (80%) 23
New 10 (48%) 6  (75%) 2 (100%) 3 (60%) 21

aSP *  guidance and student personnel concentrations fo r  
highest earned degree; SS -  previous p o s itio n  1n student se rv ices ; 
New *  served between one and f iv e  years as CSPO.

By enro llm ent c la s s if ic a t io n ,  1 t was determined th a t 4 

of the CSPOs who held a docto ra te  served 1n in s t itu t io n s  w ith  2 ,000  

students o r le s s , 7 In  In s t itu t io n s  having from 2,001 to 5 ,000  

students, and 4 1n In s t itu t io n s  w ith  over 5 ,000 students.

Using the ca teg o ries  developed by Ayers e t  a l .^  to  c la s s ify  

the CSPOs* areas o f academic concentration  fo r  t h e i r  h ighest 

degrees, i t  was found th a t 25 (69 percent) had earned th e ir  h ighest 

degree in  the f i e ld  o f education, o f which 12 (33 percen t) o f  the  

CSPOs Ind ica ted  th a t th e ir  areas o f  academic concentration  were 

guidance and student personnel. The remainder o f  the CSPOs had

^Ayers e t  a l . ,  S tuden t S e rv ice s  A d m in is t r a t io n , p . 13.
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earned th e ir  h ighest degrees 1n a v a r ie ty  o f  o th er a reas . I t  

was found th a t n e a rly  h a lf  (48 percent) o f the CSPOs In  tw o-year 

public In s t itu t io n s  reported guidance and student personnel as the  

area o f concentration  fo r  th e ir  h ighest degree, w h ile  o n ly  a small 

percentage ( 1 2  percent) o f those 1n fo u r-y e a r p u b lic  In s t itu t io n s  

reported the same areas. (See Table 4 .2 . )  This la s t  fin d in g  may 

be d is to r te d , given the h igher percentage o f Ph.D .s in  fo u r-y e a r  

In s t itu t io n s  who reported th e ir  area o f concentration  as educa­

tio n a l a d m in is tra tio n , but who may have emphasized student person­

nel services w ith in  th e ir  programs.

The t i t l e s  held by the CSPOs were a lso  s tu d ie d , and 1 t was 

determined th a t 26 (72 percent) o f  them held some form o f  the t i t l e  

dean, w h ile  5 (62 percent) o f  the CSPOs in  fo u r-y e a r p u b lic  c o l­

leges and u n iv e rs it ie s  and 3 (14 percent) o f  the CSPOs 1n p u b lic  

two-year co lleges held a t i t l e  o f  v ic e -p re s id e n t. (See Table 4 .3 . )

Table 4 . 3 . — Number o f  c h ie f  student personnel o f f ic e r s  per t i t l e  by
co n tro l and le v e l o f In s t itu t io n s .

Pub! ic   P r iv a te
T 1 tle  2-Year 4-Year 2-Year 4-Year Tota l

V ice -p res id en t 3 5 0 0 8

Dean 18 2 2 4 26
D irec to r 0 1 0 1 2

As an In d ic a tio n  o f how o fte n  the CSPOs In te ra c te d  w ith  

the c h ie f executive  o f f ic e rs  o f th e ir  In s t i tu t io n s ,  the In fo rm ation
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they provided on th e  CSPO Reply Form (Appendix C) was analyzed . 

Twenty (55 percent) In d ic a te d  th a t  on the average they met w ith  the  

c h ie f executive  o f f ic e r  in  formal s e ttin g s  on student serv ices  

matters each month between 1 and 5 tim es , 15 (44 percent) between 

6 and 10 tim es, and 1 (le s s  than 1 percent) from 11 to  15 tim es.^

The averages, as might be expected, o f  inform al CSPO in te ra c tio n  

w ith the c h ie f  executive  o f f ic e r  on student serv ices m atters were 

higher than the averages o f formal in te ra c t io n . Eleven (33 percent) 

o f the CSPOs In d ica ted  they met between 1 and 5 tim es, 10 (30 per­

cent) between 6  and 10 tim es , w ith  the rem aining 12 (36 percent) 

In te ra c tin g  11 times or more— the reported  high being 60 times per 

month. (See Table 4 .4 . )

S ig n if ic a n t Inc id en ts

The 36 CSPOs who were in terv iew ed  provided 141 usable s ig ­

n if ic a n t  Inc id en ts  In v o lv in g  th e ir  in te ra c t io n  w ith  c h ie f  execu tive  
2

o f f ic e rs . In  to ta l  the CSPOs reported  94 e f fe c t iv e  in c id e n ts  

(67 percent) and 47 in e f fe c t iv e  inc id en ts  (33 p e rc e n t). When the 

reported Inc id en ts  were analyzed by se lec ted  in s t i tu t io n a l  v a r i ­

ables I t  was noted th a t  CSPOs In  tw o-year in s t itu t io n s  reported

^These frequencies o f  in te ra c tio n  are approxim ations only  
and 1n cases where a CSPO provided a range such as 8  to  10 times 
per month the low f ig u re  was used in  the a n a ly s is .

2
As In te rv iew s were arranged two CSPOs reported  they no 

longer reported d ir e c t ly  to  the c h ie f  execu tive  o f f ic e r .  One 
CSPO in  a fo u r-y e a r p r iv a te  c o lle g e  had begun to  re p o rt to  an 
academic dean, and one CSPO in  a tw o-year p u b lic  c o lle g e  had begun 
to  re p o rt to  a v ic e -p re s id e n t. These two CSPOs reported  In c i ­
dents th a t occurred p r io r  to  the change In  t h e ir  re p o rtin g  r e la ­
tionsh ip  to  the c h ie f  e x e c u tiv e .
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Table 4 . 4 . — Number o f c h ie f  student personnel o f f ic e r s  per monthly 
average In te ra c tio n s  w ith  c h ie f  execu tive  o f f ic e rs  on student

serv ices m atters by type o f s e tt in g .

In te ra c tio n s   Se t t in g -------------
Formal Inform al

1- 5 2 0 11

6 - 1 0 15 10

11-15 1 1

16-20 0 4
21-25 0 3
26-30 0 1

31 o r more 0 3a

Tota l 36 33b

aThe th ree  CSPOs In  th is  category reported  average Inform al 
In te ra c tio n s  o f 31 , 50, and 60 times per month.

bThree CSPOs provided noncodable responses. Two responded 
they met w ith  c h ie f  executive  o f f ic e r s  as needed and the o th er  
responded th a t  he met w ith  the c h ie f  executive  o f f ic e r  Innumerable 
times.

9 percent more e f fe c t iv e  inc id en ts  than d id  CSPOs in  fo u r-y e a r  

in s t itu t io n s . CSPOs serving 1n p r iv a te  In s t itu t io n s  compared w ith  

those serving 1n p u b lic  In s t itu t io n s  reported  7 percent less  e f fe c ­

t iv e  In c id e n ts . By enro llm ent c la s s if ic a t io n  1 t was noted th a t  

CSPOs serving 1n in s t itu t io n s  in  the f i r s t  and second enro llm ent 

c la s s if ic a t io n s  both reported 64 percent e f fe c t iv e  In c id e n ts , w h ile  

the CSPOs serving  in  In s t itu t io n s  in  the th ir d  enro llm ent c la s s i­

f ic a t io n  reported 72 percent e f fe c t iv e  In c id e n ts . (See Table 4 .5 . )
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Table 4 .5 .— Percentage o f e f fe c t iv e  and in e f fe c t iv e  in c id e n ts  by
se lected  in s t i tu t io n a l  v a r ia b le s .

100

E ffe c tiv e

50

70*
61*

6 8 *
61*

64*
64*
72*

V a ria b le

61— 2 Y r— 26 
33— 4 Y r— 21

77--PU  
17— PR

34— I 
29— I I  
31— I I I

—36
— 11

—19
— 16
--12

In e f fe c t iv e

50 100
30*
39*

32*
39*

36*
36*
28*

aPU = p u b lic ; PR ■ p r iv a te ;  I  *  1 -2 ,0 0 0  students; I I  *
2 ,001 -5 ,00 0  students; I I I  *  5,001 o r more students.

An an a lys is  made o f  reported In c id e n ts  by se lected  CSPO 

c h a ra c te r is tic s  revealed  th a t  CSPOs whose areas o f academic con­

cen tra tio n  fo r  th e ir  h ighest degree were student personnel and 

guidance reported  18 percent more e f fe c t iv e  In c id e n ts  than d id  

CSPOs who had o ther areas o f academic co n cen tra tio n . A s im ila r  

but sm aller d iffe re n c e  was found to  e x is t  when the area o f  the  

CSPOs1 previous p os itio ns  was considered. The CSPOs whose p re ­

vious p o s itio n s  were 1n student serv ices  reported  7 percent more 

e ffe c t iv e  In c id en ts  than did those whose previous p o s itio n s  were 

1n other areas . R e la t iv e ly  no d iffe re n c e  was found In  the p er­

centage o f e f fe c t iv e  In c id e n ts  reported by new (33 percen t) and 

experienced (34 percent) CSPOs. (See Table 4 .6 . )
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Table 4 .6 .— Percentage o f e f fe c t iv e  and in e f fe c t iv e  in c id e n ts  by 
selected  c h ie f  student personnel o f f ic e r  c h a ra c te r is t ic s .

E ffe c t iv e  

100 50

78%
60%

69%
62%

66%

67%

C h a ra c te r is tic

39--SP — 11
55— O ther— 36

63— SS — 28
31— O ther— 19

5 5 --New — 28 
39— Exp — 19

a In e f fe c t iv e

50 1000

22%

31%
38%

33%

SP *  guidance and student personnel concentrations fo r  
highest earned degree; SS 9 previous p o s itio n  In  student se rv ices ; 
New = served between one and f iv e  years as CSPO; Exp -  over f iv e  
years as CSPO.

F i f t y - f i v e  o f the in c id e n ts  reported  by the CSPOs were 

c la s s if ie d  as a d v is in g /re p o rtin g , 35 o f which were e f fe c t iv e  and 

20 in e f fe c t iv e .  Of the 47 p lan n in g /o rg an iz in g  Inc id en ts  re p o rte d , 

37 were e f fe c t iv e  and 10 in e f fe c itv e .  The rem aining 39 In c id en ts  

consisted o f 22 e f fe c t iv e  and 17 in e f fe c t iv e  s ta f f in g  In c id e n ts .

The highest percentage (79 percen t) o f  e f fe c t iv e  In c id en ts  reported  

was on planning organ iz ing  and the h ighest percentage (44 p ercen t) 

of In e f fe c t iv e  In c id en ts  was on s ta f f in g .^  (See Table 4 .7 . )

^ I t  was observed th a t as the  ranked importance o f the  
tasks decreased the percentage o f in e f fe c t iv e  in c id e n ts  reported  
Increased.



110

Table 4 .7 .— Percentage o f e f fe c t iv e  and in e f fe c t iv e  In c id e n ts  by
tasks .

E ffe c tiv e Tasks*

100 50 0 0

64% 35— A/R— 20 36%
79% 37— P /0 — 10 2 1 %
56% 22—  S — 17 44%

In e f fe c t iv e  

50 100

aA/R = a d v is in g /re p o rtin g ; P /0 = p la n n in g /o rg a n iz in g ;
S *  s ta f f in g .

The month and the year 1n which the CSPOs e ith e r  achieved  

or fa i le d  to  achieve t h e ir  o b je c tiv e s  and the length  o f  tim e th a t  

elapsed between e s ta b lis h in g  task o b jec tiv es  and determ ining th e ir  

outcomes were analyzed to  Id e n t i fy  the approximate age o f  the In c i ­

dents and th e ir  approximate d u ra tio n . On the  average the a d v is in g / 

reporting  In c id en ts  were 12.40 months o ld , when rep o rte d , w ith  the  

range being from 34 months to  0 months— having occurred 1n the month 

when the CSPO was In te rv iew e d . The average age o f  the s ta f f in g  

Incidents was 12.79 months, w ith  the o ld es t being 33 months and the  

most recent occurring In  the month when the CSPO was In te rv ie w e d .

The p lann ing /o rgan iz ing  In c id en ts  w ere, on the average, the o ld es t 

of the Inc id en ts  re p o rte d , w ith  the average age being 15 .76 months, 

some 3 months o ld e r than the a d v is in g /re p o rtin g  In c id e n ts . The age 

of the p lan n in g /o rg an iz in g  In c id e n ts  ranged from 30 months to  1 

month. The o v e ra ll average o f the Inc id en ts  was 13.63 months, o r  

s lig h t ly  over 1 year o ld .
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To determ ine the approximate duration  o f the In c id e n ts , 

they were ordered In to  categories  o f m inutes, hours, days, weeks, 

months, o r ye ars . For example, each In c id e n t placed 1n the minutes 

category las te d  less than 1 hour; in  the hours ca teg o ry , a t  le a s t  

60 minutes but less than 24 hours; and so on fo r  a l l  the c a te g o rie s . 

The highest number o f Inc id en ts  under each task was in  the months 

category, and the second h ighest in  the weeks category . These 

two categories contained 67 percent o f the reported  in c id e n ts .

(See Table 4 .8 . )

Table 4 .8 .— Number o f inc id en ts per duration c la s s if ic a t io n by tasks

Duration
C la s s ific a tio n

A dvis ing /
Reporting

P lanning /
Organizing S ta ff in g T o ta l

Minutes 4 3 1 8

Hours 2 1 3 6

Days 8 2 1 11

Weeks 10 10 10 30
Months 24 22 18 64
Years 7 9 6 22

The fa c t  th a t 22 in c id en ts  were reported  as having spanned 

a year or more gives an In d ic a tio n  o f the com plexity o f  some o f  the  

Incidents reported  and the te n a c ity  o f  the CSPOs 1n attem pting  to  

achieve c e rta in  o b je c tiv e s . The behavioral components o f the In c i ­

dents used by CSPOs to  o b ta in  t h e ir  o b jec tives  fo r  each o f the  

selected tasks are  presented 1n the fo llo w in g  th ree  sections o f  

the chapter.
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A dvis ing /R eporting  Inc id en ts

Areas o f  Behavior and 
Incident Abstracts

The behaviors th a t the CSPOs perceived to  be s ig n if ic a n t  on 

each o f the 55 a d v is in g /re p o rtin g  In c id en ts  were grouped In to  6 

areas o f e f fe c t iv e  and 8  areas o f  In e f fe c t iv e  behavior. The areas  

of behavior a re  In d u c tiv e ly  es tab lished  patterns  o f  behavior th a t  

the CSPOs perceived to  be e ith e r  e f fe c t iv e  o r in e f fe c t iv e  as they  

In te racted  w ith  c h ie f  executive  o f f ic e r s .  These areas* along w ith  

abstracts o f the In c id en ts  th a t  c o n s titu te d  the basis fo r  th e ir  

Id e n t i f ic a t io n ,  a re  given below.

I .  E ffe c tiv e

A. Substantia ted  recommendations w ith  data and in fo rm ation

1. The c h ie f  execu tive  o f f ic e r  reneg otia ted  the master 

labor agreement to  preclude re leased tim e fo r  counselors to  a ttend

departmental m eeting, a f t e r  the CSPO presented data showing how

service to  students would be Improved.

2 . The c h ie f  executive  o f f ic e r  closed a residence h a l l ,  

a f te r  the CSPO provided in c id e n t reports  and In fo rm ation  on the  

cost o f damages to  the h a l l .

3 . The c h ie f  execu tive  o f f ic e r  had a committee study the  

pre-enro llm ent program fo r  new students, a f t e r  the CSPO presented  

Inform ation on the number o f new students who f a i le d  to  r e g is te r .

4 . The c h ie f  executive  o f f ic e r  approved payment o f  the cost 

overrun on a road c o n tra c t, a f t e r  the CSPO presented the fa c ts

behind the a d d itio n a l co n trac t costs .
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5. The c h ie f  execu tive  o f f ic e r  took the  recommendation to  

change the In s t itu t io n a l  fee  s tru c tu re  to  the board o f c o n tro l,  

a fte r  the CSPO presented in fo rm ation  on the d i f f i c u l t y  adm inis­

t ra t iv e  u n its  were having In  e x p la in in g  the fee  system to  students.

6 . The c h ie f  executive  o f f ic e r  reversed an e a r l ie r  decis ion  

to r e s t r ic t  admissions, a f te r  the CSPO reanalyzed the In fo rm ation  

given the c h ie f  executive  by another o f f ic e  ag a in st student a t t r i ­

tion  data.

7. The c h ie f  execu tive  o f f ic e r  forwarded committee recom­

mendations on student p a r t ic ip a t io n  In  In s t i tu t io n a l  governance 

endorsed by the CSPO to  the board o f c o n tro l, a f t e r  the CSPO o u t­

lined the key Issues and presented a d d itio n a l m a te r ia ls , which 

supported the recommendations.

8 . The c h ie f  execu tive  o f f ic e r  accepted a recommendation 

fo r Increasing  admissions, a f t e r  the CSPO arranged fo r  the c h ie f  

executive to  meet w ith  In d iv id u a ls  outs ide the In s t i tu t io n  who 

could provide In fo rm ation  on the b e n e fit  o f the suggested change.

9 . The c h ie f  executive  o f f ic e r  formed a committee to  

review the student ju d ic ia l  system, a f t e r  the CSPO gave the c h ie f  

executive m a te ria ls  to  read on ju d ic ia l  systems.

B. Corroborated recommendations by In d ic a tin g  o r o b ta in ing
support from others

1. The c h ie f  executive  o f f ic e r  met w ith  a student le a d e r, 

advice he p rev iou s ly  re je c te d , a f t e r  the CSPO had the c h ie f  execu­

t i v e ’ s a s s is ta n t support the recommendation th a t  the c h ie f  execu tive  

must be w il l in g  to  Invo lve  h im se lf w ith  students and meet w ith  a 

student leader who had threatened a student s t r ik e .
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2 . The c h ie f  execu tive  o f f ic e r  d ire c te d  th a t  the vo lun teer  

program be funded when the budget committee had recommended ag a in st 

I t ,  a f te r  the CSPO emphasized s tu d en t, fa c u lty ,  and board o f con­

tro l in te re s t  in  the program.

3. The c h ie f  execu tive  o f f ic e r  re je c te d  the proposal o f  

a fa c u lty  member to  e s ta b lis h  a counseling program, a f t e r  the  

CSPO upon review o f the proposal recommended ag a in s t 1 t and c ite d  

the fa c t  th a t a standing committee was ag a in st the type o f  program 

proposed.

4 . The c h ie f  executive  o f f ic e r  h ired  the person the CSPO 

believed was best q u a lif ie d  fo r  an a d m in is tra tiv e  p o s itio n  a t  the  

In s t itu t io n ,  a f te r  the CSPO convinced the o th er ad m in is tra to rs  o f  

the need fo r  an open-minded eva lu a tio n  o f the candidates.

5. The c h ie f  execu tive  o f f ic e r  d id  not o b je c t, a f t e r  the  

CSPO Informed him th a t  he was going to  take an ac tio n  o u ts ide  his  

area o f re s p o n s ib il i ty ,  fo r  the good o f the In s t i t u t io n ,  which 

was supported by the business manager.

C. Provided tim e ly  In fo rm ation

1. The c h ie f  executive  o f f ic e r  concurred w ith  the CSPO's 

action s, a f t e r  the CSPO Informed him th a t he had In v e s tig a te d  the  

a lle g a tio n  th a t a student was s e llin g  drugs on campus and decided  

to  re fe r  the  student to  the council on student conduct.

2. The c h ie f  executive  o f f ic e r  d ire c te d  th a t a meeting be 

arranged, a f t e r  the CSPO informed him o f an o pp ortun ity  to  meet 

w ith an agency o f f i c i a l ,  who would be 1n town, to  check the
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In s t itu t io n 's  review  cycle  and prepare fo r  an upcoming a c c re d ita ­

tion v is i t .

3 . The c h ie f  execu tive  o f f ic e r  d id  not b r ie f  the chairman 

of the board o f  c o n tro l, a f t e r  the CSPO monitored the a c t iv i t ie s  

of a problem student and Informed the c h ie f  executive  th a t  the  

student would not a ttend  a meeting o f the board o f  c o n tro l.

4 . The c h ie f  executive  o f f ic e r  concurred, a f t e r  the CSPO 

informed him o f a plan th a t  campus s e c u rity  Intended to  submit fo r  

co n tro llin g  damage 1n the residence h a l ls ,  which the CSPO found to  

be unacceptable, and th a t  h is  o f f ic e  was preparing an a lte rn a te  

plan.

5 . The c h ie f  execu tive  o f f ic e r  in tervened In  the s itu a t io n ,  

a fte r  the CSPO Informed him th a t  upon in v e s tig a tio n  1 t appeared th a t  

a fa c u lty  member was ap p aren tly  m aligning a student serv ices  s t a f f  

member.

6 . The c h ie f  executive  o f f ic e r  was b e tte r  prepared to  

negotiate w ith  dem onstrating studen ts , a f t e r  the CSPO spent tim e  

with the students and id e n t i f ie d  and Informed him o f th e ir  l e g i t i ­

mate concerns.

7. The c h ie f  executive  o f f ic e r  es tab lish ed  a task fo rce  to  

in v e s tig a te  m in o rity  student grievances, a f te r  the CSPO Informed 

him o f the s p e c ific s  o f  the grievances obtained through conversa­

tions w ith  the students and o th e r a d m in is tra to rs .

8 . The c h ie f  executive o f f ic e r  ordered a m o d ific a tio n  o f  

locker room f a c i l i t i e s ,  a f t e r  the CSPO advised him th a t a p o te n tia l 

problem was developing over unequal f a c i l i t i e s  based on In fo rm ation
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he obtained by a ttend ing  a student senate d iscussion o f T i t l e  IX  

le g is la t io n .

9 . The c h ie f  executive  o f f ic e r  appointed a committee to  

study the a th le t ic  program, a f te r  the CSPO ascerta ined  th a t  the  

ch ief executive  d id  not know I t s  cost and, a f t e r  In v e s tig a tio n ,  

raised the question a t  a cab in e t meeting to demonstrate th a t  no 

one knew I t s  re a l cost.

D. Expressed p os itio ns fra n k ly

1. The c h ie f  executive  o f f ic e r  was b e tte r  prepared fo r  

his budget p resen ta tio n  to  the s ta te  f is c a l  agency, a f t e r  the CSPO 

fra n k ly  expressed his opin ion  o f  the budget and ro le -p la y e d  an 

outraged le g is la to r .

2 . The c h ie f  executive o f f ic e r  explained the s itu a t io n  

and helped plan a s tra te g y  fo r  d ea ling  w ith  I t ,  a f t e r  the CSPO 

expressed anger over specia l consideration  given by the c h ie f  

executive to  a townsperson who was in te r fe r in g  1 n In s t itu t io n a l  

a f fa ir s .

3 . The c h ie f  execu tive  o f f ic e r  ass is ted  the veterans  

represen ta tive  (fe d e ra l employee) e s ta b lis h  h im se lf on campus, 

a f te r  the CSPO to ld  him th a t h is negative stance on the assignment 

o f a veterans re p re s e n ta tiv e  would have an adverse e f fe c t  on campus 

morale.

4 . The c h ie f  executive  o f f ic e r  c a lle d  back a c o n tra c t he 

signed, a f t e r  the CSPO ro u tin e ly  reviewed 1 t and to ld  the c h ie f  

executive th a t  he f e l t  some o f the conditions under the " b o ile r  

p late" may have escaped his a t te n t io n .
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E. Obtained Input and feedback

1. The c h ie f  execu tive  o f f ic e r  supported the CSPO's plan  

of a c tio n , a f t e r  the CSPO informed the c h ie f  executive  o f  h is  

decision to  g ive  a l e t t e r  o f  reprimand to  an insubord inate  s t a f f  

member, and accepted the c h ie f  e x e c u tiv e 's  suggestion to  discuss 

the le t t e r  o f  reprimand w ith  the subordinate In  person.

2 . The c h ie f  executive  o f f ic e r  accepted the CSPO's sug­

gested s tra te g y  a f te r  the CSPO Informed him o f  women students ' 

demands, ascerta ined  the c h ie f  e x e c u tiv e 's  p o s it io n , and then sug­

gested a s p e c if ic  counterproposal to  be presented to  the students.

3 . The c h ie f  execu tive  o f f ic e r  approved the CSPO's guide­

lin es  fo r  the disbursement o f  student a c t iv i t y  fee  monies, a f t e r  

the CSPO discussed his proposed recommendations w ith  the c h ie f  

executive o f f ic e r  before p u ttin g  them in f in a l  w r it te n  form .

4. The c h ie f  execu tive  o f f ic e r  l e t  the CSPO c o rre c t an 

academic u n it 's  schedule d e v ia tio n  from the master schedule, a f te r  

the CSPO reported the problem and "sensed" the c h ie f  execu tive  

d id n 't  want to  compromise or become perso na lly  involved in  the  

problem.

5. The c h ie f  executive  o f f ic e r  subsequently approved the 

CSPO's plan to  reorgan ize  the student government when the CSPO 

resubmitted the p la n , a f t e r  the CSPO ascerta ined  on the i n i t i a l  

attempt th a t  the c h ie f  execu tive  thought tim ing  o f  the change was 

In a p p ro p ria te .
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F. P ers is ted  w ith  recommendations

1. The c h ie f  executive  o f f ic e r  es tab lished  a committee to  

study the a th le t ic  program, a f te r  the CSPO acted as a concerned 

member o f the co lleg e  community and p e rs is te n t ly  used various oppor­

tu n it ie s  to  Inform  him o f problems and recommend a change In  I t s  

management.

2 . The c h ie f  executive o f f ic e r  gave the CSPO requested  

funds, a f t e r  the CSPO In fo rm a lly  and in  w r it te n  reports  asked fo r  

more funds fo r  student a c t iv i t ie s .

3 . The c h ie f  executive  o f f ic e r  appointed a committee to  

study graduation requirements fo r  students , advice p rev iou s ly  

Ignored, a f t e r  the CSPO resubm itted a plan when a s tu d en t's  com­

p la in t about the requirements reached the board o f c o n tro l.

I I .  In e f fe c t iv e

A. Made recommendations based on opinion and w ithout adequate
inform ation

1. The c h ie f  executive  o f f ic e r  changed the In s t itu t io n a l  

policy  and allowed students to  d rin k  on campus, a f t e r  the CSPO 

expressed the personal opinion th a t  the students would abuse the  

p r iv ile g e .

2 . The c h ie f  executive o f f ic e r  decided to  leave respon­

s ib i l i t y  fo r  the in s t i tu t io n 's  cata log  in  the academic a re a , a f t e r  

the CSPO presented the Inadequate ly  prepared “ Id e a ,"  In  an admin­

is t r a t iv e  s t a f f  m eeting, th a t  1 t  be assigned to  student se rv ic e s .

3. The c h ie f  execu tive  o f f ic e r  met w ith  student leaders

to exp la in  a d i f f e r e n t ia l  tu it io n  plan and the Issue was subsequently
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escalated , a f t e r  the CSPO advised the c h ie f  execu tive  on the course 

of action  based on a conversation w ith  one student lea d e r.

4 . The board o f con tro l to ld  the CSPO to  go back and 

develop a plan o f im plem entation fo r  a recommendation, a f t e r  the  

CSPO presented them w ith  a suggested change in  in s t i tu t io n a l  p o lic y  

from a s tu d e n t-fa c u lty  committee, a f te r  "c le a rin g "  i t  w ith  the  

ch ief executive.^

B. Made reconmendations th a t  lacked support o f others

1. The c h ie f  executive  o f f ic e r  d id not fund a remedial 

English program, because the CSPO was unable to  n e u tra liz e  the  

negative p o s itio n  o f  the fa c u lty  toward the program.

2. The c h ie f  executive  o f f ic e r  continued to  fo llo w  the  

recommendation o f the a d m in is tra tiv e  group, which the CSPO had 

determined to  be in a p p ro p ria te , a f te r  the CSPO fa i le d  to  con­

vince the a d m in is tra tiv e  group th a t the ac tio n  they recommended 

would re s u lt  in  a union grievance.

3. The c h ie f  execu tive  o f f ic e r  d id  not a c t on the CSPO's 

advice th a t  academic advis ing  be assigned to student s e rv ic e s , 

a f te r  the CSPO documented the  need because he d id  not overcome 

fa c u lty  re s is ta n ce  to  the change.

C. F a ile d  to  provide in fo rm ation

1. The c h ie f  execu tive  o f f ic e r  to ld  the CSPO to  get busy 

and fin d  out what was going on, a f t e r  the CSPO was unable to  answer

^Although th is  In c id e n t is  not d ir e c t ly  concerned w ith  
CSP0-ch1ef executive  o f f ic e r  in te ra c t io n , the possib le  e f fe c t  
such Inc id en ts  could have on CSPOs' e ffe c tiv e n e s s  w ith  c h ie f  
executives warranted i t s  re te n t io n .
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the c h ie f e x e c u tiv e 's  questions about a meeting to  le g a liz e  m ari­

juana to be held on campus.

2 . The board o f  co n tro l was "surprised" when the CSPO

n o tifie d  them th a t h ea lth  cen ter physicians were th rea ten in g  to

q u it, a f te r  the CSPO had informed the c h ie f  execu tive  o f f ic e r  but 

fa ile d  to  provide them in fo rm ation  on the problems developing  

between physicians and the in s t i t u t io n . 1

D. Disregarded s itu a t io n a l fa c to rs

1. The c h ie f  executive  o f f ic e r  informed the CSPO th a t  1 t

was not h is area o f concern when the CSPO advised him to  term inate  

a fa c u lty  member he re c ru ite d , a f te r  the CSPO presented documented 

students1 com plaints about the person.

2. The c h ie f  execu tive  o f f ic e r  ignored the CSPO's advice  

to reduce emphasis on an academic program, a f t e r  the CSPO presented  

cost b e n e fit data on the program, which was d ire c te d  by a person 

who had a close re la t io n s h ip  w ith  the c h ie f  e x e c u tiv e , to  demon­

s tra te  th a t  expenditures exceeded income.

3. The c h ie f  execu tive  o f f ic e r  d id  not change the i n s t i ­

tu tio n a l p o lic y  and a llo w  students to  d rin k  on campus, a f t e r  the  

CSPO u t i l iz e d  monetary and s o c io lo g ic a l arguments in  an attem pt to  

convince the  c h ie f  e x e c u tiv e , who had strong em otional o b jec tio n  

to students d rin k in g  on campus, to  do so.

A lth ou gh  th is  in c id e n t is  not d ir e c t ly  concerned w ith  
CSPO-chlef execu tive  o f f ic e r  In te ra c t io n , the possib le  e f fe c t  
such inc id en ts  could have on CSPOs' e ffe c tiv e n e s s  w ith  c h ie f  
executives w arranted I t s  re te n tio n .
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E. E stab lished  a negative  p o s itio n

1. The c h ie f  executive  o f f ic e r  p ers is te d  w ith  the d ire c t io n  

that the CSPO t e l l  the student newspaper to  "so ften" i t s  p o s itio n  on 

the handling o f s tudent a c t iv i t y  fee  monies, a f t e r  the CSPO attem pted  

to dissuade him by advocating the ro le  o f the student press.

2 . The c h ie f  execu tive  o f f ic e r  in s is te d  on the development 

of d e ta ile d  q u a rte r ly  a t t r i t i o n  s tu d ie s , a f t e r  the CSPO argued th a t  

the time spent would be b e tte r  used working w ith  students on campus.

3. The c h ie f  executive o f f ic e r  in s is te d  th a t  the CSPO develop  

guidelines fo r  noise p o llu t io n , a f t e r  the CSPO argued they would be 

inappropriate and the su b ject was o u ts ide  h is  area o f knowledge.

4 . The c h ie f  executive  o f f ic e r  u t i l i z e d  the serv ices o f

an outside co n s u lta n t, a f t e r  the CSPO sent a w r it te n  argument and

personally  met w ith  him to  convince him not change the "flow " o f  

the in s t i tu t io n 's  f in a n c ia l a ids process.

5. The c h ie f  executive  o f f ic e r  re in s t itu te d  a program 

with a p rev io u s ly  unsuccessful a d m in is tra tiv e  framework, a f t e r  the  

CSPO advised him the ad m in is tra tio n  should be changed, but d id  not 

submit a plan u n t i l  the th ir d  tim e the c h ie f  executive  requested 1 t .

F. F a ile d  to o b ta in  feedback

1. The c h ie f  executive  o f f ic e r  asked the CSPO to  exp la in

the student senate budget to  the board o f  c o n tro l, a f t e r  the CSPO

had Informed him by telephone th a t the budget would not be f i n a l ­

ized u n t i l  a f te r  the board m eeting, but f a i le d  to  o b ta in  feedback 

to assure h is  understanding.



122

G. Provided in fo rm ation  1n the wrong s e ttin g

1. The c h ie f  executive  o f f ic e r  became upset, a f t e r  the CSPO 

provided him w ith  in fo rm ation  he had requested on a p o l i t ic a l  problem  

In the community a t  a meeting attended by o ther a d m in is tra to rs .

H. F a ile d  to p e rs is t  w ith  a recommendation

1. The c h ie f executive  o f f ic e r  d id not g ive  the CSPO representa­

tion 1n the budget a llo c a t io n  process, a f te r  the CSPO fa i  led to  p e rs is t in  

attempting to  convince him th a t i t  would g ive  credence to the process.

Patterns o f  In e f fe c t iv e  Behavior

A fte r  id e n t ify in g  the s ig n if ic a n t  areas o f behavior on 

ad v is in g /rep o rtin g  ta s ks , the  next an a lys is  undertaken was to  

determine I f  d iffe re n c e s  ex is ted  in  the percentages o f  In e f fe c t iv e  

Incidents reported by CSPOs in  d if fe r e n t  in s t i tu t io n a l  s e ttin g s  

and w ith  d i f fe r e n t  personal c h a ra c te r is t ic s  and to a s c e rta in  1 f  

patterns o f  In e f fe c t iv e  behavior were associated w ith  any d i f f e r ­

ences found. The f i r s t  sets o f comparisons made were based on the  

in s titu t io n s  1n which the CSPOs served. (See Table 4 .9 . )

On the basis o f the le v e l (two year o r fo u r y e a r) o f i n s t i ­

tu tio n , I t  was found th a t  the CSPOs who served in  fo u r-y e a r I n s t i ­

tu tions reported a h igher percentage o f In e f fe c t iv e  in c id en ts  than 

did the CSPOs who served in  tw o-year In s t itu t io n s  (46 percent 

versus 29 p e rc e n t). I t  was found th a t 81 percent o f  the In e f fe c ­

t iv e  In c id en ts  from the  CSPOs 1n fo u r-y e a r In s t itu t io n s  were w ith in

* I t  was found th a t  the average number o f in e f fe c t iv e  a d v is in g / 
reporting In c id en ts  per the 13 CSPOs in  fo u r-y e a r In s t itu t io n s  was 
.89 compared to .39  fo r  the 23 CSPOs in  tw o-year in s t itu t io n s .
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Table 4 .9 .— Percentage o f e f fe c t iv e  and in e f fe c t iv e  a d v is in g / 
repo rtin g  In c id en ts  by se lected  In s t itu t io n a l  v a r ia b le s .

100

E ffe c tiv e

50

71%
54%

67%
54%

58%
67%
71%

Variable®

22— 2 Y r— 9 
13— 4 Y r— 11

28— PU — 14
7 - -  PR — 6

15— I — 11
8— I I  — 4 

12— I I I  — 5

In e f fe c t iv e

50 100

29%
46%

33%
46%

42%
33%
29% |

aPU *  p u b lic ; PR = p r iv a te ;  I  = 1 -2 ,0 0 0  students; I I  =
2 ,001 -5 ,000  students; I I I  = 5,001 o r more students.

the four behavioral areas o f  Made recomnendatlons based on opin­

ion and w ithout adequate in fo rm atio n , Made recomnendatlons th a t  

lacked support o f  o th e rs , Disregarded s itu a t io n a l fa c to rs , and 

Established a negative  p o s it io n , which contained the h ighest num­

ber o f in c id e n ts . (See Table 4 .1 0 . )

A sm aller d iffe re n c e  was found when the contro l (p u b lic  

or p r iv a te )  o f the in s t itu t io n s  in  which the CSPOs served was the  

v a ria b le . Of the 42 a d v is in g /re p o rtin g  In c id en ts  reported  by the  

CSPOs 1n p u b lic  In s t itu t io n s ,  33 percent were in e f fe c t iv e  compared 

to 46 percent o f  the 13 In c id e n ts  reported  by CSPOs In  p r iv a te
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Table 4 .1 0 .— Number o f a d v is in g /re p o rtin g  In c id e n ts  per In e f fe c t iv e  
behavioral area by selected  In s t i tu t io n a l  v a r ia b le s .

In e f fe c t iv e  Area*5
Variab le A B C D E F G H T ota l

2 Yr 2 1 1 1 2 1 1 0 9
4 Yr 2 2 1 2 3 0 0 1 11

PU 1 3 2 1 4 1 1 1 14
PR 3 0 0 2 1 0 0 0 6

I 4 2 1 1 2 1 0 0 11
I I 0 0 0 2 1 0 0 1 4
I I I 0 1 1 0 2 0 1 0 5

aPU « p u b lic ; PR = p r iv a te ;  I = 1-2 , 000 students •«
I I  -  2 ,0 0 1 -5 , 000 students ; I I I  = 5,001 or more students.

A 3 Made recommendations based on opinion and w ithou t 
adequate In fo rm atio n ; B 3 Made recommendations th a t lacked sup­
port o f o thers; C = F a ile d  to  provide In fo rm atio n ; D = Disregarded  
s itu a tio n a l fa c to rs ; E = Established a negative p o s itio n ; F = 
Failed to  obta in  feedback; 6 = Provided In fo rm ation  1n the wrong 
s e ttin g ; H *  F a ile d  to  p e rs is t  w ith  a reconvnendatlon.

in s titu t io n s .^  F i f t y  percent o f  the In e f fe c t iv e  inc id en ts  from  

the CSPOs 1n p r iv a te  In s t itu t io n s  were 1n the area o f Made recom­

mendations based on opinion  and w ithou t adequate In fo rm ation  and 

33 percent in  the  area Disregarded s itu a t io n a l fa c to r s . In  

co n tras t, CSPOs 1n p u b lic  In s t itu t io n s  alone provided severa l 

Incidents 1n the behavioral areas Made recommendations th a t  lacked  

support o f others and F a ile d  to  provide in fo rm a tio n . In  a d d it io n ,  

the area Estab lished a negative  p o s itio n  had the la rg e s t s in g le

I t  was found th a t the average number o f  In e f fe c t iv e  
ad v is in g /re p o rtin g  In c id en ts  reported  per the 29 CSPOs In  p u b lic  
In s t itu t io n s  was .54 compared to  .86 fo r  the 7 CSPOs 1n p r iv a te  
In s t itu t io n s .
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percentage (29 p ercen t) o f the In e f fe c t iv e  inc id en ts  provided by 

CSPOs In  p ub lic  in s t itu t io n s .

An an a lys is  o f the percentages o f e f fe c t iv e  and In e f fe c ­

t iv e  Inc id en ts  based on the s ize  c la s s if ic a t io n s  on the I n s t i ­

tu tions 1n which the CSPOs served revealed  th a t as the s iz e  o f  

the c la s s if ic a t io n  increased the percentage o f In e f fe c t iv e  In c i ­

dents decreased. CSPOs serving in  in s t itu t io n s  in  the f i r s t  

enrollm ent c la s s if ic a t io n  (1 -2 ,0 0 0  students) c la s s if ie d  42 p er­

cent o f the 26 a d v is in g /re p o rtin g  Inc id en ts  as In e f fe c t iv e .  The 

CSPOs serving In  in s t itu t io n s  in  the second enro llm ent c la s s i f i ­

cation (2 ,0 0 1 -5 ,0 0 0  students) id e n t i f ie d  33 percent o f 12 in c i ­

dents as In e f fe c t iv e ,  and CSPOs serving 1n in s t itu t io n s  1n the  

th ird  enro llm ent c la s s if ic a t io n  (over 5 ,000 students) c la s s if ie d  

29 percent o f 17 in c id e n ts  as in e f f e c t iv e .1 The CSPOs serving  

in In s t itu t io n s  In the f i r s t  enro llm ent c la s s if ic a t io n  provided  

four (36 percent) and the only  In c id en ts  under the area Made 

recommendations based on opinion and w ithou t adequate In fo rm a tio n , 

and two Inc idents  each in  the areas Made recommendations th a t  

lacked support o f o thers and E stab lished a negative  p o s it io n .

The CSPOs whose In s t itu t io n s  were 1n the second enro llm ent c la s ­

s if ic a t io n  provided two Inc id en ts  (50 percent) under Disregarded  

s itu a tio n a l fa c to rs , w h ile  the CSPOs whose in s t itu t io n s  were 1n 

the th ird  enro llm ent c la s s if ic a t io n  provided two Inc id en ts

**It was found th a t  the average number o f  In e f fe c t iv e  
ad v is in g /re p o rtin g  in c id e n ts  reported  per the 14 CSPOs 1n the  
f i r s t  enro llm ent c la s s if ic a t io n  was .7 9 , compared to  .33  fo r  
the 12 CSPOs 1n the second enro llm ent c la s s if ic a t io n  and .50  
fo r  the 10 CSPOs in  the th ird  enro llm ent c la s s if ic a t io n .



126

(40 percent) under Estab lished  a negative p o s it io n , and s in g u la r  

Incidents under severa l o th e r areas . When the percentages o f  

In e ffe c tiv e  In c id e n ts  reported by the CSPOs were analyzed on the  

basis o f se lected  CSPO c h a ra c te r is t ic s , d iffe re n c e s  were a lso  

found to  e x is t .  (See Table 4 .1 1 . )

Table 4 .1 1 .— Percentage o f  e f fe c t iv e  and In e f fe c t iv e  a d v is in g / 
reporting  Inc id en ts  by selected  c h ie f  student personnel o f f ic e r

c h a ra c te r is t ic s .

100

E ffe c tiv e

50

72%
59%

67%
58%

58%
73%

C h a ra c te r is tic

13— sp — 5
22— O ther— 15

24— SS — 12 
11— O th e r-- 8

19— New — 14 
16— Exp —  6

a In e f fe c t iv e

50 1 0 0

33%
42%

27%

SP ■ guidance and student personnel concentrations fo r  
highest earned degree; SS *  previous p o s itio n  In  student se rv ic es ;  
New -  served between one and f iv e  years as CSPO; Exp = over f iv e  
years as CSPO.

The CSPOs whose areas o f academic concentration  fo r  th e i r  

highest degrees were o ther than student personnel and guidance 

reported a h igher percentage o f In e f fe c t iv e  a d v is in g /re p o rtin g  

inc idents than d id  those whose areas o f  academic concentration
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were In these areas (41 percent versus 28 p e rc e n t).^  S ixty -seven  

percent o f  the Inc id en ts  provided by the CSPOs whose h ighest 

degrees were 1n areas o ther than student personnel and guidance 

were 1n the th ree  areas o f  Made recomnendatlons based on opinion  

and w ithout adequate in fo rm a tio n . D isregarded s itu a t io n a l fa c to rs , 

and Established a negative  p o s it io n . (See Table 4 .1 2 .)

Table 4 .1 2 .— Number o f  a d v is in g /re p o rtin g  in c id en ts  per In e f fe c t iv e  
behavioral area by selected  c h ie f  student personnel o f f ic e r  char­

a c te r is t ic s .

In e f fe c t iv e  Area**
C h a ra c te ris tic A B C D E F G H Tota l

SP 0 1 0 0 2 1 1 0 5
Other 4 2 2 3 3 0 0 1 15

SS 2 2 0 2 4 1 1 0 12
Other 2 1 2 1 1 0 0 1 8

New 2 3 2 2 3 1 0 1 14
Exp 2 0 0 1 2 0 1 0 6

SP = guidance and student personnel concentrations fo r  
highest earned degree; SS = previous p o s itio n  in  student se rv ices ; 
New » served between one and f iv e  years as CSPO; Exp = over f iv e  
years as CSPO.

bA = Made recomnendatlons based on opinion and w ith ou t ade­
quate in fo rm atio n ; B = Made recommendations th a t lacked support o f  
others; C = F a ile d  to  provide in fo rm atio n ; D = Disregarded s itu a ­
tio n a l fa c to rs ; E = E stab lished a negative  p o s itio n ; F = F a ile d  to  
obtain feedback; G = Provided In fo rm ation  in  the wrong s e tt in g ;
H = F a ile d  to  p e rs is t  w ith  a recommendation.

I t  was found th a t  the average number o f  In e f fe c t iv e  
a d v is in g /re p o rtin g  in c id en ts  per the  10 CSPOs whose areas o f  
academic concentration  were student personnel and guidance was 
.50 compared to  1 .36  fo r  the 11 CSPOs whose academic concentra­
tio n  was in  o ther areas.
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Of the 19 a d v is in g /re p o rtin g  Inc id en ts  provided by CSPOs 

whose previous p o s itio n s  Im m ediately p r io r  to  becoming CSPOs 

were 1n areas o ther than student s e rv ic e s , 42 percent were In e f ­

fe c tiv e  compared to  33 percent o f  the 36 In c id en ts  provided by 

CSPOs who had occupied student serv ices p o s itio n s  ju s t  p r io r  to  

becoming CSPOs.^ In  th is  Instance I t  was found th a t 50 percent 

o f the Inc id en ts  provided by the CSPOs whose previous p o s itio ns  

were not In  student serv ices were In  the areas o f Made recommen­

dations based on opinion and w ithout adequate In fo rm ation  and 

Failed to  provide In fo rm a tio n , w h ile  the predominant s in g le  area  

fo r Inc idents  provided by CSPOs who p rev iou s ly  held student se r­

vices p os itio ns was E stab lished a negative  p o s itio n  (27 p e rc e n t).

The g re a te s t d iffe re n c e  found 1n the percentages o f

In e ffe c tiv e  In c id e n ts , provided on a d v is in g /re p o rtin g  by CSPO

c h a ra c te r is t ic , was between new and experienced CSPOs. The new

CSPOs, those who had served between 1 and 5 y e a rs , reported  42

percent o f  33 In c id en ts  as In e f fe c t iv e  compared to  27 percent o f

22 Inc idents fo r  experienced CSPOs, those who had served over 5 
2

years. Forty-tw o  percent o f  the In c id en ts  provided by the new 

CSPOs were 1n the areas o f  Made recommendations th a t  lacked  

support o f  others and E stab lished a negative p o s it io n .

^ I t  was found th a t the average number o f  In e f fe c t iv e  
advls ing /report1ng  Inc id en ts  per the 15 CSPOs whose previous pos i­
tions were 1n student serv ices was .80 compared to  1 .3 3  fo r  the  
6 CSPOs whose previous p o s itio n s  were 1n o th e r areas .

2
I t  was found th a t the average number o f In e f fe c t iv e  

a d v is in g /re p o rtin g  Inc idents  per the 10 CSPOs who were new was 
1.40 compared to  .55  fo r  the 11 CSPOs who were experienced.
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P lanning /O rgan izing  In c id en ts

Areas o f Behavior and 
Incident Abstracts'

The behaviors th a t  the  CSPOs perceived to  be s ig n if ic a n t  on 

each o f the 47 p lann ing /o rgan iz ing  in c id en ts  were grouped In to  

6 areas o f  e f fe c t iv e  behavior and 7 areas o f  In e f fe c t iv e  behavior. 

These areas , along w ith  ab s trac ts  o f  the In c id e n ts  th a t  gave r is e  

to th e ir  development, a re  presented below.

I .  E ffe c tiv e

A. S ubstantia ted  proposals w ith  data and in fo rm ation

1. The c h ie f  executive o f f ic e r  gave strong support to

a proposed program to  serve low ach ievers , a f t e r  the CSPO docu­

mented the need fo r  the program by presenting  data on low achievers

a t the In s t i tu t io n .

2.  The c h ie f executive  o f f ic e r  approved a proposed plan  

fo r Improving hea lth  s e rv ic e s , a f te r  the CSPO presented survey 

Inform ation on fa c u lty  Involvement in  h e a lth -re la te d  in c id e n ts .

3 . The c h ie f  execu tive  o f f ic e r  accepted a new plan o f  

operation fo r  student s e rv ic e s , a f t e r  the CSPO made an o b jec­

t iv e  p resen tation  o f data showing the student s h i f t  to  n ig h t and 

p a rt-tim e  s ta tu s .

4 . The c h ie f  executive  o f f ic e r  approved the establishm ent 

o f a placement s e rv ic e , a f t e r  the CSPO presented In fo rm ation  on 

the problems students were having, the  In te r im  procedures 

developed to  a s s is t s tuden ts , and cost p ro je c tio n s  o f the s e rv ic e .
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5. The c h ie f  execu tive  o f f ic e r  approved the re a ff irm a ­

tion  o f an In s t itu t io n a l  p o lic y  and the prom ulgation o f the  

revised exceptions procedure, a f t e r  the CSPO presented c o lla te d  

data on students ' requests fo r  exceptions.

6 . The c h ie f  executive  o f f ic e r  undertook the development 

of a new funding source fo r  a program, a f t e r  the CSPO had a 

report prepared which documented the fa c t  th a t  the program had not 

received con s is ten t funding.

7. The c h ie f  execu tive  o f f ic e r  provided a d d itio n a l 

funding to  expand an admissions program, a f te r  the CSPO provided  

data on the cost b e n e fit  o f the e x is tin g  operation  showing the  

revenues i t  generated.

8 . The c h ie f  executive  o f f ic e r  approved reducing the  

manpower a t r e g is t r a t io n , a f t e r  the CSPO in d ica te d  the proposed 

plan o f opera tion  would save several thousands o f d o lla rs  in  

s ta f f  tim e.

9. The c h ie f  executive  o f f ic e r  approved s h if t in g  p a rt o f  

the work load to  another operation  from a u n it  th a t had been 

authorized a d d itio n a l fund ing , a f t e r  the CSPO documented the  

fa c t th a t work pressures b u i l t  on the u n it  before  a n tic ip a te d  

" c r i t ic a l"  student numbers were reached.

10. The c h ie f  execu tive  o f f ic e r  adopted a Management by 

O bjectives process fo r  in s t itu t io n a l  p lann ing , a f t e r  the CSPO 

demonstrated and documented i t s  e ffe c tiv e n e s s  w ith in  student 

serv ices.
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B. Corroborated proposals and ac tion s by In d ic a tin g  and
o bta in ing  support from others

1. The c h ie f  executive  o f f ic e r  accepted the CSPO's 

proposal to  Improve serv ices to students 1n m arried housing, 

a fte r  the CSPO gained the support o f the m arried s tudents ' organ­

iz a tio n .

2 . The c h ie f  execu tive  o f f ic e r  accepted the idea o f  

reorganizing student s e rv ic e s , a f t e r  the CSPO submitted a w r it te n  

plan which was given general support by the a d m in is tra tiv e  c o u n c il.

3. The c h ie f  executive  o f f ic e r  approved tak ing  a pro­

posal fo r  a new degree program fo r  n o n tra d ltlo n a l students to  the  

board o f c o n tro l, a f t e r  the CSPO obtained support from the dean o f  

In s tru c tio n .

4 . The c h ie f  executive  o f f ic e r  approved a plan to  have 

counselors teach a c r e d it  course disapproved by the curricu lum  

conm lttee, a f t e r  the CSPO obtained the support o f the deans o f  

general and vocational education fo r  the course.

5. The c h ie f  executive  o f f ic e r  approved o f the in s t a l ­

la tio n  o f a computerized re g is tra t io n  and admissions system, 

a f te r  the CSPO gained the support o f  the c h ie f  e x e c u tiv e 's  

cabinet and in s tru c tio n a l personnel.

6 . The c h ie f  executive  o f f ic e r  au thorized  the develop­

ment o f a day care c e n te r, a f t e r  the CSPO w ith  fa c u lty  support 

convinced the c h ie f  executive  and h is  cab in e t o f I t s  va lue fo r  

student l i f e .
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7. The c h ie f  executive  o f f ic e r  approved the p lann ing , 

development, and operation  o f a new student c e n te r , a f t e r  the  

In s t itu t io n a l community was convinced o f the need and the  CSPO 

used a team approach 1n which students on the committee were 

given f u l l  voting p r iv ile g e s .

8 . The c h ie f  executive  o f f ic e r  reduced his involvement 

1n the admissions o f f ic e ,  a f t e r  the CSPO, upon accepting respon­

s ib i l i t y  fo r  the o p e ra tio n , changed the s t a f f  to  gain i t s  a l l e ­

giance to his o f f ic e ,  ra th e r than the c h ie f  e x e c u tiv e 's .

9. The c h ie f  executive o f f ic e r  approved the development 

of a course to be taught by counselors w ithout pay, a f t e r  the  

CSPO assured the c h ie f  executive  th ere  would be no union problems 

based on h is  "c le a rin g "  1 t  w ith  the union p re s id e n t, who was a 

counselor.

10. The c h ie f  executive  o f f ic e r  approved the development 

of a hea lth  c e n te r, a f t e r  the CSPO developed student awareness 

of the need fo r  the se rv ice  and obtained the support o f  the  

f a c i l i t i e s  committee to take over some unused academic space.

11. The c h ie f  executive  o f f ic e r  accepted the CSPO's 

plan to re lie v e  pressures he was re ce iv in g  from women's groups 

w ith in  and outs ide the in s t i t u t io n ,  a f t e r  the CSPO "b ra in ­

stormed" his proposal w ith  the fem ale s t a f f  member who would be 

charged w ith  I t s  a d m in is tra tio n , and gained her support.

12. The c h ie f  executive  o f f ic e r  approved the tak ing  o f  

an a th le t ic  team on an overseas goodwill t r i p ,  a f t e r  the CSPO,
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working co o p era tive ly  w ith  fa c u lty  and o ther a d m in is tra to rs , 

developed community support fo r  the p ro je c t.

13. The c h ie f  executive  o f f ic e r  approved the development 

of a new scholarsh ip  program, a f te r  the CSPO obtained the support 

of the dean o f in s tru c tio n  and gained the support o f the adm inis­

tra t iv e  dean who id e n t if ie d  sources o f funding fo r  the program.

14. The c h ie f  executive  o f f ic e r  reassigned the respon­

s ib i l i t y  fo r  campus s e c u rity  to another o f f ic e r ,  a f t e r  the CSPO 

developed a plan to  c re a te  a p o s itio n  fo r  a d ire c to r  o f  s e c u rity  

to be funded from student fe e s , which had the support o f  students.

C. Provided tim e ly  in fo rm ation

1. The c h ie f  executive  o f f ic e r  gave the CSPO a w r it te n  

commendation, a f te r  the CSPO kept the c h ie f  execu tive  con stan tly  

Informed on the planning and o rg an iza tio n  o f a n ation a l meeting 

held on campus and provided a w r it te n  eva lu a tio n  o f  the o p era tio n .

2. The c h ie f executive  o f f ic e r  u t i l iz e d  the in fo rm ation  

provided by the CSPO in  developing an off-campus c e n te r, a f te r  

the CSPO took the In i t i a t i v e  to keep him informed on the problems 

encountered and progress made in  e s ta b lis h in g  the o p e ra tio n .

3. The c h ie f  executive  o f f ic e r  d id  not engage in  tim e- 

consuming a c t iv i t ie s  and accepted a committee decis ion  to  bring a 

controvers ia l speaker on campus, a f t e r  the CSPO kept the In fo r ­

mation about the com m ittee's plan from the c h ie f  execu tive  u n t i l  

a f te r  they reached th e ir  d ec is io n .

4 . The c h ie f  execu tive  o f f ic e r  accepted the fa c t  th a t  

the operation  o f a scholarsh ip  program he had developed was
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changed, a f te r  the CSPO Informed him o f the changes th a t were 

made to  Improve the program a f t e r  the program was running smoothly.

D. Expressed p o s itio n s  fra n k ly

1. The c h ie f  execu tive  o f f ic e r  agreed to a revised  

committee re p o rtin g  system, a f t e r  the CSPO discussed the problem  

of his ac ting  1n advance o f the com nittee on student requests and 

without review ing the com m ittee's a c tio n .

E. Obtained Inp ut and feedback

1. The c h ie f  execu tive  o f f ic e r  s ta ted  h is  in fo rm ation  

expectations, a f t e r  the CSPO Informed him th a t he had approved 

a program, which the c h ie f  executive  was concerned about, and 

asked the c h ie f  executive  to  c la r i f y  the types o f a c t iv i t ie s  on 

which he wanted to  be kept Inform ed.

2. The c h ie f executive  o f f ic e r  approved an A dm in is tra ­

tion  by O bjectives program, a f t e r  the CSPO discussed the concept 

with him to  " fe e l him out" and then submitted a formal w r it te n  

plan th a t covered the c h ie f  e x e c u tiv e 's  concerns.

3. The c h ie f  executive  o f f ic e r  accepted the CSPO's

plan to  reorgan ize  student serv ices and advised him to  be p re ­

pared fo r  questioning on union Involvem ent when 1 t  was presented  

to the a d m in is tra tiv e  group, a f t e r  the CSPO met In fo rm a lly  w ith  

the c h ie f executive  and discussed a d r a f t  o f the plan o f  a c tio n .

4 . The c h ie f  executive  o f f ic e r  accepted the plan to

d is tr ib u te  c o lle g e  In form ation  1n a new fo rm at, a f t e r  the CSPO

discussed the Idea w ith  him and developed and c h ie f  e x e c u tiv e 's
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"ownership" 1n the plan by Incorpo ra tin g  his suggestions 1n the  

plan.

5. The c h ie f  executive  o f f ic e r  approved the method o f  

Implementing a g ran t program he had assigned to  the CSPO, a f te r  

the CSPO sought h is  advice on various problems confronted during  

the organizing phase.

F. Presented so lu tio ns  to problems

1. The c h ie f  executive o f f ic e r  approved changing the  

In s t itu t io n a l p o lic y  governing student groups, in  p r in c ip a l,  

a f te r  the CSPO developed a new p o lic y , 1n re ac tio n  to  a problem 

th at a group ad v iser presented, 1 n ord er to  c la r i f y  the in s t i ­

tu tio n 's  re la tio n s h ip  and re s p o n s ib ility  fo r  student o rgan iza­

tio n s .

2 . The c h ie f  executive  o f f ic e r  agreed to changes made 

In the handling o f f in a n c ia l a id s , a f t e r  the CSPO s e tt le d  a 

ju r is d ic t io n a l d ispu te  between the f in a n c ia l a ids o f f ic e  and the  

business o f f ic e — a problem he In h e r ite d .

3. The c h ie f  execu tive  o f f ic e r  agreed to  the holding

of student e le c tio n s  In  the f a l l ,  a f t e r  the CSPO determined th a t  

the reasons no students had f i le d  fo r  e le c tio n  to  student govern­

ment 1n the spring were p r im a r ily  personal (grades and not p lan ­

ning to re tu rn ) .

I I .  In e f fe c t iv e

A. Made a proposal w ithout adequate in fo rm ation

1. The c h ie f  executive  o f f ic e r  took no a c tio n , a f t e r  

the CSPO Informed him o f a problem w ith  degree c e r t i f ic a t io n s
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that resu lted  from a consortium agreement, but f a i le d  to  pro­

vide In form ation  on the long-range Impact o f the problem.

B. Made proposals th a t lacked support o f others

1. The c h ie f  executive  o f f ic e r  c a p itu la te d  to the fa c u lty  

bargaining team and made the teaching o f a course by counselors 

e x tra -c o n tra c tu a l, a f te r  the CSPO argued to  re ta in  the requ ired  

teaching o f  the course as a management r ig h t  but d id  not gain

the support o f in s t i tu t io n 's  n e g o tia tin g  team.

2 . The c h ie f  executive  o f f ic e r  ind ica ted  th a t he 

"rejected" the suggestion to te rm inate  a consortium program, 

a f te r  the CSPO a lie n a te d  the a d m in is tra tiv e  group by re g u la r ly  

reporting on problems he was having w ith  the program which was 

not 1n his area o f re s p o n s ib ili ty .

C. F a ile d  to  provide in fo rm ation

1. The c h ie f  executive o f f ic e r  asked the CSPO to  inform  

the board o f contro l about a plan fo r  a student serv ice  and the  

board reacted n e g a tiv e ly  and the plan was never approved, a f t e r  

the CSPO submitted the plan to  the c h ie f  executive  o f f ic e r  fo r  

approval but d id  not Inform  him th a t  the necessary "groundwork" 

had not been es tab lis h ed .

2. The c h ie f  executive  o f f ic e r  was pleased w ith  a s e l f -  

study conducted by student services and dissem inated 1 t  to  o ther  

u n its , which re s u lte d  In  student serv ices " los ing  ground" w ith  

them, a f t e r  the CSPO sent the document to  the c h ie f  executive  

without previous in te ra c tio n  to  Inform  him o f I t s  Intended use 

as an In te rn a l planning document.
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D. Disregarded s itu a t io n a l fa c to rs

1. The c h ie f  executive o f f ic e r  d id  not approve a con­

ference fo r  fa c u lty  and ad m in is tra to rs  to  be run jo in t l y  w ith  

another In s t i tu t io n ,  a f te r  the CSPO ignored the fa c t  th a t the two 

ch ie f executives were having a ju r is d ic t io n a l  " f ig h t ."

E. Established a negative p o s itio n

1. The c h ie f  executive o f f ic e r  adopted h is  own plan to  

control residence h a ll v is i ta t io n s ,  a f t e r  the CSPO presented a 

plan 1n response to  the c h ie f  e x e c u tiv e 's  request but objected  

to the c h ie f  e x e c u tiv e 's  d es ire  to  modify the plan to  provide  

equal con tro ls  fo r  men's and women's h a lls  on the grounds o f 

cost and e ffe c tiv e n e s s .

2. The c h ie f  executive  o f f ic e r  to ld  the CSPO th a t th ings  

would work o u t, a f te r  the CSPO argued th a t the changes the c h ie f  

executive ordered 1n the re g is tra t io n  process, a f t e r  several 

complaints reached the board o f c o n tro l, were too d ra s tic  and 

th a t students and re g is tra t io n  personnel needed to  be kept in  

mind.

F. F a iled  to  p e rs is t w ith  a proposal

1. The c h ie f  executive  o f f ic e r  took no a c tio n , a f t e r  the  

CSPO fa i le d  to  p e rs is t  1n proposing a plan fo r  re o rg a n iza tio n  

of In s t itu t io n a l a d m in is tra tio n , which the c h ie f  executive  

requested th a t  each a d m in is tra to r submit.

6 . F a ile d  to  fo llo w  through on an ac tio n

1. The c h ie f  executive o f f ic e r  was upset and informed  

the CSPO he "blew 1 t ,"  a f t e r  the CSPO fa i le d  to  check to  insure
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that a subordinate had completed the necessary arrangements fo r  

the c h ie f exe c u tiv e 's  honors assembly.

Patterns o f In e f fe c t iv e  Behavior

As w ith  the a d v is in g /re p o rtin g  In c id e n ts , a f t e r  the s ig ­

n if ic a n t areas o f  behavior on p lann ing /o rgan iz ing  tasks were 

established the In e f fe c t iv e  Inc id en ts  reported  by CSPOs In d i f ­

fe ren t In s t itu t io n a l  s e ttin g s  and w ith  d i f fe r e n t  c h a ra c te r is tic s  

were examined to  id e n t i fy  possib le behavioral p a tte rn s . D i f f e r ­

ences were found to  e x is t  1n the percentages o f in e f fe c t iv e  In c i ­

dents reported by CSPOs serving  1n d if fe r e n t  In s t itu t io n a l  s e t­

tin g s . (See Table 4 .1 3 .)

CSPOs in  fo u r-y e a r In s t itu t io n s  reported a h igher per­

centage o f  In e f fe c t iv e  p lann ing /organ iz ing  In c id en ts  than did  

CSPOs 1n tw o-year In s t itu t io n s  (28 percent versus 17 p ercen t) . 1 

Based on the areas o f In e f fe c t iv e  behavior Id e n t i f ie d ,  I t  was 

found th a t 40 percent o f the  in c id en ts  provided by CSPOs in  

fo ur-year in s t itu t io n s  were In the area F a ile d  to  provide in fo r ­

mation. w h ile  40 percent o f  the In c id en ts  provided by CSPOs In  

two-year In s t itu t io n s  were In  the area Made proposals th a t  lacked 

support o f  o th e rs . Of the remaining Inc id en ts  CSPOs 1n each type  

of In s t itu t io n  reported  one in c id e n t under E stab lished a negative  

p o s itio n , w h ile  the remaining Inc id en ts  were s in g u la r ly  placed  

under d if fe r e n t  areas. (See Table 4 .1 4 .)

"*It was found th a t the average number o f In e f fe c t iv e  
plann ing /organizing  Inc id en ts  per the 13 CSPOs 1n fo u r-y e a r  
In s t itu t io n s  was .38  compared to  .22 fo r  the 23 CSPOs In  two- 
year In s t itu t io n s .
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Table 4 .1 3 .— Percentage o f e f fe c t iv e  and In e f fe c t iv e  p la n n in g / 
organizing In c id e n ts  by selected  In s t itu t io n a l  v a r ia b le s .

E ffe c t iv e  

100 50

83%
72%

79%
75%

86%

76%
75%

V a ria b le

2 4 --2  Yr— 5 
13__4 Yr— 5

31— PU — 8  

6 — PR — 2

12— I — 2 
16— I I  — 5 

9— I I I  — 3

In e f fe c t iv e

50 100
17%
28%

2 1 %
25%

14%
24%
25%

aPU *  p u b lic ; PR = p r iv a te ;  I  = 1 -2 ,0 0 0  students; 
I I  » 2 ,0 0 1 -5 ,0 0 0  students; I I I  “ 5,001 or more students.

By co n tro l o f  the in s t itu t io n s  In  which they served, a 

4 percent d iffe re n c e  was found between the percentages o f In e f ­

fe c tiv e  In c id e n ts  reported  by CSPOs serving 1n p u b lic  and p r iv a te  

In s t itu t io n s . Of th e  39 In c id en ts  reported  by CSPOs 1n p u b lic  

In s t itu t io n s , 21 percent were In e f fe c t iv e  w h ile  25 percent o f  

the 8  in c id en ts  reported  by CSPOs 1n p r iv a te  In s t itu t io n s  were 

In e ffe c tiv e .^  Both o f the In e f fe c t iv e  In c id e n ts  provided by 

CSPOs 1n p r iv a te  In s t itu t io n s  were under areas where th ere  was 

also an In c id e n t provided by a .CSPO 1n a p u b lic  In s t i tu t io n ,  one

* I t  was found th a t the average number o f  In e f fe c t iv e  
p lann ing /organ izing  Inc id en ts  per the 7 CSPOs 1n p r iv a te  I n s t i ­
tu tions was .29 compared to  .28 fo r  the 29 CSPOs 1n p u b lic  I n s t i ­
tu tions .
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under F a ile d  to  provide In fo rm ation  and the o ther under E stab lIshed  

a negative p o s it io n .

Table 4 .1 4 .— Number o f p lan n in g /o rg an iz in g  In c id e n ts  per In e f fe c t iv e  
behavioral area by se lec ted  In s t i tu t io n a l  v a r ia b le s .

In e f fe c t iv e  Area**
V ariab le3 A B C D E F G Tota l

2 Yr 1 2 0 0  1 0 1 5
4 Yr 0 0 2 1 1 1 0 5

PU 1 2 1 1 1 1 1 8
PR 0 0 1 0  1 0 0 2

I 0 0 1 0  1 0 0 2
I I 1 1 0 1 1 1 0 5
I I I 0 1 1 0  0 0 1 3

aPU *  p u b lic ; PR ■ p r iv a te ;  I = 1 -2 ,0 0 0  students;
I I  *  2 ,0 0 1 -5 ,0 0 0  students; I I I  = 5,001 or more students.

^A *  Made a proposal w ithou t adequate In fo rm atio n ;
B *  Made proposals th a t lacked support o f  o th ers ; C *  f a i le d  to  
provide in fo rm atio n ; D = Disregarded s itu a t io n a l fa c to rs ; E = 
Established a negative  p o s itio n ; F *  F a ile d  to  p e rs is t  w ith  a 
proposal; G = F a ile d  to  fo llo w  through on an a c tio n .

In co n tras t to  the In c id e n ts  provided under the a d v is in g / 

reporting  category , 1 t  was determined th a t as the c la s s if ic a t io n  

size o f In s t itu t io n s  1n which the CSPOs served Increased so did  

the percentage o f  In e f fe c t iv e  p lan n in g /o rg an iz in g  Inc id en ts  rep o rted . 

Out o f the 14 In c id en ts  reported  by CSPOs serving 1n In s t itu t io n s  

1n the f i r s t  enro llm ent c la s s if ic a t io n  (1 -2 ,0 0 0  s tu d e n ts ), 14 per­

cent were in e f fe c t iv e ,  w h ile  fo r  the second enro llm ent c la s s i f i ­

cation (2 ,0 0 1 -5 ,0 0 0  students) 24 percent o f  the 21 In c id en ts  were
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In e f fe c t iv e , and fo r  the th ir d  enro llm ent c la s s if ic a t io n  (over 

5,000 students) 25 percent o f  the 12 in c id e n ts  were In e f fe c t iv e .^  

Based on an an a lys is  o f  the behavioral areas under which the In c i ­

dents were p laced, no patterns  were found w ith in  the c la s s if ic a t io n s  

and only s in g le  in c id e n ts  were placed in a given a re a . D i f f e r ­

ences were also  found 1n the percentage o f In e f fe c t iv e  p lann ing / 

organizing In c id en ts  reported  by CSPOs w ith  d if fe r e n t  se lected  

c h a ra c te r is tic s . (See Table 4 .1 5 .)

As w ith  the a d v is in g /re p o rtin g  In c id e n ts , the CSPOs whose 

areas o f academic concentration  fo r  t h e ir  h ighest degrees were 

other than student personnel and guidance reported  a h igher p er­

centage o f In e f fe c t iv e  p lan n in g /o rg an iz in g  tasks than d id  the  

CSPOs whose areas o f academic concentration  were in  these areas  

(24 percent versus 14 p e rc e n t). F i f t y  percent o f the  in c id en ts  

provided by the CSPOs w ith  o th er areas o f academic concentration  

were in  the areas o f  F a ile d  to  provide in fo rm ation  and Estab lished  

a negative p o s it io n . (See Table 4 .1 6 .)

I t  was found on p lan n in g /o rg an iz in g  tasks th a t  CSPOs 

whose previous p os itio ns ju s t  p r io r  to  becoming CSPOs were 1n 

student serv ices reported  a h igher percentage o f in e f fe c t iv e

* I t  was found th a t  the average number o f in e f fe c t iv e  
p lann ing /organizing  In c id en ts  per the 14 CSPOs in  the f i r s t  
enrollm ent c la s s if ic a t io n  was .14 compared to  .42 fo r  the 12 
CSPOs 1n the second enro llm ent c la s s if ic a t io n  and .30 fo r  the  
10 CSPOs 1n the th ir d  enro lIm ent c la s s if ic a t io n .

2
I t  was found th a t  the average number o f  in e f fe c t iv e  

p lann ing /organizing  Inc id en ts  per the 10 CSPOs whose areas o f  
academic concentration  were student personnel and guidance was 
.20 compared to  .73 fo r  the 11 CSPOs whose academic concentration  
was in o th e r areas.
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Table 4 .1 5 .— Percentage o f  e f f e c t iv e  and In e f fe c t iv e  p la n n in g /  
organ izing  In c id e n ts  by s e le c te d  c h ie f  s tu d en t personnel o f f i c e r

c h a r a c te r is t ic s .

E f fe c t iv e  

100 50

86%
76%

74%
85%

86%

67%

C h a ra c te r is t ic *

12--SP  — 2
25— O th e r— 8

20— SS — 7
1 7 --O th e r— 3

25— New — 4 

1 2 — Exp — 6

14%
24%

26%
15%

14%
33%

In e f fe c t iv e

50 100

a<SP = guidance and s tu d en t personnel co n c e n tra tio n s  fo r  
highest earned degree; SS = p rev ious p o s it io n  in  studen t s e rv ic e s  
New ■ served between one and f iv e  years  as CSPO; Exp = over f iv e  
years as CSPO.

In c id e n ts  than d id  CSPOs whose p rev ious p o s itio n s  im m ediately  

before becoming CSPOs were In  o th e r  areas (26 percen t versus 15 

p ercen t) . 1 T h is  was 1n c o n tra s t to  th e  fin d in g s  fo r  a d v is in g /  

re p o rtin g  In c id e n ts . The o n ly  area  w ith  more than one In c id e n t  

from CSPOs whose previous p o s itio n s  were 1n s tu d en t s e rv ic e s  was 

Hade proposals th a t  lacked support o f  o th e rs , which con ta ined  two 

In c id e n ts . The r e s t  o f  th e  In c id e n ts  were 1n f iv e  o f  the  rem ain­

ing s ix  areas w ith  o n ly  the  area  o f  F a ile d  to  p e rs is t  w ith  a

I t  was found th a t  th e  average number o f  In e f fe c t iv e  
p la n n in g /o rg a n iz in g  In c id e n ts  per the  15 CSPOs whose previous  
p o s itio n s  were 1n s tu d en t s e rv ic e s  was .47  compared to  .5 0  fo r  
the 6  CSPOs whose prev ious p o s itio n s  were 1n o th e r a re a s .
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proposal not conta in ing  an In c id e n t from a CSPO whose previous  

position  was 1n student s e rv ic e s .

Table 4 .1 6 .— Number o f p lann ing /o rgan iz ing  In c id en ts  per In e f fe c t iv e  
behavioral area by selected  c h ie f  student personnel o f f ic e r  char­

a c te r is t ic s .

In e f fe c t iv e  Areab
C h a ra c te ris tic A B C D E F G T ota l

SP 0 1 0 0 0 0 1 2
Other 1 1 2 1 2 1 0 8

SS 1 2 1 1 1 0 1 7
Other 0 0 1 0 1 1 0 3

New 0 0 2 0 1 1 0 4
Exp 1 2 0 1 1 0 1 6

SP = guidance and student personnel concentrations fo r  
highest earned degree; SS 3 previous p o s itio n  1n student se rv ices ; 

^New ■ served between one and f iv e  years as CSPO; Exp *  over f iv e  
years as CSPO.

= Made a proposal w ithout adequate In fo rm atio n ;
B * Made proposals th a t  lacked support o f  o thers; C = F a ile d  to  
provide In fo rm ation ; D = Disregarded s itu a t io n a l fa c to rs ;
E *  Established a negative  p o s itio n ; F = F a ile d  to  p e rs is t w ith  a 
proposal; G = F a ile d  to  fo llo w  through on an a c tio n .

As w ith  a d v is in g /re p o rtin g , the g re a te s t d iffe re n c e  found 

In the percentages o f In e f fe c t iv e  p lann ing /o rgan iz ing  Inc id en ts  

reported by CSPO c h a ra c te r is t ic  was between new (one to  f iv e  

years) and experienced (over f iv e  years ) CSPOs. But 1n co n tras t  

to a d v is in g /re p o rtin g  tasks , the experienced CSPOs reported  more 

In e ffe c tiv e  In c id en ts  than d id  new CSPOs (33 percent versus 14
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percent) . 1 The experienced CSPOs had two In c id en ts  under Made 

proposals th a t  lacked support o f  o th e rs , w ith  the remaining In c i ­

dents s in g u la r ly  1n fo u r o f the s ix  areas . Only the areas o f  

Failed  to  provide in form ation  and F a ile d  to  p e rs is t  w ith  a 

proposal contained no In c id en ts  from experienced CSPOs.

S ta ff in g  Inc id en ts

Areas o f Behavior and 
Inc ident Abstracts'

The behaviors th a t the CSPOs perceived to  be s ig n if ic a n t  

on each o f the 39 s ta f f in g  in c id en ts  were grouped in to  5 e f fe c ­

t iv e  areas o f behavior and 7 In e f fe c t iv e  areas o f  behavior. These 

areas along w ith  ab s trac ts  o f the In c id e n ts  th a t re su lted  1n 

th e ir  establishm ent are  presented below.

I .  E ffe c t iv e

A. Substantia ted  requests w ith  data and in fo rm ation

1. The c h ie f  executive  o f f ic e r  provided funds fo r  a 

position  which had been d e le ted  by him from the budget requ est, 

a f te r  the CSPO presented data on the personal problems an adm inis­

t r a to r  was having due to  the lack  o f Increased s t a f f  1n h is  o f f ic e .

2 . The c h ie f  executive o f f ic e r  authorized  more opera ting  

funds to m ainta in  s t a f f  1n the p u b lic  s a fe ty  o pera tio n  during  

budget rea lignm ent, a f te r  the CSPO analyzed the d ay-to -day data

^ t  was found th a t  the average number o f In e f fe c t iv e  
p lann ing /organizing  Inc id en ts  per the 10 CSPOs who were new was 
.40 compared to  .55  fo r  the 11 CSPOs who were experienced.
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and documented the In s t itu t io n a l  need to  sustain  I t s  le v e l o f  

operation.

3. The c h ie f  executive  o f f ic e r  agreed to  Increasing  a 

s ta f f  member's s a la ry  fo r  a d d itio n a l d u ties  during a s a la ry  

fre e ze , a f te r  the  CSPO presented a log o f the s t a f f  member's 

a c t iv i t ie s  to  v e r ify  the need fo r  a s a la ry  adjustm ent.

4 . The c h ie f  execu tive  o f f ic e r  c a lle d  a specia l meeting  

of the personnel com nlttee o f  the board o f con tro l which approved 

the continuation  o f  overload pay fo r  counselors, a f t e r  the CSPO 

presented comparative data th a t  showed counselors worked more 

hours than others who a lso  received overload pay.

5. The c h ie f  executive  o f f ic e r  was a b le  to  obta in  board 

approval fo r  an a s s is ta n t r e g is t r a r ,  a f t e r  the CSPO presented

data to  demonstrate the lack o f  s t a f f  Increase along w ith  Increased  

enrollments and the In form ation  th a t no pro fess ional person was 

a v a ila b le  1 n the r e g is t r a r 's  o f f ic e  during the afternoon and on 

Saturdays.

6 . The c h ie f  execu tive  o f f ic e r  au thorized  the h ir in g  o f  

an a d d itio n a l counselor, a f t e r  the CSPO documented the request by 

p ro jecting  the e f fe c t  o f planned In s t itu t io n a l  expansion o f se rv ices .

B. Corroborated requests by In d ic a tin g  and o b ta in in g  support 
o f others

1. The c h ie f  execu tive  o f f ic e r  approved upgrading the  

a th le t ic  d ir e c to r 's  p o s itio n  t o - f u l l  tim e , a f t e r  the CSPO, 1n 

considering T i t l e  IX le g is la t io n ,  used knowledge o f  the board o f
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c o n tro l's  In te re s t  in  a strong in te r c o l le g ia te  a th le t ic  program 

to  argue fo r  the change.

2 . The c h ie f  executive  o f f ic e r  approved funding fo r  a 

position p rev iou s ly  on " s o ft  money," a f t e r  the CSPO developed 

support o f  o ther a d m in is tra to rs  and gained the approval o f  th e  

budget committee fo r  continu ing  the p o s itio n .

3. The c h ie f  execu tive  o f f ic e r  approved a person as the  

CSPO's a s s is ta n t, a f t e r  the CSPO "groomed" the subordinate fo r  

the p o s itio n  by In v o lv in g  the person w ith  o th e r ad m in is tra to rs  

who had access to  the c h ie f  e x e c u tiv e .

4 . The c h ie f  executive  o f f ic e r  approved the CSPO's nomi­

nation o f a s t a f f  member to  d ir e c t  a g ran t program in  the In s tru c ­

tio n a l a re a , a f t e r  the CSPO "cleared" the nomination w ith  a co­

author o f the proposal and th e  dean o f In s tru c tio n  before making 1 t .

C. Sought autonomy

1. The c h ie f  executive  o f f ic e r  approved the candidate

of the CSPO's choice even though th e re  was pressure to  h ire  another 

person, a f t e r  the CSPO argued the need to  h ire  someone he could 

tru s t .

2 . The c h ie f  executive  o f f ic e r  approved the te rm in a tio n  

o f a person he had re c ru ite d , a f t e r  the CSPO rep eated ly  Informed 

the c h ie f executive  o f problems w ith  the person, the need fo r  

autonomy 1n s ta f f in g  m a tte rs , and, f i n a l l y ,  the as se rtio n  th a t  

the person must go.

3. The c h ie f  execu tive  o f f ic e r  took no a c tio n  and a 

position  went u n f i l le d ,  a f t e r  the CSPO p ro cra s tin a te d  1n f i l l i n g
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a key p o s itio n  th a t  the c h ie f  executive  s p e c ifie d  had to  be 

given to  a m in o rity  person.

4. The c h ie f  execu tive  o f f ic e r  approved the CSPO's 

recorrvnendatlon o f  a candidate fo r  a p o s it io n , a f t e r  the CSPO 

requested approval o f  the person he f e l t  was best q u a lif ie d  even 

though h is  s t a f f  d id  not support the choice.

D. Presented so lu tio ns to problems

1. The c h ie f  executive  o f f ic e r  approved the CSPO's 

course o f ac tion  to honor a consortium agreement, a f t e r  the CSPO 

proposed h ir in g  a p a rt-t im e  d ire c to r  o f  placement w ith  Compre­

hensive Employment T ra in in g  Act funds when i t  was found th a t the  

In s t itu t io n a l budget would not support h ir in g  a f u l l - t im e  person.

2 . The c h ie f  execu tive  o f f ic e r  approved the h ir in g  o f  

a student a c t iv i t ie s  d ire c to r  to  answer s tuden ts ' concerns fo r  

more a c t iv i t ie s ,  a f t e r  the CSPO developed a method fo r  funding  

the p o s itio n  from student fe e s .

3. The c h ie f  execu tive  o f f ic e r  approved the development 

of a new employment c la s s if ic a t io n  system fo r  counselors, a f t e r  

the CSPO ascerta ined  th a t  the c h ie f  executive would not consider 

giving them fa c u lty  s ta tus  and the CSPO suggested and supported 

the counselors developing a new system.

4 . The c h ie f  execu tive  o f f ic e r  approved the CSPO's 

s ta ff in g  request to  rep lace  one fu l l - t im e  counselor w ith  two 

p a rt-tim e  counselors, even though 1t  was more expensive, a f t e r  

the CSPO showed the  c h ie f  execu tive  th a t  the system would be more 

f le x ib le  and would re l ie v e  the pressure the c h ie f  execu tive  was
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fe e lin g  from the fa c u lty  union to  Increase counselor coverage 

during peak periods.

5. The c h ie f  executive  o f f ic e r  approved the program and 

provided funding , a f te r  the CSPO developed an Inn o vative  s t a f f  

re tre a t ,  fo r  student serv ices personnel, w ith  c le a r  o b je c tiv e s  

to address t h e i r  concerns fo r  b e tte r  communications.

E. Took r is k s

1. The c h ie f  executive  o f f ic e r  expressed "anger" but 

accepted the s itu a t io n , a f t e r  the CSPO a n tic ip a te d  the c h ie f  

execu tive 's  re a c tio n  and accepted the re s p o n s ib ility  fo r  changing 

the d iv is io n a l budget, during the c h ie f  e x e c u tiv e 's  absence, 

because o f the need to  honor two a s s ls ta n ts h ip  contracts  th a t  

were not funded by another d iv is io n .

2. The c h ie f  executive  o f f ic e r  approved the CSPO's plan  

o f a c tio n , a f t e r  the CSPO Informed him th a t  he needed to  upgrade 

the s t a f f  In  the records o f f ic e ,  but d id  not announce some o f the  

possible union problems th a t could re s u lt .

3. The c h ie f  execu tive  o f f ic e r  approved reposting  a posi­

tion  in  o rder to  head o f f  a possib le  problem w ith  m in o rity  s tu ­

dents, a f te r  the CSPO advised him th a t students on the screening  

committee would support a c u rren t employee w ithou t the necessary 

q u a lif ic a t io n s  and gave him the "assurance" th a t  the person would 

be ab le  to  handle the p o s itio n .



149

I I .  In e f fe c t iv e

A. Made requests based on o p in io n  and w ith o u t adequate
In fo rm a tio n

1. The c h ie f  e x e c u tiv e  o f f ic e r  d id  not change th e  nego­

t ia t io n  p o s it io n , a f t e r  the CSPO argued, w ith o u t data to  support 

his p o s it io n , th a t  g iv in g  counselors a s h o rte r work y e a r , ra th e r  

than a s h o rte r work day as the  counselors req u ested , would c re a te  

problems.

2 . The c h ie f  e x e c u tiv e  o f f i c e r  to ld  th e  CSPO to  use o ve r­

tim e pay ra th e r  than h ir e  more co u n se lo rs , a f t e r  the  CSPO " d is ­

to rted "  data on th e  en ro llm en t In c rease  to  j u s t i f y  the  re q u e s t, 

because o f  personal fe e lin g s  and s t a f f  p ressure .

3 . The c h ie f  e x e c u tiv e  o f f i c e r  was upset when a ca n d i­

date the CSPO reconvnended and who was approved fo r  a p o s itio n  

began to  re n e g o tia te  and e v e n tu a lly  re fused  the p o s it io n , a f t e r  

the CSPO r e l ie d  on w r it te n  recommendations and d id  not a s c e rta in  

what kind o f  person th e  can d ida te  was from prev ious em ployers.

4 . The c h ie f  e x e c u tiv e  o f f ic e r  re b u ffe d  th e  CSPO's 

request to  upgrade counseling  In  a developm ental way by re p la c in g  

two p a r t- t im e  counselors w ith  a f u l l - t im e  co u n s e lo r, a f t e r  th e  

CSPO subm itted h is  request and then met w ith  him and u t i l i z e d  

t r a d it io n a l  "s tu d e n t personnel argum ents," such as the  Im portance  

o f people.

5 . The c h ie f  e x e c u tiv e  o f f ic e r  d id  not approve th e  

CSPO's request f o r  an a d d it io n a l f in a n c ia l  a id s  co u n se lo r, a f t e r  

the CSPO made h is  request and then met w ith  him and attem pted to
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persuade him w ith  the argument o f  I t s  Importance as a student 

service.

B. Made a request th a t lacked support o f  others

1. The c h ie f  execu tive  o f f ic e r  approved the h ir in g  o f  a 

fa c u lty  member fo r  a new p o s it io n , a f t e r  the CSPO requested th a t  

the coord inator o f placement p o s itio n  be es tab lished  as an admin­

is t r a t iv e  p o s itio n , but the fa c u lty  objected  to  I t .

C. F a ile d  to make decisions

1 . The c h ie f  executive  o f f ic e r  decided to  la y  o f f  two 

persons from student a c t iv i t ie s  th a t  the CSPO wanted to  r e ta in ,  

a fte r  the CSPO was unable to  develop an a lte rn a t iv e  s o lu tio n  fo r  

saving money during an In s t itu t io n a l  budget rea lignm ent.

2. The c h ie f  execu tive  o f f ic e r  to ld  the CSPO to  f i l l  a 

counseling vacancy w ith  a s t a f f  member on a p a rt-t im e  b as is , 

a fte r  the CSPO discussed the vacancy w ith  the c h ie f  executive  

without having decided how to  cover the p o s itio n  w h ile  the person 

was on m ate rn ity  leave .

D. Disregarded s itu a t io n a l fa c to rs

1. The c h ie f  execu tive  d id not approve an a d d itio n a l

s ta f f  member fo r  the day care c e n te r , a f t e r  the CSPO requested 1t 

In his annual re p o rt and counter to  board p o lic y , which held the  

center must be s e lf -s u s ta in in g , d id not Id e n t ify  an ap p ro p ria te  

source o f funding.

2. The c h ie f  executive  In s tru c te d  the CSPO to  use o ver­

load counselors o n ly , a f t e r  the CSPO requested a u th o r ity  to  f i r e
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three fu l l - t im e  counselors which the In s t i tu t io n a l  budget could  

not support.

3 . The c h ie f  executive  o f f ic e r  h ired  a c le r ic  In  keeping 

with budget considerations because 1 t  was less c o s tly , a f t e r  the  

CSPO took In  a committee recommendation and argued fo r  a p ro fes­

sional la y  counselor.

4 . The c h ie f  execu tive  o f f ic e r  to ld  the CSPO to  fo llo w  

a ffirm a tiv e  action  gu ide lin es  and h ire  a woman, a f t e r  the CSPO 

tr ie d  to convince him to  approve the h ir in g  o f  a q u a lif ie d  male 

as they were unable to  h ire  a q u a lif ie d  "m in o rity ."

5. The c h ie f  executive o f f ic e r  in s tru c te d  the CSPO to  

reorganize h is s t a f f ,  a f t e r  the CSPO proposed h ir in g  a f u l l - t im e  

placement counselor, which the c h ie f  executive  said  was too c o s tly .

E. F a ile d  to  o b ta in  In p u t

1. The c h ie f  execu tive  o f f ic e r  antagonized counselors 

by te l l in g  them th a t  a d d itio n a l s t a f f  would not be h ired  to  meet 

the Increased number o f students and they f i le d  a g rievance, 

a fte r  the CSPO had got them to  agree to  p a rt-t im e  and o ver-load  

assistance on an In te r im  basis but fa i le d  to a s c e rta in  the pos i­

tion  the c h ie f  executive  would take when he met w ith  them.

2. The c h ie f  execu tive  o f f ic e r  to ld  the  CSPO th a t n e ith e r  

o f the candidates he recommended fo r  a counseling vacancy was 

q u a lif ie d , a f te r  the CSPO fa i le d  to  "p ick up" on the fa c t  th a t

the c h ie f executive  wanted the person placed 1 n a new In s t itu t io n a l  

program th a t requ ired  s p e c if ic  q u a lif ic a t io n s .
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F. Did not s ta te  p o s itio n  fra n k ly

1. The c h ie f  execu tive  o f f ic e r  h ired  a person fo r  a 

counseling p o s itio n  who the CSPO d id  not th in k  would work o u t, 

a fte r  the CSPO fa i le d  to  provide the c h ie f  execu tive  w ith  h is  tru e  

fee lin gs  about the person.

G. F a ile d  to  fo llo w  through on an ac tio n

1. The c h ie f  execu tive  o f f ic e r  d id  not approve a person 

recommended by the CSPO fo r  a temporary p o s it io n , a f t e r  the CSPO 

recomnended a person whose q u a lif ic a t io n s  did not meet those 

established 1n the approved proposal.

Patterns o f In e f fe c t iv e  Behavior

Upon Id e n tify in g  the s ig n if ic a n t  areas o f behavior on 

s ta ffin g  tasks , d iffe re n c e s  1n the percentages o f in e f fe c t iv e  

Incidents reported by CSPOs 1n d if fe r e n t  In s t itu t io n a l  s e ttin g s  

and w ith  d if fe r e n t  personal c h a ra c te r is t ic s  were analyzed. The 

f i r s t  sets o f comparisons made were based on In s t itu t io n a l  

v a ria b les . (See Table 4 .1 7 .)

I t  was found th a t CSPOs 1n various In s t itu t io n a l  s e ttin g s  

reported a c o n s is te n tly  high percentage o f In e f fe c t iv e  s ta f f in g  

Inc idents . On the basis o f the le v e l (two year or fo u r y e a r) o f  

In s t itu t io n ,  1 t was ascerta ined  th a t CSPOs 1n tw o-year In s t i t u ­

tions reported a s l ig h t ly  h igher percentage o f  In e f fe c t iv e  s ta f f in g



153

Incidents than did CSPOs 1n fo u r-y e a r In s t itu t io n s  (44 percent 

versus 42 p ercen t) . 1

Table 4 .1 7 .— Percentage o f e f fe c t iv e  and In e f fe c t iv e  s ta f f in g  
Inc id en ts  by se lected  in s t i tu t io n a l  v a r ia b le s .

100

E ffe c t iv e

50

56%
58%

56%
57%

54%
42%
60%

V a ria b le

15— 2 Y r— 12 
7— 4 Y r— 5

18— PU
4— PR

7— I
5—  I I  

10—I I I

In e f fe c t iv e

50

14
3

6
7
4

44%
42%

44%
43%

46%
58%
40%

100

aPU *  p u b lic ; PR = p r iv a te ;  I  *  1 -2 ,0 0 0  students;
I I  *  2 ,0 0 1 -5 ,0 0 0  students; I I I  — 5,001 or more students.

S ix ty -seven  percent o f  the 12 in c id e n ts  reported by CSPOs 

In tw o-year In s t itu t io n s  were in  the 3 areas o f Made requests based 

on opinion and w ithou t adequate In fo rm a tio n , D isregarded s itu a t io n a l  

fa c to rs , and F a ile d  to  o b ta in  In p u t. Four out o f  f iv e  In e f fe c t iv e  

Incidents reported by CSPOs In  fo u r-y e a r In s t itu t io n s  were eq u a lly

^ I t  was found th a t  the average number o f In e f fe c t iv e  
s ta ff in g  In c id en ts  per the 13 CSPOs In  fo u r-y e a r In s t itu t io n s  
was .38 compared to  .52 fo r  the 23 CSPOs in  tw o-year In s t itu t io n s .
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placed 1n the two areas o f Made requests based on opin ion  and 

without adequate in fo rm ation  and Disregarded s itu a t io n a l fa c to r s . 

(See Table 4 .1 8 .)

Table 4 .1 8 .— Number o f s ta f f in g  In c id e n ts  per in e f fe c t iv e  behavioral 
area by selected  in s t i tu t io n a l  v a r ia b le s .

In e f fe c t iv e  Area3
V a riab le A B C D E F G Tota l

2 Yr 3 1 1 3 2 1 1 12
4 Yr 2 0  1 2 0 0 0 5

PU 4 1 1 4 2 1 1 14
PR 1 0  1 1 0 0 0 3

I 2 0  1 1 0 1 1 6
I I 2 1 0  2 2 0 0 7
I I I 1 0  1 2 0 0 0 4

aPU ■ p u b lic ; PR * p r iv a te ;  I  = 1 -- 2 ,0 0 0 students ••
I I  « 2 ,0 01 -5 ,0 0 0  students; I I I  = 5,001 or more students.

bA ■ Made requests based on opinion and w ithout adequate
inform ation; B -  Made a request th a t  lacked support o f o thers ;
C 111 F a ile d  to  make dec is ions; D = Disregarded s itu a t io n a l fa c to rs ;
E *  F a ile d  to  o b ta in  In p u t; F = Did not s ta te  p o s itio n  fra n k ly ;
G -  F a iled  to fo llo w  through on an a c tio n .

A s im ila r  d iffe re n c e  was found when the percentages o f  

in e ffe c tiv e  In c id e n ts  reported  by CSPOs 1n p u b lic  and p r iv a te  

In s t itu t io n s  were compared. Of the 32 In c id e n ts  reported  on 

s ta ff in g  tasks by CSPOs In p u b lic  In s t i tu t io n s ,  44 percent were 

In e ffe c tiv e  compared to  43 percent o f  the 7 in c id e n ts  reported
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by CSPOs 1n p r iv a te  In s t itu t io n s .^  Seventy-two percent o f  the 14 

In e ffe c tiv e  In c id en ts  reported  by CSPOs 1n p u b lic  In s t itu t io n s  

were 1n the 3 behavioral areas o f Hade requests based on opinion  

and w ithout adequate In fo rm a tio n , D isregarded s itu a t io n a l fa c to r s , 

and F a iled  to  o b ta in  In p u t.

The an a lys is  o f  In e f fe c t iv e  In c id e n ts  based on the s iz e  

c la s s if ic a t io n  o f  the In s t itu t io n s  1n which the CSPOs served 

resulted  1n the  fin d in g  th a t CSPOs who served 1n In s t itu t io n s  1n 

the second enro llm ent c la s s if ic a t io n  (2 ,0 0 1 -5 ,0 0 0  students) 

reported the h ighest percentage (58  percent) o f  in e f fe c t iv e  In c i ­

dents and CSPOs In  In s t itu t io n s  1n the th ir d  enro llm ent c la s s i­

f ic a tio n  the lowest percentage (40 p e rc e n t). CSPOs 1n the f i r s t

enrollm ent c la s s if ic a t io n  reported  46 percent In e f fe c t iv e  1nc1- 
2

dents. E ighty-seven percent o f  the seven In e f fe c t iv e  Inc id en ts  

reported by CSPOs 1n the In s t itu t io n s  in  the second enro llm ent 

c la s s if ic a t io n  were 1n the th ree  areas o f Made requests based on 

opinion and w ith ou t adequate in fo rm a tio n . Disregarded s itu a t io n a l  

fa c to rs , and F a ile d  to  o b ta in  In p u t. When the percentages o f  

In e ffe c tiv e  in c id en ts  based on CSPO c h a ra c te r is t ic s  were compared, 

large d iffe re n c e s  were found between the academic areas o f the

^ I t  was found th a t  the average number o f In e f fe c t iv e  
s ta ff in g  In c id e n ts  reported  per the 29 CSPOs 1n p u b lic  in s t i t u ­
tions was .48  compared to  .43  fo r  the 7 CSPOs in  p r iv a te  In s t i t u ­
tio n s .

2
I t  was found th a t the average number o f In e f fe c t iv e  

s ta ff in g  In c id en ts  reported  per th e  14 CSPOs 1n the f i r s t  e n r o l l ­
ment c la s s if ic a t io n  was .4 3 , compared to  .58 fo r  the 12 CSPOs 
1n the second enro llm ent c la s s if ic a t io n  and .40 fo r  the  10 CSPOs 
1n the th ir d  enro llm ent c la s s if ic a t io n .



156

CSPOs1 h ighest degrees and areas o f  p os itio ns held ju s t  p r io r  to  

becoming a CSPO. (See Table 4 .1 9 .)

Table 4 .1 9 .— Percentage o f e f fe c t iv e  and In e f fe c t iv e  s ta f f in g  
Incidents by se lected  c h ie f  student personnel o f f ic e r  char­

a c te r is t ic s .

E ffe c tiv e

50 0100

38%

68%

27%

C h a ra c te r is t ic 4

14— SP — 4
8— Othei— 13

19--SS — 9
3— Other— 8

1 2 — New - - 1 0  

10— Exp — 7

In e f fe c t iv e

50 1 0 0

22%

62%

32%
73%

45%
41%

SP *  guidance and student personnel concentrations fo r  
highest earned degree; SS *  previous p o s itio n  in  student se rv ices ; 
New = served between one and f iv e  years as CSPO; Exp *  over f iv e  
years as CSPO.

Those CSPOs whose areas o f academic concentration  fo r  

th e ir  h ighest degrees were 1 n student personnel and guidance 

c la s s if ie d  2 2  percent o f  the 18 s ta f f in g  In c id e n ts  they provided  

as In e f fe c t iv e ,  w h ile  those CSPOs who had o th e r areas o f academic 

concentration c la s s if ie d  62 percent o f  21 Inc id en ts  as In e f fe c t iv e .^

^ I t  was found th a t the average number o f  In e f fe c t iv e  s t a f f ­
ing Inc idents  per the 10 CSPOs whose areas o f  academic concentra­
tion  were student personnel and guidance was .40  compared to  1 .18  
fo r the 11 CSPOs whose academic concentration  was In  o th er a reas .
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The CSPOs whose areas o f  academic concentration  fo r  th e i r  h ighest 

degrees were o ther than student personnel and guidance reported  

four (31 percent) under the area o f D isregarded s itu a t io n a l fa c to rs , 

Of the remaining n ine In c id e n ts , two Inc id en ts  were in  each o f  the  

areas Made requests based on opinion and w ithout adequate in fo r ­

mation, F a ile d  to  make d e c is io n s , and F a ile d  to  obta in  In p u t, w h ile  

the CSPOs whose areas o f academic concentration  were student 

personnel and guidance reported  75 percent o f th e ir  In c id en ts  1n 

the area o f  Made requests based on opinion and w ithout adequate 

In form ation . (See Table 4 .2 0 . )

Table 4 .2 0 .— Number o f  s ta f f in g  In c id en ts  per In e f fe c t iv e  behaviora l 
area by se lected  c h ie f  student personnel o f f ic e r  c h a ra c te r is t ic s .

In e f fe c t iv e  Area
C h a ra c te ris tic A B C D E F G Tota l

SP 3 0 0 1 0 0 0 4
Other 2 1 2 4 2 1 1 13

SS 4 1 0 2 2 0 0 9
Other 1 0 2 3 0 1 1 8

New 3 0 2 3 1 1 0 10
Exp 2 1 0 2 1 0 1 7

SP 3 guidance and student personnel concentrations fo r  
highest earned degree; SS 3 previous p o s itio n  1n student se rv ices ;  
New 3 served between one and f iv e  years as CSPO; Exp 3 over f iv e  
years as CSPO.

3 Made requests based on opinion and w ithou t adequate 
In form ation; B 3 Made a request th a t lacked support o f  o thers ;
C 3 F a ile d  to  make dec is ions; D 3 Disregarded s itu a t io n a l fa c to rs ;
E 3  F a iled  to  o b ta in  In p u t; F 3 Did not s ta te  p o s itio n  fra n k ly ;
G 3  F a iled  to  fo llo w  through on an a c tio n .
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When the percentages o f In e f fe c t iv e  in c id e n ts  reported  

were compared on the basis o f the areas o f the CSPOs1 p os itio ns  

ju s t p r io r  to  becoming a CSPO, i t  was found th a t those who held  

student services pos itio ns  provided a lower percentage o f  In e f ­

fe c tiv e  Inc idents  than those who served 1n o ther areas (32 per­

cent versus 73 p erc en t).^  Of the e ig h t in c id en ts  reported  by the  

CSPOs whose previous p o s itio n s  were 1n areas o ther than student 

serv ices, 63 percent were 1n the two areas o f D isregarded s itu a ­

tio n a l fa c to rs  and F a ile d  to  make d e c is io n s . I t  was found th a t  

44 percent o f  the nine Inc id en ts  reported by CSPOs whose previous  

positions were in student services were in  the area o f Made 

requests based on opinion and w ithou t adequate in fo rm a tio n .

Based on the experience o f the CSPOs i t  was found th a t  

new CSPOs (one to  f iv e  y e ars ) reported a s l ig h t ly  h igher p er­

centage o f  In e f fe c t iv e  In c id e n ts  than d id  experienced (over f iv e  

years) CSPOs. The new CSPOs c la s s if ie d  45 percent o f  22 In c id en ts

as In e ffe c t iv e  compared to  41 percent o f  17 in c id en ts  fo r  e x p e r l-  
2

enced CSPOs. S ix ty  percent o f the in e f fe c t iv e  in c id en ts  the new 

CSPOs provided were 1n the areas o f  Made requests based on opinion  

and w ithout adequate in fo rm ation  and Disregarded s itu a t io n a l fa c to r s . 

F if ty -e ig h t  percent o f the experienced CSPOs* inc id en ts  were 1n

^ I t  was found th a t  the average number o f in e f fe c t iv e
s ta ff in g  In c id en ts  per the 15 CSPOs whose previous p o s itio n s  were 
1n student serv ices was .60  compared to  1 .33  fo r  the 6  CSPOs 
whose previous p os itio ns  were in  o th e r areas.

2
I t  was found th a t  the average number o f In e f fe c t iv e

s ta ff in g  Inc id en ts  per the 10 CSPOs who were new was 1 .0 0  com­
pared to  .64  fo r  the 11 CSPOs who were experienced.
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the same two areas . But the new CSPOs reported  two In c id e n ts  In  

the area F a ile d  to  make d e c is io n s , w h ile  none were reported  In  

th is  area by experienced CSPOs. The behaviors on which the beha­

v io ra l areas were es tab lis h e d  and th e ir  re la t io n  to  CSPO e f fe c ­

tiveness and In e ffe c tiv e n e s s  a re  analyzed in  the next section  o f  

the chapter.

S ig n if ic a n t  Behaviors

This section  1s used to  describe the s ig n if ic a n t  areas  

o f behavior by presenting  in fo rm ation  on th e ir  behavioral com­

ponents and ap p ro pria te  comments made by CSPOs during the re p o rt­

ing o f  s ig n if ic a n t  In c id e n ts .

In  some o f  the Inc id en ts  they reported  on a d v is in g / 

re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g  tas ks , the CSPOs 

perceived themselves to  have been e f fe c t iv e  as a re s u lt  o f  th e ir  

having c o lle c te d , analyzed, and o b je c t iv e ly  presented data to  

c h ie f execu tive  o f f ic e r s .  In  a d d it io n , they Id e n t i f ie d  having 

exposed th e ir  c h ie f  execu tive  o f f ic e rs  e ith e r  to  persons, processes, 

or m a te ria ls  to  g ive  them background In fo rm ation  as e f fe c t iv e  beha­

v io rs . In  s h o rt, they su b stan tia ted  recommendations, proposals , 

and requests made to  the c h ie f  executive  o f f ic e r  w ith  data and 

in fo rm ation . As one CSPO pointed o u t, a CSPO should " a n tic ip a te  

and o bta in  answers fo r  the c h ie f  execu tive  o f f ic e r 's  question s ."  

S im ila r comments o ffe re d  were "get a l l  th e  fa c ts "  and "be b r ie f ,  

succinct and fa c tu a l."  Another CSPO sta ted  CSPOs need to  be 

"c o lle c to rs , analyzers and c a ta ly s ts ."  A p p ro p ria te ly , 1 t was 

found th a t when the CSPOs made recommendations, proposals , and
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requests based on opinion  and w ith o u t adequate p rep aratio n  and 

lim ited  In fo rm atio n , they perceived these behaviors to  have been 

In e ffe c tiv e  as they In te ra c te d  w ith  c h ie f  execu tive  o f f ic e r s .

Also on a l l  th ree  tasks 1 t was found the CSPOs perceived  

th e ir  behaviors o f  having emphasized p o l i t ic a l  support, o f  having 

convinced others o f the value o f a course o f  a c tio n , o f having 

others In te rcede w ith  the c h ie f  e x e c u tiv e , and o f  having worked 

cooperatively  w ith  others to  be e f fe c t iv e  1n o b ta in in g  o b je c tiv e s  

as they In te ra c te d  w ith  c h ie f  executive  o f f ic e r s .  The e f fe c t iv e  

behavioral areas developed were th a t the CSPOs Corroborated  

recommendations (proposals and requests) by In d ic a tin g  or o b ta in ­

ing support from o th e rs . As one CSPO commented, "My pres ident 

expects me to  develop support fo r  my proposals ." I t  was found 

that when the CSPOs1 o b je c tiv e s  were opposed by o th e rs , p a r t ic u ­

la r ly  the fa c u lty  and th e  c h ie f  e x e c u tiv e 's  c a b in e t, they reported  

they were In e f fe c t iv e .  One CSPO stressed the Importance o f Iden­

t ify in g  support fo r  and re s is ta n ce  to  o b jec tiv es  by others and 

another emphasized the Importance o f e s ta b lis h in g  the "groundwork" 

before In te ra c tin g  w ith  the c h ie f  execu tive  o f f ic e r .

When the CSPOs obtained and a p p ro p ria te ly  dissem inated  

Inform ation to th e  c h ie f  execu tive  o f f ic e r  and o th e rs , they  

perceived these behaviors to  be e f fe c t iv e  1n o b ta in in g  o b je c tiv e s  

on some o f the a d v is in g /re p o rtin g  and p lan n in g /o rg an iz in g  In c i ­

dents they rep o rted . The e f fe c t iv e  behavioral area developed 

was th a t  the  CSPOs Provided tim e ly  in fo rm a tio n . I n i t i a t i v e ,  

s e n s it iv ity ,  and the  development o f sources o f In fo rm ation  were
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fundamental behaviors as the  CSPOs a le r te d  c h ie f  execu tive  o f f ic e rs  

and others to  new s itu a tio n s  and kept them updated on s itu a tio n s  

that were ongoing. The In e f fe c t iv e  behaviora l a re a , F a ile d  to  

provide In fo rm atio n , was developed based on the In e f fe c t iv e  CSPOs' 

behaviors o f f a l l in g  to  keep themselves o r the c h ie f  executive  

fu l ly  Informed and not d issem inating in fo rm ation  to those w ith  a 

need to  know. As one CSPO noted, "Keep the p res iden t Inform ed, 

don't l e t  him be su rp ris ed !"  Another CSPO provided an a d d itio n a l 

dimension by observing, " In  some cases decis ions are not made by 

the p res id e n t, but by the  board o f tru s te e s . D on 't l e t  your 

superiors be su rp rised !"  Based on one In e f fe c t iv e  a d v is in g /  

reporting In c id e n t, the In e f fe c t iv e  area o f  Provided In fo rm ation  

In the wrong s e ttin g  was Id e n t i f ie d  and I t  was ascerta in ed  th a t  

CSPOs must understand when and where to  provide the c h ie f  execu­

t iv e  w ith  In form ation  as w e ll .

An e f fe c t iv e  behavioral area found on a d v is in g /re p o rtin g  

and p lann ing /organ iz ing  tasks was th a t  CSPOs Expressed p o s itio n s  

fra n k ly . A s in g u la r In e f fe c t iv e  In c id e n t, when a CSPO d id  not 

express his fe e lin g  about a candidate fo r  a p o s it io n , was Iden­

t i f ie d  on a s ta f f in g  ta s k . This area 1s based on communication 

behavior during CSP0-ch1ef executive o f f ic e r  In te ra c t io n . The 

e ffe c t iv e  behaviors u t i l iz e d  by the CSPOs were openness, expres­

sion o f fe e lin g s , and d ire c tn e s s . As one CSPO commented, he and 

the c h ie f executive  o f f ic e r  use each o ther as "sounding boards,"  

which Is  suggestive o f the next behaviora l a rea .
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The e f fe c t iv e  behavioral area o f  Obtained Input and feed­

back was Id e n t if ie d  fo r  a d v is in g /re p o rtin g  and p lan n in g /o rg an iz in g  

tasks and the opposing In e f fe c t iv e  behaviora l areas o f F a ile d  to  

obtain feedback and F a ile d  to  o b ta in  In p u t were Id e n t i f ie d  on 

ad v is in g /rep o rtin g  and s ta f f in g ,  in  th a t o rd e r. One CSPO sug­

gested, " I t  1s Im portant to  recognize the p re s id e n t's  need and 

perceptions." The behaviors u t i l iz e d  by CSPOs in  th is  e f fe c t iv e  

area were discussing p lan s , problems, and decisions w ith  the  

c h ie f executive o f f ic e r ;  having the c h ie f  execu tive  review  pro­

posals; seeking c la r i f ic a t io n  o f the c h ie f  execu tive  o f f ic e r 's  

expectations; and seeking the c h ie f  executive  o f f ic e r 's  ad v ice .

The f a i lu r e  to  o b ta in  feedback was also  perceived as an In e f fe c ­

t iv e  behavior when a CSPO reported th a t  he fa i le d  to  fo llo w  up a 

verbal re p o rt to  Insure the c h ie f  executive  o f f ic e r 's  understand­

ing o f 1 t .

The e f fe c t iv e  behavioral area o f Presented so lu tio n s  to  

problems was Id e n t if ie d  on p lan n in g /o rg an iz in g  and s ta f f in g  tasks . 

The behaviors u t i l iz e d  by CSPOs involved t h e ir  a b i l i t y  to  work 

w ith people, to  In v e s tig a te  and a s c e rta in  the fa c ts  o f  a s itu a ­

t io n , and to  remain f le x ib le  and develop a lte r n a te  s tra te g ie s  as 

s itu a tio n s  changed. In  a d d it io n , 1 t was found th a t CSPOs 

attempted to  modify conditions to  head o f f  p o te n tia l problems.

As one CSPO observed, "My p res ident expects me to  solve problems 

and make d ec is io n s ."

F a ile d  to  make decisions was Id e n t i f ie d  as an in e f fe c t iv e  

behavioral area on s ta f f in g .  In  the two Inc id en ts  re p o rte d , the
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CSPOs were confronted w ith  problem s itu a tio n s  and met w ith  th e ir  

ch ief executive o f f ic e rs  w ithou t having decided on a course o f  

action. In  both cases the c h ie f  executive  o f f ic e rs  responded 

by making decisions w ith  which the CSPOs were d isp leased . As a 

CSPO noted, " I t  is  im portant fo r  me to  make decisions fo r  the  

ch ief executive o f f ic e r  to  re a c t to ."

C losely  a l l ie d  to  dec is ion  making was the e f fe c t iv e  beha­

v io ra l area o f Took r is k s  on s ta f f in g  tasks . In  the reported  

Incidents the CSPO in  one case undertook the re s o lu tio n  o f  a 

problem w ith  knowledge th a t the c h ie f  execu tive  o f f ic e r  would be 

displeased, 1n another the CSPO p u rp o se fu lly  d id  not announce 

the possible ra m ific a tio n s  o f h is proposed ac tio n  to  the c h ie f  

executive o f f ic e r ,  and 1n the la s t  in c id e n t the CSPO "gambled" 

that a person would be ab le  to  handle a p o s itio n . A ll  these  

actions were taken 1n order to  address problem atic s itu a t io n s .

On a d v is in g /re p o rtin g , the fa c t  th a t CSPOs P ers is ted  

with reconmendatlons was id e n t if ie d  as an e f fe c t iv e  behavioral 

area. The behaviors u t i l iz e d  1n th is  area Included using various  

opportun ities  to  reemphasize problems or needs to  the c h ie f  

executive o f f ic e r  and resubm itting  a p rev iou s ly  Ignored recommen­

dation when a problem s itu a t io n  developed. The f a i lu r e  to  commit 

him self to  h is  o b je c tiv e s , which re su lted  1n lim ite d  attem pts to  

obtain them, was the behavior Id e n t if ie d  by one CSPO who reported  

an in e ffe c t iv e  in c id e n t under both a d v is in g /re p o rtin g  and p lann ing / 

organizing.
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Disregarded s itu a tio n a l fa c to rs  was found to  be an In e f ­

fe c tiv e  behavioral area th a t  was Id e n t i f ie d  fo r  a l l  th ree  tasks . 

In the reported In c id en ts  In d iv id u a l CSPOs made recommendations 

that would adversely a f fe c t  persons close to  the  c h ie f  e x e c u tiv e , 

proposed a p o lic y  change counter to  the c h ie f  executive  o f f ic e r 's  

value system, made requests counter to In s t itu t io n a l  p o lic y ,  

fa ile d  to consider budgetary l im ita t io n s ,  and recommended a 

cooperative program w ith  an In s t i tu t io n  w ith  which the c h ie f  

executive was having a " p o l i t ic a l"  problem.

An e f fe c t iv e  behavioral area th a t  was unique to s ta f f in g  

was composed o f behaviors used by CSPOs to  gain autonomy on these  

tasks. In  two out o f  the fo u r In c id en ts  re p o rte d , 1 t was found 

that the CSPOs openly argued the need fo r  autonomy to  the c h ie f  

executive o f f ic e r .  In  another In c id e n t the CSPO re s is te d  the  

ch ief executive  o f f ic e r 's  s p e c if ic a tio n  o f  the type o f person to  

be hired fo r  a p o s itio n  by p ro c ra s tin a tin g  in  the f i l l i n g  o f  the  

position . In  the f in a l  In c id e n t the CSPO overru led  h is  own s t a f f  

and nominated the candidate he f e l t  was best q u a lif ie d  fo r  a 

position . The comments provided by CSPOs on s ta f f in g  In d ica ted  

th a t c h ie f executive o f f ic e rs  took an a c tiv e  ro le  on s ta f f in g  

m atters. One CSPO noted th a t  h is  c h ie f  executive  had "strong  

fee lings" on the Importance o f  s ta f f in g ,  and another In d ica ted  

th a t h is  c h ie f  executive  wanted a chance to  provide Input on 

s ta ff in g  m atters . A t one In s t itu t io n  the CSPO s ta ted  th a t  the  

ch ie f executive  o f f ic e r  d id a l l  the h ir in g  o f p ro fess ional s t a f f .
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E stablished a negative p o s itio n  was an In e f fe c t iv e  beha­

v iora l area developed fo r  a d v is in g /re p o rtin g  and p la n n in g /o rg a n iz in g . 

The behaviors th a t  compose th is  area co n s is t o f attem pting  to  d is ­

suade the c h ie f  executive  o f f ic e r  from fo llo w in g  a course o f  

action , arguing ag a in st an assignm ent, f a l l in g  to  respond to  a 

ch ie f executive o f f ic e r 's  requ est, and re s is tin g  the c h ie f  execu­

t iv e 's  m o d ifica tio n  o f a proposal. As one CSPO commented, " I t  

1s Im portant to  accept assignments w ithout comment and then use 

other s tra te g ie s  to change the c h ie f  executive  o f f ic e r 's  pos i­

tio n ."  Based on the In c id en ts  re p o rted , 1 t was observed th a t  when 

the CSPO es tab lished  a negative p o s itio n  w ith  the c h ie f  execu tive  

o f f ic e r ,  subsequent attem pts to  change the c h ie f  e x e c u tiv e 's  mind 

were In e f fe c t iv e .

F in a l ly ,  s in g u la r Inc id en ts  under p lann ing /organzlng  and 

s ta ffin g  re su lted  in  the development o f  the In e f fe c t iv e  behavioral 

area of F a ile d  to  fo llo w  through on an a c t io n . In  one In c id e n t  

the CSPO d id  not Insure th a t  a subordinate completed arrangements 

fo r  a program, and 1n the o th e r the CSPO recommended h ir in g  a 

person whose q u a lif ic a t io n s  were In c o n s is ten t w ith  those 1n a 

proposal the c h ie f  executive had approved. The behaviors th a t  

CSPOs f e l t  CSPOs needed to  develop 1n order to  work e f fe c t iv e ly  

with c h ie f executive  o f f ic e rs  are presented 1n the next section  

of the chapter.



166

Needed C h ie f Student Personnel O f f ic e r  Behaviors

At the end o f each in te rv ie w  the CSPO being in te rv ie w e d  

was asked to  id e n t i fy  the behaviors th a t  he b e lie v e d  CSPOs needed 

to develop in  o rder to  work e f f e c t iv e ly  w ith  c h ie f  ex ecu tive  

o ff ic e rs . In  t o t a l ,  the 36 CSPOs provided 84 behav io ra l elements 

with most CSPOs s p e c ify in g  more than one type o f  b eh av io r. I t  

was found th a t the s p e c ifie d  behaviors could be grouped under two 

general areas: tec h n ica l behaviors and in te rp erso n a l behaviors .^

The 38 tech n ica l behaviors d e a lt  w ith  th in gs  and ideas and the 46 

in terpersonal behaviors d e a lt  w ith  people. Under each area th re e  

behavioral statem ents were developed th a t re f le c te d  s im ila r  beha­

v io ra l elem ents.

The in te rp e rs o n a l behav io ra l statem ents th a t  were 

developed, a p o s te r io r i ,  were:

1. Studying the c h ie f  ex ec u tiv e  o f f i c e r . The CSPOs 

sp ec ified  th a t  CSPOs should study t h e i r  c h ie f  exec u tiv e  o f f ic e r s  

in  order to  le a rn  t h e i r  v a lu e s , p r io r i t i e s ,  in te r e s ts ,  p o s itio n s  

on issues, and to  le a rn  what they do and do not respond to  as 

well as what they need to  know and what they s h o u ld n 't be bothered  

w ith .

2. Developing in te rp e rso n a l s k i l l s . The in te rp e rs o n a l 

s k i l ls  th a t  the CSPOs emphasized th a t  CSPOs should develop were 

the a b i l i t y  to  be open and honest, to  communicate 1n a v a r ie ty

1C hris A rg y r ls , In te rp e rs o n a l Competence and O rgan iza­
tio n a l E ffe c tiv e n e s s  (Homewood, 1 1 1 .: Dorsey Press, In c . ,  1 9 6 2 ),
p. 16, has observed th a t  a d m in is tra t iv e  competency can be a n a ly t ic  
a l ly  separated in to  these two in te r r e la te d  components.
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o f ways, to  be ag g ress ive  and p o s it iv e ,  and to  o p e ra te  w ith o u t a 

w in /lo se  ph ilosophy. The need to  be ta c t fu l  and d ip lo m a tic  was 

also s p e c if ie d .

3. E s ta b lis h in g  r e la t io n s h ip s . The c h ie f  e x e c u tiv e  

offlcer-C SPO  re la t io n s h ip  was described  by the  CSPOs as c o n s is tin g  

of constant and purposeful in te ra c t io n s  s tro n g ly  dependent on 

t ru s t .  I t  was noted th a t  CSPOs should make themselves a v a ila b le  

to the c h ie f  e x e c u tiv e  o f f ic e r s ,  on one hand, and on the o th e r  

hand, should seek t h e i r  adv ice and counsel. E s ta b lis h in g  r e la ­

tionships extended to  o th e r a re a s , as i t  was s tressed  th a t  CSPOs 

should get to  know o thers  1n the  In s t i tu t io n  s o c ia l ly ,  should  

in te ra c t  w ith  o th e r  a d m in is tra to rs  and fa c u l ty ,  and should , when 

p ossib le , in v o lv e  o th e r persons 1n th e ir  a c t i v i t i e s .  In  a d d it io n ,  

the CSPOs suggested th a t  CSPOs should expose t h e i r  c h ie f  e x ec u tiv e  

o ff ic e rs  to  t h e i r  s ta f fs  and th a t  they should g e t them selves and 

th e ir  s ta f fs  invo lved  1n ex trad ep artm en ta l assignm ents.

The te c h n ic a l b eh av io ra l statem ents th a t  were developed, 

a p o s te r io r i ,  were:

1. Studying th e  o rg a n iz a t io n . The CSPOs in d ic a te d  th a t  

CSPOs must come to  understand th e  o rg a n iz a tio n  o f  t h e i r  i n s t i ­

tu tio n s  and become observers o f  the  p o l i t i c a l  process so they  

know how th in gs  a re  done on a d ay -to -d a y  b a s is . Understanding  

the o rg a n iza tio n  and th e  p o l i t i c a l  process encompasses th e  CSPOs 

id e n tify in g  the philosophy o f  t h e i r  in s t i t u t io n s ,  keeping an 

in s t itu t io n a l  p e rs p e c tiv e , understanding t h e i r  own p o s itio n s  in
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the h ie ra rch y , and th e  a b i l i t y  to  gauge p u b lic  re a c tio n  on Issues 

and knowing when or when not to  do something.

2. Developing techn ica l s k i l l s . The CSPOs noted th a t  

CSPOs need to e s ta b lis h  th e ir  c re d e n tia ls  and become experts in  

th e ir  area and have a strong base 1n such o rg a n iza tio n a l s k i l ls

as planning, decis ion  making, budgeting, cost accounting, and o ther 

f is c a l m atters .

3 . C o lle c tin g  data and in fo rm a tio n . The CSPOs s p e c ifie d  

that CSPOs need to  Id e n t i fy  Issues in  t h e ir  In s t itu t io n s  and keep 

1n touch w ith  o ther In s t itu t io n s  in  order to  id e n t i fy  trends and 

changes. The fa c t  th a t  CSPOs need to  develop fa c ts  and fig u re s  

through research and to keep the c h ie f  execu tive  o f f ic e r  f u l l y  

Informed were fre q u e n tly  stressed as needed behaviors. Once the  

behavioral elements had been categorized  under the ap p ro pria te  

area, the percentages o f techn ica l and In te rp erso na l elements 

specified  were analyzed in re la t io n  to  se lected  in s t itu t io n a l  

variab les and CSPO c h a ra c te r is t ic s . (See Tables 4.21 and 4 .2 2 .)

I t  was found when the number o f  techn ica l and in te rp e r ­

sonal elements s p e c ifie d  by the CSPOs was analyzed in  r e la t io n  to  

selected in s t i tu t io n a l  v a ria b le s  th a t the in te rp erso n a l elements 

constitu ted  a c o n s is te n tly  h igher percentage o f the elements 

across the v a r ia b le s . The sm allest d iffe re n c e  in  the percentage 

o f techn ica l and in te rp erso na l elements was found fo r  CSPOs who 

served In  tw o-year In s t itu t io n s  (52 percent in te rp erso n a l versus 

48 percent te c h n ic a l)  and the la rg e s t d iffe re n c e  In  the p er­

centage o f tech n ica l and in te rp erso na l elements was found fo r



169

CSPOS 1n fo u r-y e a r In s t itu t io n s  (59 percent in te rp erso na l versus 

41 percent te c h n ic a l) .

Table 4 .2 1 .— Percentages o f  s p e c ifie d  tech n ica l and In te rp erso n a l 
elements by selected  in s t itu t io n a l  v a r ia b le s .

Technical ________  In te rp e rs o n a l0
V ariab le A B C Tota l % A B C Tota l %

2 Yr 5 12 8 25 48 5 9 13 27 52
4 Yr 5 4 4 13 41 8 3 8 19 59

PU 8 13 11 32 46 10 8 20 38 54
PR 2 3 1 6 43 3 4 1 8 57

I 4 7 3 14 45 4 7 6 17 55
I I 3 4 6 13 46 6 2 7 15 54
I I I 3 5 3 11 44 3 3 8 14 56

aPU -  p u b lic ; PR -  p r iv a te ;  I  = 1 -2 ,0 0 0  students; I I  ■ 2 ,0 0 1 -  
5,000 students; I I I  ■ 5,001 o r more students.

^Technical: A -  Studying the o rg a n iza tio n ; B -  Developing
technical s k i l l s ;  C = C o lle c tin g  data and in fo rm atio n .

in te r p e r s o n a l: A = Studying the c h ie f  executive  o f f ic e r ;
B * Developing in te rp erso na l s k i l l s ;  C = E s ta b lish in g  re la t io n s h ip s .

When selected  personal c h a ra c te r is t ic s  o f the CSPOs were 

used in  the an a lys is  o f  the number o f tech n ica l and in te rp erso n a l 

elements s p e c ifie d  by the CSPOs, 1 t was found th a t  the CSPOs who 

obtained th e ir  h ighest degrees 1n student personnel and guidance 

specified  a h igher percentage o f In te rp erso na l elements than d id  

CSPOs whose h ighest degrees were in  o ther areas (62 percent versus 

51 p ercen t). The nature o f the  CSPOs1 previous p os itio ns was 

found to  be c le a r ly  re la te d  to  the number o f In te rp erso na l and
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Table 4 .2 2 .— Percentages o f s p e c ifie d  tech n ica l and In te rp erso n a l 
elements by se lected  c h ie f  student personnel o f f ic e r  c h a ra c te r is t ic s .

Character­
is tic ®

Technical** In te rp e rs o n a l0
A B C Tota l % A B C T ota l %

SP 3 4 4 11 38 4 6 8 18 62
Other 7 12 8 27 49 9 6 13 28 51

SS 7 9 5 21 38 11 10 14 35 62
Other 3 7 7 17 61 2 2 7 11 39

New 7 10 6 23 47 7 6 13 26 53
Exp 3 6 6 15 43 6 6 8 20 57

SP *  guidance and student personnel concentrations fo r  
highest earned degree; SS = previous p o s itio n  1n student se rv ices ; 
New = served between one and f iv e  years as CSPO; Exp = over f iv e  
years as CSPO.

^Technical: A *  Studying the o rg a n iza tio n ; B *  Develop­
ing techn ica l s k i l l s ;  C = C o lle c tin g  data and In fo rm ation .

in te r p e r s o n a l: A = Studying the c h ie f  executive  o f f ic e r ;
B « Developing In te rp erso n a l s k i l l s ;  C = E s ta b lish in g  re la t io n s h ip s .

technical elements s p e c if ie d . I t  was found th a t  CSPOs whose pre­

vious p o s itio ns  were 1n student services s p e c ifie d  62 percent o f  

th e ir  elements as In te rp erso na l and the CSPOs who served 1n posi­

tions In  o ther areas s p e c ifie d  61 percent o f  th e ir  elements as 

tec h n ica l. O vera ll 1 t was found th a t  E s tab lish in g  re la t io n s h ip s , 

in the In te rp erso na l a re a , was the category o f behavior comprised 

of the most elements (2 1 ) ,  w h ile  Studying the o rg an iza tio n  was the  

category o f  behavior comprised o f the fewest elements (1 0 ) ,  1n 

the techn ica l a re a .
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Methods and Procedures 

As p a rt o f  each In te rv ie w  the CSPO was requested to  

provide comments on the study and I ts  methods. In  a d d it io n , during  

the In te rv ie w  and an a lys is  stages o f the study the researcher 

made observations on CSPOs1 reactions to  the study and I t s  methods 

and studied possib le  d iffe re n c e s  1n In fo rm ation  gained through 

fa c e -to -fa c e  and telephone In te rv ie w s .

One CSPO described the study as "awesome" and another 

stated th a t  the study "scared" him. One CSPO questioned whether 

or not the researcher had d i f f i c u l t y  g e ttin g  CSPOs to  p a r t ic ip a te  

In the study, and when Informed th a t i t  had not been a problem 

expressed su rp rise  th a t  CSPOs were w i l l in g  to  discuss th e ir  in t e r ­

actions w ith  c h ie f  executive  o f f ic e r s .

At the beginning o f each in te rv ie w , a f te r  the CSPOs had 

been In s tru c te d  in  the In c id e n t form at and given the task d e f i ­

n it io n s , the researcher observed th a t some CSPOs were troub led  by 

the s p e c if ic ity  o f the study. Subsequently, when Informed th a t  

the researcher would a s s is t them by asking a p p ro p ria te  questions, 

and a f te r  having reported  one in c id e n t, the CSPOs "re laxed" and 

In the m a jo r ity  o f  cases experienced no d i f f i c u l t y  1n re p o rtin g  

In c id e n ts . Several CSPOs d id  suggest th a t  I t  may have been b e tte r  

I f  they had been sent the In s tru c tio n s  In  advance o f  the In te rv ie w  

so they could have prepared. One CSPO who pondered th is  question  

on his own concluded th a t he believed  the "cold approach" was 

the best. I t  was noted, by the research er, th a t  the s tru c tu red  

In te rv iew  form at was a d e f in i te  assis tance 1n o b ta in in g  the



172

desired In fo rm atio n . In  some cases the CSPOs would provide very  

cursory d escrip tio n s  o f In c id en ts  w h ile  others would provide  

elaborate  d e ta il  w ith  l im ite d  substance. In  most cases the use 

of probing questions c la r i f ie d  the Inc id en ts  and almost In e v i t ­

ably re su lte d  in new in form ation  being developed. I t  was observed 

th a t a f te r  the re p o rtin g  o f th ree  to  fo u r In c id e n ts , 1n many cases, 

the CSPOs seemed to "run dry" and o ften  commented th a t was about 

a l l  they could "come up w ith ."

A t the conclusion o f th e ir  in te rv ie w s  the  m a jo r ity  o f  

CSPOs expressed the opinion th a t 1 t was e ith e r  a good or In t e r ­

esting study. Some p a r t ic u la r  comments received were th a t the  

study was novel and th a t such a study was needed. One CSPO com­

mented th a t 1 t was the f i r s t  tim e he had been Involved 1n such an 

"1n-depth" study. Several CSPOs commented on the method o f c o l­

le c tin g  re c a lle d  d a ta . One CSPO observed th a t some consciousness 

ra is in g  occurred as a re s u lt  and another c a lle d  I t  a lea rn in g  

process. In  one Instance a CSPO commented th a t although a b e lie v e r  

In behavioral o b je c tiv e s , he got "hung-up" in  attem pting  to  des­

cribe  his own behaviors. Another CSPO commented on the d i f f i c u l t y  

o f attem pting to  p in p o in t s p e c if ic  behaviors used, and another 

Ind icated  d i f f i c u l t y  1n d is tin g u is h in g  between c le a r -c u t  e f fe c ­

t iv e  and In e f fe c t iv e  In c id e n ts . I t  was observed, a ls o , th a t task  

c la s s if ic a t io n  was troublesom e. In severa l Instances CSPOs 

suggested th a t  1 t m ight be b e tte r  fo r  the researcher to  c la s s ify  

the In c id e n ts .
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On the method o f  data c o lle c t io n , several CSPOs commented 

that they would not have p a rt ic ip a te d  In  the study 1 f a question ­

naire had been used, and one went so f a r  as to  say th a t  1 t would 

have been Im possible to  conduct the study w ith  a q u e s tio n n a ire . 

Several CSPOs commented th a t the rese arch er's  w illin g n e s s  to  

personally In te rv ie w  them conveyed commitment to  the  study and 

resu lted  1n t h e ir  p a r t ic ip a t io n . One CSPO commented th a t  he 

found the use o f  the telephone in te rv ie w  in te re s t in g .

The an a lys is  o f the fa c e -to -fa c e  and telephone In te rv ie w

methods and the In fo rm ation  obtained by them led  to several

In te re s tin g  f in d in g s . I t  was found th a t the average telephone  

In terv iew  las ted  60 .25  minutes and produced on the average 4 .0  

In c id e n ts , w h ile  the average personal in te rv ie w  las ted  65 .50  

minutes and produced on the average 3 .85  In c id e n ts . In  a d d it io n ,

the time Involvement o f  the researcher was much g re a te r In  the

fa c e -to -fa c e  In te rv ie w . Besides tra v e l tim e , the researcher also  

spent a d d itio n a l tim e w ith  the CSPO before and a f t e r  the In te rv ie w .  

On the o th e r hand, the fa c e -to -fa c e  In te rv ie w  was not as " s te r i le "  

as the telephone in te rv ie w . In  the fa c e -to -fa c e  In te rv ie w  the  

researcher could observe the In s t i tu t io n  and the s p e c if ic  s e t­

tings in  which a CSPO worked and m a te ria ls  which the CSPO f e l t  

germane to reported  In c id e n ts . Other disadvantages found w ith  the  

telephone procedure were the ease w ith  which a CSPO could break 

o f f  an In te rv ie w  and ask to  be recon tacted , or request to  have the 

In terv iew  rescheduled, both o f which happened on several occasions. 

A fte r completing th e ir  telephone In te rv ie w  two CSPOs said  they
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would have p re fe rre d  the fa c e -to -fa c e  In te rv ie w  and one o f them 

stated he f e l t  a telephone In te rv ie w  was more d i f f i c u l t  than a 

fa c e -to -fa c e  in te rv ie w .

A comparison o f the In fo rm ation  obtained by the two 

methods re s u lte d  In  the  fin d in g  th a t CSPOs who were in terv iew ed  

over the telephone reported  a h igher percentage o f In e f fe c t iv e  

Incidents than d id  the CSPOs in te rv iew ed  fa c e - to - fa c e . Of the  

64 Inc idents  obtained over the te lephone, 36 percent were In e f ­

fe c tiv e  compared to 32 percent o f  the 77 In c id e n ts  obtained  

fa c e -to -fa c e . No o th e r d iffe re n c e s  in  the In fo rm atio n  obtained  

were Id e n t i f ie d .

Summary

In  th is  chapter the fin d in g s  o f  the study were presented  

and analyzed. The f i r s t  section  o f the chapter was used to  

report and analyze the c h a ra c te r is t ic s  o f  the 36 c h ie f  student 

personnel o f f ic e r s  (CSPO) who were In terv iew ed  and th e  s ig n if ic a n t  

Incidents they provided. I t  was found th a t 97 percent o f  the  

CSPOs se lected  fo r  the study were m ale, w ith  a mean age o f 41 .6  

years, and the 1 fem ale was 43 years o f  age. A c le a r  m a jo r ity  o f  

a l l  the CSPOs held t i t l e s  o f  dean (72 p e rc e n t), but 1 t was noted 

th a t o f the CSPOs 1n fo u r-y e a r p u b lic  In s t itu t io n s  62 percent 

held t i t l e s  o f  v ic e -p re s id e n t.

An an a lys is  o f  the CSPOs1 educational backgrounds revealed  

th a t fo r  58 percent o f  the CSPOs the m aster's  degree was the  

highest degree earned; however, o f  the CSPOs 1n fo u r-y e a r p ub lic
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In s t itu t io n s  62 percent held a d o c to ra te . The an a ly s is  o f  the  

CSPOs' areas o f  academic concentration  fo r  th e ir  h ighest degrees 

resu lted  in  th e  fin d in g s  th a t 69 percent had earned t h e i r  h ighest 

degree 1n the f i e ld  o f education , and 33 percent had concentrated  

on student personnel and guidance w h ile  studying fo r  th e ir  

highest degree. By le v e l and contro l o f in s t itu t io n s  1n which the  

CSPOs served, 1 t was determined th a t  tw o-year p u b lic  In s t i tu t io n s ,  

as a group, had the h ighest percentage o f CSPOs who In d ica te d  

student personnel and guidance concentrations fo r  th e ir  h ighest 

degree (48 p e rc e n t).

Using the t i t l e s  o f  t h e ir  previous p o s itio n s  as an In d i ­

cation o f the CSPOs' experience 1n student s e rv ic e s , 1 t was found 

th a t 64 percent o f the CSPOs were Id e n t i f ie d  as having held a 

position  In  student serv ices Im m ediately p r io r  to  becoming a CSPO. 

Of the CSPOs In  fo u r-y e a r p r iv a te  In s t i tu t io n s ,  80 percent had a 

position  1n student serv ices Im m ediately p r io r  to  becoming CSPOs, 

w hile th is  was tru e  fo r  only 38 percent o f  the CSPOs 1n fo u r-y e a r  

public In s t itu t io n s .  The an a lys is  o f  the lo ca tio n s  o f the CSPOs' 

positions Im m ediately p r io r  to  becoming a CSPO re s u lte d  In  the  

find in g  th a t  56 percent held t h e ir  previous p o s itio n s  a t  the  

In s t itu t io n s  where they served as the CSPO, w ith  87 percent o f  

the CSPOs 1n fo u r-y e a r pub lic  In s t itu t io n s  re p o rtin g  th is  circum ­

stance.

I t  was determined th a t the la rg e s t percentages o f the  

CSPOs In te ra c te d , on the average, w ith  t h e ir  c h ie f  execu tive  

o ffic e rs  on student services m atters 1n form al s e ttin g s  between
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one and f iv e  times per month (55 percent) and 1n Inform al s e ttin g s  

six or more tim es per month (66 p e rc e n t). The h ighest reported  

average number o f In te ra c tio n s  in  inform al s e ttin g s  was 60 times 

per month. Based on past task In te ra c tio n s  w ith  c h ie f  executive  

o ff ic e rs , the CSPOs reported  141 s ig n if ic a n t  Inc id en ts  o f which 

55 were on a d v is in g /re p o rtin g , 47 were on p la n n in g /o rg a n iz in g , and 

39 were on s ta f f in g  tasks . S ix ty -seven  percent o f a l l  the in c i ­

dents reported were e f fe c t iv e  and 33 percent were in e f fe c t iv e  in  

nature.

Th1rty-n1ne percent was the h ighest percentage o f  in e f ­

fe c tiv e  Inc id en ts  Id e n t i f ie d  on the basis o f  se lec ted  In s t i t u ­

tio n a l v a r ia b le s , w ith  CSPOs 1n both fo u r-y e a r and p r iv a te  

in s t itu t io n s  re p o rtin g  th is  percentage. On the  basis o f  se lected  

CSPO c h a ra c te r is t ic s  1 t was found th a t  CSPOs whose areas o f  aca­

demic concentration  fo r  th e ir  h ighest degree were o ther than 

student personnel and guidance reported  the  h ighest percentage o f  

In e ffe c tiv e  Inc idents  (40 p e rc e n t). I t  was noted th a t  a 1 p er­

cent d iffe re n c e  ex is ted  between the percentages o f in e f fe c t iv e  

Incidents reported by new (one to  f iv e  years as CSPO) and e x p e ri­

enced (over f iv e  years as CSPO) CSPOs. The new and experienced  

CSPOs reported 34 and 33 percent In e f fe c t iv e  In c id e n ts , respec­

t iv e ly .  By tas k s , the h ighest percentage o f e f fe c t iv e  In c id e n ts  

was found to  be reported on p lann ing /o rgan iz ing  (79 percent) and 

the lowest percentage o f e f fe c t iv e  In c id e n ts  on s ta f f in g  (56 per­

cen t). S ix ty - fo u r  percent o f the a d v is in g /re p o rtin g  In c id en ts  

reported were e f fe c t iv e .
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In  the second, t h ir d ,  and fo u rth  sections o f the chapter 

the s ig n if ic a n t  behaviora l areas th a t  were In d u c tiv e ly  developed 

fo r a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g  tasks , 

re s p e c tiv e ly , were presented along w ith  In c id e n t ab s trac ts  th a t  

highlighted  the behaviors CSPOs perceived to  be s ig n if ic a n t  w ith in  

the context o f  the in c id e n t. Also presented 1n each o f these  

sections were the d iffe re n c e s  Id e n t if ie d  In  the percentages o f 

In e ffe c tiv e  task In c id e n ts  on the basis o f se lected  CSPO char­

a c te r is t ic s  and In s t i tu t io n a l  v a ria b le s  and the number o f in e f ­

fe c tiv e  Inc id en ts  per behavioral area by the same v a r ia b le s .

I t  was found th a t 6 areas o f  e f fe c t iv e  behavior and 8 

areas o f In e f fe c t iv e  behavior re su lted  from the groupings o f  

s im ila r behaviors perceived s ig n if ic a n t  by the CSPOs in  the 35 

e ffe c t iv e  and 20 In e f fe c t iv e  a d v is in g /re p o rtin g  in c id en ts  they  

reported. These areas were:

I .  E ffe c tiv e

A. Substantia ted  recommendations w ith  data and In fo rm ation

B. Corroborated recommendations by In d ic a tin g  and o b ta in ing  
support from others

C. Provided tim e ly  In fo rm ation

D. Expressed p o s itio n s  fra n k ly

E. Obtained in p u t and feedback

F. P ers is ted  w ith  recommendations

I I .  In e f fe c t iv e

A. Made recomnendatlons based on opinion and w ith ou t adequate 
In form ation

B. Made recommendations th a t lacked support o f  others



178

C. F a ile d  to provide In form ation

D. Disregarded s itu a t io n a l fa c to rs

E. Estab lished a negative  p o s itio n

F. F a ile d  to  o b ta in  feedback

G. Provided In fo rm ation  In  the wrong s e tt in g

H. F a ile d  to  p e rs is t  w ith  a recommendation

On the basis o f  compared in s t itu t io n a l  v a r ia b le s , the  

greatest d iffe re n c e  found 1n the percentages o f  in e f fe c t iv e  

a d v is in g /rep o rtin g  inc id en ts  was between le v e ls  o f  In s t itu t io n s .  

CSPOs In  fo u r-y e a r In s t itu t io n s  reported 46 percent in e f fe c t iv e  

Inc id en ts , 17 percent more than CSPOs 1n tw o-year In s t itu t io n s .

The highest percentage o f  the inc id en ts  provided by the CSPOs In  

four-year In s t itu t io n s  was 1n the behavioral area E stab lished a 

negative p o s it io n . By compared CSPO c h a ra c te r is t ic s , the  g re a te s t  

d iffe ren c e  in  the percentages o f  in e f fe c t iv e  a d v is in g /re p o rtin g  

incidents was between new and experienced CSPOs. Those CSPOs who 

held th e ir  pos itions between one and f iv e  years (new) reported  

42 percent In e f fe c t iv e  in c id en ts  compared to  27 percent by CSPOs 

who had held th e ir  p o s itio n s  over f iv e  years (ex p erien ced ). The 

two areas o f  Made recommendations th a t lacked support o f others  

and Established a negative  p o s itio n  each contained e q u a lly  the  

highest percentage o f in e f fe c t iv e  Inc id en ts  provided by new CSPOs.

For p lann ing /o rgan iz ing  tas ks , 6 areas o f e f fe c t iv e  and 7 

areas o f In e f fe c t iv e  behavior were es tab lished  based on the  

s ig n if ic a n t behaviors reported  1n 37 e f fe c t iv e  and 10 In e f fe c t iv e  

Inc idents . These areas were:
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I .  E ffe c tiv e

A. S ubstantia ted  proposals w ith  data and in fo rm ation

B. Corroborated proposals and actions by In d ic a tin g  and 
obta in ing  support o f others

C. Provided tim e ly  In fo rm ation

D. Expressed p o s itio n s  fra n k ly

E. Obtained input and feedback

F. Presented so lu tio ns to  problems

I I .  In e ffe c t iv e

A. Made a proposal w ithou t adequate in fo rm ation

B. Made proposals th a t lacked support o f others

C. F a ile d  to  provide In fo rm ation

D. Disregarded s itu a t io n a l fa c to rs

E. Estab lished a negative  p o s itio n

F. F a ile d  to p e rs is t w ith  a proposal

G. F a ile d  to  fo llo w  through on an ac tion

Comparing the number o f  In e f fe c t iv e  In c id e n ts  by in s t i t u ­

tio n a l v a r ia b le s . I t  was found th a t  11 percent d iffe re n c e s  ex is ted  

between the In e f fe c t iv e  in c id e n ts  reported  by CSPOs in  two- and 

fo u r-year In s t itu t io n s  and by CSPOs 1n In s t itu t io n s  th a t  had 2 ,000  

students or fewer (c la s s if ic a t io n  I )  and those 1n in s t itu t io n s  w ith  

over 5,000 students (c la s s if ic a t io n  I I I ) .  The la rg e s t percentage  

o f in e ffe c t iv e  Inc id en ts  re p o rte d , though, was by the CSPOs In  

fo u r-year In s t itu t io n s  (28 p e rc e n t). The h ighest percentage o f the  

In e ffe c tiv e  p lann ing /o rgan iz ing  In c id e n ts  provided by CSPOs 1n 

four-year in s t itu t io n s  was 1n the area F a ile d  to  provide in fo rm a tio n .
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On the basis o f compared CSPO c h a ra c te r is t ic s , the g re a te s t d i f ­

ference in  the percentages o f In e f fe c t iv e  p la n n in g /o rg a n iz in g  

Incidents was by experience. CSPOs w ith  one to  f iv e  years In  

th e ir  p os itio ns (new) reported  14 percent in e f fe c t iv e  In c id e n ts  

and CSPOs w ith  over f iv e  years in  th e ir  p o s itio n s  (experienced) 

reported 33 percent In e f fe c t iv e  in c id e n ts . The h ighest percentage  

of the in e f fe c t iv e  p lan n in g /o rg an iz in g  in c id e n ts  reported  by 

experienced CSPOs was in  the area o f Made proposals th a t lacked  

support o f o th e rs .

I t  was found th a t 5 areas o f e f fe c t iv e  behavior and 7 

areas o f in e f fe c t iv e  behavior re s u lte d  from the grouping o f s im i­

la r  behaviors perceived s ig n if ic a n t  by the CSPOs in  the 22 e f fe c ­

tiv e  and 17 in e f fe c t iv e  s ta f f in g  in c id e n ts  they provided. These 

areas were:

I .  E ffe c tiv e

A. Substantia ted  requests w ith  data and in fo rm ation

B. Corroborated requests by in d ic a tin g  and o b ta in in g  support 
o f others

C. Sought autonomy

D. Presented so lu tio ns  to problems

E. Took r is k s

I I .  In e f fe c t iv e

A. Made requests based on opinion and w ith ou t adequate 
In fo rm ation

B. Made a request th a t  lacked support o f  o thers

C. F a ile d  to  make decisions

D. Disregarded s itu a t io n a l fac to rs
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E. F a ile d  to  o b ta in  Inp ut

F. Did not s ta te  p o s itio n  fra n k ly

G. F a ile d  to  fo llo w  through on an ac tion

On the basis o f  compared In s t i tu t io n a l  v a r ia b le s , the  

greatest d iffe re n c e  in  the percentages o f in e f fe c t iv e  s ta f f in g  

incidents provided was between CSPOs in  In s t itu t io n s  w ith  2,001 

to 5,000 students (c la s s if ic a t io n  I I )  and by CSPOs in  in s t i t u ­

tions w ith  over 5 ,000  students (c la s s if ic a t io n  I I I ) ,  who reported  

58 and 40 percent in e f fe c t iv e  In c id e n ts , re s p e c tiv e ly . The high­

est percentages o f the  in e f fe c t iv e  s ta f f in g  Inc id en ts  provided by 

CSPOs in  In s t itu t io n s  1n the second s ize  c la s s if ic a t io n  were 

equally placed 1n the th ree  areas o f  Made requests based on opinion  

and w ithout adequate in fo rm a tio n , D isregarded s itu a t io n a l fa c to rs , 

and F a ile d  to  o b ta in  in p u t. By compared CSPO c h a ra c te r is t ic s ,  

the g re a te s t d iffe re n c e  found in the percentage o f in e f fe c t iv e  

s ta ff in g  in c id en ts  was between CSPOs whose p o s itio n s  im m ediately  

p rio r to  becoming a CSPO were in  student serv ices and those CSPOs 

whose p o s itio n s  were in  o th e r a re a s , who reported  32 and 73 p er­

cent in e f fe c t iv e  in c id e n ts , re s p e c tiv e ly . The h ighest percentage  

o f the in e f fe c t iv e  s ta f f in g  in c id e n ts  provided by CSPOs whose 

previous p o s itio n s  were not in  student serv ices was in  the area o f  

Disregarded s itu a t io n a l fa c to r s .

The f i f t h  section  o f  the chapter was used to  am p lify  the  

s ig n if ic a n t areas o f  CSPO task behav io r. In fo rm ation  on th e ir  

behavioral components along w ith  comments made by the CSPOs during  

the repo rtin g  o f inc id en ts  was presented. I t  was noted th a t
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comments made by the CSPOs during the re p o rtin g  o f In c id en ts  

re fle c te d  th e ir  perceptions o f both th e ir  ro les  and th e ir  c h ie f  

executive o f f ic e r s ' exp ec ta tion s .

Presented 1n the s ix th  section  o f the chapter was the  

analysis o f  behaviors th a t the CSPOs f e l t  CSPOs needed to  develop  

1n order to  work e f fe c t iv e ly  w ith  c h ie f  execu tive  o f f ic e r s .  I t  

was found th a t  the CSPOs s p e c ifie d  both tec h n ica l and In te rp e r ­

sonal behaviors. These behaviors (elem ents) were ca tegorized  

In to  three behavioral statem ents under techn ica l and In te rp erso n a l 

areas. In the In te rp erso na l area the th ree  behavioral statem ents  

established were: Studying the c h ie f  execu tive  o f f i c e r . Develop­

ing In terpersonal s k i l l s , and E s tab lish in g  re la t io n s h ip s . In  the  

technical area the th re e  behaviora l statem ents es tab lish ed  were: 

Studying the  o rg a n iz a tio n . Developing tech n ica l s k i l l s , and 

C o llec ting  data and in fo rm a tio n . When the number o f  tec h n ica l 

and In terpersonal elements was analyzed 1n r e la t io n  to  se lected  

in s t itu t io n a l v a ria b le s  and se lected  CSPO c h a ra c te r is t ic s , the  

g reatest percentage d iffe re n c e  In  the In te rp erso na l behaviors  

provided was between CSPOs whose previous p o s itio n s  lirm ediate ly  

p rio r to  becoming a CSPO were 1n student serv ices (62 percen t) 

and CSPOs whose previous p o s itio n s  were 1n o th e r areas (39 p e rc e n t).

The seventh and f in a l  section  o f the chapter was devoted 

to presenting fin d in g s  on the research method and procedures o f  

the study. I t  was determined th a t  CSPOs 1n general reacted  

favorably to the study and several expressed the opinion th a t a 

study o f  CSP0-ch1ef executive  o f f ic e r  In te ra c tio n  was needed.
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Some o f the CSPOs had d i f f i c u l t y  ca te g o riz in g  In c id en ts  by tasks . 

Id e n tify in g  th e ir  behaviors 1n In c id e n ts , and determ ining c le a r -  

cut e f fe c t iv e  and In e f fe c t iv e  In c id e n ts . In  a d d it io n , several 

CSPOs described the re c a llin g  o f  s ig n if ic a n t  In c id en ts  and the  

associated behaviors as a lea rn in g  experience. The CSPOs were 

favorably disposed to the use o f in te rv iew s  to  c o lle c t  inform a­

tion  and several commented th a t  a q uestion n a ire  would not have been 

appropriate fo r  the study. I t  was determined by the researcher 

that the telephone and fa c e -to -fa c e  In te rv ie w  procedures used 1n 

the study both had advantages and disadvantages. The telephone  

In terview s were more convenient fo r  the research er, but I t  was 

easier fo r  the CSPOs to  term inate  o r reschedule them. The fa c e -  

to -face  In te rv iew s  were more p erso na l, but more tim e consuming 

fo r the researcher. The telephone in te rv ie w s  were found to  have 

lasted an average o f 60 .25  minutes and re s u lte d  1n the c o lle c tio n  

o f 4 .0  usable In c id en ts  per in te rv ie w  on the average, w h ile  the  

fa c e -to -fa c e  in te rv iew s  la s te d  an average o f 65 .50  minutes and 

resu lted  1n the c o lle c t io n  o f 3 .8 5  usable Inc id en ts  per In te rv ie w  

on the average. In a d d it io n , 1 t was found th a t  o f the In c id en ts  

provided by CSPOs In terv iew ed  by te lephone, 36 percent were In e f ­

fe c tiv e  1n n a tu re , and o f those in te rv iew ed  fa c e - to - fa c e , 32 percent 

were In e f fe c t iv e  in  natu re .



CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

Summary

The Problem

While the importance o f  the c h ie f student personnel 

o ff ic e r  (CSPO )-chief executive  o f f ic e r  re la t io n s h ip  had been 

e x p lic i t ly  s ta ted  by others concerned w ith  the CSPO's p o s itio n  

and the ad m in is tra tio n  o f student s e rv ic e s , a review  o f the l i t ­

erature on the CSPO fa i le d  to reveal a study th a t  had syste­

m a tic a lly  In v es tig a te d  behaviors u t i l iz e d  by CSPOs as they in t e r ­

act w ith  c h ie f executive  o f f ic e rs  in  the performance o f tasks  

fo r which they are  responsib le .

The need to  id e n t ify  behaviors CSPOs m anifest to  achieve  

task o b jec tiv es  as they In te ra c t  w ith  c h ie f  execu tive  o f f ic e r s  

was based on the premise th a t the process o f a d m in is tra tio n  1s 

based on socia l In te ra c t io n . Persons concerned w ith  the CSPO's 

p o s itio n , such as tra in e rs  o f  student personnel workers and 

position  a s p ira n ts , must have behavioral d es crip tio n s  o f the ways 

persons 1n CSPO p o s itio n s  succeed or f a l l  as they In te ra c t  w ith  

other key p os itio ns  1n th e ir  ro le  s e t 1 f they are  to  teach or 

develop ap p ro p ria te  a d m in is tra tiv e  s k i l l s .  The In fe rre d  need to  

Id e n tify  s ig n if ic a n t  behaviors led d ir e c t ly  to  the c e n tra l ques­

tion  o f the study, which was:

184
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What behaviors do CSPOs perceive to be s ig n if ic a n t  
(e ith e r  e f fe c t iv e  o r In e f fe c t iv e )  as they in te ra c t  
w ith  c h ie f  execu tive  o f f ic e rs  on selected  im portant 
tasks and what are the s ig n if ic a n t  areas o f task  
behavior?

Design o f the Study

To answer the c e n tra l question o f the study, a m o d ifica ­

tion  o f the C r it ic a l  In c id e n t Technique (C IT ) was used to c o lle c t  

and analyze In fo rm ation  on the behaviors th a t CSPOs perceived to  

be s ig n if ic a n t  as they In te ra c te d  w ith  c h ie f  executive  o f f ic e rs  on 

three im portant tasks they p erso n a lly  perform ed.

In order to  id e n t i fy  behaviors common to CSPO p o s itio n s  

1n d if fe r e n t  In s t itu t io n a l  s e tt in g s , and y e t to  be ab le  to  c o l­

le c t in form ation  from CSPOs by the personal in te rv ie w  method, 

the study was lim ite d  to selected  CSPOs in  a v a r ie ty  o f Michigan  

colleges and u n iv e rs it ie s . The f i r s t  step taken in  the c o lle c ­

tion  o f In form ation  was to  send a question n a ire  to  76 CSPOs who 

served in Michigan co lleges and u n iv e rs it ie s , o r th e ir  branch 

campuses, which o ffe re d  general academic programs and which were 

accred ited , or were candidates fo r  a c c re d ita t io n , by the North  

Central Association o f Colleges and Secondary Schools. The in fo r ­

mation obtained from the returned questionnaires was used to  

id e n tify  CSPOs who served in  th e ir  p o s itio n  fo r  a t  le a s t one 

year and who reported d ir e c t ly  to  the c h ie f  executive  o f f ic e r ;

CSPOs w il l in g  to  p a r t ic ip a te  1n the study; and th ree  task s ta te ­

ments, ranked by the CSPOs according to  th e ir  order o f Impor­

tance, which the CSPOs p erso n a lly  performed th a t  requ ired  in te ra c tio n
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with the c h ie f  executive o f f ic e r .  Each o f the 114 task s ta te ­

ments received from 39 CSPOs meeting tenure and re p o rtin g  c r i t e r i a ,  

who responded to e ith e r  one o f the two m ailin gs  o f  the question ­

n a ire , were sorted in to  seven task ca tegories  developed from  

G ulick 's  seven functions o f c h ie f  executive  o f f ic e rs .^  The 

researcher's placement o f  task statem ents in to  the task c a te ­

gories was v e r i f ie d  by having two persons experienced in  adm inis­

tra tio n  each s o rt a random sample o f respondents' task statem ents. 

Ninety percent agreement on the placement o f  the task statem ents 

was found In each ins tan ce . Based on th e ir  mean ranked order 1 t 

was determined th a t  In  descending order o f  importance p la n n in g / 

organ izing, a d v is in g /re p o rtin g , and s ta f f in g  tasks were the  th ree  

most im portant tasks . On the basis o f  the value obtained fo r  

the Kendall C o e ff ic ie n t  o f  Concordance, i t  was determined th a t  

the CSPOs had e s s e n tia lly  used the same standard o f Importance 

as they assigned rankings to the tasks.

A telephone fo llo w -u p  procedure was used to  contact 

CSPOs who had not responded to  e ith e r  o f  the two question n a ire  

m ailings. With the responses gained from the fo llo w -u p  proce­

dure, a to ta l  response ra te  o f  94 percent was obta ined . As 

a re s u lt ,  42 CSPOs were Id e n t i f ie d  who met the es tab lished  

c r i te r ia  fo r  in c lu s io n  in  the study and were w i l l in g  to  p a r t i c i ­

pate 1n i t .  Subsequently, 4 o f  the 42 CSPOs were used to  conduct 

a p i lo t  study o f  the in te rv ie w  procedure and 2 became u n a va ilab le  

fo r  In te rv ie w .

^ G u llc k , "N otes on th e  Theory o f  O rg a n iz a t io n ,"  p . 13.
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The rem aining 36 CSPOs who were In te rv ie w e d  c o n s titu te d  

a 73 percent sample o f  the  CSPOs who had responded and met the  

c r i t e r ia  fo r  p a r t ic ip a t io n  1n the  study. These CSPOs were In t e r ­

viewed e i th e r  fa c e - to - fa c e  o r by te lephone to  o b ta in  s e lf - r e p o r ts  

o f s ig n if ic a n t  In c id e n ts  th a t  had occurred as they In te ra c te d  

w ith  th e  c h ie f  e x e c u tiv e  o f f i c e r  o f  t h e i r  In s t i tu t io n s  o r  campus 

on the  th re e  se lec ted  tasks w ith in  the past two academic y e a rs ,  

1973-74 and 1974-75 . During th e  re p o rtin g  o f  an in c id e n t the  

CSPOs id e n t i f ie d  the  b eh av io r they perceived  to  have been e i th e r  

e f fe c t iv e  o r In e f fe c t iv e  1n accom plishing t h e i r  task o b je c t iv e .

In keeping w ith  the  secondary purpose o f the  s tu d y, a t  the end 

o f each In te rv ie w  th e  CSPO was asked to  id e n t i f y  the behaviors  

he f e l t  CSPOs needed to  develop 1n o rd er to  work e f f e c t iv e ly  w ith  

c h ie f ex ec u tiv e  o f f ic e r s .

The CSPOs provided 141 usable s ig n if ic a n t  in c id e n ts  th a t  

were analyzed by f i r s t  grouping the In c id e n ts  by ta s k s , and 

second by t h e i r  outcome— e f f e c t iv e  o r in e f f e c t iv e .  S im ila r  s ig ­

n if ic a n t  behaviors on each tas k  were then grouped to g e th e r , and 

th is  process was repeated  u n t i l  the re se arch er was s a t is f ie d  the  

categories  were lo g ic a l ,  c o n s is te n t, and formed d is c re te  beha­

v io ra l a re a s . An In d u c t iv e ly  developed statem ent o f  the  beha­

v io ra l area was then e s ta b lis h e d . The p a tte rn s  o f  s ig n i f ic a n t  

Inc id en ts  and areas o f  In e f fe c t iv e  b eh av io r were then compared by 

selected  In s t i t u t io n a l  v a r ia b le s  and CSPO c h a r a c te r is t ic s .  The 

In s t i tu t io n a l  v a r ia b le s  u t i l i z e d  were: le v e l (two o r  fo u r  y e a r ) ,

contro l (p u b lic  o r p r iv a t e ) ,  and s iz e  (1 -2 ,0 0 0 ,  2 ,0 0 1 -5 ,0 0 0 , o r
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over 5,000 s tu d e n ts ). The se lected  CSPO c h a ra c te r is t ic s  u t i l iz e d  

were: areas o f academic concentration  fo r  h ighest degree (student

personnel and guidance or o th e r ) ,  area o f p o s itio n  Im m ediately  

p rio r to  becoming a CSPO (student serv ices o r o th e r ) ,  and e x p e ri­

ence (new--one to f iv e  y e a rs , o r experienced—more than f iv e  

years). D iffe ren ces  in  the s ig n if ic a n t  in c id e n ts  reported  on 

these variab les  were s ta ted  1n terms o f percentages and re a l 

numbers.

In a d d it io n , the In terv iew ed CSPOs Id e n t if ie d  84 beha­

viors (elem ents) th a t they believed  CSPOs needed to  develop 1n 

order to work e f fe c t iv e ly  w ith  c h ie f  execu tive  o f f ic e r s .  These 

elements were also grouped on the basis o f s im ila r  behaviors and 

analyzed in  re la t io n  to  the  selected  CSPO c h a ra c te r is t ic s  and 

In s t itu t io n a l v a r ia b le s .

Findings

The p rin c ip a l fin d in g s  o f the study were based on the  

analyses o f s ig n if ic a n t  In c id en ts  o f CSPO-chief executive  o f f ic e r  

In te ra c tio n  on a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s t a f f ­

ing tasks and o f  behaviors th a t CSPOs s p e c ifie d  th a t  CSPOs needed 

to  develop 1n order to  work e f fe c t iv e ly  w ith  c h ie f  executive  

o ff ic e rs . The fin d in g s  presented below*are a m p lifie d  w ith  anec­

dotal and o ther In fo rm ation  in  Chapter IV o f  the study and are  

discussed 1n re la t io n  to previous research fin d in g s  In  the con­

clusion section  o f th is  chapter.
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I t  was found th a t:

CSPOs reported  more e f fe c t iv e  than in e f fe c t iv e  inc id en ts  

Involving th e ir  in te ra c t io n  w ith  c h ie f  execu tive  o f f ic e rs  on 

a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g  tasks .

CSPOs reported the h ighest percentage o f  In e f fe c t iv e  

Incidents on s ta f f in g  tasks and the lowest percentage on p lan n in g / 

organizing tasks.

On the basis o f se lected  in s t itu t io n a l  and personal 

v a ria b le s , CSPOs who served In  p r iv a te  in s t itu t io n s  and CSPOs 

whose academic concentrations fo r  th e ir  h ighest degrees were in  

areas o ther than student personnel and guidance reported the  

highest percentages o f In e f fe c t iv e  in c id e n ts .

The la rg e s t numbers o f s ig n if ic a n t  in c id e n ts  the CSPOs 

reported were c la s s if ie d  as being e ith e r  weeks or months in  

duration .

On advis ing  rep o rtin g  tasks th e  s ix  areas o f e f fe c t iv e

and the e ig h t areas o f  in e f fe c t iv e  CSPO behavior id e n t i f ie d  were:

I .  E ffe c t iv e

A. S ubstan tia ted  recommendations w ith  data and in fo rm ation

B. Corroborated recommendations by In d ic a tin g  and o b ta in ing
support from others

C. Provided tim e ly  In fo rm ation

D. Expressed p o s itio n s  fra n k ly

E. Obtained In p u t and feedback

F. P ers is ted  w ith  recommendations
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I I .  In e ffe c t iv e

A. Made recommendations based on opinion  and w ithout adequate 
In form ation

B. Made recommendations th a t lacked support o f o thers

C. F a ile d  to provide In fo rm ation

D. Disregarded s itu a t io n a l fa c to rs

E. Established a negative p o s itio n

F. F a ile d  to  obta in  feedback

G. Provided In form ation  in  the wrong s e ttin g

H. F a iled  to  p e rs is t w ith  a reconmendation

By In s t itu t io n a l  s e tt in g s , the g re a te s t d iffe re n c e  1n the  

percentages o f  In e f fe c t iv e  a d v is in g /re p o rtin g  inc id en ts  provided  

was by le v e l o f In s t i tu t io n s ,  w ith  CSPOs 1n fo u r-y e a r in s t i t u ­

tions re p o rtin g  the h ighest percentage.

By CSPO c h a ra c te r is t ic s , the g re a te s t d iffe re n c e  in  the  

percentages o f in e f fe c t iv e  a d v is in g /re p o rtin g  in c id en ts  provided  

was by CSPO experience, w ith  new CSPOs re p o rtin g  the h ighest per­

centage.

On p lann ing /o rgan iz ing  tasks the s ix  areas o f  e f fe c t iv e  

and the seven areas o f  In e f fe c t iv e  CSPO behavior Id e n t i f ie d  were:

I .  E ffe c tiv e

A. Substantia ted  proposals w ith  data and In fo rm ation

B. Corroborated proposals and actions by In d ic a tin g  and 
obta in ing  support o f o thers

C. Provided tim e ly  In form ation

D. Expressed p os itio ns fra n k ly
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E. Obtained Inp ut and feedback

F. Presented so lu tio ns to  problems

I I .  In e f fe c t iv e

A. Made a proposal w ithout adequate In fo rm ation

B. Made proposals th a t lacked support o f  others

C. F a ile d  to provide in form ation

D. Disregarded s itu a tio n a l fa c to rs

E. Established a negative p o s itio n

F. F a ile d  to  p e rs is t w ith  a proposal

G. F a ile d  to fo llo w  through on an ac tion

By In s t itu t io n a l  s e tt in g s , the d iffe re n c e s  were e q u a lly  

great between the percentages o f In e f fe c t iv e  p lann ing /organ iz ing  

Incidents reported by le v e l and s ize  o f  In s t i tu t io n ,  w ith  CSPOs 

1n fo u r-y ea r and 1n in s t itu t io n s  th a t had 5,000 students o r more 

reporting the h ighest percentages.

By CSPO c h a ra c te r is tic s  the g re a te s t d iffe re n c e  1n the  

percentages o f In e f fe c t iv e  p lann ing /o rgan iz ing  In c id e n ts  reported  

was by CSPO experience, w ith  experienced CSPOs re p o rtin g  the  

highest percentage.

On s ta f f in g  tasks the f iv e  areas o f e f fe c t iv e  and the seven 

areas o f in e f fe c t iv e  CSPO behavior Id e n t if ie d  were:

I .  E ffe c tiv e

A. S ubstantiated  requests w ith  data and in fo rm ation

B. Corroborated requests by In d ic a tin g  and o b ta in ing  support 
o f others

C. Sought autonon\y
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D. Presented so lu tions to  problems

E. Took ris ks

I I .  In e f fe c t iv e

A. Made requests based on opinion  and w ith o u t adequate
In form ation

B. Made a request th a t lacked support o f o thers

C. F a iled  to make decisions

D. Disregarded s itu a tio n a l fa c to rs

E. F a ile d  to  o b ta in  Input

F. Did not s ta te  p o s itio n  fra n k ly

6 . F a ile d  to  fo llo w  through on an ac tio n

By In s t itu t io n a l s e tt in g s , the g re a te s t d iffe re n c e  In  

the percentages o f in e f fe c t iv e  s ta f f in g  In c id en ts  reported  was by 

size o f In s t itu t io n s ,  w ith  CSPOs in  in s t itu t io n s  th a t had between 

2,001 and 5,000 students re p o rtin g  the h ighest percentage.

By CSPO c h a ra c te r is t ic s , the g re a te s t d iffe re n c e  in  the  

percentages o f in e f fe c t iv e  s ta f f in g  in c id en ts  reported  was by area  

of the CSPOs' previous p o s itio n s , w ith  CSPOs whose previous p o s i­

tions were not 1 n student services re p o rtin g  the h ighest percentage.

CSPOs s p e c ifie d  a higher percentage o f In te rp erso n a l than 

technical behaviors th a t CSPOs needed to  develop 1n order to  work 

e f fe c t iv e ly  w ith  c h ie f  executive  o f f ic e r s .  Needed CSPO behaviors  

as sp e c ifie d  by the CSPOs In the study could be consolidated  In to  

three In terpersonal and th ree  techn ica l behavioral statem ents, 

which were:
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I .  In terpersonal

A. Studying the c h ie f  execu tive  o f f ic e r

B. Developing In te rp erso na l s k i l ls

C. E s ta b lish in g  re la tio n s h ip s

I I .  Technical

A. Studying the o rg an iza tio n

B. Developing tech n ica l s k i l ls

C. C o lle c tin g  data and In form ation

CSPOs whose previous p o s itio n s  were 1n student serv ices  

specified  more In te rp erso n a l than techn ica l behaviors th a t CSPOs 

needed to  develop, w h ile  the converse was tru e  fo r  CSPOs whose 

previous p os itio ns were In o ther areas.

Conclusions

The p r in c ip a l fin d in g s  o f  the study supported several 

conclusions about CSPOs* In te ra c tio n s  w ith  c h ie f  execu tive  o f f ic e r s  

on the se lec ted  tasks and about behaviors needed by CSPOs to  

work e f fe c t iv e ly  w ith  c h ie f  executive  o f f ic e r s .  These conclusions  

were considered te n ta t iv e  because they were based on reasoned 

judgments made by the researcher and because they need to  be 

v e r if ie d  through fu r th e r  research . This section  o f the chapter 

1s used to  present the conclusions o f  the study along w ith  a 

statement o f  the fin d in g s  on which they were based, and, when 

possible , to  r e la te  the  fin d in g s  o f th is  study to  previous  

research on the CSPO's r o le .  I t  was concluded th a t:
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CSPO-chlef executive  o f f ic e r  In te ra c tio n s  on a d v is in g / 
repo rtin g , p la n n in g /o rg a n iz in g , and s ta f f in g  tasks were g e n e ra lly  
complex processes in  wnlch CSPos were ab le  to  perceive tn a t  
sp e c ific  behaviors were re la te d  to  th e ir  e ffe c tlv e n e s s l

When the In c id en ts  were c la s s if ie d  by th e ir  d u ra tio n , 1 t 

was determined th a t  67 percent o f  the In c id en ts  reported were 

e ith e r  weeks or months 1 n le n g th , and an a d d itio n a l 16 percent 

were c la s s if ie d  as la s t in g  a year o r longer. I t  was observed 

that most In c id e n ts  involved more than one instance o f CSPO- 

c h le f executive  o f f ic e r  in te ra c tio n  and th a t  CSPOs reported  

numerous p re - and p o s t- in te ra c tiv e  behaviors re la te d  to  the task  

o b je c tiv e . W ith in  these task processes the CSPOs o ften  Id e n t i ­

fie d  s im ila r  s p e c if ic  behaviors th a t they associated w ith  th e ir  

effectiveness as they in te ra c te d  w ith  c h ie f  execu tive  o f f ic e r s  

In order to  accomplish a task o b je c t iv e . The s ig n if ic a n t  beha­

v io ra l areas developed fo r  CSPO-chlef execu tive  in te ra c tio n  In  

part supported Rodgers' Id e n t i f ic a t io n  o f communications as a 

c r i t ic a l  area o f the student personnel deans' fu n c tio n in g .^  To be

e ffe c tiv e  1 t was found th a t the CSPOs had to  get something in to
2

the minds and ac tion s  o f the c h ie f  execu tive  o f f ic e r s .

S ig n if ic a n t  CSPO behaviors va ried  from tim e to  tim e on 
the same task and from task to  ta s k .

This conclusion was based on the fin d in g s  th a t the CSPOs 

perceived various behaviors to  have been re la te d  to  th e ir

^Rodgers, "Function o f  the Student Personnel Dean," p. 65.
p

H erbert A. Simon, A d m in is tra tiv e  B ehavior, 2nd ed. (New 
York: Macmillan Company, l£ i>7 ), p . 164, described the fu n c tio n
of communication to  be as s ta ted  1n the te x t  above.
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effectiveness o r In e ffe c tiv e n e s s  1 n d if fe r e n t  In c id en ts  on the  

same task and on the fin d in g  th a t  some behaviors were Id e n t i f ie d  

as s ig n if ic a n t  on more than one o f  the tasks w h ile  others were 

id e n tif ie d  as s ig n if ic a n t  on a p a r t ic u la r  task o n ly . This con­

clusion was s im ila r  to  the one made by Rodgers In  his study. He 

concluded th a t the student personnel dean's ap p ro p ria te  behavior 

varies from problem to  problem and from tim e to  tim e w ith  the same 

types o f  problem . 1

CSPOs reported  themselves g e n e ra lly  to  be more e f fe c t iv e  
than In e f fe c t iv e  1n accomplishing th e ir  o b je c tiv es  as they In t e r ­
acted w ith  c h ie f  execu tive  o ffT cers  on a d v is in g /re p o rtin g ,  
p lann ing /organ iz ing , and s ta f f in g  tasks"

I t  was found th a t  CSPOs had more d i f f i c u l t y  re c a ll in g  

In e ffe c tiv e  In c id e n ts  as they In te ra c te d  w ith  c h ie f  execu tive  

o ffic e rs  on each o f the th ree  tasks . Of the In c id en ts  re p o rted ,

67 percent were e f fe c t iv e  1n nature and 1t was found th a t h igher

percentages o f e f fe c t iv e  than In e f fe c t iv e  Inc id en ts  were provided
2 3on each o f the th re e  tasks . I t  was noted th a t  Rodgers and Smith 

both reported o b ta in in g  more e f fe c t iv e  than In e f fe c t iv e  Inc id en ts  

1n th e ir  s tu d ies .

Of the th re e  tas ks . CSPOs reported  the g re a te s t In e f fe c ­
tiveness w ith  c h ie f  executive  o f f ic e r s  on s ta f f in g  m a tte rs .

This conclusion was supported by two p r in c ip a l f in d in g s ;  

F ir s t ,  44 percent o f  the s ta f f in g  Inc id en ts  reported  were

d o d g e rs , "Function o f the Student Personnel Dean," p. 101.

2 I b id . ,  p. 34.

^Smlth, "The 'C r i t ic a l  In c id e n t* Technique," pp. 114 f f .
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In e ffe c tiv e  in  n a tu re , the h ighest percentage fo r  the th ree  tasks; 

and, second, 1 t  was found to  be the on ly task on which c e r ta in  

classes o f  CSPOs reported  h igher percentages o f  in e f fe c t iv e  than 

e ffe c t iv e  in c id e n ts . I t  was found th a t  CSPOs most fre q u e n tly  

reported in e f fe c t iv e  In c id e n ts  in  the areas o f Made requests based 

on opinion and w ith ou t adequate in fo rm ation  and Disregarded s i tu ­

a tiona l fa c to rs . In  th e ir  general comments CSPOs expressed the  

d i f f ic u l ty  o f  convincing c h ie f  executive o f f ic e rs  o f  the importance 

of people 1n student s e rv ic e s , documenting what student serv ices  

s ta f f  members were doing, and o f ju s t i fy in g  the need fo r  more 

personnel.

In s t itu t io n a l  se ttin g s  and CSPO c h a ra c te r is t ic s  were 
d if f e r e n t ia l ly  re la te d  to  reported in c id en ts  o f CSPO in e f fe c ­
tiveness according to  ta s k .

I t  was found th a t when d iffe re n c e s  in  the percentages o f  

In e ffe c tiv e  inc id en ts  on each o f the tasks were compared, no set 

of compared v a ria b le s  was c o n s is te n tly  re la te d  to  the la rg e s t  

d iffe ren ces  1n the percentages o f in e f fe c t iv e  Inc id en ts  re p o rted . 

This was p a r t ic u la r ly  ev iden t 1n the d iffe re n c e s  In  in e f fe c t iv e  

Incidents re la te d  to  CSPO experience and the s iz e  o f  the In s t i t u ­

tions 1n which they served. Experience was re la te d  to  the la rg e s t  

d iffe ren ces  1n e f fe c t iv e  in c id en ts  reported  on both a d v is in g / 

reporting  and p la n n ln g /o rg a n lz in g . But in  comparison on a d v is in g / 

re p o rtin g , new CSPOs reported  the h ighest percentage o f  In e f fe c ­

t iv e  In c id e n ts , w h ile  on p la n n in g /o rg a n iz in g , experienced CSPOs 

reported the h ighest percentage o f in e f fe c t iv e  in c id e n ts . On the
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same two tasks 1 t  was found th a t  as the s iz e  o f the in s t itu t io n  

1n which the CSPOs served Increased , the percentage o f In e ffe c ­

t iv e  a d v is in g /re p o rtin g  In c id en ts  decreased, w h ile  on p lann ing / 

organizing tasks the opposite re la tio n s h ip  was found. When the  

In e ffe c tiv e  in c id en ts  the CSPOs reported were arrayed under the  

In e ffe c tiv e  behavioral a rea s , id e n t i f ie d  fo r  each o f the tasks  

on the basis o f the se lected  v a r ia b le s , I t  was noted th a t  the  

Incidents had a tendency to  c lu s te r  in  somewhat d if fe r e n t  p a tte rn s —  

although 1t  was decided th a t  an In s u f f ic ie n t  number o f in e f fe c ­

tiv e  Inc idents  was obtained to co n c lus ive ly  Id e n t i fy  s p e c if ic  

trends. This fin d in g  appears to  support a conclusion made by 

Rodgers. He noted th a t  the Importance attached to c e r ta in  kinds 

of behavior varied  w ith  the s iz e  o f the In s t itu t io n  1n which the  

student personnel dean fu n c tio n ed . 1 Furtherm ore, th is  f in d in g  1s 

1n keeping w ith  G etzels and Guba's p o s itio n  th a t the fac to rs

determining behavior vary w ith  the s p e c if ic  a c t ,  r o le ,  and person- 
2

a l l t y .  In th is  perspective  Hoyt and R hatigan 's conclusion th a t  

ju n io r and senior co lleg e  student personnel deans do not need 

separate tra in in g  programs because they performed e s s e n tia lly
3

the same jo b  may be m is lead ing . This fin d in g  suggests th a t  even 

though the tasks performed were common to  In s t itu t io n s ,  the  

s ig n if ic a n t CSPO behaviors varied  by in s t i tu t io n a l  s e t t in g , and

d o d g e rs , "Function o f  the Student Personnel Dean," p. 101.
2

G etzels and Guba, "A d m in is tra tive  Process," p. 426.
3

Hoyt and R h a tlg a n , "C o lle g e  S tud en t Personnel A d m in is tra ­
to r s , "  p. 268.
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consideration o f th is  fa c to r  is  warranted 1n student personnel 

tra in in g  programs.

CSPOs emphasized the In te rp erso n a l more so than the  
technical behaviors o f a d m in is tra tio n  when sp ec ify in g  behav iors  
CSPOs need to  develop in  o rder to  work e f fe c t iv e ly  w ith  ch ieT  
executive o f f ic e r s .

O v e ra ll,  55 percent o f the behaviors th a t  CSPOs s p e c ifie d  

that CSPOs needed to  develop In  order to  work e f fe c t iv e ly  w ith  

ch ie f executive  o f f ic e rs  were c la s s if ie d  as in te rp erso na l beha­

v io rs . In the In terpersonal area E s tab lish ing  re la tio n s h ip s  

received the most frequen t mention by the CSPOs in  the sp eci­

f ic a tio n  o f needed behaviors. In  a d d it io n , 1 t was found academic 

preparation 1n student personnel and guidance, having held a 

previous p o s itio n  1 n student s e rv ic e s , and having served over 

f iv e  years as a CSPO were re la te d  to the emphasis th a t CSPOs 

placed on the development o f In te rp erso na l behaviors. This f in d ­

ing gives general support to  Dutton e t  a l . ' s  fin d in g  th a t  r e la ­

tions w ith  members o f the academic community and a d m in is tra tiv e  

competence were, in  order o f Im portance, two o f  the c r i t e r ia  most 

often s p e c ifie d  by presidents and two o f  the s ig n if ic a n t  c r i t e r ia  

l is te d  by c h ie f student personnel o f f ic e rs  th a t presidents used 

to eva luate  c h ie f  student personnel o f f ic e r  e ffe c tiv e n e s s .^

^Dutton e t  a l . ,  Assumptions and B e lie fs , p. 9.
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Recommendati or>s 

The fin d in g s  o f  the study were found to  have im p lic a tio n s  

In three p rin c ip a l areas: research , academic p re p a ra tio n , and

professional p ra c tic e .

Research

I t  1s recommended th a t  a study be made on the behaviors  

that c h ie f executive  o f f ic e rs  perceive to  be s ig n if ic a n t  as 

CSPOs in te ra c t  w ith  them on a d v is in g /re p o rtin g , p la n n in g /o rg a n iz in g , 

and s ta ff in g  tasks. Such a study should Id e n t i fy  the importance 

the c h ie f execu tive  o f f ic e rs  p lace on each o f  the th ree  tasks , 

and should also  obta in  c h ie f  execu tive  o f f ic e r  recommendations on 

behaviors th a t CSPOs need to develop 1n order to  increase th e ir  

e ffe c tive n e ss . Such a study could v e r i fy  o r c o n tra d ic t and expand 

upon the fin d in g s  o f  th is  study.

The In s t itu t io n a l  s e ttin g  1n which the CSPOs served and 

th e ir  personal c h a ra c te r is t ic s  were both found to  be d i f f e r ­

e n t ia l ly  re la te d  to the percentages and types o f in e f fe c t iv e  In c i ­

dents the CSPOs reported  1n th is  study. A study 1s needed th a t  

s p e c if ic a lly  In v es tig a te s  the re la tio n s h ip  o f various In s t i t u ­

tio n a l se ttin g s  to  the CSPO's ro le  and the In te ra c tio n  e f fe c t  

th at In s t itu t io n a l  s e ttin g  and CSPO c h a ra c te r is t ic s  have on e f fe c ­

t iv e  CSPO behaviors.

Academic P reparation

A c le a r  Im p lic a tio n  o f th is  study 1s th a t CSPOs need to  

be able to  develop ap p ro p ria te  In fo rm ation  and d a ta , be ab le  to
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communicate e f fe c t iv e ly ,  and be ab le  to  o b ta in  support from o ther  

persons 1n the academic community I f  they are to  be e f fe c t iv e  as 

they In te ra c t  w ith  c h ie f  executive  o f f ic e r s .  I t  is  reconmended 

th a t student personnel tra in in g  programs, p a r t ic u la r ly  a t  the  

master's le v e l , 1 emphasize s k i l l  development 1n the c o lle c tio n  and 

analysis o f In fo rm ation  from both managerial and educational 

research p ersp ectives , and 1n the in te rp erso n a l aspect o f adm inis­

tra t io n  from the dyad to  the team le v e l.  W hile 1 t is  believed  

th a t outs ide actual o n -th e -jo b  tra in in g  th is  s k i l l  development 

can be best e ffe c te d  in the p ra c tic a l and In te rn s h ip  experiences  

th a t most student personnel tra in in g  programs provide t h e ir  s tu ­

dents, the ro le  o f p ro fess ional o rg an iza tio n s  concerned w ith  

student personnel serv ices 1n the development o f these s k i l ls  fo r  

p ra c titio n e rs  needs to  be examined. P ra c tic e  and feedback on such

s k i l ls  as re p o rt w r it in g ,  proposal development. In te rp erso na l
2

communications, and developing peer re la tio n s h ip s  should be seen 

as ap p ro pria te  to p ics  1n seminars and conferences concerned w ith  

professional development.

Professional P ra c tic e

I t  1s recommended th a t CSPOs who a re  desirous o f  improving 

th e ir  a d m in is tra tiv e  e ffe c tiv e n e s s  keep s ig n if ic a n t  In c id e n t

H h e  m aster's  lev e l 1 s stressed based on the fin d in g  th a t  
1t 1s ty p ic a l ly  the CSPO's h ighest earned degree.

2
Henry M ln tzberg , "The Manager's Job: F o lk lo re  and F a c t,"  

Harvard Business Review 53 (July-A ugust 1975): 61 , emphasized the  
need to develop managerial s k i l ls  through p ra c tic e  and feedback.
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d ia r ie s , as a basis fo r  Id e n t ify in g  t h e ir  personal p ra c tic e s  th a t  

are e f fe c t iv e  or In e f fe c t iv e  as they perform th e ir  ro le  fu n c tio n s , 

1n order to  develop personal th e o rie s  o f  a d m in is tra tio n .^  The 

CSPOs* analyses o f  such c o lle c te d  In c id en ts  could serve as a basis  

fo r  developing personal c h e c k lis ts  s im ila r  to  the one developed 

from the s ig n if ic a n t  In c id e n ts  obtained 1n th is  study. (See 

Appendix K .)

F in a l ly ,  a c le a r  Im p lic a tio n  o f th is  study is  th a t  CSPOs 

need to  devote more a tte n tio n  to  s ta f f in g .  I t  was ev ident from 

some comments made by the CSPOs th a t  t h e ir  c h ie f  executive  

o ffic e rs  were concerned w ith  the c o s t-b e n e f1 t  o f  student services  

and 1n some Instances f e l t  th a t student serv ices were o v e rs ta ffe d . 

I t  1s recommended th a t  CSPOs In d iv id u a lly  and c o l le c t iv e ly ,  through 

th e ir  p ro fess ional o rg a n iza tio n s , develop b e tte r  measures fo r  docu­

menting the Importance o f student se rv ice  fu n c tio n s . In  p a r t ,  as 

the CSPOs themselves recommended, I t  1s Im portant th a t student 

services personnel seek a c tiv e  Involvement w ith  o th e r members o f  

the academic community and th a t c h ie f  executive  o f f ic e rs  be pro­

vided Increased exposure to  the CSPO's subordinates.

C oladarcl and G e tze ls , Educational A d m in is tra tio n , p . 4 , 
noted "theory" and "actua l p ra c tic e "  c o n s titu te  an In te g r i t y .
As a basis fo r  ana lyzing  p ra c tic e  Sm ith, "The 'C r i t ic a l  In c id e n t ' 
Technique," p. 175, concluded th a t  the C r i t ic a l  In c id e n t Technique 
provides a s in g le  In d iv id u a l w ith  a system atic method fo r  studying  
c r i t ic a l  personal experiences.
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S peculation

During the course o f the study various observations and 

Inc identa l fin d in g s  re s u lte d  in  the researcher specu lating  about 

the CSPO's ro le  and about CSPOs1 re la tio n s h ip s  w ith  c h ie f  execu­

tiv e  o f f ic e r s .  I t  was deemed a p p ro p ria te  by the researcher to  

report th is  co n je c tu ra l m a te ria l to  others In te re s te d  in  the  admin­

is tra t io n  o f student serv ices fo r  th e ir  considera tion  and possib le  

in v es tig a tio n  1n fu tu re  research s tu d ies .

Based on the comnents made by the CSPOs about th e ir  c h ie f  

executive o f f ic e rs  and th e ir  re la tio n s h ip s  w ith  them, 1 t  was 

In fe rre d  th a t  CSPOs g e n e ra lly  had good re la tio n s h ip s  w ith  th e ir  

c h ie f executive  o f f ic e r s ,  viewed themselves as p a rt o f the admin­

is t r a t iv e  team, and acknowledged the Importance o f th e ir  personal 

ad m in is tra tiv e  competence to e f fe c t iv e  ro le  fu n c tio n in g .^  I t  was 

noted, p a r t ic u la r ly  among the CSPOs 1n tw o-year p u b lic  In s t i t u ­

tio n s , th a t they described t h e ir  re la t io n s h ip  w ith  the c h ie f  

executive o f f ic e r  as being unique 1 n th a t  i t  was more in  the order 

o f a close personal fr ie n d s h ip .

The p erso n -ro le  c o n f l ic t  as Id e n t i f ie d  in  the l i t e r a t u r e  

reviewed fo r  th is  study was not ev id en t as the CSPOs discussed 

th e ir  p o s itio n s , and 1 t  appears th a t  the c o n f l ic t  discussed may

be more a m a n ife s ta tio n  o f p ro fess ional concerns along the lin e s
2

discussed by Penny. I t  d id appear th a t  CSPO-chlef executive

^One CSPO re la te d  a h ig h ly  personal experience 1n which his  
c h ie f executive  o f f ic e r  had reviewed h is  poor a d m in is tra tiv e  p er­
formance and emphasized his need to  Improve 1 t .

2
Penny, "Student Personnel Work," p. 42.
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o ff ic e r  task In te ra c tio n s  were on the nomothetic dimension des­

cribed by G etzels and Guba. 1 CSPOs emphasized the a u th o r ity  and 

expectations o f the c h ie f  execu tive  o f f ic e rs  as w ell as the needs 

of the In s t itu t io n  as prim ary considerations fo r  e ffe c tiv e n e s s .

In th is  sense, the CSPOs fre q u e n tly  described th e ir  c h ie f  execu­

t iv e  o f f ic e rs  as ra t io n a l and pragmatic persons who responded to  

data and w ell-developed  p lans . In  g en era l, support was found fo r  

Dutton e t  a l . ' s  fin d in g  th a t  p res idents  f e l t  th a t  deans o f

students' convictions should be 1 n keeping w ith  th e ir  own con- 
2

v lc tio n s , although th is  is  not to  be construed to  mean th a t  

ch ie f executive o f f ic e rs  want "yes-men." R ather, 1 t appears th a t  

they want lo y a l,  competent subordinates who view th e ir  ro le s  1 n 

the proper In s t itu t io n a l  p e rsp ec tive .

Based on In c id e n ta l fin d in g s  o f the study. I t  appears th a t  

the leadersh ip  ro le  in  student services 1 s s t i l l  provided by per­

sons w ith  d iverse  philosophies and educational commitments, but
3

to a lesser degree than reported  by Ayers e t  a l .  I t  was found 

th a t a higher percentage o f the CSPOs 1n th is  study had academic 

concentration 1n student personnel and guidance and had held  

positions 1 n student serv ices Im m ediately p r io r  to  becoming a 

CSPO than was reported  by Ayers e t  a l . I t  1s possib le  to  speculate  

th a t the Increased number o f t ra in in g  programs fo r  student p er­

sonnel workers during the past two decades and e f fo r ts  toward

^Getzels and Guba, "A d m in is tra tive  Process," pp. 436-37 .
2

Dutton e t  a l . ,  Assumptions and B e lie fs , p. 7.
3
Ayers e t  a l . ,  S tud en t S e rv ice s  A d m in is t r a t io n , p . 19.
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p ro fe s s io n a liza tio n  o f the ro les  have re s u lte d  In  persons w ith  

experience and tra in in g  1 n th is  area o f ad m in is tra tio n  being given  

greater considera tion  1n the CSPO s e le c tio n  process.

Another fin d in g  o f th is  study was th a t In s t itu t io n a l  s ize  

was not a fa c to r  1n the CSPO's possession o f a d o c to ra te , as 

Ayers e t  a l .  concluded . 1 I t  was determined th a t  a h igher p er­

centage o f  the CSPOs 1n th is  study who served 1n the m iddle s iz e  

range o f In s t itu t io n s  possessed some form o f  d octorate  than did  

those who served 1n the la rg e s t s iz e  range o f In s t itu t io n s .  I t

was also noted th a t  in  th e ir  study Ayers e t  a l .  found th a t  7 p e r-
2

cent o f the CSPOs held ju s t  a bache lo r's  degree, whereas no CSPO 

in th is  study had earned less than a m aster's  degree. I t  may be 

th a t the g re a te r emphasis on graduate tra in in g  today and a t ig h te r  

labor market have re s u lte d  1n the  m aster's  degree not only  being 

the most ty p ic a l degree fo r  CSPOs but the minimal degree, and th a t  

persons w ith  some form o f docto ra te  a re  seeking and are more 

frequ en tly  being employed 1n a l l  s izes o f In s t itu t io n s .

In  re la t io n  to  CSPO task perform ance, 1 t was found th a t

as the ranked Importance o f the tasks the CSPOs perso na lly  per­

formed decreased, the percentage o f  In e f fe c t iv e  Inc id en ts  reported  

on them increased. I t  1s possib le  th a t the Importance CSPOs per­

sonally p lace on given tasks may be re la te d  to  th e ir  e ffe c tive n e s s  

1n obta in ing  o b jec tives  on the tasks.

F in a l ly ,  1 t was found th a t  CSPOs In terv iew ed  over the  

telephone provided a h igher percentage o f In e f fe c t iv e  In c id en ts

^ I b ld . , p . 12. 2 Ib 1 d . ,  T ab le  4 , p . 90.
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than d id  CSPOs In terv iew ed  face to  fa c e . In  keeping w ith  Colombatos' 

fin d in g , as reported  by Sudman,^ 1 t 1s possib le  th a t CSPOs per­

ceive the re p o rtin g  o f  e f fe c t iv e  Inc id en ts  as more s o c ia lly  accept­

able and th a t telephone In te rv iew s  may be the p re fe ra b le  In te rv ie w  

method when c o lle c t in g  s ig n if ic a n t  In c id e n ts  concerned w ith  In t e r ­

personal a c t iv i t ie s .

^Sudman, Reducing the Cost o f  Surveys, pp. 65-66
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APPENDIX A

MICHIGAN COLLEGES AND UNIVERSITIES MEETING 
SELECTION CRITERIA

Four-Year Colleges and U n iv e rs it ie s

Public (n ■ 15)

Central Michigan U n iv e rs ity  
Eastern Michigan U n iv e rs ity  
F erris  S ta te  C ollege  
Grand V a lle y  S ta te  Colleges  
Lake Superior S ta te  C ollege  
Michigan S ta te  U n iv e rs ity  
Michigan Technological U n iv e rs ity  
Northern Michigan U n iv e rs ity

P riva te  (n *  25)

Adrian College  
Albion College  
Alma College  
Andrews U n iv e rs ity  
Aquinas College  
Calvin College
D e tro it  In s t i tu te  o f Technology
Duns Scotus C ollege
General Motors In s t i tu te
Grand Rapids B a p tis t C ollege  

and Seminary
H ills d a le  C ollege
Hope College
John Wesley College

Oakland U n iv e rs ity  
Saginaw V a lle y  S ta te  C ollege  
U n iv e rs ity  o f M ichigan— Ann Arbor 
U n iv e rs ity  o f  M ichigan— Dearborn 
U n iv e rs ity  o f M ichigan— F Iin t  
Wayne S ta te  U n iv e rs ity  
Western Michigan U n iv e rs ity

Kalamazoo C ollege
Lawrence In s t i tu te  o f  Technology
Madonna C ollege
Marygrove C ollege
Mercy C ollege o f D e tro it
Nazareth C ollege
Northwood In s t i tu te
011ve t C ollege
Shaw C ollege a t  D e tro it
Siena Heights C ollege
Spring Arbor C ollege
U n iv e rs ity  o f  D e tro it
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Two-Year Colleges

Public (n » 33)

Alpena CC 
Bay De Noc CC 
Charles S. Mott CC 
Delta C ollege  
Glen Oaks CC 
Gogebic CC 
Grand Rapids CC 
Henry Ford CC 
Highland Park CC 
Jackson CC 
Kalamazoo V a lle y  CC 
Kellogg CC 
K lrtlan d
Lake Michigan C ollege  
Lansing CC
Macomb County CC— Center Campus

Macomb County CC— South Campus 
M1d-M1ch1gan CC 
Monroe County CC 
Montcalm CC 
Muskegon CC
North C entral Michigan College  
Northwestern Michigan C ollege  
Oakland CC— Auburn H i l ls  
Oakland CC— Highland Lakes 
Oakland CC--Orchard Ridge 
Oakland CC— Southeast 
S a in t C la ir  County CC 
S ch o o lc ra ft College  
Southwestern Michigan College  
Washtenaw CC 
Wayne County CC 
West Shore CC

P riva te  (n -  3)

Concordia Lutheran J r .  C ollege  
Michigan C h ris tia n  J r .  College  
Suomi College
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APPENDIX B

LETTER TO CHIEF STUDENT PERSONNEL OFFICERS AT 
SELECTED INSTITUTIONS

MICHIGAN S T A T E  U N I V E R S I T Y

COLLEGE OF ED U C A TIO N

d e p a r t m e n t  o f  a d m i n i s t r a t i o n  a n d  h i g h e r  e d u c a t i o n

ERICKSON HALL

EAST LA N S IN G  • M IC H IG A N  • 48824

Dear

The Department o f A d m in is tra tio n  and Higher Education 1n conjunction w ith  
the graduate p reparation  o f fu tu re  leaders In  h igher education emphasizes 
research 1n the various areas o f h igher education.

Mr. Donald Svoren, a d octora l candidate 1n our department and a member 
of the MSU Dean o f  Students s t a f f ,  1s undertaking a study which we fe e l 1s 
of great In te re s t to  p ro fess ion a ls  working 1n the area o f student se rv ices .

The ro le  o f  the c h ie f  student personnel o f f ic e r  (CSPO) 1n co lleges and 
universities and his In te ra c tio n  w ith  o ther o f f ic e rs  has received Increasing  
attention over the ye ars . In  p a r t ic u la r  specia l In te re s t  has been expressed 
about the ro le  re la tio n s h ip  th a t the CSPO has w ith  the c h ie f  execu tive  o f f ic e r .

I t  1s 1n th is  context th a t you are  being asked to  p a r t ic ip a te  1n a study  
which u t i l iz e s  a m o d ific a tio n  o f the C r i t ic a l  In c id e n t Technique to  Id e n t i fy  
behaviors th a t CSPOs perceive to  be s ig n if ic a n t  as they In te ra c t  w ith  c h ie f  
executive o f f ic e rs  1n the performance o f  t h e i r  ro le  tasks .

I  would be pleased and most a p p re c ia tiv e  1 f  you would complete the  
enclosed form and re tu rn  I t  to Mr. Svoren as soon as p o ss ib le . Mr. Svoren 
plans on conducting h is  data c o lle c tio n  during the months o f August and 
September 1975, and he w i l l  con tact you perso na lly  to  arrange a convenient 
time fo r  an In te rv ie w .

Please be assured th a t your personal e ffe c tiv e n e s s  1s not being measured, 
that your name and In s t itu t io n  w i l l  1n no way be id e n t i f ie d  w ith  the In c id e n ts  
so lic ited , and th a t a l 1 In fo rm ation  w i l l  be held 1n confidence.

Thank you fo r  your assis tance In  th is  research endeavor.

Louis C. Stamatakos 
Professor, A dm in is tra tion  
and Higher Education
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CHIEF STUDENT PERSONNEL OFFICER'S REPLY FORM

Dear

You have been se lected  fo r  In c lu s io n  1n th is  study based on 
Inform ation derived  from the 1974-75 D ire c to ry  o f  Michigan In s t i t u ­
tions o f Higher Education. I f  perchance your p o s itio n  nas changed 
or there  1s another o f f ic e  which 1s responsib le  fo r  the o v e ra ll  
d ire c tio n  and coord ination  o f  student personnel serv ices a t  your 
In s t itu t io n  or campus, would you p lease g ive  th is  q u estio n n a ire  to  
the person occupying th a t o f f ic e .

As In d ica ted  1n the cover l e t t e r ,  I  am studying the ro le  
of the c h ie f  student personnel o f f ic e r  1n re la t io n  to  one o ther  
p o s itio n , th a t  o f the c h ie f  execu tive  o f f ic e r .  I  b e lie v e  you are  
e s p e c ia lly  w ell q u a lif ie d  to  t e l l  me about the tasks th a t  a c h ie f  
student personnel o f f ic e r  p erso n a lly  performs th a t n e c e s s ita te  in t e r ­
action  w ith  the c h ie f  execu tive  o f f ic e r  and the type o f  behaviors  
you perceive as e f fe c t iv e  o r In e f fe c t iv e  In  these s itu a t io n s . As a 
f i r s t  step 1n th is  study I  need your responses to  th is  short ques­
t io n n a ire .

What are the th ree  most Im portant tasks th a t  you perso na lly  
perform th a t  invo lve  T n te ra c tIo n  on your p a rt w ith  the c h ie f  execu­
t iv e  o f f ic e r  o f your In s t itu t io n  or campus?

Please 11st the th ree  most Im portant ta s k s , In  the order 
o f th e ir  Im portance, using a one-word d e s c rip to r fo llow ed  by a 
short ex p la n a tio n . The exp lanation  o f  the task should In d ic a te  
i ts  n a tu re , general purposes, and the reason(s) fo r  In te ra c tio n  
with the c h ie f  executive  o f f ic e r .  These tasks may in c lu d e  o ther  
persons as w ell as y o u rs e lf  and the c h ie f  execu tive  o f f ic e r .  Two 
examples o f such a task statem ent m ight be:

S ta f f in g —must gain p re s id e n tia l approval on the s e le c ­
t io n ,  r e c la s s if ic a t io n ,  o r d ism issal o f  m a n a g e ria l-le v e l 
subordinates.

Proqrammlng— must achieve commitment o f  the  c h ie f  execu­
t iv e  o f f ic e r  before developing a student se rv ice  outs ide  
e x is t in g  o perationa l areas.

Most Im portant Task:_____________________________________________________
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2nd Most Im portant Task:

3rd Most Im portant Task:

Please provide me w ith  the fo llo w in g  In fo rm ation  on:

1. Your c u rren t p o s itio n

a. T i t l e ___________________________________________________________

b. How long have you held th is  pos itio n? _____________ _________
(months;

c . To whom do you report?

C h ie f Executive O ff ic e r   _________________
(s p e c ify  t i t l e )

Other___________________________________________________________
(s p e c ify  t i t l e )

d. How many tim es a month, on the  average, do you In te ra c t
w ith  the c h ie f  executive  o f f ic e r  1n form al s e ttin g s ______
In  Inform al s e ttin g s ____________ on student se rv ic e  m atters?

2. Your previous p o s itio n

a. T i t l e ____________________________________________________________

b. How long d id  you hold th is  pos ition?
-------------- (month's!-----------

c. Was th is  p o s itio n  a t  your c u rre n t In s t itu t io n ?   yes  no

3. Y ourse lf

a . Age
(years )

b. Sex Male  Female
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c. H ighest degree earned 

Bachelors IMasters Education S p e c ia lis t

Ed.D. Ph.D. P ro fessional
(s p e c ify

degree)

d. Specify  the area o f  concentration  (m ajor) fo r  the  h ighest 
degree earned ________________________________________________

Please check the fo llo w in g  ap p ro p ria te  choices:

  I  w i l l  be glad to  p a r t ic ip a te  1n your study on c h ie f  student
personnel o f f ic e r s .  I  look forward to  being contacted by 
you to  arrange an In te rv ie w .

I  would p re fe r:

I  cannot p a r t ic ip a te  1n your study fo r  the fo llo w in g  re aso n (s ):

Name________________________________________________________________________

In s t itu t io n ________________________________________________________________

Telephone__________________________________________________________________

Thank you I P lease re tu rn  th is  form 1n the se lf-ad dressed  envelope to :

Donald S. Svoren 
162A Student Services  
Michigan S ta te  U n iv e rs ity  
East Lansing, MI 48824

a telephone In te rv ie w  
an August In te rv ie w

a personal In te rv ie w  
a September In te rv ie w
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APPENDIX D

FOLLOW-UP LETTER FOR NONRESPONDENTS

M IC H IG A N  S T A T E  U N I V E R S I T Y

COLLEGE OF E D U C A TIO N

DEPARTMENT OF A D M IN IS T R A T IO N  A N D  H IG H E R  E D U C A T IO N  

ERICKSON HALL

EAST LA N S IN G  ■ M IC H IG A N  • 411

Dear

Recently Dr. Louis Stamatakos sent you a l e t t e r ,  accompanied 
by a q uestionnaire , requesting your p a r t ic ip a t io n  1n a study I  am 
undertaking on c h ie f  student personnel o f f ic e rs  in  se lec ted  Michigan  
colleges and u n iv e rs it ie s .

As I have not received your response y e t ,  I  wish to  Insure  
that you have these m a te r ia ls . I  have enclosed another copy o f  
Dr. Stamatakos* l e t t e r  and the q uestionnaire  fo r  your com pletion.

Thank you very much fo r  your assistance and e a r ly  response to  
th is In q u iry .

S incerely,

Donald S. Svoren

enc.
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FOLLOW-UP LETTER FOR INCOMPLETE RESPONSES

M ICH IGAN S T A T E  U N I V E R S I T Y

COLLEGE OF E D U C A TIO N

DEPARTMENT OP A D M IN IS T R A T IO N  A N D  H IG H E R  E D U C A T IO N  

ERKKSON HALL

EAST LA N S IN G  • M IC H IG A N  • 48*24

Dear

Thank you fo r  promptly re tu rn in g  the q u estio n n a ire  sent you as p a rt  
of my study on c h ie f  student personnel o f f ic e rs  1n Michigan co lleges and 
u n iv e rs itie s . I  ap p rec ia te  your cooperation .

You noted on the returned question n a ire  “personal circumstances" 
which you f e l t  negated the value o f your completing 1 t .  As the f i r s t  step  
In my study Is  to  c o lle c t  as complete data as possib le  on the c h ie f  student 
personnel o f f ic e rs  1n se lected  Michigan co lleges and u n iv e r s it ie s ,  I  assure  
you th a t your responses a re  o f value to  the study and w i l l  be a p p ro p ria te ly  
handled fo r  purposes o f a n a ly s is . I have enclosed another copy o f the ques­
tionnaire  and I  would be g ra te fu l 1 f you would complete and re tu rn  1 t to  me.

Thank you fo r  your assis tance and e a r ly  response to  th is  In q u iry .

S incerely,

Donald S. Svoren

enc.
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TASK

ADVISING/REPORTING -

BUDGETING

COORDINATING

DIRECTING

PLANNING/ORGANIZING-

STAFFING

MISCELLANEOUS

APPENDIX F

CATEGORIES AND THEIR DEFINITIONS

—provid ing  counsel on student a f f a ir s  1n 
p a r t ic u la r ,  to  the c h ie f  execu tive  and o ther  
o f f ic e r s  o f the in s t i tu t io n  and keeping them 
Informed on o pera tio na l m atters through data  
c o lle c t io n , e v a lu a tio n , and research.

- f is c a l  p lann ing , accounting, and co n tro l o f  
the student serv ices  budget.

-a r t ic u la t in g  the work o f student serv ices  
w ith  o th e r o p e ra tio n a l areas o f the In s t i t u ­
t io n .

-th e  continuous task o f  making decis ions and 
embodying them 1n s p e c if ic  and general orders  
and In s tru c tio n s  and serving  as the leader 
and a d m in is tra to r o f  the student serv ices  
area .

-working out 1n broad o u t lin e  the th ings th a t  
need to  be done and the method fo r  doing them 
and the estab lishm ent o f  the form al p o lic y  
and s tru c tu re  by which student se rv ice  pro­
grams and serv ices are e s ta b lis h e d , arranged, 
and operated fo r  defined o b je c tiv e s .

-th e  whole personnel fu n c tio n  o f b ring ing  In  
and t ra in in g  the student serv ices s t a f f  and 
m ain ta in ing  fav o rab le  cond itions o f work.

-those task statem ents th a t  do not c le a r ly  
f i t  In to  one o f the o th er s ix  c a te g o rie s .
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APPENDIX G

INSTRUCTIONS TO SORTERS

You have been given verbatim  task statem ents provided by a 
random sample o f  the C h ie f Student Personnel O ff ic e rs  (CSPOs), 
from selected  Michigan co lleges and u n iv e r s it ie s ,  who responded to  
the question: WHAT ARE THE THREE MOST IMPORTANT TASKS THAT YOU
PERSONALLY PERFORM THAT INVOLVE INTERACTION ON YOUR PART WITH THE 
CHIEF EXECUTIVE OFFICER OF YOUR INSTITUTION OR CAMPUS? They were 
asked to provide a one-word d e s c rip to r and exp lanation  o f each 
task and th e  reason(s) th a t  they in te ra c te d  w ith  the c h ie f  execu­
t iv e  o f f ic e r  on each ta s k .

I  would l ik e  you to  s o rt these statements In to  task c a te g o ries . 
Please fo llo w  the procedure described.

1. You have been given s ix  cards which contain  defined admin­
is t r a t iv e  tasks and one card marked m iscellaneous. Each o f  these 
w il l  serve as a#task category in to  which are placed task statem ents  
provided by CSPOs. Please read the d e f in it io n s  on these cards 
c a re fu lly  and r e fe r  to  them during the s o rtin g  process.

2 . Lay the cards out before you. Now take the task statements 
provided by the CSPOs and p lace each one In to  the category th a t  you 
th ink  best matches the theme o f  the task statem ent. I f  a task  
statement cannot be placed 1n one o f  the task ca teg o ries  p lace 1 t
1n the m iscellaneous category . Do not r e ly  s o le ly  on the d e s c rip to r  
provided w ith  the  task statem ent but analyze the theme o f  the s ta te ­
ment as to  the ta s k , not the reason fo r  the CSPO's in te ra c t io n  w ith  
the c h ie f  executive  o f f i c e r .

3. A f te r  a l l  the task statem ents have been s o rte d , check the  
sort 1n each category to  Insure th a t  th ere  Is  only  one task s ta te ­
ment from each respondent 1n th a t category. This can be done by 
f i r s t  arranging the statem ents In  a category 1n numerical o rd e r. 
Looking a t  the upper r ig h t  hand corner o f the task statem ents, you 
w il l  see a code co n sisting  o f  th ree  to  f iv e  Arabic-Roman numbers.
For example: 09/1 and 09 /111 . These codes Id e n t i fy  the most Impor­
ta n t and th ir d  most Im portant task provided by the n in th  respondent. 
There should be only  one statem ent from 09 In  a given category. I f  
there is  more than one task statem ent from the same respondent In  a 
category, reanalyze the task statem ents1 themes and re c la s s ify  them 
as a p p ro p ria te . Please assure th a t  re c la s s if ic a t io n  does not re s u lt  
1n the placement o f  a respondent's statem ent 1n a category where one 
statement has a lread y  been p laced.

4. Please check your work, then stop.
Thank you fo r  your assistance 1n th is  research study.
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APPENDIX H

INTERVIEW FORMAT 

In tro d u c tio n

(Opening— Personal In te rv ie w ):  Before we begin the In t e r ­

view, I  would l ik e  to  thank you fo r  p a r t ic ip a t in g  1n th is  study.

(Opening— Telephone In te rv ie w ):  Good (m orn ing /afternoon)

________________________ * name 1s Don Svoren. I  am c a ll in g  you
(name)

from Michigan S ta te  U n iv e rs ity . I  would l ik e  to thank you fo r  

p a rt ic ip a tin g  in  th is  study.

The purpose o f th is  study, as you know, 1s to Id e n t i fy  beha­

v io rs  th a t  c h ie f student personnel o f f ic e rs  p erce ive  to  be s ig n i f i ­

cant as they In te ra c t  w ith  c h ie f  execu tive  o f f ic e r s  on selected  

tasks. To accomplish the purpose o f th is  study I  am c o lle c tin g  and 

analyzing Inc id en ts  o f c h ie f  student personnel o f f ic e r -c h ie f  execu­

t iv e  o f f ic e r  In te ra c t io n . To Insure accurate In fo rm ation  fo r  the  

analysis  phase o f  the study, I  would l ik e  to  tape record th is  In te r ­

view. Please l e t  me assure you th a t the In fo rm ation  you provide me 

1s considered c o n f id e n t ia l.  Do you o b je c t to  my tape recording  

th is  in terv iew ?

You w i l l  r e c a ll  th a t  my i n i t i a l  question n a ire  asked you to  

Id e n t ify  and describe the  th re e  most Im portant tasks th a t you per­

sonally  perform th a t  re q u ire  In te ra c tio n  on your p a rt w ith  the  

c h ie f executive  o f f ic e r  o f  your (1nst1tut1on/cam pus). Based on 

the mean ranked order o f  responses received from the c h ie f  student 

personnel o f f ic e rs  who responded, the tasks o f piann1ng/organ1z ln q ,
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a d v is in g /re p o rtin g , and s t a f f 1ng are the th ree  tasks fo r  which s ig ­

n if ic a n t  areas o f behavior w i l l  be Id e n t i f ie d .  I  w i l l  d e fin e  these  

tasks la t e r .

In s tru c tio n s

1 would l ik e  you to r e la te  s ig n if ic a n t  In c id en ts  In  which 

your behavior was e f fe c t lv e  and s ig n if ic a n t  Inc id en ts  1n which your 

behavior was In e f fe c t iv e  In  accomplishing the o b je c t iv e (s )  o f  your 

In te ra c tio n  w ith  the c h ie f  executive  o f f ic e r  fo r  each o f these  

tasks* i f  p o ss ib le .

To help you 1n fram ing your responses, l e t  me p o in t out 

th a t each In c id e n t you re p o rt:

1. Must Invo lve  your In te ra c tio n  w ith  the c h ie f  execu tive  

o f f ic e r  on one o f the s p e c ifie d  tasks and may or may 

not Invo lve  o ther persons.

2 . May have been o f e ith e r  a short (a few m inutes) o r a 

long (severa l months) d u ra tio n .

3 . Must be d is tin g u is h a b le  by you as an In c id e n t 1n which 

your behavior was e ith e r  c le a r ly  e f fe c t iv e  or In e f fe c ­

t iv e  In  o b ta in ing  your task o b je c tiv e  w ith  the c h ie f  

execu tive  o f f ic e r .

4 . Must have occurred w ith in  the past two academic years  

(1973-74; 1974 -75 ).

For each In c id e n t you describe I  would l ik e  you to  s ta te :

1 . B r ie f ly  the general circumstances th a t  led up to  the  

in c id e n t.
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2 . Your o b je c t lv e (s )  as you In te ra c te d  w ith  the c h ie f  

executive  o f f ic e r  on the tas k .

3 . The b eh av lo r(s ) you u t i l iz e d  th a t were e ith e r  e f fe c ­

t iv e  o r In e f fe c t iv e  1n o b ta in ing  your o b je c t lv e (s ) .

4 . Other persons, 1 f any, who were Involved in  the  

In c id e n t.

5. The approximate date when the In c id e n t occurred and 

I t s  d u ra tio n .

Do you have any questions?

1 w i l l  now d e fin e  the tasks on which I would l ik e  you to  

rep o rt s ig n if ic a n t  In c id e n ts :

By an a d v is in g /re p o rtin g  task Is  meant: p rovid ing  counsel

on student a f f a i r s ,  1n p a r t ic u la r ,  to  the  c h ie f  execu tive  and o th er  

o ff ic e rs  o f  the In s t itu t io n  and keeping them Informed on opera­

tio n a l m atters through data c o lle c t io n , e v a lu a tio n , and research.

A p lann ing -organ iz ing  task 1s working out the broad o u tlin e  

o f th ings th a t need to  be done and the method fo r  doing them and 

the establishm ent o f  the form al p o lic y  and s tru c tu re  by which s tu ­

dent se rv ice  programs and serv ices are  e s ta b lis h e d , arranged, and 

operated fo r  defined  o b je c tiv e s .

By a s ta f f in g  task 1s meant: the whole personnel fu n c tio n

o f b ring ing  1n and t ra in in g  the student services s t a f f  and main­

ta in in g  favo rab le  conditions o f  work.

At th is  p o in t I  would l ik e  you to  r e f le c t  on your e x p e ri­

ences and c a ll  to mind s ig n if ic a n t  In c id en ts  th a t  have occurred  

w ith in  the past two academic years as you In te ra c te d  w ith  the
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c h ie f executive  o f f ic e r  on these ta s k s . Please describe the In c i ­

dents th a t  come to  mind.

Thank you fo r  re la t in g  these In c id en ts  to  me. Now I  wish

to ask you a general question: What behaviors do you fe e l th a t

c h ie f student personnel o f f ic e r s  need to  develop 1n order to  work 

e f fe c t iv e ly  w ith  c h ie f  executive  o ff ic e rs ?

This concludes the In te rv ie w . I  would l ik e  to  thank you

again fo r  your p a r t ic ip a t io n  1n th is  study and the tim e you have

given me. Please be assured th a t  your responses w i l l  be held 1n 

confidence and th a t  you and your in s t i tu t io n  w i l l  not be Id e n t i ­

f ie d  w ith  s p e c if ic  responses.

May I  send you an a b s tra c t o f th is  study?

Good-bye.
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INCIDENT ABSTRACT

CSPO code:_______ ___ EFF INEF TASK:___ A/R___ P/O___ S

GENERAL CIRCUMSTANCES:

CSPO OBJECTIVE(S):

BEHAVIOR(S) USED:

OUTCOME:

OTHERS INVOLVED: _______________________________________________

DATE OF INCIDENT:____________________  DURATION OF INCIDENT:

INTERVIEWER COMMENTS: __________________________________
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APPENDIX J

CHIEF STUDENT PERSONNEL OFFICER INTERVIEW RECORD

CSPO CODE

INTERVIEW DATE

INTERVIEW METHOD_ 

INTERVIEW TIME

PERS TEL

INTERVIEW LENGTH: 
STOPPED
STARTED
TOTAL

ABSTRACT REQUESTED: YES NO

Name______________________________________  T e l . ____  _________  ___
Last F irs t Middle A/C Number E xt.

T i t l e _____________________________________

Address

# Inc idents  Reported:

A/R e f f 1nef T o ta l e f f Grand to ta l
P/O e f f 1nef Tota l In e f

S e f f 1n ef

Questions/comments by CSPO:

In te rv ie w e r comments:
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APPENDIX K

CHIEF STUDENT PERSONNEL OFFICER BEHAVIORAL CHECKLIST

Based on the s ig n if ic a n t  In c id en ts  c o lle c te d  In  th is  study, 
a se rie s  o f questions was developed th a t  CSPOs could use as a check­
l i s t  to  eva lu a te  t h e ir  behavior as they In te ra c t  w ith  c h ie f  execu tive  
o ff ic e rs  on a d v is in g /re p o rtin g  (A /R ), p lan n in g /o rg an iz in g  (P /0 ) ,  
and s ta f f in g  (S) tasks. The questions are organized by behaviora l 
areas w ith  the a p p ro p ria te  tasks Id e n t i f ie d  In  parentheses.

S u bstan tia tin g  P ositions (A /R , P /0 , S)

1. Do I  a n t ic ip a te  the c h ie f  execu tive  o f f ic e r 's  questions?

2. Do I  o b ta in  "complete" fa c ts  and /o r fig u re s  to  demon­
s tra te  th a t (a ) a problem e x is ts , I t s  n a tu re , and I t s  
long-range Im pact; (b ) the proposed s o lu tio n  to  a prob­
lem w i l l  Improve the s itu a t io n ;  and (c ) the eva lu a tio n  
o f In fo rm ation  has been o b jec tive?

3. Do I  "educate" the c h ie f  execu tive  o f f ic e r  through the
use o f  m a te r ia ls  such as a r t ic le s ,  documents, or 
knowledgeable people when appropriate?

Corroborating P ositions (A /R , P /0 , S)

1. Do I  Id e n t i fy  persons who w i l l  support and who w i l l  
oppose my recommendations, proposals, or requests?

2. Do I  e s ta b lis h  ap p ro p ria te  support fo r  an o b je c tiv e  
before I  In te ra c t  w ith  the c h ie f  execu tive  o f f ic e r?

3 . Do I  a n t ic ip a te  when 1 t w i l l  be the c h ie f  execu tive  
o f f ic e r 's  cab in e t th a t decides the Issue?

4. Do I  work through o ther persons ra th e r  than tak ing  
Issues d ir e c t ly  to  the c h ie f  execu tive  o f f ic e r  1n 
ap p ro p ria te  s itu a tio n s ?

Expressing P ositions (A /R , P /0 , S)

1. Do I  know how to  approach the c h ie f  executive  o f f ic e r  
d ir e c t ly  w ith  a concern?

2. Do I  express e x a c tly  what I  th in k  1n ap p ro p ria te  
s itu a tio n s ?
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3. Do I  express rny fe e lin g s  as w ell as thoughts when 1 t  
1s appropria te?

Obtaining Input and Feedback (A /R , P /0 , S)

1. Do I  a s c e rta in  the  c h ie f  execu tive  o f f ic e r 's  views on 
Im portant m atters?

2. Am I  re c e p tiv e  to  the c h ie f execu tive  o f f ic e r 's  
suggestions?

3. Do I  seek the c h ie f  execu tive  o f f ic e r 's  personal advice  
in  ap p ro p ria te  s itu a tio n s ?

4. Do I  fo llo w  up Im portant communications to  a s c e rta in  
I f  the c h ie f  execu tive  o f f ic e r  understood them?

Regarding S itu a tio n a l Factors (A /R , P /0 , S)

1. Do I  know how to  handle s itu a tio n s  1 f the c h ie f  execu­
t iv e  o f f ic e r  has personal Involvements 1n them?

2. Do I  understand the l im its  o f  my ro le?

3. Do I  make requests 1n keeping w ith  es tab lished  po licy?

4. Do I  make r e a l is t ic  requests given the In s t itu t io n a l
budget?

Providing In fo rm ation  (A /R , P /0 )

1. Do I  know what s o rt o f  In fo rm ation  the c h ie f  executive  
o f f ic e r  is  in te re s te d  1n?

2. Have I  es tab lished  the necessary In fo rm ation  "systems11 
fo r  keeping m yself c u rre n t on events 1n my area o f 
re s p o n s ib ility ?

3. Do I  know the best methods fo r  communicating various  
types o f  In fo rm ation  to  the c h ie f  execu tive  o f f ic e r?

4 . Do I  consider the a p p ro p ria te  tim e to  provide c e rta in  
types o f In form ation?

5. Do I  Inform  o ther persons w ith  "a need to  know" about 
m atters I  b ring  to  the c h ie f  execu tive  o f f ic e r 's  
a tte n tio n ?

6 . Do I  know when the c h ie f  execu tive  o f f ic e r  does not 
want others Involved In  a s itu a tio n ?
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P e rs is tin g  (A /R , P /0 )

1. Do I  g ive  up on an Issue when the c h ie f  execu tive  
o f f ic e r  reacts  n e g a tiv e ly  and /or takes no action?

2 . Do I  use various o p p o rtu n itie s  to  re in fo rc e  a recom­
mendation, proposal, o r request?

3. Do I  exp lore  a lte r n a t iv e  methods fo r  ach ieving  an 
o b jec tive?

M ain ta in ing  P o s itiv e  P o s itio n s  (A /R , P /0 )

1. Do I  re a c t n e g a tiv e ly  to  assignments given me by the  
c h ie f  execu tive  o f f ic e r  Instead  o f  accepting them w ith ­
out comment and then developing a s tra te g y  fo r  dealing  
w ith  them?

2 . Do 1 submit reports  or take p o s itio n s  th a t  g ive  the  
appearance o f p ro te c tin g  vested In te re s ts ?

3 . Do I  take p o s itio n s  which are perceived as a challenge  
to  the c h ie f  executive  o f f ic e r 's  a u th o rity ?

Solving Problems (P /0 , S)

1 . Am I  a le r t  to  problems as they develop?

2 . Do I  present te n ta t iv e  so lu tio n s  along w ith  problems 
when rep o rtin g  them to  the c h ie f  execu tive  o f f ic e r?

3. Do I  reso lve  problems 1n my area o f  re s p o n s ib ility ?

4 . Do I  re ta in  f l e x i b i l i t y  and ad ju s t to  changing s itu a ­
tions?

Follow ing Through (P /0 ,  S)

1 . Do I  assure th a t  assigned re s p o n s ib il i t ie s  th a t I  
delegate  a re  c a rr ie d  out?

2. Am I  con s is ten t In  what I  propose to  do and what I  do?

Developing Autonomy (S)

1. Do I  seek a u th o r ity  fo r  choosing n\y own s ta ff?

2 . Do I  e x h ib it  leadersh ip  1n s itu a tio n s  where I  b e lie v e  
s t a f f  recommendations a re  Inappropriate?



237

Making Decisions and Taking Risks (S )

1. Do I  decide on a course o f  a c tio n  before In te ra c tin g  
w ith  the c h ie f  execu tive  o f f ic e r  on an Issue?

2. Am I  w il l in g  to  recommend "unpleasant" courses o f  ac tion  
1f  necessary?

3. Am I  w i l l in g  to  take c a lc u la te d  chances 1n order to  
reso lve  a problem o r o b ta in  an o b jec tiv e?
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