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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

While the importance of the chief student personnel
officer (CSPO)-chief executive officer relationship had been
explicitly stated by others concerned with the CSP0's position and
the administration of student services, a review of the literature
on the CSPO failed to reveal a study that had systematically inves-
tigated behavior utilized by CSPOs as they interact with chief
executive officers in the performance of tasks for which they are
responsible.

The need to identify behaviors CSPOs manifest to achieve
task objectives as they interact with chief executive officers was
based on the premise that persons concerned with the CSPQ's position
must have behavioral descriptions of the ways position incumbents
succeed or fail as they interact with key positions in their role
set. The purpose of this study was to identify significant areas
of CSPO behavior on three tasks as CSPOs interacted with their

chief executive officers. A secondary purpose of the study was to
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obtain recommendations from CSP0Os on behaviors that the- felt
CSPOs needed to develop in order to work effectively with chief

executive officers.

Design of the Study

This study used a self-report method of information col-
lection. CSPOs in selected Michigan colleges and universities were
sent a questionnaire to identify those who reported directly to the
chief executive officer and to identify the three most important
tasks they personally performed that required interaction with the
chief executive officer. Subsequently, planning/organizing,
advising/reporting, and staffing, in descending order of importance,
were identified as the three most important tasks. Thirty-six
CSPOs (73 percent meeting the criteria for selection) were inter-
viewed and a modification of the Critical Incident Technique was
used to collect and analyze significant incidents of CSPO-chief
executive officer interaction on the three tasks. Each CSP0O also
identified the behaviors he felt that CSPOs needed to develop in
order to work effectively with chief executive officers. The pat-
terns of significant incidents, areas of ineffective task behavior,
and needed CSPO behaviors were then compared by selected institu-
tional variables and CSPO characteristics. Differences found were

reported in terms of percentages and real numbers.

Major Findings and Conclusions

The major findings of the study were the determination of

varjous areas of effective and ineffective task behavior which were
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inductively developed from 141 significant incidents the CSPOs
reported, and the behavioral statements obtained from the 84 beha-
viors CSP0Os specified that CSPOs needed to develop. Based on the

analyses of information it was concluded:

1. CSPO-chief executive officer interactions on the three

tasks of advising/reporting, planning/organizing, and staffing were
generally complex processes in which CSPOs were able to perceive that
specific behaviors were related to their effectiveness.

2. Significant CSPO behaviors varied from time to time on
the same task and from task to task.

3. CSPOs reported themselves generally to be more effective
than ineffective in accomplishing their objectives as they interacted
with chief executive officers on advising/reporting, planning/
organizing, and staffing tasks.

4, Of the three tasks, CSPOs reported the greatest inef-
fectiveness with chief executive officers on staffing matters.

5. Institutional settings and CSPO characteristics were
differentially related to reported incidents of CSPO ineffective-

ness according to task.

6. CSPOs emphasized the interpersonal more so than the
technical behaviors of administration when specifying behaviors
CSPOs need to develop in order to work effectively with chief

executive officers.

Based on the significant areas of task behavior a check-
1ist was developed for CSPOs to evalute their interactions with
chief executive officers on the selected tasks. In addition,
recommendations were advanced for research on, academic preparation,

and professional practice of CSPOs.
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CHAPTER I

THE PROBLEM

Need for the Study

Since the 1940's, when the need to create positions to
coordinate student personnel services in American colleges and

universities was viewed as an essential step to cope with student

1

needs in the post-World War II era, the creation, definition of

role and functions of the chief student personnel officer (CSPO)2
have gained increasing attention from the coliege student personnel
profession.

In many colleges and universities CSPOs report directly
to the presidents of their institutions on the management of student
services and are ultimately responsible for the direction and per-
formance of functions within the office of student affairs. The
functions they have in common with other officers of institutions
of higher education have been advanced by Ayers and Russell:

1. Serves as an alter ego of the president; hence, his office
is an extension of the president's office.

]wiIIard W. Blaesser, Student Personnel Work in the Postwar
College, American Council on Education Studies, Series VI, Student
Personnel Work, No. 6, Vol. IX (Washington, D.C.: American Council
on Education, 1945).

2Chief Student Personnel Officer 1s the term used in this
study to identify the chief administrative position in student
services at a college or university. The abbreviation CSPO is
used throughout this study.




2. Has from the president, in writing, a broad and specific
delegation of authority for his area of responsibility,
which is exercised in conformity with the stated policies
and procedures of the college administration.

3. Respects the authority and areas of responsibility
assigned by the president to the others, and works with
the others as equals in maintaining coordinate relation-
ships between and among the various units, divisions, and
departments as they cooperate in performing related
functions.

4. Keeps in mind the cardinal objectives of the institution
and makes recommendations to the president regarding
plans, policies, and procedures in the area of his dele-
gated responsibility.

5. Equips and staffs his unit, subject to concurrence of the
president and approval by the board of trustees, to dis-
charge the responsibilities assigned.

6. Integrates and coordinates the work of the administrative
subdivisions within his area of jurisdiction, and articu-
Tates the work of his area with that of the other three
areas of college activity.

7. Provides professional leadership in recruiting and develop-
ing staff members in the area of his delegated responsi-
bility.

8. Serves as the major adviser on budget development for his
area.

9. Prepares special reports that may be requested by the
president and for the section of annual and othe; recur-
ring reports in his delegated area of authority.

The specialized functions of CSPOs encompass the develop-
ment, coordination, and management of programs and services to and
for students.2 Services to students are a continuing presidential

concern,3 and the dean of students has, on occasion, been

]Archie R. Ayers and John H. Russel, Internal Structure:
Organization and Administration of Institutions of Higher Educa-
tion, U.5. Department of Health, Education and Welfare (Washington,
D.C.: Government Printing Office, 1962), p. 19.

2prchie R. Ayers, Philip A. Tripp, and John H. Russel,

Student Services Administration in Higher Education, U.S. Department
of Health, Education and Welfare lﬁasﬁington. D.C.: Government

Printing Office, 1966), p. 8.

3. 6. Williamson, Student Personnel Services in Colleges
and Universities (New York: McGraw-Hi11 Book Co., 1961), p. b.




3

described as the "president's man."] Recognition of this organi-
zational relationship is apparent in studies which have investi-
gated the types of goals that presidents see as appropriate for
student personnel pr-ograms.2 the expectations that presidents hold
for CSPOs,3 and the perceptions that CSPOs hold about their rela-
tionships with presidents.4 A review of the literature revealed
that studies undertaken on CSPOs have focused primarily on their
goals, functions, and personal characteristics, but failed to
jdentify a study that systematically investigated CSPOs' interac-
tions with chief executive officers (presidents). General state-
ments which have been offered on the nature of the CSPO-chief
executive officer re1ationshfp5 or offer broad proscriptions for
CSPOs' role behaviors6 are clearly insufficient to serve as a
basis for developing effective administrators. The need for infor-

mation against which CSPOs can examine their own behavior is

]John J. Corson, Governance of Colleges and Universities
(New York: McGraw-Hill Book Co., 1960), p. 64.

2Patr1ck T. Terenzini, "The Goals of Student Personnel Work:
Views From the Top," NASPA Journal 11 (October 1973): 31-35.

3Thomas B. Dutton, James R. Appleton, and Edward E. Birch,

Assumptions and Beliefs of Selected Members of the Academic Commu-
nit EA Special Report of the NASPA Division of Research and Program

Development, Monograph No. 3, April 1970).

%M. Lee Upcraft, "Role Expectations for Chief Student Per-
sonnel Administrators in Large Universities" (Ph.D. dissertation,
Michigan State University, 1967).

5Harold L. Hodgkinson, "How Deans of Students Are Seen by
Others and Why," NASPA Journal 8 (July 1970): 49-54.

6Joseph F. Kauffman, "New Challenges to Student Personnel
Work," NASPA Journal 8 (July 1970): 12-16.




heightened by the fact that institutions of higher education today
are in another period of transition brought on by shifting social
and economic conditions which affect the manner in which they
pursue their goals. Thus, a need exists for energetic and intelli-
gent leadership of student personnel programs, and as Erickson]
jndicated in 1950, during an earlier period of stress undergone by
colleges and universities, such leadership, in part, is contingent
upon effective interaction by CSPOs with the office of the chief
executive. Therefore, studies are needed which develop useful

information on effective administrative actions as CSPOs interact

with chief executive officers.

i Purpose of the Study

The purpose of this study is to determine the behaviors
that selected CSPOs, in Michigan colleges and universities, per-
ceive to be significant (either effective or ineffective) in
accomplishing objectives on selected important tasks as they inter-
act with their chief executive officers in order to identify sig-
nificant areas of task behavior.

The central question of this study is: What behaviors do
CSPOs perceive to be significant (either effective or ineffective)
as they interact with chief executive officers on selected impor-

tant tasks and what are the significant areas of task behavior?

1011fford E. Erickson, "Some Transitional Problems of
Student Personnel Services," College and University 25 (January
1950): 292-98.




A secondary purpose of this study is to obtain recommenda-
tions on behaviors CSP0s need to develop in order to work effec-

tively with chief executive officers.

Design of the Study

This study uses a self-report method of information col-
lection. Selected CSP0Os who serve in Michigan colleges and
universities are identified and their responses to a questionnaire
are used to identify CSPOs who report directly to the chief execu-
tive officers of their institutions or campuses; collect background
information on the CSP0Os; and identify the three tasks they rank
as the most important, which they personally perform and that
require their interaction with the chief executive officer.

The three most important tasks, based on their mean ranked
order, are determined and those CSPOs who report directly to the
chief executive officer of their institution or campus are inter-
viewed face-to-face or by telephone. During the interview, a
modification of the Critical Incident Technique is used, in that
CSPOs are asked to recall and report on incidents in which they
Judge that their own behaviors were either effective or ineffec-
tive in accomplishing the objective of their task interaction with
the chief executive officer. They are asked to provide, if pos-
sible, an effective and ineffective incident for each of the three

selected tasks.

The significant areas of behavior for each task are then

identified and analyzed.



Importance of the Study

Chief students personnel officers in particular and
trainers of student personnel workers, student personnel profes-
sionals, and students preparing themselves for positions in student
services in general, may find this study to be of value as it may
provide them with empirical information on behaviors that CSPOs
perceive to be significant as they interact with chief executive
officers on specific tasks.

This information may provide a basis for the development
of working hypotheses on actions which prove to be either effec-
tive or ineffective in accomplishing task objectives. Such findings
can be utilized by CSPOs and other personnel workers as models by
which to analyze their own administrative interactions as they
carry out their duties and attempt to improve their effectiveness.

As Sarbin suggested,

The therapeutic dictum, "making conscious what is uncon-
scious" to effect behavioral changes, refers to the same
events as making accessible to one's self-reactions inacces-
sible aspects of one's r?le enactment in order to modify or
eliminate these actions,

Thus, studies undertaken by investigators such as Lﬂley,2

1Theodore R. Sarbin, "Role Theory," in Handbook of Social

Psychology, Vol. I, ed. Gardner Lindzey (Cambridge, Mass.: Addison-
Wesley Fuglishing Company, Inc., 1954), p. 236.

2George W. LiTlley, Jr., “Functions of Chief Student Per-
sonnel Officers,”" NASPA Journal 11 (Winter 1974): 7-10.




0'Banion,! and Zook,2 which have identified the functions performed

by CSPOs and student personnel workers, though helpful, need to be
expanded upon. F]anagan3 has stressed that studies concerned with
job analysis must go beyond merely stating what an individual is
supposed to be doing, but should include descriptions of ways to
succeed or fail. This position has been supported by Hemphill et al.
The practice of administration will improve only as the
administrator can analyze, understand, and change his manner
of performance of his job to correct an error about which he
becomes aware. Analysis, understanding, and efforts to change
behavior are dependent on the existence of solid concepts by

which specific incidents and events may be recognized as
examples of more general classes of events, or are the result

of the operation of general principles.?

Rodgers5 recognized this need in a study undertaken to
identify behaviors perceived important by CSPOs' professional peers.
This study's uniqueness, in contrast to Rodgers' study, is its

focus on those behaviors that CSP0Os perceive to be significant as

]Terry 0'Banion, "The Functions of College and University
Student Personnel Workers," College and University 45 (Spring 1970):

296-304.

2Freder1c B. Zook, "A Comparative Study of the College Stu-
dent Personnel Administrators in Public Two and Four Year Colleges
of the Midwest" (Ph.D. dissertation, Southern I11inois University,

1968).

3John C. Flanagan, "Defining the Requirements of the
Executive's Job," Personnel 28 (July 1951): 28.

430hn K. Hemphill, Daniel E. Griffiths, and Norman

Frederiksen, Administrative Performance and Personality (New York:
Teachers College, Columbia University, 1962), p. 35¢Z.

5A’Ilan W. Rodgers, "An Investigation of the Critical
Aspects of the Function of the Student Personnel Dean as Seen
by His Professional Peers Using the Critical Incident Technique"
(Ph.D. dissertation, Michigan State University, 1963).



they interact on tasks with the chief executive officers. This
relational specification is in keeping with a fundamental concept

of position.

If a particular position has no meaning apart from other
positions, it is necessary for an investigator, in focus-
ing on one position, to specify the o*her positions with
which his analysis will be concerned.

The selection of the chief executive officer's position
as focal point for studying CSPOs' behavior is based on the recog-
nition of the organizational importance of that office to the
administration of student services.

Penney2 stated that CSPOs' positions that contain titles
such as coordinator, director, or vice-president imply that admin-
istering, coordinating, planning, budgeting, and supervising are
the major tasks. In a similar vein, Perry felt that in the future
student personnel administration will be ". . . a matter of effec-
tive administrative performance on the part of the responsible
administrator in charge. . . .“3 Therefore, it is necessary to
develop a perspective of the administrative process. Administra-

tion is viewed, by Getzels and Guba, as the conduct of social

behavior in a hierarchical setting, which structurally consists of

]Neal Gross, Ward S. Mason, and Alexander W. McEachern,
Explorations in Role Analysis: Studies of the School Superinten-
dency Role (New York: John WiTey and Sons, 1958}, p. .

2James F. Penney, "Student Personnel Work: Role Conflict
and Campus Power," Journal of Education 151 (February 1969): 42.

3R1chard R. Perry, "Administrative Behavior and Vice
Presidents for Student Affairs," NASPA Journal 4 (October 1966):

78‘




a series of superordinate-subordinate re]ationships,] with the dyad

2

as the fundamental administrative relationship. Birch's research

confirms the importance of administrative tasks in the CSPO-chief
executive officer dyad. When asked to indicate the criteria chief
executive officers used to judge their performance, CSP0Os reported
that administrative competence and effectiveness was second only
to the criterion of relations with members of the academic commu-
n1ty.3 Viewing the CSP0O's position, then, as an office that has
associated with it a set of activities (potential behaviors),
which establish to a degree the role of the person occupying the
office,4 CSP0s' actual role behavior may be viewed as a function
of their personal expectations and the expectations that others
hold for them. The importance of the CSPO-chief executive officer
dyad is supported by the finding that position occupants receive
the greatest amount of pressure in their role activities from their

direct superiors.s In addition, like earlier investigations, the

]J. W. Getzels and E. G. Guba, "Social Behavior and the
Administrative Process," School Review 65 (Winter 1957): 424.

2J. W. Getzels, "A Psycho-Sociological Framework for the
Study of Educational Administration,” Harvard Educational Review
22 (Fall 1952): 236.

3Edward E. Birch, "An Investigation of Selected Assump-
tions and Beliefs of Chief Student Personnel Administrators"
(Ph.D. dissertation, Michigan State University, 1969), p. 41.

4Robert L. Kahn, Donald M. Wolfe, Robert P. Quinn, and
J. Diedrick Snoek, Organizational Stress: Studies in Role Conflict
and Ambiguity (New York: John Wiley and Sons, Inc., 1964), p. 13.

5

Ibid., p. 184,



10

importance of this study is based upon the need to develop infor-
mation on the CSPQO's role.

Dutton1 asserted that questions related to the role and
competencies of the CSPO are of great significance to the National
Association of Student Personnel Administrators. More specific-
ally, Trueblood2 called for extensive and scientific research in
college student personnel job analyses so that realistic learning
goals can be established for the training of professionals. This
study addresses these stated needs and accepts McDanie]'s3 recom-
mendation that studies be concerned with identifying and opera-
tionalizing cognitive and affective behaviors required for job
success. As has been suggested, there is a need to search for
similarities between jobs, even though no two jobs are exactly
the same, ". . . and undertake, then, to train people in terms of

4

common problems they face." P‘lerce5 emphasized that CSPO

]Thomas B. Dutton, "Research Needs and Priorities in Student
Personnel Work," NASPA Journal 5 (April 1968): 340.

2Dennis L. Trueblood, "The Educational Preparation of the
College Student Personnel Leader of the Future," in College Student
Personnel Work in the Years Ahead, ed. Gordon J. Klopf (Washington,
American College Personnel Association, 1966), p. 81.

3Reuben R. McDaniel, Jr., "Organization Theory and the
Preparation of Student Personnel Workers," NASPA Journal 10
(October 1972): 105.

4H1111am Foote Whyte, "An Interaction Approach to the

Theory of Organization," in Modern Organization Theory, ed. Mason
Haire (New York: John Wiley and Sons, Inc., 1959), p. 18l.

Spavid L. Pierce, "A Study of Some Aspects of the Chief
Student Personnel Administrator's Interactions With Administrators
Outside the Student Personnel Area and With Faculty" (Ed.D. dis-
sertation, Florida State University, 1969), pp. 78-79.
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effectiveness is based in part on their extradepartmental interac-
tions, and indicated that future studies should be concerned with
the goals and effectiveness of these interactions. This study
then, using a modification of the Critical Incident Technique,
will attempt to identify behaviors perceived significant by CSPOs
as they interact with chief executive officers on important tasks.
This information is deemed of value for programs of both self and
organizational development] As Moment and Zaleznik suggest:
The executive role, perhaps more so than other occupational
entities, places greater demands on the person for compe-
tence in interpersonal activity. So much of organized human
activity rests on the process of communication that to leave
to chance or intuitive development the establishment of com-

petent behavior on the part of leaders is to ignore a crucial
area of concern in ghe preparation of individuals for their

chosen life's work.

Limjtations of the Study

The population selected for study is 1imited to the CSPOs
at two- and four-year institutions of higher education in the state
of Michigan, which offer general academic programs and are accred-
ited or are candidates for accreditation by the North Central
Association of Colleges and Secondary Schools, who held their
éurrent positions as CSPO for at least one calendar year, and

report directily to the chief executive officer of their institutions

1Peter' F. Drucker, The Effective Executive (New York:
Harper and Row, Publisher, 1966), p. 167.

2David Moment and Abraham Zaleznik, Role Develo nt and
Interpersonal Competence (Boston: Harvard Unjversity, Division
of Research, Graduate School of Business Administration, 1963),

p. 156.
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or campuses. The findings of this study are generalizable to this
population only.

In addition, the findings of this study are restricted to
the development of significant areas of behavior for the three
tasks identified as important and personally performed by the CSPOs
which require interaction on their part with chief executive offi-
cers, and the significant areas of behavior identified may not be

considered exhaustive due to limited number of incidents collected.

Assumption of the Study

The assumption of this study is that CSPOs can accurately
report significant incidents that occur during the performance of
tasks and judge those behaviors that are either effective or inef-

fective in accomplishing their task objectives as they interact

with chief executive officers.

Definitions of Terms

The following terms are defined in accordance with their

use in this study:

Chief Student Personnel Officer: A person within a two- or

four-year institution of higher education or branch campus who is
directly responsible to the chief executive officer for the devel-
opment, coordination, and management of programs and services to
and for students. These persons often carry a title such as dean

of students or vice-president for student affairs.
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Chief Executive Officer: A senior administrative official

responsible for the day-to-day operations of a two- or four-year

institution of higher education or one of its campuses.

Significant Incident: A task activity that is sufficiently

complete in itself; that is having a cause, action, and result,
where the intent of the act was clear and its consequences are suf-
ficiently definite so that it can be judged as either effective or

ineffective.
Significant Behavior: A constituent part of a significant

incident. A specific act used during an incident which is judged
by a CSPO to have been either effective or ineffective in the

accompl ishment of a task objective.
Significant Area of Behavior: A category of behavior

created a posteriori on the basis of identification of similar
significant behaviors used on a task.
Task: An assigned responsibility or function that a CSPO

personally performs as a role activity.

Overview
Chapter II of this study is the review of literature. The
theoretical concept of role is explicated first as an appropriate
frame of reference to the subsequent presentations on the histori-
cal development of student services in American colleges and uni-
versities and the development of organization positions for the
coordination of these services. Next, the findings of studies

which have investigated the CSPOs' roles and their relationships
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with chief executive officers are presented. The chapter is con-
cluded with a review of the literature on the Critical Incident
Technique.

The method of the study, which consists of the identi-
fication of the population studied, the selection of three important
tasks performed by CSPOs that require interaction with chief execu-
tive officers, the procedure for collecting significant incidents
of CSPO-chief executive officer task interaction, and the method
of their analysis, is presented in Chapter III.

Chapter IV is used to present the findings of the study
which relate to the significant areas of behavior identified for
CSPO-chief executive officer task interaction. To understand task
interaction it is necessary to begin with the concept of role and

its manifestation--behavior--which is discussed in Chapter 1I.



CHAPTER 11

REVIEW OF LITERATURE

Introduction

The purposes of this chapter are threefold. First, the
concept of role is reviewed and a psycho-sociological theory of
socfal relations is presented in order to establish a theoretical
perspective for this study. Second, a review is made of the litera-
ture on the historical development of chief student personnel
officers' (CSP0) positions in American institutions of higher edu-
cation and on studies which have investigated the CSPO's status
to provide a historical and empirical background for the investiga-
tion of CSPO-chief executive officer interaction. Third, a review
of the l1iterature is presented on the Critical Incident Technique
in order to understand its development, methodology, and use in

studying educational positions.

The Concept of Role

The division of labor within colleges and universities has
been observed to be desirable or necessary as these institutions

attempt to fulfill their social purposes.1 The division of labor

]T. R. McConnell, "The Relation of Institutional Goals and
Organization to the Administration of Student Personnel Work," in

Approaches to the Study of Administration in Student Personnel
Work, ed. Martin L. Snoke (Minneapolis: University of Minnesota
Press, 1960), p. 19.

15



16

in an institution implies that various positions or offices are
established for the performance of different functions which con-
tribute to the institution's goals. The persons who occupy the
various institutional positions are expected to be competent and
effective in the performance of their specific functions, namely
they are expected to get the right things done.] In order for the
persons to be more than "accidentally" effective in the posi-

tions they occupy, it is necessary for them to utilize "theory" to

2

guide the performance of their role functions. That is to say,

in order to be successful they need to know that actions they
undertake will have a probability of resulting in desired outcomes.
Chase and Guba noted that while research in educational adminis-
tration had become increasingly concerned with the human relations
dimension of effectiveness the theoretical bases utilized in studies
either varied widely or often were not explicitly stated. They
concluded that the greatest amount of past research in the area of
human relations could be subsumed within the frame of role theor‘y.3

The concept of role was effectively introduced into the

terminology of the social sciences by Ralph L'Inton.4 In his book,

1Drucker, The Effective Executive, p. 1.

prthur P. Coladarci and Jacob W. Getzels, The Use of Theory
in Educational Administration, Educational Administration Monograph
No. 5 (Stanford, Cal.: Stanford University Press, 1955), p. 4.

3Francis S. Chase and Egon G. Guba, "Administrative Roles
and Behavior," Review of Educational Research 25 (October 1955):

283.

4M1chae1 Banton, Roles: An Introduction to the Study of
Social Relations (New York: Basic Books, Inc., 1965), p. 25.
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The Study of Man, Linton stated that societies are dependent on

patterns of reciprocal behavior. The polar positions of recipro-
cal behavior, whether between individuals or groups, he called
statuses.] A status was defined by Linton as a collection of
rights and duties associated with a position, and role was defined
as the effecting of the rights and duties of the status.2 The

arrangement of statuses, a social system, Linton held to be an

3

organization of ideas and not dependent on individuals. In

describing statuses, Linton identified two types: ascribed and
achieved. Ascribed statuses are those that are assigned to indi-
viduals without reference to innate differences or abilities, and
achieved statuses are those filled by competition and individual
effort.4 Since Linton's introduction of the concept, role has been
adopted as a viable concept for studying human behavior.

According to Banton, the study of roles has followed two
traditions. The first tradition he described as being the dramatic,
which ", . . starts with role as a metaphor emphasizing the selec-
tion and performance of parts by a single performer. . . ,"5 and
the second tradition as being the structural, which is based on the
légaT view of social relations. "People's behavior is viewed from

the standpoint of relationships within which it takes place, and
the relationships are defined by the rights and obligations of the

TRalph Linton, The Study of Man: An Introduction (New York:
Appleton-Century-Crofts, Inc., i§33). p. 113.

2Ibid., p. 114.  3Ibid., p. 253.  %Ibid., p. 115.

5Banton. Roles, p. 21.
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parties."1 In addition, the study of roles undertaken by inves-
tigators from different disciplines has resulted in their defin-
ing role to fit their needs. Gross et al. have categorized various
definitions into three groups: those that equate role with nor-
mative cultural patterns, those that treat role as an individual's
definition of his situation with reference to his and others'
social position, and those where role is the behavior of actors
occupying social positions.2 Banton is of the opinion, though,

that a general consensus has been achieved on the definition of
role. It is agreed, he stated,

. « « that behaviour can be related to a position in a social
structure; that actual behaviours can be related to an indi-

vidual's own ideas of what is appropriate (role cognitions),

or to other people's ideas about what he will do (expecta-
tions), or to other people's ideas about what he should do

(norms). In this light a role may be understood as a set of
norms and expectations applied to the incumbent of a particu-

lar position.>d

Sarbin, in reviewing the status of role theory, emphasized
that it must be considered ". . . an interdisciplinary theory in
that its variables are drawn from studies of cultures, society,
and personality.“4 Given this wide scope, Thomas and Biddle com-
mented, "The field apparently has chosen as its domain of study

nothing more nor less than complex, real-life behavior as it is

Vbid., p. 22.

Gross et al., Explorations in Role Analysis, p. 12.

Banton, Roles, pp. 28-29.

HoWwooN

Sarbin, "Role Theory," p. 223.
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ll1

displayed in genuine on-going social situations. They pointed out

that there is no grand "theory" of role, but rather hypotheses and

2

theories about particular aspects of role. In this context

Getzels and Guba have advanced a socio-psychological theory of

social behavior which they believe is applicable to the study of

administration.

In their theory, Getzels and Guba state that observed
behavior may be viewed as a function of role and personality,

B=f (RxP).> More specifically,

Social behavior may be apprehended as a function of the
following major elements: dinstitution, role, and expecta-
tions, which together constitute the nomothetic, or normative,
dimension of activities in a social system; and individual,
personality and need-disposition, which together constitute
the idio-graphic, or personal, dimension of activity in a
social system.

They theorize that "The portions of role and personality factors
determining behavior may vary with the specific act, the specific
role, and the specific personality 1nvo’lved."5 They maintain that
roles are the most important subunits of an institution, as they
are the structural elements which define the behavior of position
occupants.6 Variations in role behavior, according to their theory,

are "tolerated" because behaviors for a given role exist on a

Tedwin J. Thomas and Bruce J. Biddle, “The Nature and

History of Role Theory," in Role Theory: Concepts and Research,
ed. Bruce J. Biddle and Edwin J. Thomas (New York: John Wiley and
Sons, Inc., 1966), p. 14.

2Ibid.

3Getzels and Guba, "Administrative Process," p. 429.
%Ibid., p. 424.  SIbid., p. 426.  Sibid.
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“required"-"prohibited" continuum. This latitude allows for at
least limited personal differences in the individuals who may
occupy a given institutional position and differences in the man-
ner in which they perform their functions.] Getzels and Guba
pointed out that a given role derives its meaning from other
related roles, together with which it forms a coherent, interac-
tive un'it.2 Other theorists offer additional insights into this

complementary aspect of roles. It has been noted that interaction

refers to interpersonal contacts3 and that the concept of a role

set is fundamental to the understanding of role behavior.

Role-set theory begins with the concept that each social
status involves not a single associated role, but an array
of roles. This feature of social structure gives rise to
the concept of role set: that complement of social rela-
tionship in which persons are evolved simply because they
occupy a particular social status.4

This view of status holds that a spectrum of expectations exists
for a status incumbent, which often results in role conflict.

It would seem that the basic source of disturbance in the
role-set is the structural circumstance that any one occupy-
ing a particular status has role-partners who are differ-
ently located in the social structure. As a result, these
others have, in some measure, values and moral expectations
differing from those held by the occupant of the status in

question.

VIbid., p. 426. 21bid., p. 427.
3thte, "Theory of Organization," p. 156.

4Robert K. Merton, Social Theory and Social Structure,
enlarged edition {(Glencoe, I11.: The Free Press of Glencoe,
1968), p. 42.

SIbid., p. 424.
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Additionally, role behavior can be conceived of as consist-

ing of a sent and received role, which are fundamental to inter-

act‘lon.‘l The sent role is an expectation communicated to a status

incumbent by a member of the role set, and the received role is the

focal person's apprehension of the expectations. Sarbin described

the process in the following manner:

In role-taking theory, acts of persons are seen as organized
against a cognitive background of role expectations. Role
perceptions may be thought of as a sequence of behaviors in
which the perceptual response is the first part of a social
act: the (usually) silent naming or locating the position
of the other (from observed actions or inferred qualities),
which serves to locate the position of self. The second
part of the social act is the motoric response, the role-
enactment, in which the actor performs action agpropriate to
his location of the position of self and other.

The completed action of role sending, response of the focal
person, and the effect of that response on the role sender has been
defined as a role episode by Kahn et al..3 which may be viewed as
ongoing and cyclic in nature. The appropriateness of a status
incumbent's behavior is of additional concern as various members
of the role set may have differing expectations, but not neces-
sarily of the same 1ntensity.4 Gross et al., in their study of
school superintendents’' positions in Massachusetts, concluded

"The assumption that there is consensus on role definition on the

basis of which socialization takes place is untenable for the

Tkahn et al., Organizational Stress, p. 16.

2Sarbin. "Role Theory," p. 229.
3I(ahn et al., Organizational Stress, p. 26.

4Merton, Social Theory and Social Structure, p. 426.
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occupational position we studied," and they added that it needs to
be challenged in most formulations of role acquisition.] In

thefir study on role conflict and ambiguity, Kahn et al. noted this

possibility and defined role behavior as

. . . behavior which is system relevant (not necessarily
congruent with the expectations and requirements of others),
and which is performed by a person who is accepted by others

as a member of the system.Z2
Accepting the nomothetic and idiographic aspects associated with

a role, four basic types of conflicts can be postulated as possible

for a status incumbent:

1. Intra-sender: different prescriptions and proscriptions,
which are incompatible, held by a single member of the
role set.

2. Inter-sender: pressures from one role sender which
oppose pressures from one or more other senders.

3. Inter-role: pressures associated with membership in one
organization which are in conflict with pressures stem-
ming from membership in other groups.

4. Person-role: when role requirements violate moral values,
or when needs and aspirations lead to unacceptable beha-

vior.3

In addition, Kahn et al. described role ambiguity, which has
objective and subjective components, as ". . . the degree to which
required information is available to a given organizational posi-
t'ion.“4 The lack of information that leads to role ambiguity is
about the rights, duties, and responsibilities associated with a
position, as well as how those activities can best be performed.

Likewise, it deals with the personal and organizational consequences

lGross et al., Explorations in Role Analysis, p. 321.

2I(ahn et al., Organizational Stress, p. 18.

3Ibid., pp. 19-20. 41bid., p. 25.
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of role performance or nonperformance.1 Thus conflict and ambi-
guity are related to the effectiveness of status incumbents, As
Katz and Kahn stated, "Role expectations for any given office and
its occupant exist in the minds of members of his role set and

represent standards in terms of which they evaluate his perfor-

mance.“2

Getzels and Guba, in their theory, saw the necessity of
defining effectivenesss as role behavior which conforms to expec-

tations.3 The possibility of divergent expectations leads to two

important consequences:

The first is that the same behavior may be labeled "effec-
tive" at one time and "ineffective” at another time by the
same person, depending on the expectations he applies to
the behavior. The second is that the same behavior may be
Tabeled "effective" and "ineffective" simultaneously as a
result of different expectations held by different referent
groups. In either case, judgments of effectiveness and
ineffectiveness are incapable of interpretation unless both
the expectations being applied and the behavior being
observed are known.

Efficiency, Getzels and Guba hold, is a function of the congruence
of behavior with the status incumbent's need dispositions. They
noted that when behavior conforms to the need dispositions of the
actor, as opposed to role expectations, there is a minimum expendi-
ture of psychic energy and behavior is efficient.5 Satisfaction,

they stated, results when institutional expectations and

libid., p. 23.
2Dan1e1 Katz and Robert L. Kahn, The Social Psycholo

of Organizations (New York: John Wiley and Sons, Inc., |§BE;,I).T75.
3Getzels and Guba, "Administrative Process,"” p. 443.
4 5

Ibid., p. 433. Ibid., p. 434.
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need-dispositions are congr'uent.'l In keeping with their positions
on effectiveness, efficiency, and satisfaction they postulated the

existence of three leadership-followership styles in the adminis-

trative situation. These are the nomothetic, which emphasizes the
requirements of the institution, the role, and the expectations;

the idiographic, which emphasizes the requirements of the indi-

vidual, the personality, and the need-dispositions; and the

transactional, which is seen as an intermediate style between the

other two in which role and personality are maximized or minimized
as necessary.2 In their formulation they used the terms leader and
follower in a relative sense. "For present purposes we may say
that 'to lead' is to engage in an act which initiates a structure

in interaction with others, and that 'to follow' is to engage in

"3

an act which maintains a structure initiated by another. They

noted that the parties of either category {leader or follower) are
not altogether dominant or passive in the relationship.

Given this perspective of role behavior, it can be stated
that status incumbents such as CSPOs may "weigh" various expecta-
tions as they perceive them, and, in keeping with their own need
dispositions and dependent on organizational or situational con-
straints, select an appropriate course of action as they attempt
to accomplish a task objective. Based on the results of their
action, whether or not the objective was accomplished, and feed-
back received from others in the role set, their behaviors may be

perceived by them as either effective or ineffective and usable

Vibid., pp. 434-35.  2Ibid., pp. 435-38.  SIbid., p. 435.
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in similar situations or in need of some modification. This view
is not seen as contradictory to Getzels and Guba's definition of
effectiveness because the status incumbents' perceptions of their
personal effectiveness are based on the responses received from the
members of their role sets as they judge the behavior in reference
to their expectations, and acknowledges that amidst divergent
expectations of differing intensity status incumbents select the
"best" course of action in keeping with their needs.

It has been stated that CSPOs function in the midst of
widely conflicting expectations] and are dissatisfied with their
status.2 To gain an understanding of the CSPO's role it is neces-
sary to first consider the development of these positions in

American institutions of higher education.

Chief Student Personnel Officers

Programs and services in American colleges and universities
concerned with the welfare of students and their extraclassroom

development are functions whose heritage extends back to the

colonial days.

A preliminary study of the founding of the earliest educa-
tional institutions within the boundaries of the present
United States indicated that the extraclassroom life of the
students grew out of the religious, social and political

]Dutton et al., Assumptions and Beliefs, p. 7.

2Mar-k H. Ingraham, The Mirror of Brass: The Compensation
and Working Conditions of College and University Administrators
(Madison, Wisc.: University of Wisconsin Press, 1968), p. 225.
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life of the early colonists rather than divergent or unique
purpose of the founders of the institutions.]
The young age of college students, the remote locations of many
institutions, and the difficulty of travel were among the fac-
tors that necessitated that college presidents and their faculties

assume the responsibility for the housing, feeding, and disciplin-

ing of students. They were, by necessity, forced to act in loco
parentis, which, additionally, was in keeping with ". . . the
belief of the founders of our early educational institutions that
guidance functions were inherent in the educational process itself.“2
In the early days college presidents were intimately involved in
all aspects of their colleges' functioning and were most often the
only full-time administrators.3 In time, increased student enroll-
ments, enlarged fiscal responsibilities, and the demand for new
services resulted in the need for presidents to delegate some of
their responsibilities to others. This division of labor was
reflected in the number of administrative offices that were
created. For example, "In 1860 the median number of administra-
tive officers in an American college was 4; in 1933 it was

30.5. . nd One of the administrative positions that came into

1Eugen‘ie A. Leonard, Origins of Personnel Services in

American Higher Education (Minneapolis: University of Minnesota
Press, 1953;, p. 4.

21bid., p. 16.

3Lew'ls B. Mayhew, "Shared Responsibility of the President
?ggyghe]Dean," North Central Association Quarterly 32 (October
: 187.

4Frederick Rudolph, The American College and University
(New York: Vintage Books, 1962}, p. 435.
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being in the early years of administrative expansion was that of
the college dean. The role of the college dean was seen as an
effort to counteract the standardization that was taking place in

educatfonal institutions.

To an extent, the deans were an effort to maintain col-
legiate and human values in an atmosphere of increasing
scholarship and specialization. This was why so many of
the early deans resisted the full swing to intellectualism
which their faculty colleagues represented.]

The first deanship of record was reported by Findlay to
have been filled by Samuel Bard, at Columbia in 1893.2 At that
time a position was created for a college dean who spent most of
his time handling student disciplinary problems. Cowley commented
that "President Eliot had bigger fish to pursue, and so turned over
the large problem (and in those days it was large) to Dean
Gurney."3 Subsequently, two deans positions were created at
Harvard, one to handle instructional considerations and one to
handle extrainstructional affairs. As a result, Dean Briggs
". . . became the first officer in the history of American higher
education charged with responsibility for student relations as

4

separate and distinct from instruction.” The continuing development

VIbid.

2James F. Findlay, "The Origin and Development of the Work
of the Dean of Men in Higher Education," Association of American
Colleges Bulletin 25 (May 1939): 279.

3". H. Cowley, "Some History and a Venture in Prophecy,"
in Trends in Student Personnel Work, ed. E. G. Williamson
(Minneapolis: University of Minnesota Press, 1949), p. 20.

4H. H. Cowley, "The Disappearing Dean of Men," Occupations
16 (November 1937): 148.
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of positions to handle student problems was found to have been

more frequent in coeducational and women's colleges than in men's

colleges.]

Oberlin college opened her doors to women in 1833; this
move led to the appointment of lady principals or precep-
toresses to give special attention to problems of women
students. Out of this experience emerged the position of

dean of women.
Wrenn stated that the first deans of women, appointed by that title,
were at Swarthmore in 1890.3 At the University of I11linois, Arkle
Clark, in 1901, became the first officially appointed dean of men
in American higher educat'ion.4 The continued growth of student
enroliments and their heterogeneous needs along with developments
in the socjal sciences contributed to further development and
specialization of services to students. The personnel movement,
starting with the vocational guidance movement in 1908, gained
additional momentum from the commencement of psychological testing
and the mental hygiene movement around 1910, and the subsequent
emphasis on individual counseling, around 1940, resulted in many

5

specialists to assist students™ in such areas as vocational coun-

seling, placement, and activities. During this period of time,

]Leonard, Origins of Personnel Services, pp. 93-94.
2

Williamson, Student Personnel Services, p. 4.

3c. Gilbert Wrenn, Student Personnel Work in College (New
York: Ronald Press Company, 1951), p. 30.

4Find]ay, "Dean of Men in Higher Education," p. 280.

5Esther Lloyd-Jones, "Changing Concepts of Student Per-
sonnel Work," in Student Personnel Work as Deeper Teaching, ed.
Esther Lloyd-Jones and Margaret Ruth Smith (New York: Harper and

Brothers, 1954), pp. 1-4.
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most notably in the late 1930's, the call for the direction and
coordination of student services began. As Lloyd-Jones was later

to remark of the dean of students position:

Often this job, as presidents will frequently state, has been
created because they did not know what to do with the many
personnel specialists who had taken possession of their cam-
puses and they felt the need of someone to curb their ambi-
tions, settle their jurisd{ct1ona] fights, and relate them
effectively to each other.

Cowley saw the need for administrative officers to coor-

dinate student services at colleges and universities from another

perspective:

Someone needs to present to him [the president] frequently
and forcibly the whole panorama. When that is done, per-
sonnel work--in budgeting and other directions--will no
longer be the stepchild of the administration.

In 1939, the concentration of various nonacademic services
to all students through deans of men was reported to be a current
trend. It was noted that when this centralization occurred deans

of men were often advanced in staff rank and given new tit]es,3

4

especfally in smaller institutions. Eventually, the title dean of

students became the predominant title for the senior student ser-

vices officer in a college or university. Ayers et al. reported

]Esther Lloyd-Jones and Margaret Ruth Smith, "The How and
the Who and the Why," in Student Personnel Work as Deeper Teaching,

p. 342.
2Cow1ey, “The Disappearing Dean of Men," p. 153.

3F1nd1ay, "Dean of Men in Higher Education," pp. 280-81.

4Marian Caroll, "Overview of Personnel Workers in
Colleges and Universities,"” Journal of the National Association of
Deans of Women 14 (October 1950): 9.
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in 1966 that for their sample, in a study of student services

administration,

Exactly half report the title dean of students or dean of
student affairs or services. The other 23 percent report
titles of director of student personnel services, vice
president for student services, dean of men and dean of

women. |

The remainder were noted to carry titles more reflective of aca-
demic adm'inistr'ation.2
A recent study which compared titles of principal student
affairs officers between the years 1962 and 1972 in member institu-
tions of the National Association of Student Personnel Administra-
tors found the title dean of students still the most frequently
used.3 The dean of students' area of responsibility came to be
called student personnel administration.
Student-personnel administration . . . is essentially a
function of administration and resides originally and ulti-
mately in the administrative head of an institution. It is
generally delegated by the president . . . to a specialist
in student-personne! administration. . . .4
Although the need to coordinate student services was
recognized in the 1930's, their coordination and the appointment
of a CSPO in most institutions was a post-World War II phenomenon.

Long reported in 1944 that the dean of students were emerging as

]Ayers et al., Student Services Administration, p. 8.
2

Ibid.

3Burns B. Crookston, "The Nomenclature Dilemma: Titles of
Principal Student Affairs Officers at NASPA Institutions,"” NASPA
Journal 11 (Winter 1974): 4.

4Esther Lloyd-Jdones, "Personnel Administration," Journal of
Higher Education 5 (March 1934): 142.
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a major administrative officer responsible for the coordination
of student personnel services.] Carroll reported that 230 out of
513 institutions, 45 percent, she surveyed had one person heading

the personnel program and most frequently this was the dean of

2

students~--54 out of 230 institutions. In his study on the struc-

tural organization of student personnel services in state-controlled
coed colleges and universities, Hanson determined that 115 out of

the 132 institutions he surveyed had coordinated their student

3

personnel programs after the year 1940. Reynolds reported that

there was a steady growth of offices headed by a CSP0 subsequent

to World War II in liberal arts colleges with under 2,000 students.4

But the establishment of this administrative position was not uni-
form across all types of institutions.

In their benchmark study, Ayers et al. found that 86 per-
cent of their sample population reported an officer classifiable
as the chief student services officer.5 with public institutions

more fully embracing the concept than private 1nstitutions.6

]Lawrence N. Long, "Evolution of the Dean of Students,"
Journal of Higher Education 15 (October 1944): 383.

20arrol1, "Overview of Personnel Workers," pp. 21-22.

3Ernest E. Hanson, "A Study of the Structural Organiza-
tion of Student Personnel Services" (Ed.D. dissertation, Michigan
State University, 1952), p. 96.

%Wi111am M. Reynolds, "The Role of the Chief Student
Personnel Officer in the Small Liberal Arts College" (Ed.D.
dissertation, Michigan State University, 1961), p. 187.

5Ayers et al., Student Services Administration, p. 7.
6

Ibid., p. 9.
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"Almost 22 percent of the private schools (that is, more than
1 in 5) apparently still allocate student service responsibilities
to other types of administrators or to faculty members."] As
Carroll indicated, other forms of coordination of student services
were effected by the placing of this responsibility under one

agency or committee, by two or more persons of equal authority,

2

or informally through a decentralized organization.™ A significant

observation made by Ayers et al. was that
. the professional leadership role in student services

%s.st11l in a developmental stage and is at present being
supplied by gersons of diverse philosophies and educational

commitments.

This observation was based on the varied backgrounds and profes-
sfonal preparations of the chief student services officers identi-
fied in their study.

To gain additional insights into the CSPO's role, it is
necessary to examine the characteristics that have been identified
for status incumbents and the functions they perform.4 But in
keeping with the purpose of this study it is appropriate to iden-
tify a counter position in the CSPO's role set by which to focus

this examination.

Whatever the implications of the Tabel, a position cannot
be completely described until all the other positions to

M1bid., p. 7.

2Carrol'l, "Overview of Personnel Workers," p. 21.
3Ayers et al., Student Services Administration, p. 19.
4Gross et al., Explorations in Role Analysis, p. 63,

indicated that a role can be segmented into expectations for
attributes and behaviors.
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which it is related have been specified. Of course rela-
tional specification is a limiting case with which it would
be impossible to deal empirically. For a given research
problem it may be necessary to_take into account only a lim-

ited set of counter positions.]
The office of the president, or chief executive of an institution,
for administrative reasons is a significant counter position in the
CSP0's role set as evidenced by the fact that Ayers et al. ascer-
tained that nearly 75 percent of the chief student services officers

2

in their sample reported to the president. A more recent study,

on a smaller sample of senior colleges and universities only,
revealed that 81 percent of the chief student personnel adminis-

trators reported to the president or chancellor of their institu-

tions.3

Zook, in a study that compared student personnel adminis-
trators in both public two- and four-year institutions in the
Midwest, observed that the majority of the chief administrators in
both types of institutions reported to the administrator with

4

overall institutional responsibility. Crookston and Atkyns dis-

covered that a shift in reporting relationships had occurred,
during the years of student demonstrations, in four-year institu-
tions. The number of principal student affairs officers in these

institutions who reported directly to presidents had risen from

TIbid., p. 51.
szers et al., Student Services Administration, p. 60.

3Gary D. Brooks and Jose F. Avila, "The Chief Student
Personnel Administrator and His Staff: A Profile," NASPA Journal 11
(Spring 1974): 44.

4

Zook, "A Comparative Study," p. 53.
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1

65.9 percent in 1967 to 78.1 percent in 1972, Hester, in a study

of the factors important in the selection of student personnel
administrators in midwestern universities, reported the finding
that "The presidents evidenced greater concern and involvement in
the selection of the chief student personnel officer, generally
making the final decision on the se'lection."2 She indicated

that presidents believed it was important to select the right type

of person and if necessary teach him the job.3

Attributes
The ideal candidate, according to Hester, for the chief

student personnel administrator position in a midwestern univer-
sity would be a Caucasian male, between the ages of 35 to 45,
holder of a Ph.D. in a substantive behavioral or social science
area, with administrative experience in a similar type of insti-
tution.4 In contrast, to gauge chief administrators' perceptions
of attributes that a chief student personnel administrator in a
large university should possess, Upcraft asked chief administrators

what type of person they would reconmend to their presidents as

]Burns B. Crookston and Glen C. Atkyns, "A Study of
Student Affairs: The Principal Student Affairs Officer, the Func-
tions, the Organization at American Colleges and Universities
1967-1972" (paper presented at the 48th Annual Conference of
National Association of Student Personnel Administrators, Chicago,

I11inois, April 1974), Table 20, p. 25.

2L'Inda H. Hester, "Differential Perceptions of Factors

Important in the Selection of Student Personnel Administrators
in Midwestern Universities" (Ph.D. dissertation, Michigan State

University, 1971), p. 413.
31bid., p. 447. 41bid., p. 416.
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their successors. ". . . There was significant consensus
(69.97 %) among the sample that the university CSPA should
be male, although a majority felt the CSPA could be female."'
The preferred age, selected by 45.8 percent of the respondents for
their successor, was be£ween 30 and 59 years and this was most
clearly so for those who reported directly to the president.2
Upcraft found that a limited consensus, 66.2 percent, felt that the
chief student personnel administrator should have a doctoral
degree,3 and concluded that previous experience as a student per-
sonnel administrator appeared less important than general adminis-
trative experience.4 But studies that have identified CSPO char-
acteristics generally reveal variation in the pattern of CSPO
attributes in relation to enrollment size, type (such as a community
college or university), or control (public versus private) of the
institution.

Ayers et al. found that more than 79 percent (496 out of
621) of the chief student services officers in their sample were
ma'le.5 The largest percentage of the males (36.7 percent) were in
the 40 to 49 year age range, while the largest percentage of the
females (38.4 percent) were in the 50 to 59 year age range.6 The

female chief student services officers in their study most often

held positions in 1iberal arts colleges (83 out of 125), followed

]
2

Upcraft, "Role Expectations,”" pp. 40, 42,

Ibid., pp. 40-41.  JIbid., p. 48.  *Ibid., pp. 46-47.

Ayers et al., Student Services, Table 3, p. 89.

5
S1bid.
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by positions in junior colleges.1 They found 50 percent of the
chief student services officers had done their academic work in
the field of education, of which slightly over 21 percent were
prepared in the area of guidance and student personnel, with the
bulk of the remainder trained either in the humanities or social
sciences.2 Only 37.5 percent of the sample had earned a research

doctorate, presumably the Ph.D., with the masters degree, held

by 55.1 percent, being the most typical degr'ee.3 They found that

two-thirds of the chief student services officers in institutions
enrolling 10,000 students or more held the research doctorate.

They also ascertained that 57 percent of the chief student services
officers held their positions for less than five years.5 As an
indication of the types of experiences that chief student services
officers had prior to holding their positions, Ayers et al.
identified the titles of their previous positions.

More than one-fourth have moved from faculty positions
to their present responsibilities. This source ranks second
only to other student services work as a background. Slightly
more than one-third have had such previous experience in stu-
dent services work and a majority of them were in administra-
tive positions. Only the universities deviate significantly.
More than half these men have had student services experience,
mostly in administrative posts.

About 1 in 10 of the executives moved from other areas
of administration. As might be anticipated, the university
chiefs do not conform to the pattern in this respect. Nearly
one-fifth of them came from other kinds of administrative
responsibility in higher education. This suggests that in
selecting their student services administrators those respon-
sible in large institutions look for demonstrated administrative
skills in many cases rather than previous professional prepara-
tion or experience.®

1 3

Ibid., Table 4, p. 90.
b1bid., p. 18.

Ibid. 21bid., p. 13.
*Ibid., p. 12. Ibid., p. 16.
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In a study in which he investigated the compensation and
working conditions of four-year college and university adminis-

trators, Ingraham found:

The median age of male deans of students is 45, and of the

10% who are women, 49. Twenty-one percent had a Ph.D. degree,
18% the degree of Ed.D., the master's degree was highest for
49%. 1In universities the majority held one of the two doc-
toral degrees. Three-quarters had the work of their highest
degree in the following four fields: education, 40%, psy-
chology, 15%, social science, 14%, and English and journalism,
8%. Less than 4% came from any other single area. The domi-
nance of education and psychology (often, I presume, educational
psychology) was striking in public colleges, where these two
fields accounted for 74%.

Foy, in a study on career patterns of student personnel
administrators, ascertained that the mean age of chief student
personnel administrators was 40.9 years in a sample of National
Association Student Personnel Administrators member institutions.2
In other instances the variables he selected for analysis purposes
did not focus on the chief administrators independently from the
other administrators but he did report that 60.1 percent of them
had moved from a college personnel position to their current posi-
tion. Another 18.2 percent came from college teaching or adminis-
trative positions and 11.2 percent came from public schools.3
The mean number of years that chief administrators had spent in
student personnel work was 7.35,4 and had been in their CSPO

positions on the average of 2.95 years.5 A recent study, reported

1Ingraham. The Mirror of Brass, p. 223.

2James E. Foy, “Career Patterns of Student Personnel Admin-
1stggtors" (Ph.D. dissertation, Michigan State University, 1969),
p. L]

3Ibid., Table 37, p. 80.  *Ibid., p. 139.  Ibid., p. 137.
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by Brooks and Avila, on chief student personnel administrators at
senior colleges and universities jidentified the following char-
acteristics for 429 respondents. Eighty-five percent were male,

95 percent were Anglo, had a mean age of 42 years, 47 percent
possessed the doctorate, and 44 percent the masters degree.]

They noted that 78 percent of their academic majors ". . . would
normally be included in the curriculum of a comprehensive school

of education."2 They also determined that 70 percent of the

chief student personnel administrators had occupied their positions

for four years or less.3 The average number of years they had

spent in student personnel work at a college or university level

was 9.9 years.4

Crookston and Atkyns reported similar findings. Their data
revealed that 84.7 percent of the chief student affairs officers
were men, the largest percentage (39.2 percent) of whom were in the
40 to 49 year age group. The largest percentage (40 percent) of
the female administrators were in the same age group.5 0f the
male administrators 54.4 percent and of the women 25.3 percent
held the doctorate, with the overall percentage being 49.8.6
The largest percentage of the chief administrators (90.7 percent)

were wh1te.7 Over 66 percent of the chief student affairs officers

]Brooks and Avila, "The Chief Student Personnel Adminis-
trator," pp. 42-43.

21bid., p. 42.

Scrookston and Atkyns, "A Study of Student Affairs,"
Table 12, p. 13.

6ibid., Table 13, p. 14.  ’Ibid., Table 12, p. 13.

3 4

Ibid., p. 45. Ibid., p. 46.
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in that study reported that the fields of study for their highest
degrees were either education (45 percent) or counseling and
guidance (15.6 percent).]

Two studies on CSPOs which have controlled for either
academic preparation or experience or both provide additional
information to consider in studying their role. Blackburn used a
Q-Sort Technique to investigate the relationship of academic
preparation and experience to the perceived purposes of student
programs held by CSPOs. For CSPQOs in four-year accredited coed
colleges and universities, which had membership in the National
Association of Student Personnel Administrators, he found a differ-
ence in perceived purpose between administrators with academic
preparation in student personnel work and those without such
preparation. CSP0Os with academic preparation in student personnel
work, he reported, place more emphasis upon the individual, coun-
seling, educational reform, models for behavioral learning, and
the use of behavioral science techniques to create an environment
for 'Iearning.2 But, after 10 or more years experience CSP0Os with
and without training in student personnel view the purposes more

similarly, although those with professional preparation remain

'Ibid., Table 14, p. 15.

2John L. Blackburn, "Perceived Purposes of Student Per-
sonnel Programs by Chief Student Personnel Officers as a Function
of Academic Preparatfon and Experience" (Ph.D. dissertation,
Florida State University, 1969), p. 136.
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coomitted to the view that personnel programs serve as an inte-
grative function between the student and the 'Inst'it:ut'ion..l
In his study Pierce found that academic preparation and

administrative experience were related to the chief student per-
sonnel administrators' extradepartmental interactions. He
reported that administrators who had preparation in professional
education are more likely to propose and defend actions in struc-
tured sett'ings,2 while chief administrators without prior adminis-
trative experience are more likely to give and receive informa-
tion in these settings.3 Overall he found no relation between
frequency of extradepartmental interaction and control, status, or
geographic location of the institution in which the chief student
personnel administrator served. Pierce concluded,

With the low frequency of extradepartmental interaction indi-

cated by the normative data, it is not surprising that the

"student specialist" is not trusted, thought to be unaware of

the influences and effects of his actions, and seen as not
being aggressive enough in _providing information to those

outside of his department.

In addition to these general characteristics, studies have
been made which developed CSPO personality profiles. Cameron
investigated the possibility of developing an interest scale
for student personnel deans. Based on a sample of 217 deans who
were members of the National Association of Student Personnel

Administrators, he was able to construct a scale on the Strong

'Ibid., p. 137.

2Pierce. "Chief Student Personnel Administrator's Inter-
actions,” p. 136.

3 4

Ibid. Ibid., p. 75.
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Vocational Interest Blank that was reliable and valid. He con-
cluded that student personnel deans are oriented toward social
service, young people, teaching, and the field of educatjon in
general.] Grant and Foy developed a CSPO profile on information
collected from 429 chief student personnel administrators serving
in institutions holding membership in the National Association of
Student Personnel Administrators. Based on responses gained on the
Myers-Briggs Type Indicator, they described the chief administra-

tors as

. « » practical, realistic, matter-of-fact, with a natural
head for business. They like the mechanics of things.

They are not interested in subjects that they see no actual
use for, but they can apply themselves in the areas when
necessary. They are good at organizing and running activi-
ties, but sometimes rub people_the wrong way by ignoring
their feelings and viewpoints,

Given these various reported attributes, it is appropriate

then to consider the functions and duties that are associated with

the CSPO status.

Functions

Ayers et al. identified 20 administrative functions as the

student services most prevalent in the institutions of higher

]Alexander R. Cameron, "An Analysis of the Interests,
Educational Preparation, and Vocational Background of Student
Personnel Deans" (Ph.D. dissertation, University of Michigan,

1965), p. 87.

zw. Harold Grant and James E. Foy, "Career Patterns of
?Sgggnt]ggrsonnel Administrators," NASPA Journal 10 (October
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education they studied.] Fifteen of these functions (recruitment,
admissions, academic records, nonacademic records, counseling,
testing, financial aids and awards, nursing services, residence
hall, job placement, other extracurricular, social or cultural
programs, intercollegiate athletics, intramural athletics, food
services, and religious affairs) were provided by between 80 and
100 percent of the institutions.2 They noted that in comparison,
The percentage of junior colleges offering foreign student
programs, health services, religious affairs, and not sur-
prisingly, student housing are conspicuously lower than
those of the 4-year institutions.3
Of the functions identified by Ayers et al., at least 100 of the
institutions gave their chief student services officers immediate
responsibility for counseling (155), housing (145), duties of
foreign student advising (108), financial aids (108), and testing
(102).* It was obvious from their study that CSPOs at different
institutions may or may not have been responsible for the same
array of functions. Brooks and Avila reported on chief student
personnel administrators' primary areas of responsibility. Of
the 14 functions they listed, 8 listed by at least 50 percent of
the administrators were: counseling service (94 percent), student
activities (91 percent), health service (82 percent), student

unfon (70 percent), foreign students (68 percent), placement (65

percent), financial aid (62 percent), and student publications

lAyers et al., Student Services Administration, p. 43.

21bid., Table 42, p. 112.  3Ibid., p. 48.
%1bid., Table 49, p. 119.
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(61 percent).] They pointed out that besides the primary 14 func-
tions another 55 were identified, but all these were performed by
6 percent or less of the admin'istrators.2

Crookston and Atkyns compared data collected in their
study with that provided by Ayers et al. They concluded, "Stx-
teen functions are comparable with the present study. With two
exceptions, admissions and student records, an increase in PSAO
responsibility is shown in all other categories over the ten
year period."3 The three areas showing the largest increase were

student union, up from 44.9 percent to 77 percent; health services,

up from 59.2 percent to 86.5 percent; and counseling, up from 55.2

to 80 percent.4

On a study of CSPOs in four-year institutions with a stu-
dent population between 1,000 and 2,500, Lilley concluded,
". . . The present role of the CSPQ appears to be one of coordi-
nating and administering a heterogenéous group of functions."5
The 10 functions he found to be of most direct concern to the
CSPOs were: being the chief administrator, policy formation

affecting students, determining objectives, preparing the budget,

]Brooks and Avila, "The Chief Student Personnel Adminis-
trator," p. 43.

2Ibid., p. 44.

3crookston and Atkyns, "A Study of Student Affairs,”
pp. 28, 31.

%1bid., Table 24, p. 32.

9 5L111ey, "Functions of Chief Student Personnel Officers,"”
p. [ ]
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recruiting staff, nonacademic discipline, student government,

student-faculty liaison, interpreting policy to students, and

1

advising faculty on student needs. He compared his findings with

those of Ayers et al. and drew the conclusion that these functions
have been relatively stable since 1963.2

Hoyt and Rhatigan undertook a study to determine if differ-
ences existed between the jobs of college student personnel adminis-
trators in junior and senior colleges. They concluded that, in
general, the jobs do not differ.3 It was noted, though, that junior

college deans evidenced more involvement in teaching and senior

4

colliege deans more time in conmittee work. “Both groups reported

relatively heavy involvement in supervision, program development,

administrative detail, and individual counse]ing."5

Zook, in his study, took a further step and differentiated
between functions personally performed by college student personnel
administrators and those they supervised, in public two- and four-
year colleges in the Midwest. He reported that those in two-year
colleges personally performed, in descending order of frequency,
counseling, discipline, budget planning, and public relations;
while those in four-year colleges performed selection of staff,

public relations, budget planning, discipline, counseling, and

1ibid. 21bid.

3Donald P. Hoyt and James J. Rhatigan, "Professional
Preparation of Junior and Senior College Student Personnel Admin-
;z;ratars." Personnel and Guidance Journal 47 (November 1968):

*Ibid., p. 265. SIbid., p. 266.
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student govelv'-nmem‘...I When asked what student personnel functions
occupied most of their time, the two-year administrators indicated,
in rank order, student counseling, staff supervision, long-range
planning, registration and records, and administrative detail;
while four-year administrators indicated staff supervision, long-
range planning, administrative detail, student counseling, and
committee work.2 He reported, "The two and four year college deans
agreed that administrative ability is the most important competency

needed by the CSPA and that they would have liked more administra-

Il3

tive courses in their professional education. As the performance

of functions often requires administrative interaction the values
and beliefs of CSPOs and expectations held by others for them are
important considerations to understanding their role behaviors.

In his study on the assumptions and beliefs of chief stu-
dent personnel administrators in colleges and universities holding
membership in the National Association of Student Personnel Admin-
istrators, Birch found that the chief administrators held their
personal convictions to be more important than responsibility to
superiors, with no significant differences found on the basis of
institutional stze, type, or location.4 He determined the CSPOs
believed that their primary commitment was to students and their

needs and not the performance of administrative tasks. He empha-

sized:

]Zook. "A Comparative Study,”" pp. 125, 128.
21bid., Table 49, p. 110. 3Ibid., p. 70.
4Birch, "Selected Assumptions and Beliefs,"” p. 34.
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. . . while chief student personnel administrators perceive
their effectiveness to be evaluated by their presidents on
the basis of their relations with members of the academic
community, their administrative competence and the degree

to which they are able to maintain control and order, they
do not personally include these criterion as the most impor-

tant aspects of their work.

Birch raised the unanswered question of whether or not chief admin-
jstrators' actions were really consistent with their beliefs.2
The study reported by Dutton et al., which incorporated
Birch's data, undertook the identification of the expectations
held for CSPOs by selected members of the academic comnunity.3
They reported that presidents felt that other responsibilities
should take precedence over a dean's relationship with students,
and determined "as might be expected, more presidents felt the
dean's convictions should be subordinated, if necessary, and more
in the direction of acquiescence with the president's.“4 They
also observed that presidents consistently attached importance to
administrative tasks, integration of counseling and discipline,
and the upholding of institutional standards and values.5
Terenzini's findings appear to support the observations of
Dutton et al. Using Blackburn's Student Personnel Purpose Q-Sort
he examined presidents' and chief personnel officers’ views at

350 randomly selected accredited institutions, on the appropriate

V1bid., p. 76. 2Ibid., p. 84.

3Dutton et al., Assumptions and Beliefs, p. 3, collected
data from presidents, faculty members (highest or selected high
elected position in a faculty senate or comparable body), editors of
student newspapers, and presidents of student bodies.

41bid., p. 7. SIbid.
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goals for student affairs programs. He ascertained that presidents
", . . were less inclined that CPOs to see the academic or intel-
lectual pursuits of students as appropriate concerns for student
personnel programs."] In relation to purposes of student per-
sonnel, Terenzini noted, presidents emphasized helping students
plan and coordinate campus programs and orienting new students

to campus, while chief personnel officers emphasized such purposes
as increasing student participation in institutional decision

making and development of an environment conducive to value

testing.2

Upcraft in his study, in part, examined the expectations
that CSPOs hold about their working relationships with presidents.
He reported that, when asked if the chief student personnel adminis-
trator should confer with the president on a fairly regular basis
concerning the student personnel program, "100% of the CSPA's who
report directly to the president felt the CSPA should confer with
the president, compared with 46.9% of those who report elsewhere.“3
When asked if it would be appropriate for the chief student per-
sonnel administrator to have an intimate friendship with the
dniversity president, 67 indicated that it may or may not be

appropriate.4 When these responses were analyzed on the basis of

previous professional experience (experience in student personnel

‘Terenzini. "Goals of Student Personnel Work," p. 33.

Ibid., pp. 33-34.
Upcraft, "Role Expectations,”" p. 94.

W N

Ibid., p. 87.



48

or guidance and counseling), "34.4% of the CSPA's wifh previous
professional experience felt that the CSPA should have an intimate
friendship with the university president, compared with 13.5%
of those without such experience.“1 With reference to budgets,
91 percent felt the chief administrator should justify budget
expenditures to the president or governing board.2 Nearly 99 per-
cent felt the chief student personnel administrator should partici-
pate in university policy formation, and 73.4 percent felt that the
chief administrator should demand a reasonable amount of autonomy
from the president with respect to policy formulations within the
student personnel program.3
Although the studies reviewed in this section, such as this
one by Upcraft, provide insights useful in the conceptualization
of the CSP0's status, they also have a fundamental limitation in
their usefulness for persons interested in the CSP0O's posftion.
Information on the types of persons selected for CSPO
positions, how their previous experience and academic preparation
are associated with their role cognitions, and the functions for
which CSP0Os are responsible, although valuable, fall short of
fdentifying the competencies and behaviors needed by CSPOs in order
to be effective in their role functions. A method which has been
developed to identify such position activities is the Critical

Incident Technique.

VIbid., p. 87. 2Ibid., p. 94. 31bid.
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Critical Incident Technique

The Critical Incident Technique (CIT),] which was developed

by John Flanagan and his associates at the American Institute of

2
Research,

. . . consists of a set of procedures for collecting direct
observations of human behavior in such a way as to facili-

tate their potential usefulness in solving practicaa prob-

lems and developing broad psychological principles.

Development and Procedure

Flanagan regarded the development of the CIT as an outgrowth
of studies done in the aviation psychology program during World
War II by the United States Army Air Force.4 Based on experience
gained in the conduction of manpower studies at that time, accord-
ing to Flanagan, it was realized that the ". . . development of
accurate job definitions must precede all other types of studies
on personnel problems."5 Although the technique was formally

developed and named in 1947,6 Flanagan noted that the basic principle

]Throughout the rest of this study the Critical Incident
Technique will be identified by the abbreviation CIT.

2Grace Fivars, The Critical Incident Technique: A Bibliog-
raphy (Palo Alto, California: American Institutes for Research in
ehavioral Sciences, 1973), p. iv.

3John C. Flanagan, "The Critical Incident Technique,"
Psychological Bulletin 51 (July 1954): 327.

41bid.

5Flanagan, "Executive's Job," p. 28.

6F'Ianagan, "The Critical Incident Technique,"” p. 329.
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of the technique, observing the behavior of others, is centuries

1

old. More definitively,

The roots of the present procedures can be traced back
directly to the studies of Sir Francis Galton nearly 70
years ago, and to later developments such as time sampling
studies of recreational activ%ties, controlled observation
tests, and anecdotal records.

One of the first uses made of the CIT was the establishment
of critical requirements for the Air Force officer in 1948.3 The
critical requirements of an activity, as defined by Flanagan, are
". . . crucial in the sense that they have been frequently observed
to make the difference between success and failure in that
activity."4 An assumption basic to the development and use of the
CIT is that the criterion of effectiveness for an activity cannot
be established beforehand, even by experts.5 To be valid the
criterion of effectiveness, according to Flanagan, must be based
on reports of behavior that led directly to success or failure on
important parts of the job.6 Additionally, the observations should
be made by participants in or supervisors of activities with which

they are fami]iar.s

l1bid., p. 327. 21bid.

3John C. Flanagan, "Critical Requirements: A New Approach
to Employee Evaluation,” Personnel Psychology 2 (Winter 1949): 424.

4F'Ianagan, "Executive's Job," p. 29.

5John C. Flanagan, Critical Requirements for Research
Personnel (Pittsburgh: American Institute for Research, 1949),

pl -

®1bid., p. 6.

7F1anagan, "Critical Requirements,"” p. 420.
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The procedure used in the CIT, detailed by Flanagan in

1954, consists of five steps. The first step is to determine the

general aim of the activity to be studied.

. « . The general aim of an activity should be a brief state-
ment obtained from the authorities in the field which expresses
in sim?le terms those objectives to which most people would

agree,
Flanagan realized the possibility of divergent expectations and
felt that in most cases it would not be possible to obtain a com-
pletely objective and acceptable general aim for an activity, but
stressed that it must be known, to the degree possible, what per-

sons are supposed to be accomplishing if their effectiveness is to

be Judged.2

The second step of the CIT is the development of the plans

and specifications for the study. Some of the usual considerations

in designing the study cover the delimitations of the situations
to be observed, identification of behaviors which are relevant to
the general aim, and selection of persons to make the observations
on the activity under study.3 To obtain valid results with the CIT,
Flanagan outlined five conditions to be observed:
a. It 1s essential that actual observations be made of on-
the-job activity and the products of such activity.

b. The aims and objectives of the activity must be known

to the observer.
c. The basis for the specific judgments to be made by the

observer must be clearly defined.

]Flanagan. "The Critical Incident Technique," p. 337.
21bid., pp. 336-37. 31bid., pp. 338-39.
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d. The observer must be qualified to make judgments regard-

ing the activity observed.
e. The 115t necessary condition is that reporting be accu-

rate.

The next step is the collection of data. Flanagan noted

that four procedures have been used for collecting critical inci-
dents: ". . . extreme behavior, either outstandingly effective or
ineffective with respect to attaining the general aims of the
act'lvit.y."2 They were: interviews, group interviews, question-
naires, and record forms.3 Flanagan pointed out that while direct
observation of behavior is the preferable method of collecting
incidents, ". . . the efficiency, immediacy, and minimum demands on
cooperating personnel which are achieved by using recalled inci-
dent data frequently make their use the more practical procedur'e.“4

The fourth step of the technique is the analysis of data. As a

prerequisite to the analysis of data it is necessary to establish

an appropriate frame of reference, such as well-marked phases of

5

the job, for describing the incidents. The analysis of data con-

sists of the inductive development of categories of behavior derived
fran incidents and the establishment of critical requirements for

the activity at an appropriate level of specificity.6 The fifth
and final step of the CIT is the interpretation and reporting of

the findings of the study. This necessitates that

]Flanagan, "Executive's Job," p. 35.
2Flanagan, “"The Critical Incident Technique,” p. 338.
31bid., pp. 340-43. Ibid., p. 340. Ibid., p. 344.

61bid., pp. 344-45,
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. + - the Timitations imposed by the group studied must be
brought into clear focus. Similarly, the nature of judg-
ments made in co]]e?ting and analyzing the data must be
carefully reviewed.

Flanagan cautioned that the general hypotheses that are formu-

lated on the basis of observed incidents for improving performance
must be considered tentative:

. . . in our present stage of psychological knowledge,

we are rarely able to deduce or predict with a high degree

of confidence the effects of specific selection, training,
or operating procedures on future behaviors of the type

observed.

Although Flanagan outlined the above steps, he viewed the
CIT as a flexible set of principles which are modifiable and adapt-
able to the peculiarities of the activity under 'Investigat'lon.3
And Flanagan noted that less than eight years after its systematic
formulation the CIT had been applied in a variety of ways, which
he classified under nine headings as Measures of Typical Per-
formance, Measures of Proficiency (standard samples), Training,
Selection and Classification, Job Design and Purification, Operat-
ing Procedures, Equipment Design, Motivation and Leadership (atti-
tudes), and Counseling and Psychotherapy.4

The use of the CIT in a variety of studies has prompted
some criticism of the procedure and cautions about its limitations.
Burns expressed the opinion that the CIT could only reveal the
existence of behavioral phenomena and felt its use could Tead to

unwarranted value judgments about behavior. He based his argument

]Ibid., p. 345. 2Ib'Id., p. 335. 31bid.

%1bid., p. 346.
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on the position that an observational technique should specify
beforehand the information being sought.] Corbally rebutted this
argument by asserting that the appropriate hypothesis governing
the use of the CIT is ". . . there are some 'x's' unknown at the
outset of the research, which are associated with 'y.'"2 Thus,
if "y," for example, is acceptable job performance then "y" is
seen as desirable. Corbally's hypothesis is based on the assump-
tion ". . . that someone or a group of ‘'someones’' can reliably
make judgments concerning the effectiveness with which the total
Jjob is done."3 Or, as Mayhew put it, can distinguish between

effective or ineffective behavior.4

Sax emphasized that the data developed using the CIT are
subject to the same sorts of distortions that occur in other col-
lection procedures.5 Corbally noted the CIT does contain subjective
e‘lements,6 and suggested that studies undertaken on educational

activities, in which interpersonal action results in increased

]Hobert W. Burns, "Success Criteria and the CI Technique,"”
Phi Delta Kappan 38 (November 1956): 75.

2John E. Corbally, Jr., "A Second Look at the CI Technique,"
Phi Delta Kappan 38 (January 1957): 141,

3

Ibid.

Y ewis B. Mayhew, "The Critical Incident Technique in
Educational Evaluation," Journal of Educational Research 49 (April

1956): 598.

5611bert Sax, Empirical Foundations of Educational Research
(Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1968), p. 192.

®corbally, "CI Technique," p. 142.
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variables, be of Timited compIexity..l In addition, Corbally also

emphasized that behaviors which are identified by the CIT are not

identified as to their cr‘ltica]ness.2

The fssue of the reliability and validity of the CIT was
addressed by Andersson and Nilsson. They noted that although the
CIT had frequently been used in job analysis no studies of its
reliability and validity had been undertaken. Several different
tests were performed on data they collected both by interviews
and questionnaires, and they concluded that the technique was both
reliable and valid.3 Campbell et al. recently noted that "One
of the best search techniques for sampling many jobs and for focus-~
sing on the more important aspects of managerial behavior is the
Critical Incidents Method. . . .“4 The CIT has been used frequently
in the field of education and the use of the CIT in the area of

educational administration was noted as a trend between the years

1948 and 1958, which has been identified as the third historical

period of education studies.5

lJohn E. Corbally, Jr., "The Critical Incident Technique
and Educational Research," Educational Research Bulletin 35 (March

1956): 59.
Ibid., p. 60.

3Bengt-Erik Andersson and Stig-Goran Nilsson, "Studies in
the Reliability and Validity of the CIT," Journal of Applied Psy-

chology 48 (December 1964): 402.

4John P. Campbell, Marvin D. Dunnette, Edward E. Lawler, II1I,

and Karl E. Weick, Jr., Managerial Behavior, Performance, and Effec-
tiveness (New York: McGraw-ﬁ1|| Book Company, 1970). p. 77.

5Hemphﬂ‘l et al., Administrative Performance and Person-
ality, p. 3.
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Use in Educational Studies

Flanagan himself, in noting the need for the use of the

scientific method in the development of educational objectives,

1 Mayhew com-

recommended the CIT procedure for that use in 1947,
mented on the use of the CIT as a viable method for the development
of empirical data for use in evaluation and measurement instru-
ments.2 Ryans used the method to determine teacher classroom
behaviors for subsequent use in their observation and assessment.
Cooper re-analyzed six studies, that used the CIT, on the behavior
of principals to identify the ineffective aspects of their beha-
vior.4 Corsfni and Howard collected critical incidents in teaching
to develop case materials so other teachers could learn general
principles of classroom leadership.5 and Leles has investigated

the possible use of the CIT to collect data to develop a theory of

educational professiona1ism.6 Although numerous studies have been

1John C. Flanagan, "Research Techniques for Developing Edu-
cational Objectives," Educational Record 28 (April 1947): 140.

2Mayhew, "The Critical Incident Technique," p. 598.
3pavid 6. Ryans, Characteristics of Teachers: Their Des-

cription, Comparison and Appraisal (Washington, D.C.: American
Counc1T on Education, |§BU§, pp. 79-83.

4Bernice Cooper, "An Analysis of the Quality of the Behaviors
of Principals as Observed and Reported in Six Critical Incident
Studies,” Journal of Educational Research 56 (April 1963): 410.

SRaymond J. Corsini and Daniel D. Howard, eds., Critical
Incidents in Teaching (Englewood Cliffs, N.J.: Prentice-HaTl,
Inc., 1964), p. v.

6Sam Leles, "Using the Critical Incident Technique to
Develop a Theory of Educational Professionalism: An Exploratory
Study," Journal of Teacher Education 19 {Spring 1968): 66.
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done on higher education positions, several were identified whose
findings are of interest to this study.

The study of most direct interest to the current study was
conducted by Rodgers in 1963. Based on his review of the litera-
ture, he reported that the literature on the student personnel
dean, up to that time, could be categorized into three areas:
that which defined the dean's duties in general terms, indicating
the administrative nature of the work; that which defined the
dean's functions in a detailed checklist related to no particular
institution, and that which defined in detail a dean's functions
at a parficu]ar 1nstitution.1 The purpose of Rodgers' study was
“. . . to extricate from the diverse procedures employed by the
Student Personnel Dean those procedures his professional peers
believed to be critical to success in the posit’ion."2

The sample of Rodgers' study was 1imited to 133 public
coeducational institutions in the United States that enrolled

between 2,000 and 10,000 students and that had identifiable student

personnel deans. He expressed the desire to study a homogeneous

3

sample to enhance the usability of his findings. The procedure

Rodgers used, after identifying the appropriate institutions, was

to have the presidents of the institutions select one of the deans'

4

professional peers as a respondent for the study. The professional

peers were then sent a questionnaire with instructions to report

four significant incidents, two effective and two ineffective,

]Rodgers. "Function of the Student Personnel Dean," p. 2.

2Ibid., p. 3. 31bid., pp. 22-23. *1bid., p. 24.
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involving the student personnel deans fulfilling their functions;1

Rodgers did not establish a general aim for the student personnel
dean's position for use in identifying appropriate incidents, as

Flanagan had recommended.
Rodgers received 48 usable questionnaires (36 percent)

from his sample, which provided 85 effective and 65 ineffective

incidents for analysis purposes.2 These incidents contained 286

behavioral elements, which were consolidated into 73 critical
e'lements.3 The critical elements were organized into seven areas
of student personnel deans' functioning. These areas were commu-
nications, counseling, developing cooperative relationships, diag-
nosis and referral, investigation, leadership and information, and
poticy mak'lng.4 Rodgers reported the following specific findings:

1. Deans in smaller institutions do more counseling than
their counterparts in larger institutions.

2. Deans in smaller institutions are generally ineffective

in developing cooperative relationships.

3. Deans in larger institutions are more ineffective investi-
gators than their counterparts in smaller institutions.

4. Deans do not consistently take the initiative to provide
leadership and information particularly to students and
student groups.

5. Deans do not consistently take the initiative in communi-
cating their reasons as well as their decisions to all
parties concerned with their decisions.

6. Deans are consistently successful when working with indi-
vidual students in disciplinary situations.

7. A majority of the Dean's contacts are with individual male
students and he is generally successful with these indi-
viduals.

8. Deans are not consistently successful in their dealings
with students groups, especially with fraternities and

sororities on disciplinary problems.

lIbid., p. 123. Ibid., p. 34.

3Ibid., p. 60. *Ibid., pp. 65-70.
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9. Public relations is a category in which the Dean is
involved with almost all people he contacted, particularly
the press. Therefore, every contact he makes has implii-
cations for his effectiveness in public relations.

10. Deans are not consistently aware that their peers exert
great influence on all considerations of the effective-

ness of Deans.
11. Deans do not consistently analyze and evaluate all areas

of their responsibility to develop policies that will give
direction and support to help reach the objectives of their

program.
12. When policies and rules and regulations are either intro-

duced or altered, they are not always fully explained to

all parties concerned.
13. Deans are more effective dealing with fraternities through

an interfraternity council or the fraternity advisers
rather than directly with fraternity groups.
14. Deans are effective when working directly with all phases
of in-service training.
Based on these findings, Rodgers drew a number of conclu-
sions about the functioning of the student personnel dean, several
of which are of particular interest. He concluded that the impor-

tance attached to certain kinds of behavior varies with the size

2

of the institution in which the dean functions. This conclusion

was based on the finding that certain critical elements showed
trends of occurrence when the enrollment sizes of the institutions
in which the deans served were used as variables. Rodgers also
concluded that appropriate behavior on the part of the dean varies
from problem to problem and from time to time with the same types
of problems. This was based on the finding that critical elements
are not exclusive to any specific critical ar'ea.3 The last con-
clusion of specific interest to this study was that the wider the

range of activities that the dean used to resolve a problem, the

more likely he was to be considered effective, which was reflected

VIbid., pp. 93-94.  21bid., p. 101.  S1bid.
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in the larger average amounts of critical elements that were found
in the effective incidents as opposed to ineffective incidents.]
A hypothesis that Rodgers suggested is of direct concern to this

study: "The Student Personnel Dean and his professional peers

hold di fferent views concerning the types of behavior which are

critical in performing the functions of the Student Personnel

Dean."2
Smith undertook a study of critical student personnel con-

tacts between student service staff members and students at Ohio
State University.3 He found that in an activity as complex as a
"counseling contact" several staff members were unable to judge

that a single behavior accounted for effectiveness or ineffective-

ness and reported instead a constellation of behaviors.4

Furthermore, staff members give a wide range of interesting
reasons why these behavioral constellations could be regarded
as effective or ineffective. These reasons reflected not
only personal values most relevant to the students' needs and
"jnvestments" in the contacts but personal values most rele-
vant to the staff _members' own needs and "investments" in the

contacts as well.D

Smith concluded that the process of abstracting behaviors from
reported incidents, which themselves are abstracts presented by
the reporter, would result in the loss of valuable data and used

the procedure of grouping incident abstracts to retain the rich-

ness of data.6

VIbid., pp. 102-103. 21bid., p. 104.

3james E. Smith, "The 'Critical Incident’ Technique and
Its Application in Student Personnel Work" (Ph.D. dissertation,

Ohio State University, 1954), p. 1.
*1bid., pp. 167-68. 5Ibid., p. 168. 61bid.
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The groupings tend to suggest at the same time, that many
problem situations, staff member behavioral constellations,
and value assertions regar?ing these behavioral constella-
tions have much in common.

During the dissertation process, Smith also used the CIT
as a personal discipline. Based on this experience he concluded
that the CIT helps the individual focus on what is important in
his experience, which can then be communicated to other people.
He suggested that its use by members of an organizational unit,
such as 2 counseling center, would be a viable approach to develop-
ing a systematic body of know]edge.2

Several other studies that used the CIT were identified,
although not on the CSPO position or concerned with student ser-
vices positions, which were useful in designing this study.
Peabody undertook the use of the CIT to describe critical job
requirements for cooperative extension agents, identify their
training needs, and to specify the relationship of these training
needs to agent tenure and position.3 Peabody collected self-
reports of critical incidents from 74 Michigan cooperative exten-
sion agents who completed questionnaires that were administered to
several agents at a time in a group situation, used to elicit three
effective and three ineffective critical incidents in the perfor-~
mance of their jobs. Categories of critical behavior were estab-

lished a priori, based on information obtained from a review of

'Ibid., p. 169. 2Ibid., p. 182.

3Fred J. Peabody, "An Analysis of Critical Incidents for
Recently Employed Cooperative Extension Agents With Implications
for Training” (Ph.D. dissertation, Michigan State University,

1968), p. 7.
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extensfon literature and the incidents collected placed into these
categories. The categories were: teaching and communicating,
organizing, conducting programs, administering, program

planning, and evaluating.1 Noting that the "criticalness" of
behaviors is not established by the CIT procedure, Peabody had the
agents rate the degree of difficulty they experienced in the per-
formance of the incidents and its degree of importance.2 He
concluded that the agents' positions somewhat affected their per-
ception of job requirements,3 but that the perception of critical
Job requirements differed only slightly in relation to agent tenure.
He concluded that "The rank-order of difficulty differed from that
of either incident frequency or importance."5 Of particular inter-
est was Peabody's finding that experienced agents reported higher
difficulty scores in the performance of incidents than did inex-
perienced agents.6 He suggested that agents with more tenure
either might be less fearful of admitting difficulty, or that per-
haps perceptions of appropriate role behavior expand with agent
socialization, which gives rise to greater complexity and affects
task execution.7 Finally, Peabody noted that less variance

existed in the importance scores of job requirements by experienced
agents, as opposed to inexperienced agents. He believed that this

tends to suggest the hypothesis that with experience agents become

4

more homogeneous in their perception of appropriate job behavior.8
1 2 3
Ibid., pp. 166-75. Ibid., pp. 51-52. Ibid., p. 138.
%1bid., p. 141. SIbid. 6Ibid., p. 142.

71bid. 81bid.
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Miller and Benson undertook related studies on foreign
student advisers. Miller collected critical incidents of foreign
student advisers' on-the-job behavior from 48 foreign student
advisers themselves at 17 midwestern universities. By means of
personal interview 350 critical incidents were obtained.] From
these incidents 1,603 critical elements were identified, which
when duplicate items were eliminated resulted in 203 distinct
critical elements that were organized into 16 critical areas of
similar behavior.2 Several observations and conclusions reported
by Miller were of particular interest. He noted that the foreign
student adviser's job had many functions similar to those of the
student personnel dean.3 He concluded that, although the foreign
student advisers operated in varied institutional and administra-
tive environments, and worked with different sized foreign student
populations, there were some critical functions performed by most
of the foreign student advisers.4 He also found that experienced
foreign student advisers perceived themselves to be more effective
than did the 1nexper1enced.5 On the use of the CIT, Miller sug-
gested that the personal interview method is a better data-

' cbllection procedure than the mail survey for insuring participa-
tion in the study and for obtaining accurate descriptions of the

activity under study.6 Miller suggested that the word "significant”

TRichard E. Miller, "A Study of Significant Elements in
the On~the-Job Behavior of College and University Foreign Student
Advisers" (Ph.D. dissertation, Michigan State University, 1968),

p. 206.
21bid. Ibid., p. 224.

5Ibid., p. 226. 61bid., p. 219.

3 4

Ibid., p. 222.
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should be used in place of the word "critical" to avoid having
reporters provide only crisis-type 1nc1dents.] In the related
study, Benson collected critical incidents from knowledgeable
faculty members of foreign students advisers' on-the-job behavior.
These faculty members were identified by foreign student advisers
at 15 of the 17 institutions in the Miller study,2 on the basis of
their having extended contacts with foreign students and knowl-
edge of the operation of the foreign student adviser's office.3
Interviews with the knowledgeable faculty members provided 354
critical incidents from which 1,171 critical elements were extracted
and which produced 156 distinct critical elements.4 As Benson
observed when he compared the findings of his study with those of
Miller's, "Fifteen Distinct Critical Elements were unique to the

KFM study and 52 were unique to the FSA study."5 Thus, there were
141 critical elements common to both studies. Although Benson did
not draw a conclusion about the differences between the distinct
critical elements developed in the separate studies, his summary

of the differences by critical area6 appears to indicate that

foreign student advisers reported more specific details and proce-

dures in the critical areas, while knowledgeable faculty members

VIbid., p. 221.

2August G. Benson, "On-the-Job Behavior of College and
University Foreign Student Advisers as Perceived by Knowledgeable
Faculty Members" (Ph.D. dissertation, Michigan State University,

1968), p. 252.
31bid., p. 20. 41pid., pp. 252-53. Ibid., p. 196.

®Ibid., pp. 186-96.
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reported more elements in the area of external coordination and
broad objectives. This appears to give support to Rodgers' ten-
tative hypothesis, which, in general terms, is that status incum-
bents and members of the role set hold different views concerning
critical role behavior. It appears obvious that position incum-
bents provide desirable information on role behaviors.

Peterson used this rationale in his study on college
presidents. Peterson interviewed selected new and experienced
college and university presidents in midwestern institutions, and
asked them to report on incidents they perceived to have had an
impact on their effectiveness. His reasoning for the use of the

presidents themselves as observers was that

. +» - in certain positions as singular in nature as that

of the college presidency, or the junior college presi-

dency, the role incumbent may be in the best position to 1

judge the effectiveness or ineffectiveness of his actions.

Peterson analyzed the critical incidents and isolated

problem categories, which were eventually consolidated into 14
critical problem categories.2 He found that for new presidents the
category of staffing had the most incidents, and for experienced
presidents it was the category of campus unrest. For both new
and experienced presidents the category of finance was second in

rank.3 One of the other categories he identified was subordinate

tneffectiveness. He suggested that

]w'HHam D. Peterson, "A Study of Incidents Having an Impact
on the Effectiveness of New and Experienced Presidents of Selected
Colleges and Universities in the Midwest" (Ph.D. dissertation,
Michigan State University, 1972), p. 60.

2Ibid., p. 121. 3Ibid., p. 197.
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Other higher education administrators may be able to lTearn
from the presidents' evaluation of their subordinates.
Presidents tended to appreciate subordinates who could make
their own decisions with respect to their area of responsi-
bility, ?ut also had the best interests of the institution

in mind.

One additional comment on Peterson's procedure of data
collection is warranted. He used both personal and telephone
interviews to collect incidents from the presidents in his study
and determined that each method had particular advantages and dis-
advantages, but that both were appropriate and he reported nothing
to preclude their combined use in other studies.2 Peterson and
the other researchers cited in this review all attested to the
value of using the CIT to study role behavior.

Several of the researchers cited in this chapter noted the
difficulty of analyzing CIT data and of drawing appropriate con-
clusions from them, But as Rodgers noted about the findings of
his study, because they were based on field observations, "There
is no doubt, then, that the critical elements reported . . .
represent practical procedures for use by Student Personnel

Deans."3

Summary
In this chapter three areas of literature were reviewed.

In the first section of the chapter the concept of role was pre-

sented and a socfo-psychological theory, based on the concept of

2

lIbid., p. 199. Ibid., p. 198.

96 3Rodgers, "Functions of the Student Personnel Dean,"
po »
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role, reviewed to establish a theoretical perspective for studying
chief student personnel officers' (CSPO) role behavior. The posi-
tion presented was that behaviors manifested by CSPOs in the per-
formance of their role functions are the result of personal, insti-
tutional, and situational factors, and to be effective CSPOs must
be cognizant of the expectations held by persons in their role sets
and understand how the activities for which they are responsible
can best be performed.

In the second section of the chapter the historical develop-
ment of and specific studies on the CSPO status were reviewed.
It was ascertained that as American colleges and universities grew
in size and diversity the presidents of these institutions began
to delegate specific responsibility for student problems to sub-
ordinate administrative officers. The resulting positions for
deans of men, in particular, and deans of women became the fore-
runners of the current CSPO positions. In addition, it was deter-
mined that as student services underwent differentiation, sophisti-
cation, and expansion a need to coordinate and administer these
services was manifested. Evidence was found in the literature that
the centralization of student services under an administrative
officer was a post-World War 11 phenomenon in many institutions of
higher education. The studies reviewed on the CSPQO status
revealed that the persons selected to occupy CSPO positions possess
varied academic backgrounds and work experience and that their per-

sonal attributes vary somewhat with the types of institutions of
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higher education in which they serve. It was also determined that
academic preparation and experience tend to be associated with
CSPOs' perceived purposes of student services programs and the
manner in which they function in their positions. It was ascer-
tgiped that CSPOs are currently responsible for a relatively stable
set 6f functions that have developed over the years and in general
transcend the specific type of college or university in which they
serve. In this context it has been established that administra-
tive competency on the part of the CSPO is both a presidential
expectation and an important attribute acknowledged by CSPOs them-
selves. Given the findings that the majority of CSPOs report
directly to the chief executive officers of their institutions and
that they both hold somewhat different views of the CSPO's role
and the purposes of student services, the plausible existence of
role conflict and ambiguity in this administrative dyad supports
the need for studying effective CSPO behavior in this relationship.
The third and last section of the chapter was devoted to
a review of selected literature on the Critical Incident Technique
(CIT). It was determined that the CIT was developed as a set of
procedures for identifying behaviors judged critical to the suc-
cessful performance of work roles. Since its development it was
found to have been used in studying various types of positions,
and its use in the field of education extended to one study on the
critical aspects of the student personnel deans functioning as
perceived by their professional peers and one study of critical

student personnel contacts between student services staff members



69

and students. It was found that the CIT results in the deri-
vation of useful information on role behavior and that when role
incumbents report on behaviors they perceive to be effective or
ineffective, as opposed to observers of the position, additional
information is obtained. The modification of the CIT and the
methods used to identify behaviors that CSPOs perceive to be sig-
nificant on selected tasks as they interact with chief executive

officers are discussed in Chapter III, the next chapter.



CHAPTER I1I1I

METHODOLOGY

Introduction

Presented in this chapter are the methods of the study.
In the first section of the chapter the methods used to identify
and select the Chief Student Personnel Officers (CSP0O) for the
study are presented, while the methods used to collect, categorize,
and determine the three most important tasks personally performed
by the selected CSPOs, that involved their interaction with chief
executive officers, are presented in the second section of the
chapter. The third and final section of the chapter is used to
describe the methods of collection and analysis of significant
incidents of CSPO-chief executive officer interaction on three
important tasks in order to determine those behaviors they per-
ceived to be significant (either effective or ineffective) and to
identify significant areas of task behavior, the findings of
which are presented in Chapter IV of the study.

Chief Student Personnel Qfficer Selection

Three factors were considered in the selection of the
CSPOs to be studied. Based on the reviews of literature specific
to the study, it was determined, first, that the majority of
CSPOs report directly to the president or chief executive officer
of their institutions and it was concluded that a study focusing
70
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on CSPO-chief executive officer interaction should concentrate on
the most prevalent CSPO-chief executive officer organizational
relationship. This limitation also eliminated the need to con-
sider the possible effect that reporting to an intermediary posi-
tion may have on CSPOs' behavior as they interact with chief
executive officers. The second factor considered was that CSPQs
serve in a variety of institutions and a need exists to identify
required CSPOs' competencies across institutional types. The
third and last factor considered was the method of data collec-
tion. Other researchers have recommended that personal inter-
views be used on conjunction with the Critical Incident Technique
(CIT) to enhance the rate of participation in the study and to
insure the accuracy of the information obtained. Given the con-
siderations of time and cost associated with personal interviews,
it was decided to use CSPOs in Michigan colleges and universities
to obtain the optimal sample of CSPOs for the study. A degree

of homogeneity was imposed on the population by limiting the
selection of CSPOs to those who served in those Michigan institu-
tions of higher education that were either accredited or candi-
dates for accreditation in the North Central Association of
Colleges and Secondary Schools, the regional accrediting agency,
and that had general academic program offerings--not restricted
to such programs as business, law, Bible, or art. The use of
these two criteria was to increase the likelihood that the CSPQOs
selected for study would be senior administrators at institutions

with comprehensive student services programs. In addition, to
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increase the probability that the CSPOs selected for interview
would be able to report on significant incidents as they inter-
act with chief executive officers, only CSPOs who had held their
positions for one year or more, at the time of the study, were
judged suitable for interview purposes. To identify these CSPOs,
the first step taken was to determine which colleges and univer-
sities in Michigan met the institutional criteria and had pro-
vided for CSPO positions.
To identify the appropriate colleges and universities,

the 1974-75 Directory of Michigan Institutions of Higher Education

was searched.] 0f the 102 institutions and branch campuses

1isted in the Directory, 76 colleges and universities and/or their
branch campuses were identified that met the established criteria
and listed a position that appeared by title to be that of a

CSPO. 1In the group of institutions identified there were 15
public and 25 private four-year colleges and universities, and

33 public community colleges and 3 private junior colleges. (See
Appendix A.)

The persons identified at these institutions, who appeared
to be the CS5P0s, were sent a letter signed by the dissertation
director, which explained the purpose of the study and solicited
their participation in it. (See Appendix B.) The letter was
accompanied by a questionnaire and a stamped self-addressed

envelope. The questionnaire contained instructions for the

]Higher Education Management Services, 1974-75 Directory

of Michigan Institutions of Higher Education (Lansing, Michigan:
Michigan Department of Education, n.d.).
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person contacted to forward the materials to the aopropriate per-
son for completion if he was not the CSPO. The information on
returned questionnaires was used to identify the respective CSPOs
at their institutions; determine to whom they reported; obtain
personal information on the CSPOs; ascertain the three most impor-
tant tasks, in their order of importance, which they personally
performed that involved interaction with the chief executive
officer; and information for use in the subsequent scheduling of
interviews. (See Appendix C.)

The first set of returns consisted of 46 responses

received within 30 days of the initial mailing. (See Table 3.1.)

1

A second mailing was then sent to nonrespondents. The second

mailing consisted of a letter signed by the researcher, another
copy of the original letter and the questionnaire, and a stamped
self-addressed envelope. (See Appendix D.) In addition, a
special letter was sent to two CSPOs who had responded, but who
had failed to fully complete the questionnafre, in an attempt to
gain the needed information from them. (See Appendix E.) Sub-
sequent to this mailing 10 more responses were received within
15 days.

To obtain information on the nonrespondents, a telephone
follow-up was utilized. The researcher attempted, at least 3
times, to contact each of the 20 nonrespondents to solicit the

desired information and to determine their willingness to

]As the first mailing was done during the month of July,
1975, sufficient response time was allowed in order for persons
who may have been on vacation to reply.
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participate in the study. During the follow-up attempts 5

CSPOs provided the desired information over the telephone and 11
other CSP0Os returned their questionnaires by mail. The total per-
centage of response from all CSPOs in the initial sampling was
slightly more than 94 percent. The CSPOs' responses were then

analyzed to identify those who met the criteria for selection.

Table 3.1.--Response pattern of chief student personnel officers by
control and level of institutions.

Public Private
Response 2-Year 4-Year 2-Year 4-Year
(N=33) (N=15) (N=3) (N=25)
1st mailing 22 8 1 15
2nd mailing 5 3 0 2
Tel. contact 4 4 2 6
Total 31 15 3 23
Percent 94 100 100 92

Of the 72 CSPOs who responded, 67 provided complete infor-
mation. Forty-two CSPOs met all the criteria for selection and
were willing and available to participate in the study. Of the
other 30 CSPOs who responded, 7 declined to participate in the
study. The most frequent reason given by CSPOs for not wanting
to participate in the study was that they were too busy. Of the
two remaining CSPOs, one indicated he was leaving his position
and would not be available for interview, and the other declined

to participate by reason of having served his year as CSPO under
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an acting president. Additionally, 7 of the CSPOs, though they
reported to the president, had occupied their positions less than
1 year, with the average tenure in office being 4.5 months, and
16 reported to an officer other than the chief executive of their

institution and were excluded from the study. (See Table 3.2.)

Table 3.2.--0Officers to whom responding chief student personnel
officers reported by control and level of institutions.

Public Private
Officer 2-Year 4-Year 2-Year 4-Year Total
Chief executive 28 11 2 13 54
Vice-president 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 officer other than the chief
executive, 7 reported to some type of vice-president, 4 reported
to provosts, 2 reported to academic deans and of the remaining
CSPOs 1 reported to a director of operations, 1 to a dean of
instruction, and 1 to a dean of administrative services. The
CSPOs in four-year private institutions showed the greatest varia-
tion in the officers to whom they reported, with over 43 percent
reporting to an officer other than the chief executive. The next
step taken was to analyze the task statements provided by the

CSPOs who responded, which is discussed in the next section.
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Task Identification

As was indicated in the preceding section of the chapter,
all the CSPOs who were contacted were asked to describe and rank
the three most important tasks they personally performed which
involved their interaction with the chief executive officers of
their institutions. The CSPOs were instructed to provide (1) one-
word descriptors of the tasks, (2) explanations that covered the
nature and the general purpose of the tasks, and (3) the reasons
they interacted with their chief executive officers on the tasks.
These task statements provided the basic information for identi-
fying the three most important tasks performed by the CSPOs,

based on a system of categorizing similar task statements.

Statement Categorization

When a questionnaire was received the respondent was
assigned a two-digit code number so that the CSPO's identity would
not be revealed during the subsequent handliing of the task state-
ments, The task statements provided by each CSPO who reported to
the chief executive officer, and had occupied his position for one
year, were each placed verbatim on a 3 by 5 inch Task Statement
Card with appropriate coding. In the example given (Figure 3.1),
the information at the upper right hand corner of the card indi-
cates that respondent number nine identified the listed task,
Programming, as the most important task he personally performed
which required his interaction with the chief executive officer,

and the information in the upper left hand corner indicates that
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he served in a two-year public college and reported directly to

the chief executjve officer.

2/Pu/C 09/1

PROGRAMMING--must articulate the needs of students and
staff as related to student services and gain approval
for appropriate student services to meet these needs.

Figure 3.1.--Task Statement Card.

In the first 2 sets of responses 39 CSPOs, who met the
criteria of reporting to the chief executive and who had held their
positions for 1 year, provided 114 task statements. To ifdentify
the three most important tasks it was necessary to place the task

statements into appropriate categories.

The task categories were established a priori using

1

Gulick's seven functions of chief executives. To the seven

functions of budgeting, coordinating, directing, organizing,

lwilliamson, Student Personnel Services, p. 46, noted
". . . these functions are useful suggestions at all levels of
operations and in all kinds of administration.”
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planning, reporting and staffing,] adapted by Gulick from Fayol's
functional analysis of administration,2 the researcher added
advising and miscellaneous functions. The advising function was
added to accommodate task statements which CSPOs might provide
that reflected the staff aspect of the CSPO's role,3 and the func-
tion was defined as providing counsel, on student affairs in
particular, to the chief executive officer, in keeping with
Mooney's definition of staff ser'vice.4 The miscellaneous function

was added to accommodate task statements that could not be

assigned to one of the other categories, but needed to be retained

for the purpose of analysis.

On the basis of their themes,5 the 114 task statements

were placed into one of the categories by the researcher. Then a
doctoral student, knowledgeable of administration in higher educa-~
tion, was asked to sort the task statements into the categories

to check the appropriateness of the category definitions. The two

]Luther Gulick, "Notes on the Theory of Organization,"
in Papers on the Science of Administration, ed. L. Gulick and
L. Urwick {(New York: Columbia University, Institute of Public

Administration, 1937), p. 13.

2Henr'i Fayol, General and Industrial Management, trans.
Constance Storrs (London: Sir Isaac Pitman and Sons, Ltd., 1949),

ppo 43‘]07-
3McConne11, "Administration of Student Personnel Work,"

p. 25.

4James D. Mooney, The Principles of Organization, rev. ed.
(New York: Harper and Brothers Publishers, 1947}, p.

5Bernard Berelson, "Content Analysis,” in Handbook of
Social Psychology, Vol. I, p. 508, indicated that theme s an
appropriate unit of analysis in describing the content of commu-

nications.
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sortings were compared and dissimilar placement of statements
analyzed and discussed by the researcher and the sorter.] It

was concluded that Gulick's definitions of the seven functions
needed modification for use in the study. The redefinition of

the functions was undertaken to make the categories mutually
exclusive for sorting purposes and in order to have them more
clearly reflect the role of the CSPO. Additionally, the sorting
instructions were rewritten to clearly indicate that the statements
were to be analyzed on the theme of the task rather than the pur-
pose for which the CSPO interacted with the chief executive officer
on the task. Once these modifications were made and the task
statements re-sorted by the researcher, two doctoral students of
administration in higher education were asked to sort a 50 percent
random sample of the task statements to check the validity of the

researcher's placement of the task statements.2

The highest agreement by either of these persons and the
researcher on the placement of the task statements was 72 percent,
which was achieved after reviewing their first sortings with them
and then having them sort the second 50 percent of the task state-
ments. Their second placements of task statements were reviewed
on an item basis and revealed the existence of two problems.

First a procedural error was detected. It was found that by

]The time, assistance, insights, and encouragement pro-
vided by Dr. Kenneth Borland, a former community college president,
during this undertaking is gratefully acknowledged.

2The time and effort of Mr, David Marler and Mr. Paul
Roberts in sorting the task statements on two occasions are

greatly appreciated.
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selecting 50 percent of the task statements, rather than the
statements of 50 percent of the respondents, it was possible for
a person sorting the tasks to place a task statement from a CSPO
in category, which might have been placed elsewhere if the sorter
had all the CSPOs' task statements and judged that one of the
other task statements more clearly fit the definition of the cate-
gory. Second, it became evident that the persons who sorted the
tasks were having difficulty choosing between the placement of
task statements in the planning and organizing and the advising
and reporting categories. Thus the four categories were col-
lapsed into two categories, advising/reporting and planning/
organizing and their definitions were adjusted accordingly. (See
Appendix F.) The sorting instructions were then rewritten (Appen-
dix G), and two other doctoral students knowledgeable of adminis-
tration in higher education were asked to sort the task statements.]
A 50 percent random sample of the CSPOs who provided task
statements was obtained by selecting the first CSPO's name from an
alphabetized list of names using a number obtained from a table
of random numbers and subsequently selecting every second name
on the list. The sorters were given all the task statements from
the CSPOs identified in this manner and were instructed to read
each task statement and place it in the category where the defini-
tion of the category best fit the theme of the task statement. If

the sorters felt that a statement did not fit any of the defined

]The assistance of Mr. Eldon Clark and Dr. Sylvia Sharma
in sorting the task statements is greatly appreciated.
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categories they were instructed to place it in the miscellaneous
category. After sorting all the task statements the sorters were
instructed to check all the task statements in each category to
insure that only one task statement from a CSP0O was placed in a
given category, and if not, to re-analyze the statements from the
CSPO and re-sort them as appropriate.

Both of the persons sorting the task statements placed
88 percent of them in the same categories selected by the researcher.
One of the sonr'ter's‘l observed that several CSPOs provided task
statements that warranted placement in the same category, and that
the selection of another category for one of the statements was
arbitrary. Thus all 114 CSPOs' task statements were reviewed, and
the lowest ranked statement of every identified pair of similar
statements was removed and considered a null response. A total of
eight task statements was eliminated on this basis, four from the
planning/organizing category, three from the advising/reporting
category, and one from the directing category. The placement of
the task statements in the sample was then rechecked with each
of the sorters and 90 percent agreement was reached in each case.
Tﬁis degree of agreement was judged sufficient for the purpose of

identifying the three most important tasks based on their mean

ranked order.

]The observation of this problem and the suggested cor-
rection for the problem by Dr. Sylvia Sharma are gratefully

acknowledged.
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Task Rankings
Concurrent with the selection of the three most important

tasks was the analysis of the degree of association of the rankings
assigned the tasks in the categories by the CSPOs. To accomplish
this analysis the Kendall Coefficient of Concordance, W was
obtained. According to Siegel, "A high or significant value of W
may be interpreted as meaning that the observers or judges are
applying essentially the same standard in ranking the N objects
under study."] Once the category placement of the CSPOs' task
statements was validated an average rank value was assigned the
remaining task categories for which a particular CSPO did not
provide a task statement. For example, 1f a particular CSPO
provided two task statements, the most important of which fit the
budgeting category and the second most important the staffing
category, the remaining five categorjes were assigned the average
rank value of five (3 + 4 + 5+ 6 +7 / 5 = 5) on the assumption
that all the CSPOs performed these other tasks to some degree.
(See Table 3.3.) The hypothesis tested was that the CSPOs would
assign different rankings to the tasks they personally performed
that involved thefr interaction with the chief executive officer.
The .05 confidence level was deemed sufficient for the rejection
of the hypothesis.

The formula used to determine the concordance of the

rankings was taken from Siegel. A correction was utilized to

151dney Siegel, Nonparametric Statistics for the Beha-
vioral Sciences (New York: McGraw-HiTT Book Company, 1956),
pl 23: -




mail inquiries, by category (k = 39).

Table 3.3.--Rankings assigned tasks by selected chief student personnel officers who responded to
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Table 3.3.--Continued.

CSP0  Advising/ Coordi- Planning/

] i 1 . Miscel- *Null
Code  Reporting DUd9eting o iing Directing o anizing Staffing

laneous  Responses

a

38 3 2 5.5 5.5 1 5.5 5.5
39 5 5 5 5 o 1 5 3
82 1 5.5 5.5 3 2 5.5 5.5
M 5 ! 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 I* 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 ] 5.5
55 5.5 ? 5.5 ] 5.5 3 5.5
56 1* 5 5 5 2" 5 5 3
R RS L7 B (') PN ¥ 1 1-SRA [0 T8 52040
Ri/k  3.423 3.602  4.897  4.397 2.731 3628  5.231
2 2 .
W= 2 x& = k(N-1)W Byt .05 X5 ;e ry $12.59 (rejected)
11262 (N-N) -keT ‘ (df=6)
T

- 7,080 _

® 1126750} (336)-9,945 = 39{6).217

= .21 - 50.778

%hen a CSPO provided two task statements that warranted placement in the same category,
the lowest ranked response was classified as a null response.

v8
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compensate for the tied rankings which depress the value of W.

The formula employed was:]

S
(N> = N) - kT
T

W= 1/12 «°

where

s = sum of squares of the observed deviations from
the mean Rj, that is,

s = Z(Rj - z_gj_)z

number of sets of rankings

k

N = number of entities (objects or individuals) ranked

maximum possible sum of the squared deviations,
i.e., the sum s which would occur with perfect

agreement among k rankings

112 k2 (N3- )

KET = sum of the values of T for all k rankings with T =

T E§t3 - t)

t = number of observations in a group tied for a
given rank

To test the significance of the concordance the value of chi square

was obtained using the formula:2

xZ =k (N-1) W
For the rankings assigned the task statements provided by
the selected CSPOs who responded in the first two waves of the
returns, the computed value of .217 was obtained for W. The chi
square obtained for the value of W was 50.778, and with 6 degrees
of freedom the hypothesis was rejected as the probability of

obtaining that value was beyond the .05 confidence level. (See

Ibid., pp. 231-35. 21bid., p. 236.
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Table 3.3.) It was determined that the CSPOs had essentially

used the same standard of importance as they assigned rankings to
the tasks that required their interaction with the chief execu-
tive officer. Based on their mean ranked order, obtained for

each category by dividing the sum of the task rankings in a cate-
gory (Rj) by the number of CSPOs (k), planning/organizing,
advising/reporting, and staffing, in descending order, were found
to be the three most important tasks. The mean ranked order of
the task categories and the consistency of the rankings were
selected as the criteria to compare the CSPOs who responded during
the follow-up procedure with the earlier respondents to see if they
differed.

Once the follow-up procedure was completed, the 21 task
statements from the 7 CSPOs who met the established criteria were
categorized by the researcher. (See Table 3.4.) Two similar
pairs of statements were identified and lowest ranking of each
pair, both from the planning/organizing category, were coded as
null responses. Based on the mean ranked order of the 19 state-
ments in the categories, it was found that planning/organizing,
sfaffing, and directing, in descending order, were the most impor-
tant tasks. But, it was determined that the computed value of W
was equal to .180 and the value of chi square of 7.560, so that
the hypothesis that the CSPOs were applying different rankings to
the tasks they performed was retained. (See Table 3.4.) Based
on this finding, the plan to determine the degree of association

between the mean ranked order of 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).

CSP0  Advising/ . Coordi- . . Planning/ . Miscel- *Null
Code Reporting Budgeting nating Directing Organizing Staffing laneous Responsesa
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 ] 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
R) 28.5 30.5 37.5 28.5 21.0 23.5 3.5
_Ri/k 4.071 4.357 5.357 3.500 3.000 3.357 4.500
W=t & = k(N-1)W ty: .05 Xz(df=6) <12.59 (retained)
1/12k" (N”-N)-kET
T
= % = 7(6).180
= ,180 = 7.560

%4hen a CSPO provided two task statements that warranted placement in the same category,
the lowest ranked response was classified as a null response,

L8
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of respondents was discarded and the decision was made to include
the selected CSPOs from the follow-up group in the interview stage
of the study and to retain planning/organizing, advising/reporting,

and staffing as the.tasks for which significant incidents would be

collected.

Collection of Significant Incidents

The CSPO's role is a complex activity, so the focus of the
study was limited in order to develop empirical information at a
level specific enough to be of value in identifying behaviors CSPOs
can develop or utilize to increase their effectiveness. To iden-
tify specific task behaviors a modification of the CIT procedure
was used in that CSPOs were asked to recall significant incidents
on advising/reporting, planning/organizing, and staffing tasks
(rather than on a general aim of the CSPO's position) as they
interacted with chief executive officers. To enhance participation
in the study and to insure accurate descriptions of the incidents,
two forms of the personal interview were used to collect the data.
In order to reduce costs and time, the procedure of using telephone
and face-to-face interviews, and treating the data uniformly, was
employed. This procedure was found acceptable in two other studies
that were reviewed and on which Sudman reported that Colombatos
found that the response differences between phone and face-to-face

methods were neg]igible.] Based on their questionnaire responses,

]Laurence C. Sartor, "A Study of Program Planning Prac-
tices in Student Personnel Administration” (Ph.D. dissertation,
Michigan State University, 1970), p. 70; Peterson, "Effectiveness
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no clear preference for either of the personal interview methods
was found among the 42 CSPOs selected for this study, as 10 indi-
cated a preference for the telephone interview, 10 for the face-
to-face interview, and 22 indicated no preference and left it up

to the researcher to choose the method.

Interview Format and Instruments

To assist in the development of the interview format, two
exploratory interviews were conducted. One interview was with a

former CSP0O by telephone and the other with a CSPO from outside the

1

population under study was conducted face-to-face. These persons

were asked to report significant incidents that occurred as they
interacted with chief executive officers on three arbitrarily
selected tasks. Based on the experience gained in these inter-
views, an interview format based on Flanagan's interview model for
the CIT2 was developed (Appendix H) and an Incident Abstract form
was constructed (Appendix I) to provide a written record of the
incidents provided by the CSPOs. A tape recorder had been used
during these interviews and it was decided to use a tape recorder,

when acceptable to the CSPO being interviewed, to insure an accurate

of New and Experienced Presidents," p. 198; Seymour Sudman, Reduc-
ing the Cost of Surveys (Chicago, I11.: Aldine Publishing Co.,

» PP. 65-66.

]The cooperation and suggestions of Dr. Robert Fedore,
Assistant Dean for Student Affairs, College of Osteopathic Medi-
cine, Michigan State University, formerly Dean of Students at the
University of Montana, and Dr. Everett Chandler, Vice-President
for Student Affairs, California Polytechnic State University, are

greatly appreciated.
2F‘lanagan, "The Critical Incident Technique,”" p. 342.
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record of the interview. Subsequently, four pilot interviews with
CSPOs from the sample were conducted using the three identified
tasks--advising/reporting, planning/organizing, and staffing--as
the tasks on which the CSPOs were to report significant incidents.

Pilot Study
A 10 percent sample of the 42 CSPOs selected for interview

was chosen. The CSPOs' last names were alphabetized and the first
name selected from the 1ist was based on a number taken from a
table of random numbers; subsequently every tenth name was
selected until four names were chosen. In scheduling the pilot
interviews one of the CSPOs was found to have left his position
and thus an alternate was chosen. Three of the CSPOs in the study
were interviewed by telephone and one in person. The CSPOs inter-
viewed reported 15 effective and 6 ineffective incidents. Nine

of the incidents dealt with planning/organizing, seven with
advising/reporting, and five with staffing. These incidents were
analyzed to determine if their behavioral elements could be identi-
fied. It was concluded that the interviews were producing usable
information and as no significant problems had been encountered,
the procedure was judged satisfactory. One additional instrument
developed, based on the pilot interview experience, was an
Interview Record (Appendix J) to provide a summary of each inter-
view. The collection of the primary data of the study was then
undertaken. Telephone contact was made with each CSP0's office

to arrange the interview date, time, and method. During the
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scheduling of interviews another CSPO was found to have left his

position, which reduced to 36 the number of CSPOs available for

interview.

Interview Procedure

The 36 CSPOs who were interviewed during the months of
October and November, 1975, constituted a 73 percent sample of the
49 CSP0Os in Michigan colleges and universities who were identified
and met the criteria for inclusion in the study.1 Sixteen of the
interviews were conducted over the telephone and 20 were conducted
face-to-face. The format for each interview method, with the
exception of the opening statement, was the same.

At the beginning of each interview, after the researcher
had introduced himself, the purpose of the study was reviewed with
the CSPO and his permission obtained to tape record the interview,
to which none of the CSP0Os objected.. The advising/reporting,
planning/organizing, and staffing tasks on which the CSP0Os were
asked to relate significant incidents were identified and the
method of their selection was explained. The CSP0OS were informed
that they were, insofar as possible, to relate incidents on each
of the tasks and in which their behavior was either effective or
ineffective in accomplishing the objectives of their interactions
with the chief executive officer of their institutions., The CSPOs

were told that each significant incident they reported:

]The CSPO selection process is described on pages 70-75.
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Must have involved their interaction with the chief
executive officer on one of the specified tasks and
may or may not have involved other persons.

May have been of either a short (a2 few minutes) or a
long (several months) duration.

Must be distinguishable by them as an incident in which
their behavior was either clearly effective or ineffec-
tive in obtaining their task objective with the chief
executive officer.

Must have occurred within the past two academic years

(1973-74; 1974-75).1

While recounting the incidents the CSP0Os were asked to

describe:

]'

Briefly, the general circumstances that led up to the
incident.
Their objective(s) as they interacted with the chief

executive officer on the task.
The behavior(s) they utilized that were either effec-
tive or ineffective in obtaining their objective(s).

Other persons, if any, who were involved in the

incident.

The approximate date when the incident occurred and

its duration.

]This Tim{itation was imposed to reduce the possibility that
older incidents might be incompletely described by the CSPOs, and
to reduce obtaining only "crisis”"-type incidents.
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Once the instructions were completed the CSPOs were given
the opportunity to seek clarification and were reassured that the
researcher would ask appropriate questions to insure that all the
aspects of the incidents were covered. Subsequently, the three
tasks on which they were to report significant incidents were

defined. The CSPOs were told that:

An advising/reporting task is the providing of counsel on

student affairs, in particular, to the chief executive and other
officers of the institution and keeping them informed on opera-
tional matters through data collection, evaluation, and research.

A planning/organizing task is the working out of the broad

outline of things that need to be done and the method for doing them,
and the establishment of the formal policy and structure by which
student service programs and services are established, arranged,

and operated for defined objectives.

A staffing task is the whole personnel function of bring-
ing in and training the student services staff and maintaining
favorable conditions of work.

The CSPOs were then asked to reflect upon their experi-
ences and call to mind significant incidents on advising/reporting,
ptanning/organizing, and staffing tasks that required their inter-
action with the chief executive officer and describe them to the
researcher. For each incident they reported the CSPOs were asked
to identify which of the three tasks they were reporting. It
was explained to the CSPOs that, although in reality a specific

incident might contain dimensions which fit several of the selected
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tasks, for purposes of analysis it was important to classify it
according to the predominant task. The incidents they reported
were recorded by the researcher on Incident Abstract forms.

During the recording of the incidents probing questions were asked
by the researcher to insure that the CSPOs identified their beha-
viors and covered all facets of the incidents. Once the incident
collection phase of the interviews was completed the CSPOs were
asked to indicate the behaviors they believed that CSPOs needed

to develop in order to work effectively with chief executive
officers. Prior to terminating the interviews the CSPOs were pro-
vided an opportunity to comment on the study and the procedures

utilized. The information obtained from the 36 interviews was

then analyzed.

Analysis of Incidents

The first step taken in the analysis phase of the study
was to review each Incident Abstract against the taped record of
the interview to insure that the abstract was accurate, complete,
and in proper chronological sequence. Once this was done the
final Incident Abstract was developed. From an Incident Abstract a
3 by 5 inch Significant Behavior card was created to record the
CSPO's significant behavior in the context of the 1nc1dent.] The
following format was used in recording the information on the

Significant Behavior card. First, the chief executive officer's

'Flanagan. Critical Requirements for Research Personnel,
p. 18, expressed the belief that behaviors should be classified

with regard to context.
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action that reflected the effectiveness or ineffectiveness of the
CSP0O's interaction was stated, and, second, the behavior that the

CSPO manjfested and judged to be significant1 was described. (See

Figure 3.2.)

2/pPu/1 SP/SS/New 09/1/AR/EFF

The chief executive officer intervened in the situation
after the CSPO informed him that upon investigation it
appeared that a faculty member was apparently maligning
a student services staff member.

Figure 3.2.--Significant Behavior card.

In the example given, the chief executive officer's action,

associated2 with the CSPQ's behavior, was to intervene in the

Situation, after the CSPO informed him that a faculty member was
apparently maligning a staff member. Additionally, identifying

lcorbally, “The Critical Incident Technique," p. 58,
cautioned that although other behaviors are excluded from analysis
when focusing on significant behaviors, it is not meant to imply

that they are inconsequential.

2The word associated is stressed to call attention to the
fact that no cause-effect relationship between CSPO behavior and

chief executive officer action is implied.
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information was placed on the Significant Behavior card. The
information at the upper right hand corner of the card indicates
that the incident was reported by the CSPO coded number nine, it
was the first incident he reported, and it was an advising/
reporting task that was effective. Also listed on the card were
personal and institutional variables that had been identified in
previous studies, reviewed in Chapter II, to be related to differ-
ences in either CSPO attributes, attitudes, functions, or goals.

The institutional variables selected were level (two
year or four year), control (public or private), and enrollment
size. The institutions in which the CSP0Os served were classified
into three enrollment categories, the sizes of which were arbi-
trarily selected. The categories were I (1-2000 students),
IT (2001-5000 students), and III (5001 or more students). In
Figure 3.2, at the upper left of the card, the CSP0O is identified
as serving in a two-year public institution with 2000 students or
less.

The personal variables selected were academic area of the
CSP0's highest earned degree {student personnel and guidance or
other), area of the position previously held by the CSPO (student
services or other), and experience as the CSPO (new, one to five
years or experienced, more than five years). In Figure 3.2, at
the upper center of the card, the CSPO is identified as having
concentrated on student personnel and guidance for his highest

earned degree, having held a student services position just prior
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to becoming a CSPO, and having served as the CSPO less than five

years.

The next step taken in the analysis was to sort the Sig-

1

nificant Behavior cards into the task categories. Once this was

completed cards bearing similar CSPQ behaviors were grouped
together to form tentative areas of behavior. The placements of
the significant behaviors for each task were rechecked until the
researcher was satisfied that the groupings were logical, consis-
tent, and formed discrete behavioral areas. The process of forming
significant behavioral areas was effected by comparing areas of
behavior across as well as within tasks. Once the final placement
of thesignificant behaviors was established a general statement
for each behavioral area and its relation to the task was estab-
1ished. Although it is a common practice when utilizing the CIT
to reduce similar behaviors under a behavioral area to a general-
ized effective behavioral statement when presenting data, it was
decided to present both effective and ineffective incidents, in
their abstracted form, under each task area. This method was
Jydged to be appropriate for providing the fullest exposition of
the various behaviors used by CSPOs to accomplish their objectives
as they interacted with chief executive officers. To preserve
anonymity it was deemed necessary to utilize general terms in
instances where it was felt the specific details of an incident

might tend to identify either the institution, the CSP0O, or the

]Flanagan, "The Critical Incident Technique," pp. 344-45,
described the analysis of behavioral statements, which served as
guide for the procedure used in this study.
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chief executive officer. In addition, appropriate changes in
content were made to the behavioral statements reported in the next
chapter.

After all the behavioral areas were identified, an analysis
of the type (effective or ineffective) and frequency of incidents
reported for each task by the selected personal and institutional
variables was made to identify possible reporting differences
associated with them. In addition, the patterns of ineffective
behavior by behavioral area were studied for classes of CSPOs
reporting the largest differences. The findings of the analysis
were reported in terms of real numbers and percentages and no

other statistical measures were deemed necessary.

Summary
Presented in this chapter were the methods used to identify

the behaviors that selected chief student personnel officers
(CSPO) in Michigan colleges and universities perceive to be sig-
nificant (either effective or ineffective) as they interacted with
chief executive officers on selected tasks.

The first section of the chapter was devoted to discussing
the rationale for selecting CSPOs in Michigan colleges and uni-
versities and presenting the methods used to identify the approp-
riate persons at the selected institutions, developing background
data on them, and soliciting their participation in the study.

It was reported that out of the 76 CSPOs with whom contact was
attempted, 42 were identified who met the criteria for selection
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and were willing to participate in the interview stage of the
study.

The second section of the chapter was devoted to the pro-
cedures used to collect, categorize, and identify the three most
important tasks personally performed by CSPOs who reported directly
to the chief executive officers of their institutions and required
the CSPOs' interaction with them. It was reported that planning/
organizing, advising/reporting, and staffing, in descending order
of importance, were ascertained to be the three most important
tasks and that the CSPOs who responded to the mail inquiries made
by the researcher, as opposed to CSPOs who responded to the tele-
phone follow-up, were consistent in the rankings they assigned to
tasks.

The third section of the chapter was devoted to describ-
ing the interview method utilized to collect significant incidents
of CSPO-chief executive officer task interaction on the 3 selected
tasks and the method of analyzing the incidents provided by the
36 CSPOs who were interviewed either face-to-face or by telephone.

The findings of the study are discussed in Chapter IV, which

follows.



CHAPTER IV

ANALYSIS OF RESULTS

Introduction

This chapter contains an analysis of the findings of the
study. In the first section of the chapter the characteristics
of the 36 chief student personnel officers (CSP0O) who were inter-
viewed and the significant incidents they reported are presented
and analyzed, in relation to selected variables.

The second, third, and fourth sections of the chapter are
devoted to the presentation and analysis of significant incidents
of CSPO-chief executive officer interaction on the three selected
tasks of advising/reporting, planning/organizing, and staffing,
respectively. In each section the incidents the CSPOs reported on
the selected task are presented in abstracted form under the sig-
nificant areas of behavior that were inductively identified for
the task. Then, the effective and ineffective incidents are
afrayed by selected variables and the patterns of ineffective task
areas are analyzed in relation to these variables.

The fifth section of the chapter is used to present CSPO
comments on significant behaviors in conjunction with the beha-

vioral task areas that were identified.

The sixth section of the chapter contains a presentation

and analysis of the responses the CSPOs made when asked to identify

100
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the behaviors CSPOs needed to develop in order to work effectively
with chief executive officers.

The seventh and final section of the chapter is devoted
to an analysis of (1) the modification of the Critical Incident
Technique (CIT) as a method to obtain information on the behaviors
that CSPOs perceive to be either effective or ineffective as they
interact with chief executive officers, and (2) the procedure of
using both face-to-face and telephone methods of the personal

interview to collect this information.

The Sample

Chief Student Personnel Officers

The CSP0Os selected for the study were found to be predomi-
nantly male, 35 out of 36. The mean age of the male CSPOs was 41.6
years and the 1 female CSP0Q who was interviewed was 43 years of age.
Twenty-one of the CSPOs served in public two-year, eight served
in public four-year, two served in private two-year, and five
served in private four-year institutions in Michigan.]

The student enrollment sizes of the institutions in which
the CSP0Os served ranged from a low of 312, at a private two-year
college, to a high of 44,966 at a public four-year university.2

Fourteen of the CSPOs served in institutions with 2,000 or fewer

]Four of the CSP0Os reported to chief executive officers
of branch campuses, two at two-year college branche