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ABSTRACT

SITUATIONAL LEADERSHIP:
A STUDY OF THE PERCEIVED LEADERSHIP STYLES OF
DEANS OF STUDENTS AT SELECTED LIBERAL ARTS COLLEGES

By
Janis L. Coates

The overall purpose of this study was to determine and describe the self-
perceived leadership styles of deans of students at liberal arts colleges holding
membership in the Great Lakes College Association (G.L.C.A.) and the Associated
Colleges of the Midwest (A.C.M.) consortia, applying Hersey and Blanchard's
situational leadership theory.

The specific purpose of this study was to determine whether or.not deans of
students at liberal arts colleges in the G.L.C.A. and A.C.M. consortia define
themselves as situational leaders.

Three research questions provided the focus for this study:

1. Do Deans of Students at G.L.C.A. and A.C.M. Colleges perceive themselves
to be situational leaders?

2. Do Deans of Students use a range of leadership styles in responding to job
related situations involving a leader and one or more followers?

3. Do Deans of Students in the G.L.C.A. and A.C.M. consortia collectively exhibit
a dominant leadership style?

A literature review was conducted in the areas of leadership studies and theory,
the small college and self-perception. In addition, deans of students in the G.L.C.A.

and A.C.M. consortia Colleges completed the Leader Behavior Analysis Il Self

research instrument designed to measure leader behavior.



The major findings were:

Deans of students in the sample preferred a high supportive/low directive
leadership style and demonstrated a below average willingness to vary their
leadership style from situation to situation. The leader effectiveness score revealed

an average ability by the group to match effectively the task relevant maturity of a
follower with leadership style in a given situation. Finally the deans in the sample
received “good” to “excellent™ scores for situational leadership potential.
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CHAPTER|
STATEMENT OF THE PROBLEM

Background Information

Historically, some institutions of higher education have attempted to respond to
changes in society. This postulate can be substantiated by tracing the history of higher
education and noting what conditions in society influenced periods of expansion. The
colonial colleges of the eighteenth century, for example, responded to the need for
educated clergymen and societal leaders. Later, in the mid-nineteenth century as
society became more industrialized the need for more sophisticated technology
became evident, and universities and colleges with broader missions (i.e. the land grant
institutions and the state universities) emerged (Garland, 1985).

During the nineteenth century, in response to the increased knowledge base and
institutional size, institutional purposes and functions multiplied. As institi:tions changed
sodidthe roles and responsibilities of the employees withinthem. Increased enroliment
resulted in a proliferation of demands for new services leading to the establishment of
specialized agencies and administrators to direct them (Rudolph, 1962). This increase
of administrators was also influenced by a growing emphasis in the academy on
research and its application in agriculture, commerce, and industry.

Shortly after the Civil War, faculty trained in German institutions called for greater
intellectualism and impersonalism on the part of the faculty (Appleton, 1978; Brubacher
and Rudy, 1958). Faculty became more interested in research than in working with
students on a personal level and were freed from institutional management responsi-
bilities to pursue scholarship (Rudolph, 1962; Brubacher and Rudy, 1958). This shift
in faculty responsibilities from administration to research, as well as the increased need
for specialized services within diverse institutions of higher education, contributedto the
evolution of the student affairs profession.

Over the past fifty years institutions of higher education have changed in scale,
purpose, and clientele. What was once a relatively homogeneous system of colleges
and universities, whose primary purpose was the development of student character and
good moral habits, is now a complex system of varying institutional types serving a vast
number of students with increasingly diverse needs (Miller and Winston, 1991). As a
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result, the organizational structure of colleges and universities as well as the responsi-
bilities of administrators who work within them, have become increasingly complex.

“Although ideas about the practice of administration date back for more than two
thousand years, organized administrative science was brought into existencein the late
1800’s. Until recently, however, most literature on the subject emerged from casual
reflections by those practitioners perceived as successful” (McCarty and Reyes, 1987,
p.2).

Management theory and management science, while taught in most colleges and
universities, were not viewed as providing legitimate methods or strategies for manag-
ing institutions of higher education. Consequently, Bennis (1979) notes, “universities
are among the worst-managed institutions in the country” (p.41).

Today, the need for leadership within colleges and universities stems from a lack of
shared direction and purpose exaggerated by economic and demographic conditions
which have intensified the level of competition among institutions for students, research
monies and federal financial support (Green, 1988). Additionally, the changing profile
of students, the shifting priorities of the faculty, the call for curriculum reform, existing
external and intemal demands and the diversity of institutions have confused the
organizational context. Presently, “the challenge is how to govern, manage, and lead
our colleges and universities in spite of this complexity” (Peterson and Mets, 1987, pp.
2&3).

While good management practices will continue to be vital to the welfare of colleges
and universities, “campuses as well as society will look to academic leaders to clarify
theirinstitutional mission, to articulate an academic vision, and to be accountable forthe
quality of their programs and graduates. They will have to do all in an atmosphere of
growing external controls, decreased institutional autonomy and generally scarce
resources” (Green, 1988, pp. 35-36). According to Bennis (1979) these factors
necessitate a first-time determination by colleges and universities to identify “what is
essential and what is expendable” (p.41).

Issues facing higher education today have provided both the motive and the
incentive for colleges and universities to evaluate their priorities and to examine their
mission statements. According to Birnbaum (1988), “lack of clarity and agreement on
institutional goals and mission has equally important effects on organization and
management” (p. 11).
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The role and responsibilities of the chief student affairs officer are directly influenced
by the issues facing higher education today. A growing desire for accountability,
increased legal and governmental restrictions, the influence of social changes, health
issues, limited resources, changing student profile, technological advances, and
expanded expectations of the academy have presented new challenges and opportu-
nities for student affairs organizations and the chief student affairs officer.

Albright and Barr (1990) note that, “a number of distinct, conflicting, and sometimes
unrealistic roles have emerged for student affairs organizations over the years:
controller of student behavior, manager of facilities, administrator of programs, student
development educator, and campus environmental expert” (p.188). According to Miller
and Winston (1991), there are four categories that describe most student affairs
functions; organizational maintenance, staffing, management, and education. These
responsibilities require that the chief student affairs officer possess the leadership and
management skills necessary to successfully meet existing organizational and educational
goals of student affairs. Therefore, chief student affairs officers must have an accurate and
realistic understanding of their skills and competencies if they are to be effective leaders within
their organizations.

Consequently, the study of leadership is of growing interest to student affairs professionals.
An examination of the literature on leadership has yielded the following overview of the
evolution of leadership studies and resulting theories.

Leadership

Throughout history, the subject of leadership has been widely examined. Fiedler (1967) cites
Plato’s Republic as an illustration of this early concern and curiosity about leadership as Plato
speculates on the proper education and training of political leaders of the time. There is
historical evidence to substantiate the postulate that the subject of leadership was
examined by the Chinese, Egyptians and Greeks. Bass (1981) suggests that, “the
earliest literature on leadership was concerned almost entirely with theoretical issues.
Theorists sought to identify types of leadership and relate them to the functional
demands of society. In addition, they sought to account forthe emergence of leadership
either by examining the qualities of the leader or the elements of the situation” (pp.5&6).

While the subject of leadership has been a curiosity throughout history, it wasn't until
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the twentieth century that scientific research on leadership was conducted (Yukl, 1981).
Green (1988) explains that, “the subject of leadership has been described and analyzed
from many perspectives - sociology, psychology, business, history and education” (p.3).

A review of the research on leadership discloses four approaches which categorize
leadership studies: 1. power-influence approach, 2. trait approach, 3. behavioral
approach, and 4. situational approach (Yukl, 1981). A succinct review of each ofthese
approaches will illustrate the evolution of the concept of leadership.

The earliest leadership studies examined the relationship between leaders and
followers focusing onissues of power. Appropriately this approach was identified as the
power and influence approach: it defines leader effectiveness in terms of the exercising
of power over followers, and examines the sources of power available to the leader.

Later, during the first half of this century leadership studies focused on “the Great
Man" Theory, which attempted to identify the personality traits of successful leaders
(Green, 1988). These studies were designed to identify the characteristics or person-
ality traits of a leader and determine the various ways these characteristics were
transferred from situation to situation (Hersey and Blanchard, 1988). These studies
were viewed as increasingly important as the ability to identify leadership traits aided in
the selection and recognition of potential leaders. It was believed that leaders simply
possessed characteristics which predisposed them to certain kinds of behavior (Hunt,
1984). Thetraitapproach to leadership impliedthat leadership skills could not be taught,
as personality traits are inherent and therefore, specific to the individual.

Fiedler (1967) notes that the 40’s and early 50’s witnessed a proliferation of studies
designed to identify those personality traits and attributes that distinguish leaders from
followers. After a close examination of these studies Stodgill (1948), Gibb (1954), and
Mann (1959) concluded that the research supports the contention “thata manbecomes
a leader not only because of his personality attributes, but also on the basis of various
situational factors” (Fiedler, 1967, p.10). Consequently, behavioral scientists became
concerned with the identification of traits, abilities, behaviors, sources of power, or
characteristics of a particular situation that contributed to an individual's leadership
effectiveness (Yukl, 1981).

Discussion on leadership broadened in the 1940’s and 50°s as a result of psycho-
logical and sociological research. Behavioral theorists began to study the behavior of
leaders in an effort to identify behaviors which distinguished successful leaders from
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less successful ones (Hunt, 1984). Consonant with the findings of behavioral theorists,
leadership was thought to be influenced by external factors and societal expectations.
This was a significant finding as it validated the premise that leadership could be
observed and taught. As a result of behavioral studies leadership was viewed as a
dynamic process that took into consideration the relationship between the leader and
the follower as well as the situation. Changes in the behavior of the leader from situation
to situation were expected and it was believed that leaders could enhance their
leadership effectiveness through training, education and development (Hersey and
Blanchard, 1988).

The focus of the situational approaches to leadership studies signifies movement on
the part of theorists well beyond the trait approach to consider situational elements as
well as the relationship between leader and follower. The situational leadership
approach requires that the leader behave in a flexible manner, have the skills to
diagnose a situation, and prescribe as well as apply an appropriate leadership style
(Hersey and Banchard, 1988).

The person-situational theorists began to focus attention on the process of interac-
tion, recognizing that the nature of the group and its individual members, as well as the
event or problem facing the group were important in determining an effective leadership
style (Bass, 1981). Bass notes that, “strong evidence indicates that different leadership
skills and traits are required in different situations” (p.73). The situational approach to
leadership studies, specifically the research of Hersey and Blanchard provide the basis
for this study.

NEED FOR THE STUDY

Effective leadership is essential if student affairs organizations are to be viable
contributors in meeting the increased expectations and the growing range of challenges
facing American higher education today.

Kuh (1991) suggests that responding to student needs has become more challeng-
ing then ever before. The increased organizational complexity of institutions, the
changing profile of students with diverse backgrounds and interests, as well as a
growing demand for accountability and quality in the educational enterprise have
challenged student affairs organizations and chief student affairs officers (CSAO) to



examine their roles and responsibilities.

Albright and Bar (1990)r contend that, “Student Affairs organizations are faced with
three majorissues: confusion about organizational purpose from within and without the
institution, lack of consistency regarding student affairs organizational structures, and
ambiguous goals for student affairs that must nevertheless be appropriate to the
enterprise” (p.183). Consequently, not only must CSAO’s (deans) respond to the
changing needs and interests of students in a manner consistent with the goals of the
college, but they must achieve these ends while addressing organizational and
managerial concerns. As the chief student affairs officer, the dean of students must
possess both leadership and management skills, as well as the ability to assess
institutional culture in order to meet these growing demands within colleges and
universities.

it wasn’t until the late 1950’s that researchers and practitioners realized that
institutions of higher education had developed characteristics much like those of other
organizations (Strange, 1983). Like other organizations, the organizational structure of
most colleges and universities is hierarchical, however, the relationship between the
faculty employee and the student to the institution and existing governance systems
poses unique leadership and management challenges. Birmbaum (1988) notes, that
most studies of leadership have focused on business, government or the military and
that there has been little research conducted on leadership and higher education. He
further contends that, “the study of leadership is even more difficult in colleges and
universities than in other settings because of the dual control systems, conflict between
the professional and administrative authority, unclear goals, and other unique proper-
ties of professional, normative organizations” (p.22).

College and university presidents and administrative officers have hesitated to
introduce theories of management and leadership within their institutions for a variety
of reasons. Some speculate that the fear of faculty criticism and acknowledged disdain
for business practices, coupled with an administrative lack of understanding relative to
the application of management strategies and leadership theories to a complex
organization, has impeded the adoption of such practices in addressing fundamental
organizationalissues. Keller (1983) notes that colleges and universities are ‘the largest
industries in the nation but are among the least businesslike and well managed of all
organizations” (p.5).



7

Issues facing higher education today have provided the impetus for colleges and
universities to evaluate their priorities and practices. Distinctions are being made
between management and leadership as the need for accountability to bothinternaland
external constituencies increases. Green (1988) argues that, “in order to understand
leadership development in higher education one must begin with an analysis of higher
education itself giving full examination of its organizing principles, traditions, and values
which provide the context of the exercise of leadership” (p.13). Kuh and Whitt suggest
that, “seasoned professionals know that the institutional context has a significant effect
on what one does, how one does it, and whether the contributions of the student affairs
organizations are considered useful by faculty and students” (Miller and Winston, 1991,
p.37).

PURPOSE OF THE STUDY

The overall purpose of this study was to determine and describe the self-perceived
leadership styles of deans of students at liberal arts colleges holding membershipinthe
Great Lakes College Association (G.L.C.A.) and the Associated Colleges of the
Midwest (A.C.M.) consortia, applying Hersey and Blanchard's situational leadership
theory.

The specific purpose of this study was to determine whether deans of students at
liberal arts colleges in the G.L.C.A. and the A.C.M. consortia define themselves as
situational leaders. Hersey and Blanchard (1988) assert that, “situational leadership is
based on an interplay among (1) the amount of guidance and direction a leader gives,
(2) the amount of socioemotional support a leader provides, and (3) the readiness level
that the followers exhibit in performing a specific task, function or objective” (p.170).

Situational leadership theory can be applied to a variety of organizational or group
settings. The research of Hersey and Blanchard on situational leadership has resulted
in the development of the Leader Behavior Analysis Il, an instrument designed to
examine leader behavior. This instrument has yielded constant scores on leadership
effectiveness across a variety of organizations ie. business, education, nursing. These
studies provide evidence that the principles of situational leadership theory and the
Leader Behavior Analysis Il (LBA Il) are applicable to a variety of organizational and
group settings.



Besearch Questions

The following research questions were examined in this study:

1. Do Deans of Students at G.L.C.A. and A.C.M. Colleges perceive themselves to be
situational leaders?

2. Do Deans of Students use a range of leadership styles in

responding to job related situations involving a leader and one or more followers?

3. Do Deans of Students in the G.L.C.A. and A.C.M. consortia collectively exhibit a
dominant leadership style?

Why was it important to examine these questions?

As stated earlier, the challenges facing higher education today are unlike those of any
other decade. Competition for students, limited resources and soaring tuitions, and a
declineinthe professoriate, dictate that colleges and universities exercise prudent fiscal
management as well as provide a quality educational program in order to remain
competitive. Many institutions, both private and public, have been plagued by financial
difficulties. In response, some institutions have down-sized institutional services
resulting in the elimination or modification of administrative and staff positions and
programs. Consequently, institutional leaders are faced with difficultdecisions pursuant
to determining institutional priorities and maintaining institutional quality with fewer
resources.

The chief student affairs officer must juggle a variety of roles and responsibilities
within an environment of increased demands and complexities. As noted by Sandeen
(1991), “colleges and universities are expected to provide personal support and
extensive services to students, and all of these efforts need to be coordinated and
managed by someone” (p.3). He goes on to note thatthe position of chief student affairs
officer has “evolved over a period of 100 years from a collegiate, almost parental
concern for student welfare to the current complex array of services and programs for
students that extend throughout the campus” (p.4).

Today, the responsibilities accompanying the chief’s position fall under the rubric of
“manager, mediator and educator” (Sandeen, 1991, p.5). Thus, chief student affairs
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officers (deans), work with multiple constituencies and expectations for services that
required them to move beyond the traditional responsibilities associated with the
position earlierin the century. Sandeen (1991) suggests that, “while few possess allthe
myriad skills necessary to meet the varying demands of the chief student affairs officer
position, there are broad areas of competence that are needed by all. Because of the
heavy administrative and fiscal responsibilities extensive skills in management and
decision-making are essential” (p.16). He goes on to say that, “at a residential liberal
arts college of 1,500 students, effective personal mediation may be moreimportantthan
fiscal management” (p.17). This suggests that it is important for chief student affairs
officers, namely, deans of students at small colleges, to possess effective interpersonal
skills as the environment of the small college allows for less restrictive and more
personal relationships.

As stated earlier, the chief student affairs officers role has changed dramatically over
the last 100 years. This change has been influenced by the increased scope and
complexity of higher education and a changing student profile. Consequently, the role
and responsibilities of the dean of students position have changed, requiring new skills
and levels of accountability.

As student affairs professionals, deans of students are influenced by the standards
and guiding principles of their profession as well as the culture, structure and hierarchy
of authority within their respective college or university. Thus, deans of students are
members oftwo systems each possessing an established set of values and goals which
at times may be in conflict with one another.

The manner in which deans of students carry out their responsibilities has direct
bearing on the perceptions held by others of the importance and centrality of student
services in meeting espoused educational objectives, as well as upon the expectations
held by various constituencies for student affairs programs and services. Additionally,
how deans implement their responsibilities effects their perceptions of themselves as
professionals and leaders.

A review of the literature pertaining to the development of the student services
profession reveals that a fundamental principle of the profession is the concern for the
total development of the individual student. This principle suggests that deans of
students should develop a leadership style that considers the uniqueness of each
individual as well as the characteristics of a particular situation. Additionally, in order to
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respond effectively to various student needs andinterests, deans should have the ability
to vary their leadership approaches.

Situational leadership theory provides a methodology for assisting deans of students
in establishing effective interactions with others. This leadership approach considers
the individual as well as the situation, calls for flexibility in leadership approach in order
to respond effectively to a given situation, and is an appropriate leadership model for
deans of students at small colleges. Therefore, the research questions that follow were
designed to identify the situational leadership tendencies of deans of students.

Research question #1
Do Deans of Students at G.L.C.A. and A.C.M. Colleges perceive themselves to be
situational leaders?

The basic premise underlying situational leadership theory is that there is no one
“best” style of leadership. Therefore, anindividual in a leadership role must develop the
ability to diagnose a situation and prescribe an appropriate leadership style given the
elements of the situation. By identifying and examining their leadership styles deans of
students can obtain valuable information about their leadership style preferences, how
their response given a particular situation might affect others and what situational
elements they consider when selecting a leadership style. Given the proliferation of
responsibilities and the variety of constituencies with whom the dean has contact, it is
vitally important that information pertaining to the dean’s effectiveness as a leader and
officer of the college be made available.

“Research has shown that leadership is an observable, learnable set of practices”
(Kouzes and Posner, 1987, p.13). Kouzes and Posner (1987) believe that, “the self-
confidence required to lead comes from learning about ourselves - our skills, prejudices,
talents, and shortcomings. Self-confidence develops as we build on strengths and
overcome weakness” (p.227). The behavioral approach to leadership studies which
includes situational leadership theory, posits that effective leadership can be taught.
Therefore, a determination by the research group of deans that they perceive them-
selves to be situational leaders has implications for in-service and professional
development programs, as well as for the preparation of professionals for chief student
affairs officer positions.
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Besearch question #2
Do Deans of Students use a range of leadership styles in responding to job related
situations involving a leader and one or more followers?

Wynn and Gudins (1984) state that, “leadership style is a crucial variable in organiza-
tional effectiveness. Effective leaders are skillful in analyzing the maturity and needs
of the organization and its workers to determine the style most appropriate to the task
andindividual ata giventime” (p.67). The range of leadership styles denotes the deans
flexibility and adaptability to respond to a variety of situations.

Situational leadership theory by definition requires a leader to consider the needs of
the follower. A leader can be at times directive and task oriented while at other times
supportive and relationship oriented. An appropriate leadership style is chosen by the
leader pursuant to determining the abilities of the follower in relationship to a given
situation. For example, if a follower is highly competent at accomplishing a particular
task the leader may assert a leadership style that is relationship oriented rather than
directive.

Itis important to determine whether deans utilize a range of leadership styles for the
following reasons: first, it demonstrates that when influencing the behavior of others
deanstakeinto consideration the ability ofthe followers as well as the situation. Second,
it suggests thatdeans believe thatthere is no one “best” leadership style and thatin order
to be an effective leader a dean must manifest a variety of leadership styles. Third, it
reflects the dean’s ability to diagnose a situation, assess the skills and abilities of the
follower, and prescribe the appropriate action to be taken by the leader in a given
situation. Fourth, it considers the varied and complex nature of the dean'’s responsibili-
ties and the uniqueness of the organizational setting within which the dean holds a
leadership position while acknowledging the numerous and varied demands placed
upon the dean for leadership by diverse and sometimes competing constituencies.

Research question #3
Do Deans of Students in the G.L.C.A. and A.C.M. consortia collectively exhibit a
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dominant leadership style?

The dichotomy between size and specialization of colleges and universities has long
been realized. Astin and Scherri (1980) express the differences between large and
small institutions in the following way: “Large institutions tend to have bureaucratic
presidents, hierarchical administrations, and faculties who devote a good deal of time
to administrative tasks and relatively little time to teaching. The faculty in the small
institutions also tend to be more satisfied with administrative services and with their
relations with students and their influence within the institution™ (p.141). Baldridge
(1978) suggests that private liberal arts institutions are small enough to “permit
environmental factors which would hardly effect a larger institution to have significant
impact” (p.93). The small size and residential nature of these institutions also influence
the perceived and expected educational climate found within the private liberal arts
college.

The institutional context for this study was the private residential liberal arts colleges
of the Great Lakes College Association and The Associated Colleges of the Midwest.
Member colleges are private and residential with enroliments of under 3000 (except for
the University of Chicago) and profess as well as claim history and commitment to the
liberal arts. Quality teaching, as well as scholarship and artistic accomplishment are
highly valued within these institutions. Through consortium activities and programs,
faculty, administrators and students are availed of educational and professional
development opportunities which could not be provided singularly.

Astin and Scherri (1980) have identified “initiative, effectiveness in dealing with
students, interpersonal skills, cooperation, creativity, and professional or technical
competence” as traits most valued by chief student affairs officers in their employees
(p. 215). These traits suggest that chief student affairs officers may be predisposed to
choose aleadership style which is highly supportive and relationship oriented balanced
with a concern for goal attainment.

By determining if deans collectively demonstrate a dominant leadership style,
common characteristics of the deans leadership style preferences within philosophi-
cally like institutions can be identified. This information may assist researchers in the
identification of the leadership style practiced by small college deans.
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Assumptions
The underlying assumptions guiding this study were:

1. The chiéf student affairs officer is an officer of the college and by definition holds
a position of leadership within the institution.

2. The environment of the small private liberal arts college is distinctly different from
the environments of other institutions and is characterized by size, individualized
attention, involvementin governance and campus life, accessibility of faculty, quality
teaching and expectations for the development of a caring community.

3. Giventhe unique nature ofthe small college, it appears that situational leadership
theory is an appropriate leadership approach for deans of students in these
institutions.

DEFINITION OF TERMS

The followingterms are definedto assistinthe interpretation and understanding of this
study.

Leadership......"Leadership is the process of influencing the activities of an individual
or a group in efforts toward goal achievement in a given situation” (Hersey and
Blanchard, 1988, p.86). |

Leadership Process......"Leadershipis a process, atransaction between an individual
leader (or possibly a group of leaders) and followers. Furthermore, that transaction
takes place in a given context that shapes the nature of the transaction. Thus, the
various elements of leadership - the leader, the followers, the relationship between
them, and the context - can be examined singularly or in combination” (Green, 1988,
p.3).

Applied Behavioral Science......The application of “theoretical models and principles
of humanbehavior”developed from laboratory research to real-life situations (Goldstein
and Krasner, 1987, p.4).

Management......."The process of working with and through individuals and groups
and other resources to accomplish organizational goals” (Hersey and Blanchard, 1988,
p.5).

Chief Student Affairs Officer/ or Dean of Students......This title refers to the adminis-
trative officer responsible for the student affairs organizational unit (Miller and Winston,
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1991). For the purpose of this study the chief student affairs officer and term dean of
students will be used interchangeably.

Liberal Arts 1 Colleges......" These highly selective institutions are primarily under-
graduate colleges that award more than half of their baccalaureate degrees in arts and
sciences” (Chronicle of Higher Education, Alimanac Edition, July 8, 1987, p.22).

LBAIL.....LBA llis an acronym for Leader Behavior Analysis Il. This instrument is the
revised version of the LEAD (Leader Effectiveness and Adaptability Description)
instrument developed for leadership training. The LBA Il is designed for research and
measures leadership style, style flexibility, and style effectiveness.

Task Behavior......This term is defined “as the extent to which the leader engages in
spelling out the duties and responsibilities of an individual or group. These behaviors
include telling people what to do, how to do it, when to do it, where to do it, and who to
do it to” (Hersey and Blanchard, 1988, p.172).

Relationship Behavior........ This term is defined “as the extent to which the leader
engages in two-way and multi-way communication. The behaviors include listening,
facilitating, and supportive behavior” (Hersey and Blanchard, 1988, p.172).

Readiness......Thistermis defined as aperson’s readiness to perform a particulartask
and consists of two components. The first is having the ability, ie. “the knowledge,
experience and skill that an individual or group brings to a particular task or activity”
(Hersey and Blanchard, 1988, p.175). The second is having the willingness, ie. “the
extent to which an individual or group has the confidence, commitment, and motivation
to accomplish a specific task (Hersey and Blanchard, 1988, p.175).

Leadership Style......A consistent pattem of behavior exhibited by an individual
engaging in leadership activity (Hersey and Blanchard, 1981).

Style Range/Flexibility......The extent to which an individual is able to use different
styles in response to different situations ( Hersey and Blanchard, 1988).

Maturity......This term is defined as, “the capacity to set high but attainable goals
(achievement-motivation) willingness and ability to take responsibility, and education
and/or experience of an individual or group” (Gates, Blanchard and Hersey, 1976,
p.349).
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METHODOLOGY OF THE STUDY

Three research questions posed earlierin this chapter have provided the focus for this
study. The first study objective was to examine how deans of students at G.L.C.A. and
A.C.M. colleges respond to the leadership style characterized by situational leadership
theory.

To achieve that end, a group of twenty-one deans were administered the Leader
Behavior Analysis Il (LBA Il) research instrument, developed by Blanchard, Hambleton,
Zigarmi and Forsyth, Blanchard traini vel atthe Fall 1991 meeting
of the G.L.C.A. and A.C.M. deans of students in Chicago and through the mail.

The LBA Il instrument was designed to provide information to the respondent(s)
about their self-perceived leadership style. The research instrument consists of twenty
situations that involve a leader and one or more followers. By tabulating the dean’s
responses within the scoring framework accompanying the instrument, the investigator
was able to determine the perceived leadership style, style range or flexibility, and style
adaptability of the respondent(s).

The leadership style score identifies the respondent’s preference towards various
combinations of directive and supportive leader behavior when responding to a given
situation.

The style range or flexibility score denotes the willingness of the respondents to vary
their leadership style in response to the twenty situations. A single response or limited
variation of leadership style exhibited by the respondent reflects low flexibility.

The adaptability or effectiveness score reveals the appropriateness of the chosen
response to the situation by the respondent. This score provides insight relative to the
respondent’s leadership style. A high score indicates that the respondent(s) posses
strong analytical and diagnostic abilities.

After collecting the completed research instruments from the respondents the
results were tabulated. Observed trendsin the recorded responses ofthe G.L.C.A. and
A.C.M. deans were noted and analyzed. A summary of the findings was made foreach
respondent as well as for the collective sample for leadership style and style range or
flexibility and adaptability. The leadership style profile resulting from the analysis of the
research findings provided the investigator with the information necessary to respond
to the stated research questions. An explanation of the concepts and theories
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underlying situational leadership introduced in this chapter are developed and pre-
sented in Chapter II.

A reporting of the findings and their significance given the research questions posed
is provided in Chapter IV.

LIMITATIONS OF THE STUDY

This study was limited to the examination of the situational leadership styles of chief
student affairs officers at member colleges of the Great Lakes College Association and
the Association of Colleges of the Midwest consortia. The combined membership of
colleges comprising the consortia equals twenty-six. All member colleges are private,
selective, liberal arts colleges with enroliments of under 3000 undergraduate students.

The environment of the selective small private liberal arts college characterized by
expectations for community develdpment. individualized attention, involvement in
institutional governance and quality of the educational experience provides the context
within which the dean(s) must execute their responsibilities. This study was limited to
the small private liberal arts college and to the chief student affairs officer and no other
administrators.

While there are many theories of leadership, this study was limited to measuring the
degree to which chief student affairs officers considered themselves to be situational
leaders.

The data collected from the study sample represents the personal perceptions held
by chief student affairs officers of their leadership behavior in the situations identifiedin
the LBA Il Self.

The results of this study may be applicable to other small selective liberal arts
colleges outside of the G.L.C.A. or A.C.M. consortia but may hold little significance for
non-liberal arts institutions or for colleges and universities with a mission and size
different from the colleges in the sample.
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QVERVIEW

Given the research questions posed and the methodology selected for this study,
Chapter Il contains a review of the literature in the following areas: first, an examination
of the theories and research studies which have influenced the development of
situational leadership theory, specifically the work of Hersey and Blanchard; second, a
review of the literature on the characteristics of the small liberal arts college; third a
statement and supportive evidence of the significance of self-perceptual studies and
their validity as a research method. Chapter Il provides a description of the procedures
fordatacollection and analysis utilizedin this study. Chapter IV contains apresentation,
analysis, and interpretation of the findings of the study. A summary of the study; its
purpose, major findings, conclusions and implications for practitioners and theorist, as
well as recommendations for future research are presented in Chapter V.



CHAPTERIII
A LITERATURE REVIEW

This literature review was guided by three important objectives: (1) to understand the
theoretical origins of situational leadership theory, specifically the work of Hersey and
Blanchard, (2) to provide a summary view of espoused characteristics of the small
liberal arts college, and (3) to define self-perception and establish its validity as a
determinant of behavior.

Accordingly, this literature review consists of three sections which are identified in
the following way:

1. Evolution of Situational Leadership Theory

2. Characteristics of the Small Liberal Arts College

3. Self-Perception

EVOLUTION OF SITUATIONAL LEADERSHIP THEORY |

According to Finch, Jones and Litterer (1976),"the successes and failures of groups,
organizations, societies, and empires have been attributed to the characteristics and
behaviors of their leaders” (p.89). As noted in Chapter |, the subject of leadership has
been discussed and debated for centuries and still remains a curiosity today. During
the past fifty years researchers have witnessed an increased interest in leadership
studies. Asmenandwomenin positions of leadership strived to identify and understand
the variety of factors influencing the productivity and job satisfaction of individuals in
organizations and groups, the importance of leadership studies was realized.

A review of the literature on leadership reveals an absence of acommonly accepted
definition of leadership. Consequently, researchers invest valuable amounts of time
defining the phenomenon being studied and experience difficulty applying the research
findings of one leadership study to another (Bryman, 1986).

The focus of this study was on leadership in a group or organizational setting.
Therefore, group and/or organization provided a common denominator which when
applied to the research on leadership revealed the existence of congruency between
some definitions of leadership. Another common thread manifested in several
definitions of leadership is the concept of influence (Finch, Jones and Litterer, 1976).

18
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Bryman (1986) reports that Stogdill 1950, Hollander 1978, Hemphill and Coon 1957,
devised definitions that identified leadership as a social-influence process that guides
group members toward the accomplishment of a goal. This concept of leadership
connotes an image of a leader with followers in an organization or group setting and
implies not only a hierarchy of authority and structure, but also the existence of a
relationship between the leader and the follower. The research of Hersey and
Blanchard recognizes the importance of the interaction between the leader and the
follower, and its implications on job satisfaction and productivity within organizations
and groups. The situational leadership approach considered in this study emphasizes
the interaction between the leader and the follower within a given job related situation.
This theory of leadership has evolved over many years and has benefited from early
leadership studies.

A review of the literature pertaining to leadership studies reveals and acknowledges
the contributions of two distinct movements: the early scientific movementtypified by the
research of Frederick Taylor and the human relations movement which emerged from
the Hawthormme Study conducted at the Westem Electric Company in 1924 and
associated with Elton Mayo.

The scientific movement postulated that the primary function of the leader was to
achieve organization and production goals. These early organizations subscribedto a
strict hierarchy of roles and responsibilities, placed emphasis on an authoritative
leadership style, and identified task accomplishment as their primary focus. Within the
formal organization the designated leader was the manager.

Scientific management primarily consisted of the planning and implementing of
tasks. Within an organization, management planned what task each worker was to
accomplish, how the worker was to accomplish it, and specified the amount of time
needed to complete the task. The worker received a monetary reward from manage-
ment if the task was accomplished within the framework outlined. The objective was to
maximize productivity by increasing organizational effectiveness (Vroom and Deci,
1970).

The research of Fredrick Taylor is associated with the scientific movement. An
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engineer, Taylor was interested in the activities of workers and their effect on
| productivity. He proposed that by systematizing the performance of workers within an
organization efficiency would be increased (Harrison, 1976).

Taylor undertook a series of time and motion studies, analyzed the task to be
accomplished, the tools needed by the worker to accomplish the task and conducted
a comparison analysis amongst workers performing the same task. Through these
studies, a best method for completing a task was identified. The method became the
standard for performing the task and was taught to every worker. Subsequent studies
were conducted to refine the method employed by management for task accomplish-
ment and to determine the existence of an even more efficient method (Vroom and Dedi,
1970; Hellriegel and Slocum, 1974).

Hamison (1976) notes that there are three components to scientific management
directed at managing the physical environment. First, workers were instructed on the
one best way to perform specialized jobs. Second, a strict hierarchical organization was
imposed. Third, workers were given incentives in order to motivate pérformance.

“The underlying philosophy of the movement was based on the economic doctrine
that man is driven by the desire for economic betterment, and that the major means for
the work to accomplish his goals is through performance. The piece-rate incentive
system encourages the workerto produce at his maximum effort, because hisindividual
economic rewards are aligned with his performance” (Hellriegel and Slocum, 1974,
p.57).

Taylor compared the worker to a machine, ignoring the psychological and sociologi-
calvariables foundin the workplace, even though he did pay special attention to motives
which influence the individual. He states that, “perhaps the most important law
belonging to this class, in its relation to scientific management, is the effect which the
taskidea has on efficiency ofthe workman. This, in fact, has become such animportant
element of the mechanism of scientific management that, by a great number of people,
scientific management has come to be known as “task management” (Taylor, 1974,
p.300).

In 1919, Henri Fayol published writings on management positing that the leader must
consider the whole structure of the organization rather than focus only on the worker as
Taylor had done. “Fayol claimed that, in spite of the variety of corporate goals and the
many environmental pressures, it was possible to identify essential similarities in
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structure and processes among organizations” (Hellriegel and Slocum, 1974, p.58).
Fayol believed that an organization contains a vertical structure representing the
hierarchy found within it, and a horizontal structure reflecting the organizational
functions. Thus, Fayol makes a clear distinction between the individual who holds a
particular position within an organization, and the position itself. While it is the task of
managementto setgoals and determine the tasks necessary toinsure theiraccomplish-
ment, the process of how the organization functions was also of interest to Fayol
(Hellriegel and Slocum, 1974).

Researchers have noted that there are common threads which transcend scientific
management, bureaucracy and administrative-management models. These are: the
division of labor, hierarchical arrangements between positions, and rules and regula-
tions. Under allthree models the individual worker was viewed as the key to productivity.
It was believed that worker motivation was stimulated by the prospect of monetary gain
and not influenced by peers or environmental factors (Hellriegel and Slocum, 1974).

In summary, the focus of management during the era from 1900 to 1933 was
primarily on determining the one best method for performing a task and establishing
performance criteria to meet organizational goals. In the 1920s and 30s, the human
relations movement,inspired by Elton Mayo and his associates, resultedin management's
shiftin focus to relationships. The needs of the employees and their relationship to the
organization was realized as a significant factor influencing job satisfaction and
productivity, which resulted in the employment of a more democratic leadership style
within organizations. “The function of the leader under the human relations theory was
to facilitate cooperative goal attainment among followers while providing opportunities
fortheir personal growth and development” (Hersey and Blanchard, 1988, p.87). Thus,
the attention of management shifted from task accomplishment typified by the scientific
movement to the needs of the workers and their relationship to the organization.

The Hawthorne Study conducted at the Westem Electric Company in 1924 along
with Elton Mayo provided a parental influence on the human relations movement. The
goal of the Hawthorne study was to determine a methodto improve productivity. Rather
than analyzing only the task of the worker, the research method prescribed by the
scientific movement, Mayo examined the working conditions related to worker perfor-
mance and productivity (Hellriegel and Slocum, 1974). |

The Hawthome studies focused on the relationship between workplace illumination
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and productivity. The hypothesis was that if workplace illumination was improved,
productivity wouldincrease. The study consisted of a control group and an experimental
group. Different levels of light were applied to the experimental group while the level of
light remained constant for the control group. The researchers reported that as the light
was increased in the experimental group, productivity increased. However, they also
witnessed an increase in productivity in the control group where the level of illumination
had not been altered. Two additional experiments were conducted comparing the
productivity of the control group and the experimental group. One study examined the
effects of lowering the level of light on worker productivity and found that both the
experimental and the control groups demonstrated increased rates of productivity.
Thus, researchers concluded that no cause and effect relationship existed between
illumination and productivity. “After two years of study, the researchers turned their
attention to psychological and sociological factors to explain the behavior of workers”
(Hellriegel and Slocum, 1974, p.61). _

Elton Mayo and his associates, professors at Harvard University, were asked by the
Western Electric Company to continue to examine the relationship between illumination
and productivity. Mayo introduced in his experiments, directed at examining the
relationship between fatigue and productivity, a series of variablesi.e.; frequency of rest
periods, length of work period and wage incentives. “The results of this program of
research led Mayo and his associates to place major emphasis on the social organiza-
tion of the work group, on the social relations between the supervisor and his
subordinates, onthe informal standards governing the behavior of members of the work
group, and on the attitudes and motives of the workers existing in a group context”
(Cartwright and Zander, 1968, p.10).

As a result of the Hawthorne Studies, the assumptions made about the worker
associated with the scientific management movement were countered by the aware-
ness that a worker’s relationship to the organization and level of productivity were
effected by the motives, needs and expectations brought to the workplace (Schein,
1970).

Mayo developed a set of assumptions that viewed man as a social being and
acknowledged the importance of social motives in organizations. These assumptions
are:

a. “Man is basically motivated by social needs and obtains his basic sense of identity
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through relationships with others.

b. Asaresult of the industrial revolution and the rationalization of work, meaning has
gone out of work itself and must therefore be sought in social relationships on the job.

¢. Manis more responsive to the social forces of the peer group than to the incentives
and controls of management.

d. Man is responsive to management to the extent that a supervisor can meet a
subordinate’s social needs and needs for acceptance” (Schein, 1970, p.58).

According to Schein (1970) these assumptions had a dramatic effect on the role of
the manager and advocated the following: First, that the worker as well as the task
should be viewed as deserving attention by the manager. Second, the manager should
be concerned with fostering a sense of identity and fit between the worker and the
organization rather than on controlling or regulating worker behavior. Third, the reward
system within the organization should considerthe work group as a whole and not focus
solely on the individual. Fourth, the role of the manager should be that of a facilitator
and advocate between the worker and management, representing the affective and
work-related needs of the employee.

The desire to understand worker behavior within an organization and its relationship
tojob satisfaction'and productivity directedthe efforts of researchers to study motivation.
Early researchers held certain assumptions about the nature of the worker and
productivity which provided the foundation for their studies. As noted by Finch, Jones,
and Litterer (1976), “Management’s assumptions about the people in the human
organizations they manage can have a significant impact on the ways in which these
organizations function™ (p.101).

The research of Katz and Kahn (1966) focused on the behavioral requirements of
an organization and posits that in order for an organization to be effective it must be able
to attract and retain workers who are reliable and strive to achieve levels of performance
beyond what is prescribed in a creative, innovative and spontaneous manner (Steers
and Porter, 1975). According to Katz and Kahn, organizations must motivate workers
not only to participate in the organization but to do so at a high performance level if they
are to be effective. Steers and Porter (1975) concluded that, “an understanding of the
topic of motivation is thus essential in order to comprehend more fully the effects of
variation in other factors (such as leadership style, job design, and salary systems) as
they relate to performance, satisfaction and so forth” (p. 4). For these reasons and
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others, researchers focused their attention on the study of motivation.

Motivation Studjes

There are several theories on motivation that have influenced leadership studies.
Three researchers who have made significant contributions to our assumptions and
understanding of motivation are A. H. Maslow, F. Herzberg and D. McGregor.

Inthe mid-1940’s Maslow introduced his theory that individual behavior is motivated
by a desire to satisfy a specific set of needs. A psychologist by profession, Maslow
based his theory on clinical observations. He observed that individuals strive with
various degrees of intensity to satisfy the following needs: (1) physiological; (2) safety;
(3) belongingness; (4) esteem; and (5) self-actualization (Steers and Porter, 1975).

Maslow classified the needsin the hierarchy in the following manner: The lower-level
needs are the physiological needs or basic needs of air, food, water and shelter. The
second-level needs are safety needs which referto anindividual's need‘forasecure and
stable environment free from catastrophe. The third-level needs are belongingness
needs which include social affiliation and the need to be loved. The fourth-level needs
are the esteem needs represented by the individual’'s need to feel worthwhile and
successful. The fifth-level needs are the self-actualization needs which refer to the
positive striving of an individual towards the utilization of one’s skills and abilities to their
fullest potential (Harrison, 1976).

Maslow’s theory provides a scheme for predicting the probability of an individual's
behaviorbased on a hierarchy of needs structure consisting of the five categories noted
above. His work focused on the individual as the unit of analysis and examined the
process by which importance was placed by the individual on each of the need groups
causingitto become active (Lawler, 1973). Maslow posits that, “those needs which are
largely unsatisfied tend to produce tensions within individuals which lead them to
behave in a certain fashion in the hope of reducing the tension and restoring intemal
equilibrium” (Steers and Porter, 1975, p.31). Maslow hypothesized that each person
has a need hierarchy which influences behavior at a given moment. Therefore, it is
possible that a need could fade in and out of intensity depending upon the degree to
which the individual has satisfied a particular need.

Figure 1 outlines Maslow’s hierarchy of needs in diagram form. Physiological needs
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(Security)

Social
(Affiliation)
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Self-Actualization

(Low) Strength of Needs (High)

Figure 1 Maslow's hierorchg of needs
(Hersey and Blanchsrd, 1988, p.33)

*Physiological needs are placed at the top of the

heirarchy because they are the most potent and the
first needs to be met in the sequence.
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are placed at the top of the scheme because they represent the basic needs of food,
clothing, and shelter (life sustaining needs) which are the most potent. Untilthese needs
are satisfied at a level acceptable to the individual they dominate the individual's
attention and motivate behavior. Once a need s satisfied another need emerges which
the individual must address. Consequently, once the self-preservation needs (i.e.
physiological and safety needs) are met then the esteem needs are attendedto and so
on in a sequential hierarchical manner (Hersey and Blanchard, 1988).

The esteem needs and the self-actualization needs are perhaps the mostimportant
when considering motivation of an individual to accomplish a task, as individuals may
strive to satisfy a need for recognition or achievement through their job. Therefore, the
climate present in the workplace has the potential of either depriving or supporting an
individualin meeting adesired need. An organizational climate that éupports the growth
and development of workers may be more successful in providing opportunities for
employees to satisfy high level needs, and thus improve worker performance and job
satisfaction. Conversely, a climate that creates worker frustration will witness a lower
level of job performance and satisfaction (Steers and Porter, 1975).

The research of Fredrick Herzberg examined the effect of need satisfaction on job
performance. At the Psychological Service of Pittsburgh, Herzberg interviewed 200
accountants and engineers asking each personinterviewed a set of questions designed
to identify job attitudes. Individuals in the research sample were first asked to describe
the lasttime they felt exceptionally good about their job and laterto describe the lasttime
they felt exceptionally negative about their jobs. Herzberg referred to factors leading to
good feelings as satisfiers and negative feelings as dissatisfiers. Respondents were
questioned further to ascertain whether their feelings of satisfaction affected their work
performance or their relationships with others. An analysis of the responses revealed
that the respondents had identified two different sets of job experiences or factors
influencing job satisfaction. One corresponded to responses given when describing
exceptionally good feelings on the job and the other when describing exceptionally
negative feelings. Herzberg concluded thatindividuals have two separate sets of needs
which are independent of each other and affect behavior differently. He noted that
individuals who reported being dissatisfied on the job described factors in the work
environment as causing negative feelings. Additionally, he found that individuals who
reported satisfaction identified factors in the work itself. He also observed that the
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absence of a factor identified as causing satisfaction was not identified as a factor
causing dissatisfaction. Based on this study Herzberg developed the motivation-
hygiene theory (Steers and Porter, 1975 and Hellriegel and Slocum, 1974). “According
to the theory, the satisfiers are related to the nature of work itself and the rewards that
flow directly from the performance of that work. The most potent of these are those
characteristics that foster the individual's need for self-actualization and self-realization
in his work. These work-related or intrinsic factors are achievement, recognition, work
itself, responsibility, and advancement” (Herzberg, 1975, p.103).

Herzberg defined hygiene factors as needs that are extrinsic yet associated with the
work environment i.e., working conditions, status, salary, security and preventing job
dissatisfaction. They have also been referred to as maintenance needs because they
are never fully met and therefore, require continual attention. The motivators are
intrinsic needs associated with job satisfaction that motivate the individual to higher
levels of performance (Hersey and Blanchard, 1988). .

Herzberg stressed that factors which influenced employee motivation, challenged
the worker, and instilled a sense of accomplishment in the employee. This finding is
consistent with Maslow’s need hierarchy. The hygiene or maintenance factors
correspond to Maslow’s lower-level needs in that they must be satisfied before the
employee can realize job satistaction and achieve higher levels of performance. When
dissatisfiers are present, the employee’s attention remains directed at satisfying these
needs rather than at improving work performance (Hellriegel and Slocum, 1974).

Table 1, illustrates the dichotomy existing between various elements of the work
environment. While hygiene factors eliminate dissatisfaction they do not motivate the
individual to higher performance levels. They do, however, affect the individual's
openness and motivation to focus on the job rather than on the job environment. An
individual's ability to perform a job at a higher level is influenced by motivators, those
factors associated with job satisfaction (Hersey and Blanchard, 1988).

Herzberg's findings provide a framework for understanding work motivation and
encourage consideration by management of the human resources present in the work
environment. As with Maslow and Mayo, Herzberg posits that organizational life has
extracted the meaning from work. Schein (1970) notes that, “this loss of meaning is not
related as much to man’s social needs however, as to man’s inherent need to use his
capacities and skills in a mature and productive way” (p.65). Jobs have become
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Table 1| Motivation and Hygiene Factors
(Hersey and Blancherd, 1988, p.64)

Motivators Hygiene Factors
The Job Htself Environment
Achievement Policies and administration
Recognition for accomplishment Supefvision N
Challenging work Working conditions

Increased responsibility
Growth and development

Interpersonal relations
Money, status, security
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specializedto the extent that the individual worker is not able to grow and develop within
the job nor is the worker able to realize the importance of a particular job to the
organizationasawhole. Schein (1970), summarized the research supporting the notion
of the self-actualized man in the following way: “The assumptions underlying the
concept of self-actualizing man place emphasis on higher-order needs for autonomy,
challenge, and self-actualization, and imply that such needs existin allmen andbecome
active as lower-order security and social needs come to be satisfied” (p.69). These
findings have implications for the structuring of the work environment as well as for the
role of managers and their relationship to the employee.

If, as stated earlier, leadership is defined as an influencing process involving the
accomplishment of established goals through the efforts of an individual or group, then
based on the findings of Taylor, Mayo, Maslow and Herzberg a leader/manager must
be concerned with human relationships as well as the task, if organizational goals are
to be met effectively. The research of James McGregor considered the environment
of a traditional organization and examined the effect of attitudes held by managers on
the way an organization functions. His research, like that of Maslow and Herzberg,
focused on motivation.

McGregor posits that there are two theories of management that influence the
manner in which organizations function. Theory X, according to McGregor, assumes
that people inherently dislike work, and therefore, will avoid it if possible. Theory X also
assumes that people are motivated by incentives such as money and fringe benefits,
etc. McGregor contends that managers who adopt Theory X tend to be directive,
controlling and coercive in their style of management. Finch, Jones and Litterer, (1976)
note that, “ people behave or attempt to behave in congruence with their assumptions
and expectations about their world. If managers hold Theory X assumptions abouttheir
employees, they are likely to (1) tell them what to do and when to do it and (2) institute
a variety of control procedures to ensure that they do it” (p.103). This creates an
organization that is highly structured, controlling, and requires managers to closely
supervise employees. Employees become lazy and irresponsible unless driven and
thus fulfillthe expectations of management. Recognizing the existence of a self-fulfilling
prophecy and considering the realities of human nature, McGregor proposed a second
set of assumptions manifested in Theory Y.

Theory Y posits that human beings do not dislike work and encourages managers
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to create work environments where expectations for performance are clear, commit-
ment to goal accomplishment can develop and is rewarded, responsibility is valued and
human resources present in the work environment are utilized. McGregor concluded
that managers who adopted the assumptions espoused under Theory Y would behave
very differently than those who adopted those of Theory X. Work environments would
be more healthy and supportive and employees more creative and productive (Finch,
Jones and Litterer, 1976).

It should be noted that both Theory X and Theory Y suggest a predisposition held by
management about the nature of man. While it appears that Theory Y managers create
a more democratic work environment, this may not be effective in all work settings,
particularly those where the skill level of the worker is low. As stated previously, if
Maslow’s lower-order needs, such as physiological and safety needs, have notyetbeen
met it is difficult to motivate workers toward self-actualization. While the management
style associated with Theory Y managers may not always be appropriate, the assump-
tions aboutthe nature of man are. Thus,amanager may have an attitude aboutworkers
that is consistent with Theory Y but a management style that is associated with Theory
X (Pascarelli, 1985).

In summary, the work of Maslow, Herzberg and McGregor is concemed with
understanding human behavior. They strived to determine what motivates behavior
and to identify attitudes held by others in evaluating work performance. The work of
these men is extremely important as it represents a shift in research focus and concermn
from the task to the individual worker and the work environment. The emergence ofthe
behavioral science approach to the study of leadership resulted from this shift in
emphasis by researchers.

The behavioral science approach appeared in the late 1940's and was primarily
concerned with examining what leaders do. Leadership was defined by the behavioral
scientist as an activity or process that some individuals may engage in (Bryman, 1986).
Afterthe Hawthorne studies attention was placed on the importance of leadership style
and its effects on worker attitude and productivity. Hersey and Blanchard (1988)
contend that “the real test of our abilities as leaders and managers is how effectively we
can establish and maintain human organizations” (p.1). The famed Ohio State Studies
provide a backdrop for this review of the behavioral science approach to the study of
leadership.
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The Ohlo State Leadership Studies

During the 1940’s and 50’s, studies on leadership centered on defining the functions
of leadership. The work of R.F. Bales at Harvard University along with John Hemphill,
Ralph Stogdill, Carrol Shartle, and others at the Personnel Research Board at Ohio
State University, advanced the definition of leadership by recognizing influence as a
significant part of leadership. In addition, individuals and group members were cited as
having a function in the achievement of a goal (Wrightsman, 1973).

The Ohio State Studies were conducted by an interdisciplinary team of researchers
who focused their attention on the activities of leaders. The researchers identified two
basic dimensions of leader behavior as the focus of their studies, “consideration” and
“initiating structure”, for which the Ohio State Studies are remembered. The research
instrument used in the Ohio State Studies was the Leader Behavior Description
Questionnaire (LBDQ) which was initially designed to consider eight aépects of leader
behavior. The LBDQ questionnaire was administeredto 300 members of aircrews who
were asked to describe the behavior of their leader. A factor analysis of the data
revealed four factors that describe leader behavior (Bryman, 1986).

The first factor was referred to as consideration. “Consideration: (C) reflects the
extent to which an individual is likely to have job relationships characterized by mutual
trust, respect for subordinate’s ideas, and consideration of their feelings” (Finch, Jones
and Litterer, 1974, p.94).

The second factor was called initiating structure. “Initiating Structure (1S): reflects the
extent to which an individual is likely to define and structure his role and those of his
subordinates toward goal attainment. A high score on this dimension characterizes
individuals who play a more active role in directing group activities through planning,
communicating information, scheduling, trying out new ideas, etc.” (Finch, Jones and
Litterer, 1976, p.93).

The third and fourth factors, respectively, were called production emphasis and
sensitivity or social awareness. Factors one and two received a significantly higher
percentage of responsethan factors three and four. The emphasis for further study was,
therefore, placed by researchers on consideration and initiating structure (Bryman,
1986).
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The researchers initiated studies to examine the relationship between these two
factors or dimensions of leader behavior and employee satisfaction and productivity.
The LBDQ was administered to military air crews and commanders and later to their
supervisor, to determine combat performance during the Korean War. Researchers
found that there existed a negative correlation between the ratings of the supervisors
and the commanders on consideration. Thus, supervisors who were described by their
crews as considerate received low success ratings from their superiors. One could
conclude by this analysis that good pilots were considered by theircrews to be more task
oriented and more able to obtain goals. On the other hand researchers found that
satisfaction among crews was associated with considerate supervisors. The research
supports the notion that Initiating structure or behavior directed at task accomplishment
and consideration or relationship directed behavior, are two separate and distinct
dimensions. Thus, a low score on one dimension does not result in an opposite score
on the other dimension. This research introduced two competing goals confronting
leaders; to achieve or to care (Wrightsman, 1973).

Research conducted by Bales on leader behavior also revealed two dimensions of
leadership functions which he identified as task orientation and maintenance orienta-
tion. He defined task orientation as the achievement of goals and maintenance
orientation asthose leaderfunctions that maintain cohesivenessinagroup (Wrightsman,
1973).

Hemphill (1955) utilized the LBDQ in an educational setting. He asked faculty
members to identify five departments on the campus that they believed to be adminis-
tered effectively and five other departments that were not perceived as being effectively
administered. He then asked each faculty member in each of the departments
identified, to rate the chair of each departmentusingthe LBDQ. Ananalysis ofthe results
revealed that department chairs who were perceived by faculty as being effective had
scores above the median on both the measure of consideration and initiating structure.
Hemphill concluded that effective leadership behavior is associated with both the
accomplishment of tasks and concem for workers (Wrightsman, 1973).

The Ohio State studies are important for a number of reasons: (1) For the first time
a questionnaire was used to describe leader behavior in a group or organization. By
utilizing the LBDQ researchers were able to gather large samples of data from which
to determine pattems of leader behavior. The unit of analysis shifted from that of the
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individual to the group. (2) They attempted to establish a relationship between
descripters of leadership behavior and measurable outcomes such as: performance,
job satisfaction, absenteeism etc. (3) They identified two independent variables of
leadership behavior (consideration and initiating structure) and thus established that
leader behavior was not centered on a single continuum. Four quadrants, displayedin
figure 2, were developed to illustrate possible combinations of consideration and
initiating structure leadership behavior.

The Michigan Studies and the research of Rensis Likert and others continued to
study leadership by locating and examining clusters of behavioral characteristics that
appear to be associated with and determine leader effectiveness. Two important
theoretical concepts emerged from this research, one emphasizing task accomplish-
ment and the other the development of personal relationships. The work of Robert R.
Blake and Jane S. Mouton elaborates on these two concepts through the use of the
Managerial Grid. The Managerial Grid expanded upon the four quadrants introduced
by the Ohio Studies by identifying five different types of leadership associated with task
orrelationship behaviors and placed them on fourquadrants. Blake and Mouton placed
concern for production onthe horizontal axis and concern for people on the vertical axis.
This model differs from the Ohio State Studies in that, “the Managerial Grid tends to be
an attitudinal model that measures the values and feelings of a manager, while the Ohio
State framework attempts to include behavioral concepts (items) as well as attitudinal
items” (Hersey and Blanchard, 1988, p. 100).

The five categories used by Blake and Mouton are: Impoverishment, Country Club,
Task, Middle-of-the-Road and Team. These terms are defined in the following way:

“Impoverished. Exertion of minimum effort to get required work done is appropriate
to sustain organization membership.

Country Club. Thoughtful attention to needs of people for satisfying relationships
leads to a comfortable, friendly organization atmosphere and work tempo.

Task. Efficiency in operations results from arranging conditions of work in such away
that human elements interfere to a minimum degree.

Middle-of-the-Road. Adequate organization performance is possible through bal-
ancing the necessity to get out work while maintaining morale of people at a satisfactory
level.

Team. Work accomplishment is from committed people; interdependence through
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a ‘common stake' in organization purpose leads to relationships of trust and respect”
(Hersey and Blanchard, 1988, p.100).

Blake and Mouton along with McGregor believed that the leadership style that is
most effective is one which “maximizes productivity and satisfaction and growth and
developmentin all situations” (Hersey and Blanchard, 1988, p. 101). Blake and Moulton
(1982) are among those theorists who believe that there is “one best” leadership style.
However, the situationalists and the contingency advocates contend that there is no
“one best” style and that this conclusion is based on research findings. Hersey and
Blanchard (1988) report that for most researchers, effective leaders must be able to
adapt their style to a given situation and view leadership as basically situational. This
requires that leaders be versatile and able to adapt their behavior to the situations and
ensuing demands placed upon them (Hersey and Blanchard, 1988).

Robert Tannenbaum and Warren H. Schmidt introduced a theory which recognized
the relationship between the leader, follower and the situation when determining leader
behavior. The theory was represented by a continuum or range of choices available to
the leader when determining leaderbehavior. The continuum consisted of seven leader
behaviors ranging from democratic (relationship oriented) behavior to authoritarian
(task oriented) béhavior. The leader, after considering the follower and the situation,
selected a corresponding behavior represented on the continuum. The areas identified
on the continuum represented a relative degree of freedom for the follower in making
decisions. The autocratic leader maintained a high degree of control while the
democratic leader provided a high degree of freedomto the follower. These two styles
represent basic assumptions held by leaders about their followers and source of power
and authority (Helliegel and Slocum, 1974 and Hersey and Blanchard 1988).

Tannenbaum and Schmidt suggested that a manager should do the following: (1).
“Assess his own value system; (2) weigh the degree of felt confidence in subordinates;
(3) analyze personal feelings of security in the situation; and (4) then determine the
general style of leadership with which he or she is most comfortable and under which
the subordinates can effectively operate” (Hellriegel and Slocum 1974, p.339). This
strategy allows the leader to identify attitudes and assumptions that they hold, relative
to the situation and the follower or subordinate. Theory X assumptions are often
associated with authoritarian style of leadership and Theory Y with democratic style.
Power is viewed as originating from the leader position under theory X and from the
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followers or group under Theory Y. The continuum illustrated in figure 3, is recognized
as influencing the development of the situational or contingency approach to the study
of leadership (Hersey and Blanchard, 1988).

Eledler's Contingency Model of Effective Leadership

While theorists recognized that elements of a situation influence the effectiveness of
aleader, little research was conducted to identify those situational factors that influence
leadership style.

Fred Fiedler can be cited as the developer of the contingency model of effective
leadership. The focus of his research was on examining the relationship between
leadership effectiveness and situational aspects within a group. “Fiedler’s initial basic
assumption was that a leader's attitude towards his subordinates is related to his
leadership style, which in turn influences group interaction and performance” (Finch,
Jones and Litterer, 1976, p.96).

“The theory (the so-called “Contingency Model") postulates that the effectiveness of
a group is contingent upon the relationship between leadership style and the degree to
which the group situation enables the leader to exert influence” (Fiedler, 1967, p.16).
Fiedler (1967) defined leaders as, “the individuals in the group given the task of directing
and coordinating task-relevant group activities or who, in the absence of a designated
leader, carries the primary responsibility for performing these functionsinthe group”(p.8).
Leader effectiveness was defined in terms of group performance or productivity. The
primary focus of Fiedler's research is on predicting leadership effectiveness. Fiedler
designed an instrument to assess attitudes held by leaders of their co-workers known
as the Least Preferred Co-worker (LPC). On a bipolar rating scale with eight points,
leaders were asked to rate the co-worker with whom they least and most preferred to
work. “Fiedler's reason for measuring the leader’s orientation towards his LPC is that
it distinguishes between the person and the way he works” (Hellriegel and Slocum,
1974, p. 343). Two different leadership styles emerged from the study. As predicted,
one leadership style was primarily task oriented and the other relationship oriented. The
high-LPC scores correspondedto relationship oriented leaders and the low-LPC scores
tended to be task oriented leaders. These scores suggest that leaders have different
basic needs that are satisfied in the work group. The task oriented leader receives
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satisfaction from goal accomplishment while the relationship oriented leader gains
satisfaction from strong interpersonal relations with group members. Thus, according
to Fiedler, a leader’s style reflects the individual's motivation system (Wrightsman,
1973; Bryman, 1986 and Hellriegel and Slocum, 1974).

There appears to be no relationship between these two leadership styles and
productivity. “However, when the situations in which leadership occurred were
categorized according to the extent of favorableness for the leader, a definite relation-
ship between leadership style and performance emerged” (Finch, Jones and Litterer,
1976, p.96). Fiedler (1967) defines situational favorableness “as the degree to which
the situation enables the leaderto exert influence over his group” (p.13). Owens (1987)
reports that situational favorableness is determined by three situational variables or
factors: 1) the personal relationship between leader and follower, 2) the structure of the
task, and 3) the position power of the leader. These three variables should be
considered when determining an appropriate leadership style. Fiedler'stheory predicts
that, “atask-oriented style will be maximally effective in favorable leadership situations,
a relationship-oriented style will be effective in intermediate situations, and a task-
oriented leadership style will again be most effective in unfavorable group situations”
(Fiedler, 1967, pp.13 &14). For example, a situation is favorable when a rapport exists
between the the leader and followers, the task is well defined, and the leaders’ position
power is strong. Under these conditions, the ability of the group to accomplish a
designated task is high.

Fiedler introduced a complex situational variable that according to his theory
influences the relationship between LPC scores and leader effectiveness. Therefore,
the product of an appropriate match between leadership style and the demands of a
situation is group effectiveness (Hunt, 1984). Figure 4 illustrates Fiedlers’ model. His
model was important because it provided evidence that there is no “one best” style of
leadership and that it is easier to change the leader’s situation than it is to change the
leader’s style. If the three situational variables are considered, then adjusting the task
structure may result in the groups ability to obtain a particular goal. Adjustments may
be made to the other variables in an effort to make the situation more favorable to a
particular leadership style. Thus, Fiedler advocates that emphasis must not only be
placed onthe training of leaders but also on the development of work environments that
support the worker and reward performance.
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House-Mitchell Path-Goal Theory

Building on the findings of the Ohio State Studies and the expectancy model of
motivation, House and associates developed the Path-Goal Model of leadership. The
model posits that “a person will engage in behavior that is directed towards satisfying
certain needs and for which the individual perceives a high probability of satisfying
needs when engaging in this behavior” (Hellriegel and Slocum, 1974).

This model suggests that a leader's effectiveness is determined by the extent to
which the leader’s behavior influences the motivation level of subordinates. The Path-
Goal Theory is, therefore, concemed with how the leader influences “the subordinates
perception of their work goals, personal goals and path to goal attainment”, thus
acquiring the name Path-Goal Theory (House and Mitchell, 1975, p.383).

The Path-Goal Theory has its roots in the expectancy theory which posits an
individual's motivation is based on the individual's perceived ability to achieve a
particulargoal and the value placed on goal attainment by the individual. This approach
to leadership recognizes that the behavior of the leader affects the motivation of the
subordinates relative to goal attainment and personal satisfaction (Steers and Porter,
1975).

Hersey and Blanchard (1988) point out that subordinate job satisfaction is most
prevalent in situations that are unstructured and, therefore, offer greater challenge and
intrinsic satisfaction tothe subordinate. The leaderbehavior prescribed forunstructured
situationsis high ontask orientation, as the goal needs to be clarified for the subordinate
and low relationship orientation. House was particularly interested in examining
situations where a high task oriented style was effective and those where a high
relationship oriented style was effective, in order to identify the situational determinants
associated with each (Hersey and Blanchard, 1988).

House developed the Path-Goal model based on two key variables; goal ambiguity
and job satisfaction. House postulated that role ambiguity was effected by the degree
of structure and direction provided by the leader to clarify the task or goal to be
accomplished. Two styles of leadership, consideration or relationship oriented and
initiating structure ortask oriented revealedin the Ohio State Studies were utilizedinthe
Path-Goal model. By applying this concept, House proposed that the leader’s style
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could influence subordinate job satisfaction while decreasing role ambiguity. This
suggests that the leaders provide a valuable source of motivation to workers and thus
can influence both worker job satisfaction and role ambiguity. Subordinate job
satisfaction was associated with presence or absence of perceived rewards in the work
environment. Therefore, it was believed that a worker selects the amount of energy
directed toward the completion of a task based on the perceived worth or reward
associated with accomplishing it (Hellriegel and Slocum, 1974).

In the past twenty years, researchers have refined the Path-Goal Theory by
identifying fourtypes of leader behaviorthat may influence worker motivation. They are:
instrumental leadership, supportive leadership, participatory leadership and achieve-
ment-oriented leadership. In addition, researchers observed that there are two
situational or contingency factors that must be considered when determining which
leader behavior will motivate subordinate productivity and satisfaction. The two
contingency factors are the personal characteristics of the worker and the environment
or work setting (Bryman, 1986).

The Path-Goal approach suggests the leadership style that may be most effective
in a given situation and assists the leader in determining the situational factors that
cause a particular style to be effective (Steers and Porter, 1975).

Situational Leadership Theory

As stated earlier in this chapter, as a result of the research of Fiedler and others it
was discovered “that different traits and behaviors are important for leaders in different
situations” (Yukl, 1981, p. 132). As expected, researchers attemptedto analyze various
situations to determine what factors within the situation influence leader effectiveness.
This analysis resulted in the identification of two measures of leader effectiveness, the
introduction of consideration and initiating structure and subsequently the recognition
that although these measures are useful, they are not always consistent measures of
leader effectiveness. Hersey and Blanchard introduced the life cycle theory of
leadership in an effort to explain existing inconsistencies. This contingency theory
draws upon the work of Blake and Moulton as well as the two-dimensional Ohio State
Model and provides a model for diagnosing a situation and determining appropriate
leadership styles given situational factors. While the influence of the Ohio State Studies



41

on the work of Hersey and Blanchard is evident, it is also important to acknowledge the
contributions of William Reddin’s three-dimensional theory of leadership.

Reddinintroduced the dimension of effectiveness to the two-dimensional Ohio State
Studies. Like so many other dimensions of leadership, effectiveness was represented
onacontinuum. A situationaltheorist, Reddin identified five factors presentin a situation
and, consistent with Moulton, Blake and others, identified four basic leadership styles.
Reddin’s hypothesis was that “different situations require different styles and that the
effectiveness of a style depends upon the situation in which it is used” (Owens, 1987,
p. 148).

The work of Hersey and Blanchard essentially expanded upon the two-dimensional
model of leadership by introducing four leadership behaviors resulting from combina-
tions of initiating structure and consideration as descripters of leadership behavior and
introducing a situational dimension namely, the task-relevant maturity of the follower.
Terms such as task and relationship behaviors were substituted for initiating structure
and consideration respectively. Two assumptions shaped the work of Hersey and
Blanchard. The first simply stated that there is no “one best” leadership style for all
situations. The second contended that in order to be effective a leader must be able to
diagnose a situation and prescribe an appropriate leadership style given situational
factors.

Life-Cycle Theory developed by Hersey and Blanchard, not only considered the
leader and situational factors but also placed emphasis on the follower. It introduced
the notion that the “maturity” level of the subordinate was a determining factor relative
to the leader exercising a task or relationship-oriented style of leadership. Hersey and
Blanchard defined “maturity” as being made up of two components: the willingness of
the subordinate to perform a task, and the ability or skills possessed by the subordinate
necessary fortask completion. Based on this theory, if an individual is assessed by the
leader to lack the task-relevant experience needed to complete a particular task, the
leader may assume a style that is high-task and low-relationship. As the worker
performs within the expectations set by the leader, the behavior is reinforced and the
leader may adopt a leadership style with a stronger relationship emphasis (Jones, Finch
and Litterer, 1976).

Thus, Hersey and Blanchard's Life-Cycle Theory emphasized the importance of the
characteristics of the subordinate or follower in determining an appropriate leadership
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style. This theory later became known as the situational theory of leadership, which is
the focus of this study. For Hersey and Blanchardthe level of maturity of group members
or subordinates in a work setting is a critical situational determinant of an effective
leadership style. Not only must a leader be able to diagnose a work group or unit but
must consider the maturity of each individual as well. Therefore, the leader must be
flexible in choosing a leadership style, recognizing the variety of maturity levels that may
be present within a work group. According to Owens (1987), “essentially, situational
leadership theory contends that (a) the maturity level of organizational participants can
be increased over time and (b) as the maturity level of participants increases, the
effective leadership style will be characterized by a reduction in task-oriented behavior
and by an increase in relationship-oriented behavior” ( pp.150 &151).

The research of Hersey and Blanchard has been criticized for not considering other
situational factors that may influence leadership behavior. As noted earfier, Hersey and
Blanchard focused their attention solely on the psychological and job maturity of group
members and workers (Bryman, 1986). '

Hersey and Blanchard’s more recent writings describe a refined version of the Life-
Cycle Theory of leadership, namely, the Situational Leadership Model. There are a
number of elaborations which distinguish the Situational Leadership Model from the
Life-Cycle Theory. The first and perhaps most important is the acknowledgement by
the theorist that the Situational Leadership Model is just that, a model designed to assist
leaders in selecting an effective leadership style given situational factors. For Hersey
and Blanchard (1988), “situational leadership is based on an interplay among (1) the
amount of guidance and direction (task behavior) a leader gives, (2) the amount of
socioemotional support (relationship behavior) a leader provides, and (3) the readiness
levelthatthe followers exhibitin performing a specific task, function orobjective” (p.170).
Like the life-cycle theory emphasis is placed on the follower. The maturity level of the
follower introduced under the Life-Cycle Theory is referred to as follower readiness in
the Situational Leadership Model. Additionally, the four leadership styles introduced in
the Ohio State studies are redefined and simply represented as Style 1, 2, 3 and 4.
Hersey and Blanchard (1988) defined the four leadership styles in the following way:

“Style 1: This leadership style is characterized by above-average amounts of task
behavior and below-average amounts of relationship behavior.
Style 2: This leadership style is characterized by above-average amounts of both
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task and relationship behavior.

Style 3: This style is characterized by above-average amounts of relationship
behavior and below-average amounts of task behavior.

Style 4: This style is characterized by below-average amounts of both task behavior
and relationship behavior” (p.173).

Thus, Hersey and Blanchard believed that an individual's leadership style is
influenced by both task behavior and relationship behavior. Another dimension or
variable influencing leadership style is follower readiness or maturity, which is depen-
dentupontheindividual's willingness and ability to perform a particulartask. Hersey and
Blanchard placed readiness on a continuum citing four levels of readiness based on the
degree of willingness and ability of the follower to perform a particular task. Each point
along the continuum was identified by the letter R and a corresponding number of 1-4.
Figure 5illustrates the four combinations of follower willingness and ability as it applies
to task accomplishment. A Leadership style is then selected to correspond to the
readiness of the follower or group. For example, a follower or group at level R1 (unable
and unwilling or insecure) may respond best to a leadership style that is directive,
offering guidance and structure necessary to complete a particular task. This has been
referredto asthe “telling” style of leadership. Hersey and Blanchard extend this concept
by corresponding each of four leadership styles to a level of readiness in the following
manner: Readiness level 2, corresponds to Style 2, Match-Selling; Readiness Level 3,
corresponds to Style 3, Match-Participating and Readiness Level 4, corresponds to
Style 4, Match-Delegating. Table 2 represents the combinations stated above.

It is important to note that while there are models to assist managers and leadersin
selecting an effective leadership style given a particular situation, leader behavior
should not be locked in to the dictates of the model. The Situational Leadership Model
is atoolthat predicts the probability of selecting a leadership style appropriate foragiven
situation. It should be noted that a leader is attempting to develop the readiness level
of the follower(s) by adjusting the leadership style in response to the follower(s).
Therefore, while low readiness level followers may require a strong task oriented leader
as they perform the task, as readiness increases the follower should be rewarded, and
the behavior reinforced and supported reflective of a relationship leadership orientation.
Figure 6 provides a diagram of the expanded situational leadership model.

The Leader Behavior Analysis Il Self instrument utilized in this study is an extension
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Table 2 Leadership styles appropriate for various readiness
levels (Hersey and Blanchard, 1988, p.180)

Readiness Level

Appropriate Style

R1
Low Readiness

Unable and unwilling or insecure

S1
Telling

High task
Low relationship behavior

R2
Low to Moderate Readiness

Unable but willing or confident

S2
Selling

High task
High relaticnship behavior

R3
Moderate to High Readiness

Able but unwilling or insecure

S3
Participating

High relationship
Low task behavior

R4
High Readiness

Able/competent and willing/confident

S4
Delegating

Low relationship
Low task behavior
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of Hersey’s and Blanchard's Situational Leadership Model.

The various leadership and motivation studies examined in this chapter provide the
foundation for understanding the evolution of Hersey's and Blanchard's situational
leadership theory. Attentionis placed by these theorists onthe importance of situational
variables and follower motivation and ability in determining an effective leadership style.
The literature supports the behavorial science approach to the study of leadership and
stresses the need for leaders to possess diagnostic skills and a repertoire of leadership
styles.

CHARACTERISTICS OF THE SMALL LIBERAL ARTS COLLEGE

The small private residential liberal arts colleges ofthe G.L.C.A. and A.C.M. consortia
provided the organizational and environmental context for this study.

Besearch Findings

While the liberal arts college has enjoyed a long and distinguished history in American
higher education, the (higher education) literature is devoid of significant research on
these colleges. Given the limited availability of research directed at determining
characteristics of the small liberal arts college, the observations that follow are derived
from a variety of sources including empirical knowledge about the nature of these
institutions.

The Small College Environment

Prototypes of the early colonial college, small private liberal arts colleges are most
often characterized by their small size, selectivity, academic reputation, caring commu-
nity, commitment to general education, and emphasis on quality teaching. Theliterature
suggests that these characteristics are manifested in low faculty student ratios, high
levels of contact between faculty and students both in and outside of the classroom,
rigorous curriculum requirements and content, and valued traditions (Boyer, 1987,
Horowitz, 1987; Martin, 1982; Rudolph, 1962).

Perhaps the most obvious difference between small colleges and their counterparts
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is size. The small size and low faculty student ratio posits a campus environment where
individualized attention, strong student faculty relationships, small course enroliments,
opportunities for involvement in governance and campus life, accessibility of faculty,
quality teaching and the presence of a caring community are communal values.
According to Astin (1978) “the most important institutional characteristics affecting
student satisfaction are academic selectivity, prestige, and institutional size” (p.182).
The small size and residential nature of these institutions influence the perceived and
expected educational climate found within the private liberal arts college.

Kuh (1989) notes that the outcomes of a small college experience for students are
responsible citizenship, enhanced capacity for independent judgement, and critical
thinking. He also reports that students develop a stronger identification with the
institution, are involved in the activities of the college both curricular and co-curricular
and are recognized at greater levels for their accomplishments.

The small college environment allows students, faculty and administrators to interact
with one another in a variety of capacities and settings. This interdependence between
faculty, students, administrators and staff is manifest in a collegial approach to
institutional governance and the perception that these institutions possess a flat
hierarchy of authoerity, and are highly personalized. The collegial model of govemance
is opposed to hierarchy and structure rather advocates high levels of participatory
decision-making (Richman and Farmer, 1974).

“Inthe small college, fewer staff and a small number of students yield a situation with
significant implications for interpersonal relations and administrative style” (Shaw,
1985, p.45). Within these institutions people and functions enjoy a high level of visibility
to one another. Kouzes and Posner (1989) note that “while scholars may disagree on
the origins of leadership, there is strong consensus that leaders must be interpersonally
competent” (p.299). Sandeen (1991) supports this finding noting thatin a small college
effective mediation skills are extremely important for deans of students to possess.
These statements suggest that strong personal relationships between members of the
small college community are highly valued. This notion is further strengthened by the
commitment inherent in the liberal arts tradition to educate the total student.

Bowen and Douglass (1971) proclaimed that“......... good liberal education involves
more than the transmission of facts and ideas of a kind that can be measured by test
scores. It also involves outlooks, attitudes, values, motives, and development of
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character and personality” (p.4). Educating the whole person has long been a goal of
liberal learning. Kuh, Shedd and Whitt (1987) report that, “the objectives of a liberal
education are consistent with a holistic approach to human growth and development
(Berg, 1983)" (p.254). Astin and Schein (1980) substantiate this finding by posing that
small private liberal arts colleges are generally regarded as highly concerned with
student development. This commonly held objective has ramifications for the student
affairs organization within the small college and the expectations associated with its
programs and services as well as its relationship to the mission of the college.

Increasing Expectations

Today more than ever before, effective marketing of higher education, including the
small private liberal arts college, to perspective students and parents is of primary
importance. The competitive marketplace of higher education has caused some liberal
arts colleges to close while others offer a specialized curriculum deviating from the
traditional liberal arts curriculum in an effort to remain viable competitors in a declining
market. Asthe cost of attending a private liberal arts college increases, the expectations
held by the consumer forquality in allaspects of the educational program alsoincreases.
In response to these pressures liberal arts colleges have launched a more aggressive
approach to marketing themselves to the public.

By examining the literature distributed to prospective students and their parents,
distinguishing features of the private liberal arts college can be determined. Ragan and
McMillan (1989) note that in their marketing efforts, “the liberal arts institution first
establishes the expected persona of an intimate, caring community, where each
individual is known personally and education is custom-made” (p.690). They further
state that “tothose students for whom size and personalization are salientintheirchoice,
leading issues include the amount of individualized instruction, size of classes,
accessibility of faculty, degree of personal attention, and quantity and quality of
resources for academic and social activity” (p. 690).

After reviewing publications of 28 selective liberal arts colleges, Ragan and McMillan
(1989) concluded that these colleges “define themselves as capable of being all things
toall people” (p.689). By comparing the descriptions ofthese colleges presentedintheir
respective publications, Ragan and McMillan (1989) identified the following contrasting
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features:

(1) “intimate / worldly environments

(2) exclusive /inclusive

(3) accessibility / scholarly faculty

(4) academic/ social climate

(5) rigorous / manageable academics

(6) classical / vocational education” (p.690).

This desire to be “all things to all people” has resulted in a greater degree of ambiguity
relative to the goals and purposes of these institutions, which in turn has influenced the
need for greater institutional definition.

It is this broad definition of institutional purpose and the promise of providing “all
things forall people,” that create unique challenges for deans of students at small liberal
arts colleges.

Summary

While research focusing on the unique characteristics of the small college is limited,
there is empirical evidence that these institutional are most often characterized by their
small size, quality and personalized attention. Relationships between members of the
community are valued, and participation in the life and govemance of the college
expected.

Issues facing higher education today have generated new and sometimes compet-
ing expectations for programs andindividualized services. Consequently, small college
deans must consider the unique organizational and environmental context within which
they hold a position of leadership. The history, values and goals of the liberal arts as
well as the role expectations held for deans by others, both in and outside of the college
environment, influence leader behavior.

In higher education today, providing educational opportunities through curricular
and co-curricular programs, tailored to meet the specific needs of an increasingly
diverse student population with expectations that rise with the cost of tuition, is indeed
a challenge. In order to minimize the inherent conflicts described by Ragan and
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McMillan (1989) it is essential that administrators within the small college be effective
leaders.

Situational leadership theory recognizes the significance of the interaction between
an individual and the environment as a determinant of behavior. Therefore, it is
importantto measure the situational leadership tendencies of deans of students holding
leadership positions in small colleges.

SELF-PERCEPTION

The purpose of this study was to determine and describe the perceived leadership
style tendencies of deans of students in the G.L.C.A. and A.C.M. consortia using the
Leader Behavior Analysis Il Self research instrument. A variable in this study was the
effect of self-perception on determining leader behavior.

Introduction

According to Kleinke (1978), studies of self-perception fall into two categories: (1) “the
perception and interpretation of bodily states, and (2) the perception and interpretation
of overt behaviors” (p. xiii). It isimportant to note that, overt behaviors serve as cues
for perceiving attitudes and that"people form their attitudes by observing theirbehaviors
and making attributions about the causes of these behaviors™ (Kleinke, 1978, p.78).
Therefore, it is important for individuals to identify the perceptions that they hold for
themselves and others.

This study sought to determine and describe the self-perceived leadership behav-
iors of deans of students at G.L.C.A. and A.C.M. member colleges using the Leader
Behavior Analysis Il Self research instrument. Hersey, Blanchard and Natemeyer
(1981) note that, “truth and reality do not necessarily evoke behavior; perception and
interpretation of reality produced behavior” (p. 425). They suggest that the closer an
individual's perception is to the perception held by others, the greater the consistency
or internal validity of their perceptions.

The Leader Behavior Analysis |l Self instrument, utilized in this study was designed
to provide insight to respondents on their perceptions and interpretations of reality,
relative to leader behavior. While not part of this study, the LBA Il Other, when
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administered to subordinates, generates valuable information for determining the
consistency of the respondents’ self-perceptions of their leader behavior relative to the
perceptions held by others. By administering both instruments, a comparison of the
findings can be conducted to determine the degree of congruence between the
perceptions held by self and another. The self-perceived leadership style may or may
not be different from an individual's actual leadership style. The more closely aligned
one’s perceptions are with those of others, the more likely the behavior will be exhibited.

Research Findings

How valid is the use of self-perception as a predictor of behavior?

Two kinds of evidence can be presented to validate the use of self perception as a
means of predicting behavior. First, research reveals that people’s perceptions of
themselves (self-perceptions) are consistently and significantly related to the percep-
tions held by others who know them well. Secondly, researchers found that people’s
self-perceptions are, consistently and significantly related to ratings of these individuals
social behavior made by trained, disinterested observers.

Research conducted by Punch (1987) using the Rasch measurement model as a
method of analysis sought to determine the degree of discrepency between what is
predicted and what actually occurs (Zigarmi, Edebum and Blanchard, 1991). Referred
to as a “test of fit", the Rausch measurement model provided evidence of internal
consistency in the LBA |l Self instrument.

Given evidence to support the contention that an individual’'s perception is an
important factor in determining behavior, the LBA |l Self provides a method for
enhancing one’s self-understanding. As noted by Kouzes and Posner(1987), “the self-
confidence requiredto lead comes from learning about ourselves - our skills, prejudices,
talents, and shortcomings” (p.227).

Not only must leaders understand themselves, but they must also seek to understand
others. Situational leadership theory values both of these factors as they influence
leader behavior.

This study considers only the perceptions of the individuals’ in the sample and is
considered an important determinant of behavior.
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SUMMARY

The subject of leadership has been a subject of curiosity throughout history that
continues to intrigue us today. The studies and theories presented in this chapter
provide the context and direction for this and possibly future studies on leadership.
Today, interest in the development of leadership is shared by the worker as well as
management. Situational leadership theory provides a framework for examining the
interaction between the leader, follower and the situation, as components of effective
leadership. The basic premise underlying situational leadership theory is that there is
no one “best” style of leadership. Therefore, an individual in a leadership role must
develop the ability to diagnose a situation and select a leadership style appropriate to
the elements of the situation.

Deans of students at small private liberal arts colleges work in an environment that
breeds expectations of high quality education through a rigorous academic program,
personal attention, and community involvement. In order to meet exnstmg responsibili-
ties, as well as competitive market pressures, it is vital that deans of students as chief
student affairs officers continue to examine their leadership eftectiveness.

Chapter lll contains a description of the research instrument, and the procedure for
data collection and analysis utilized in this study.
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RESEARCH METHODOLOGY
INTRODUCTION

As stated in Chapter |, the purpose of this research was to study the perceived
leadership styles of deans of students at selected liberal arts colleges in orderto answer
the following questions:

1. Do Deans of Students at Great Lakes College Association and Associated
Colleges of the Midwest member Colleges perceive themselves to be situational
leaders?

2. Do Deans of Students use a range of leadership styles in responding to situations?
3. Do Deans of Students collectively exhibit a dominant leadership style?

This chapter includes a description of the research sample, the survey instrument
and the procedures for data collection and analysis used in this study.

SAMPLE AND DATA COLLECTION

Since the purpose of this study was to answer several research questions regarding
the perceptions of deans of students within selected for this study liberal arts colleges,
a sample of that population was selected for this study.

While there are approximately 3400 institutions of higher learming in the United
States, less than 8% or 272 are private liberal arts colleges. The twenty-six member
colleges of the Great Lakes College Association (G.L.C.A.) and the Associated
Colleges of the Midwest (A.C.M.) were selected as a representative sample of the
population of liberal arts colleges in the upper Midwest. Each of the member G.L.C.A.
and A.C.M. institutions, except for the University of Chicago, is a small, private,
residential, liberal arts college and has a dean of students. There are thirteen colleges
which comprise the Great Lakes College Association and an equal number in the
Associated Colleges of the Midwest consortia. Quality teaching, as well as scholarship
and artisticaccomplishment are highly valued educational goals of these institutions. All
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~ tions. Allbut three of the member institutions are classified by the Carnegie Foundation
as Liberal Arts 1 Colleges. According to the Almanac edition of the Chronicle of Higher
Education, “these highly selective institutions are primarily undergraduate colleges that
award more than half of their baccalaureate degrees in arts and sciences” (July 8, 1987
p.22). In addition to having consonant missions these institutions share other charac-
teristics that influence the political, social and intellectual climate on their campus.

Membership in the consortium benefits member colleges in a variety of ways.
Teaching institutes, joint recruitment and marketing efforts, workshops and confer-
ences are illustrative of the professional development programs and meetings spon-
sored by the consortium. These programs provide a forum for colleagues from similar
institutions to share ideas and concerns, as well as to gain valuable perspective on
issues.

Deans of students represent one administrative group that meets twice a year for
the purpose of discussing current issues and sharing information and advice among
colleagues with a similar repertoire of responsibilities within similar institutions. Each
June, a meeting is held for the deans of students within the G.L.C.A. and A.C.M.
respectively. Additionally, the consortiums co-sponsorajoint meeting of the deans each
fall in Chicago. A liaison person from each consortium is identified each year to
coordinate arrangements and determine the program for the joint meeting.

Once the consortium colleges of the G.L.C.A. and A.C.M. were selected as the
research sample forthis study, the G.L.C.A. office was contactedto ascertainthe names
of the co-chairs for the fall meeting. The purpose of the study was shared with the
G.L.C.A. representative serving as co-chair, and a commitment was made to return the
next year to present the results of the study with participating deans. Permission to
attend the meeting was received and time reserved on the agenda.

The study was introduced to the deans through an oral presentation which outlined
the purpose of the study and its potential for identifying leadership styles of deans of
students at liberal arts colleges. It was made clear that participation in the study was
voluntary and that the analysis of the data collected was directed at examining the
collective response pattemns of the deans as a group. The individual responses and
corresponding scores were to remain confidential unless specific direction was given
to tabulate an individual score and report the results to the corresponding dean. The
signing of the dean’s name on the questionnaire authorized the researcher to tabulate
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and report the resulting score to that dean only.

| The Leader Behavior Analysis |l Self (LBA 1l Self) was administered to eighteen
G.L.C.A. and A.C.M. deans attending the joint meeting in Chicago (Appendix I). The
number of deans who participated represented 72% of the total sample size. Given that
the total sample size was small, a participation level of 100% was desired. Therefore,
letters were sent to consortium deans who were not in attendance at the Chicago
meeting requesting their voluntary participation. The LBA Il Self was enclosed with an
addressed, postage paid return envelop. A 50% response rate was obtained from
deans receiving letters, contributing to a total sample size of 21 or 80% of the possible
sample size.

THE RESEARCH INSTRUMENT AND ANALYSIS

The research instrument selected for this study was the Leader Behavior Analysis I
Self, developed by Blanchard, Hambleton, Zigarmi and Forsyth, Blanchard Training
and Development Inc,, Escondido, CA. 1991. Twenty-six copies of the instrument,
along with a scoring guide, were purchased from Blanchard Training and Development
Inc. Contact was made with the research department at Blanchard Training and
Development to discuss previous use of the instrument in research conducted in a
higher education setting and the reliability and validity of the LBA Il Self as a research
instrument.

Documents reporting the development of the Leadership Behavior Analysis Il Self
substantiated the instrument as a revised version of the Leader Effectiveness Adapt-
ability Description (LEAD) instrument designed earlier by Hersey and Blanchard and
used in leadership training seminars and workshops.

The LBA Il Self, a research instrument, was designed to provide information on
perceived leader behavior in the areas of leadership style, style range or flexibility, and
style adaptability or effectiveness. The instrument requires each respondent to
consider twenty typical job situations that involve a leader and one or more followers.
Following each situation, four possible responses were identified from which the
respondents must select the one response which best describes their leader behavior
in the situation presented.

The LBA Il Self instrument identifies two types of leader behavior: directive/task and
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supportive/relationship behavior. These two behaviors, utilizedin combination with one
another, result in four possible leadership styles: high direction/low support (S1), high
direction/high support (S2), low direction/high support (S3), and low direction/low
support (S4).

By examining the dean’s selected response to each of the situations presented in
the LBA Il Self, the dean’s leadership style tendency was determined. The frequency
with which a particular response was chosen corresponds to one of the four possible
leadership styles, revealing the respondent’s actual or preferred leadership style.

Information on the respondent’s style range or flexibility was also secured by using
the LBA Il Self. The flexibility score denotes the degree to which the respondent utilized
different styles in responding to the situations described in the instrument. The greater
the variety of responses among the four choices for the twenty situations, the greater
the style flexibility. The flexibility score was determined by examining the range of
scores from 0 - 30 which correspond to the four leadership styles: S1, S2, S3, S4.
Appendix Il contains a copy of the scoring instrument for the LBA |l Self \)vhich outlines
the method for calculating leadership style flexibility.

Research on situational leadership theory posits that a leader must behave in a
flexible manner, pessess the skills to diagnose a situation and prescribe as well as apply
an appropriate leadership style (Hersey and Blanchard, (1988). The tabulated scores
of the respondents provided the necessary information to determine leadership style,
flexibility and effectiveness of the deans as agroup. The effectiveness score measured
the respondent’s ability to appropriately select and apply a leadership style in a given
situation. The ability of the respondent to determine the appropriate fit between style
and situation was dependent on assessed competence and commitment ofthe follower.
A high score in this category indicated that the respondent(s) demonstrated a high
degree of effectiveness in matching leader style with the situation.

Responses onthe LBA Il Self were tabulated using the scoring instrument developed
by Blanchard, Hambleton, Forsyth and Zigarmi (1991) Blanchard Training and Devel-
opment Inc., Escondido, CA. (Appendix Il). Analysis ofthe data for eachindividual dean
and forthe deans as a group provided valuable information on the perceived leadership
behaviors of participating deans of students.

An analysis of the leadership style scores revealed the style preference of each dean
aswellas forthe group. The style score reflectedthe preferred leadership style selected
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from four possible combinations. The willingness of the deans to vary their leadership
style was determined by calculatingthe style flexibility score for each dean singuarly and
then collectively to acquire a profile of the group’s flexibility. A low score denotes
inflexibility while a high score suggests the respondent is able to assess a situation and
determine an appropriate leadership style choice. The effectiveness score corre-
spondedto a scale reading of poor or fair for a low score and excellent orgood for a high
score. A low score depicts the inability of the respondent to determine appropriate
leadership style selection across the 20 situations identified in the questionnaire and a
high score represents the opposite.

The LBA Il Self instrument has been administered in a variety of organizational and
professional settings. Reported flexibility and effectiveness scores reveal consistency
over a variety of research settings (Zigarmi, Edeburn and Blanchard, 1991).

The following research questions were examined by administering the LBA Il self
questionnaire to deans of students of the G.L.C.A. and A.C.M. consortia:

1. Do Deans of Students at Great Lakes College Association and Associated
Colleges of the Midwest member Colleges perceive themselves to be situational
leaders?

2.DoDeans of Students use a range of leadership stylesin responding to situations?

3. Do Deans of Students collectively exhibit a dominant leadership style?

The results of the LBA Il Self questionnaire were analyzed using the LBA 1l Self
scoring sheet and descriptive statistical methods to determine the situational leadership
tendencies of the subjects in this study. Areas of analysis were leadership style, style
flexibility, style effectiveness, and overall rating.

Statistical applications were made to the information generated by the LBA Il Self as
a method for organizing and summarizing the research data. Descriptive statistical
methods employed in this study were the construction of graphs and tables as well as
the calculating ofaverages andindices. The mean score, standard deviation, frequency
and frequency distributions were statistical applications used in analyzing the data
collected.
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Individual and group scores for leadership style, flexibility and effectiveness were
deduced by calculating the average or mean score for the sample and illustrating the
leadership style frequencies on a frequency distribution table. These scores were then
compared to the average score for style flexibility and style effectiveness provided by
the research department at Blanchard Training and Development In¢., Escondido, Ca.,
derived from numerous studies using the LBA Il Self in various organizational settings.

A presentation and interpretation of the data received from the subjects; statistical
findings, (frequency distribution, mean score, standard deviation, and overall percent-
age), as well as observed trends will be presented for each of the areas assessed by
the LBAll Selfinstrument (style, style flexibility, and style adaptability)inChapter IV. The
research questions will be considered singuarly and a brief summary of the research
findings presented.



CHAPTER IV

PRESENTATION AND INTERPRETATION OF DATA

In this chapter, the research questions outlined in Chapter | are discussed contigu-
ously with the presentation and analysis of the data collected for this study.

DATA COLLECTION

Data was collected with the cooperation of 21 deans of students from the G.L.C.A.
and A.C.M. consortia, who volunteered to complete the Leader Behavior Analysis Il Self
questionnaire (LBA 1l Self). Eighty percent of all eligible deans volunteered to
participate in this study. The common denominator for the research sample was
membership in the G.L.C.A. and A.C.M. consortia. Neither demographics, years of
experience nor gender of the deans in the sample were considered in this study. The
deans participating in the research sample represented 21 different member colleges.

Application of the LBA Il Self scoring scale (Appendix Il) provided the methodology
for determining the style, style range or flexibility and style adaptability or effectiveness
forthe 21 deans in'the sample given their responses to the 20 situations cited in the LBA
Il Self instrument. The average flexibility and effectiveness scores for the LBA Il Self
was obtained from the research department at Blanchard Training and Development
Inc. These scores will provide a reference for the interpretation of the data generated
in this study.

In order to calculate style scores for the sample group, each of the four possible
leadership style responses, (S1, S2, S3, S4), was tabulated by counting the frequency
of each response. A response of a, b, ¢, d, corresponded to S1, S2, S3 and S4
respectively for each of the 20 questions on the research instrument. By counting the
numberof responsesin each columnthe primary leadership style of the respondent was
determined. Columns with four or more responses denote a secondary leadership style
and columns with less than four a third leadership style whichis less refined and seldom
used.

Situational leadership theory is predicated on the fundamental belief that a leader
must have the ability to select from different leadership styles pursuant to the task
relevant maturity ofthe followerin agiven situation. Therefore, the flexibility score which
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measures the respondents’ willingness to vary their leadership style from situation to
situationis a valuableindicator of situational leadership. The flexibility scoreistablulated
by determining how frequently a different leadership style is selected in response to the
twenty situations given. The greater the distribution of styles across the twenty
situations, the higher the flexibility score and style consistency exhibited by the
respondent. Consistent leadership behavior is defined as “not using the same
leadership style all of the time, but using the style appropriate for the followers’ level of
readiness in such a way so that the followers understand why they are getting a certain
behavior, a certain style from the leader” (Hersey and Blanchard, 1988, p.121).
The effectiveness score reflects the degree to which the respondent(s) can diagnose
a situation and choose the appropriate style considering the maturity level of the
follower. The effectiveness score is an overall evaluation of the respondent’s profile as
asituationalleader. Therefore, poor, fair,good and excellent are the adjectives selected
in the scoring instrument to represent the leader’s overall effectiveness relative to the
criteria for situational leadership.
The following research questions were examined by administering the LBA Il Self
questionnaire to deans of students of the G.L.C.A. and A.C.M. consortia:
1. Do Deans of Students at Great Lakes College Association and Associated Colleges
of the Midwest Colleges perceive themselves to be situational leaders?
2. Do Deans of Students use a range of leadership styles in responding to situations?
3. Do Deans of Students collectively exhibit a dominant leadership style?
In this chapter the findings for each research question will be considered singularly.

Besearch question #1
Do Deans of Students at Great Lakes College Association and Associated Colleges
of the Midwest percsive themselves to be situational leaders?

As stated in Chapter Il, two assumptions shaped the development of Hersey and
Blanchard's situational leadership theory. The first, contends that there is no “one best”
leadership style for all situations and the second, that an effective leader must be able
to diagnose a situation accurately and prescribe an appropriate leadership style match
given situational factors. The second assumption requires that the leader have an
understanding of the skills and level of motivation possessed by the individual being
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influenced or directed in a given situation in order to select an appropriate style match.
For Hersey and Blanchard (1988), “situational leadership is based on an interplay
among (1) the amount of guidance and direction (task behavior) a leader gives, (2) the
amount of socioemotional support (relationship behavior) a leader provides, and (3) the
readiness level that the followers exhibit in performing a specific task, function or
objective” (p.170). Consequently, situational leadership defines effective leader
behavior as being characterized by a high degree of style flexibility coupled with the
ability to select and apply an appropriate style to a situation. This calls the leader to
consider all elements of the situation, the individual(s) to be supported and directed,
when determining the appropriate corresponding style choice. Given these compo-
nents, situational leadership can be measured by determining the style, style flexibility,
style effectiveness and overall rating of the leader using the LBA |i Self.

While situational leadership theory contends that there is no “one best” leadership
style, it is widely accepted that individuals respond best to a high suppon/ low direction
style of leadership. This style is viewed as the most effective in influencing followers
because, by selecting it, the leader is demonstrating confidence and trust in the
follower’s ability and willingness to complete a specifictask. Low direction implies that
the leader has assessed the follower's competence, giventhe situation, and determined
that a high level of direction was unnecessary to assure task accomplishment. The
leader, therefore, provides support for the individual and acknowledges a job well done.
Within this style the leader shares the decision making responsibilities with the follower,
in order to accomplish the task. This style is identified on the scoring sheet as S3 and
has been referred to as the “participating” style.

The leader determines an appropriate style match by examining the situation and the
maturity of the follower. “Maturity is defined in situational leadership as the willingness
and ability of aperson to take responsibility for directing his or herbehavior. “...... People
tend to have different degrees of maturity for specific tasks, functions, that a leader is
attempting to accomplish through their efforts” (Hambleton and Grumpet, 1982, p.228).
The leader must consistently determine the appropriate balance between providing
necessary direction for task accomplishment and socioemotional support when inter-
acting with a follower in a given situation.

Hambleton and Gumpert (1982), have identified two dimensions of maturity. They
are: psychological maturity which is defined as being related to an individual's level of
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motivation and self-confidence, and job maturity which is related to the skills, experience
and competence of the individual, given a particular situation or task. Both dimensions
of maturity must be considered by the leader when selecting an appropriate leadership
style for a given situation.

The leadership style flexibility score and the style effectiveness score are indices of
the leader’s ability to assess accurately the maturity of the follower and match effectively
that assessment with an appropriate leadership style. The style flexibility score is
derived by tabulating the number of times leadership styles S1, S2, S3, and S4, were
selectedin response to the 20 situations identified on the LBA Il Self questionnaire. The
level of variance in the respondent’s style choice determines the style flexibility score.
The style flexibility score is calculated on a scale ranging from 0-30. The average
flexibility score for the LBA Il Self reported by the research department at Blanchard
Training and Development Inc, is 20.

The effectiveness score is an evaluation of the respondent’s effectiveness as a
situational leader. A leader must have the ability to effectively choose the appropriate
leadership style given situational factors. Knowing the ability and motivational level of
a follower in a given situation is a key factor in style selection. The effectiveness score
measures the ability of the respondent to select the best style choice given the 20
situations represented on the questionnaire. Effectiveness scores range from 20-80
and were calculated by multiplying the number of times the respondent selected a poor,
fair, good or excellentanswerby 1, 1, 3, and 4, respectively. The average effectiveness
score forthe LBA I Self reported by the research department at Blanchard Training and
Development Inc, is 53 plus or minus 3.

The LBA |l Self provides an overall score which represents a composite evaluation
of the respondent’s performance given the criteria of situational leadership. This score
reflects the effectiveness score which measures the ability of the respondentto assess
accurately the maturity level of the individual in the situation and select the best
leadership style and the flexibility score which measures the respondent’s willingness
to alter style choice in response to situational factors. The adjectives assigned to
describe the respondent’s overall performance are poor, fair, good and excellent.

As noted above, the LBA Il Self was designed to measure leader behavior relative
to style, style range or flexibility, style adaptability or effectiveness and overall potential
as a situational leader. Table 3 represents the perceived leadership styles of twenty-
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one deans participating in this study measured by the LBA I Self.

Iable 3
Analysis of Leadership Styles
N=21
Dominant Style St S2 S3 S4 S2-S4  S2-S3
Frequency distribution 0 1 18 0 1 1
% total responses 0 476 857 0 4.76 4.76

Of the twenty-one deans in the sample, the scores of two deans revealed no single
dominant or preferred leadership style. Therefore, two additional leadership style
categories were included in the table, namely, S2-S4 and S2-S3.

The results reveal an obvious preference among deans for the S3 or high relation-
ship/low directive style of leadership. This style represented the dominant or primary
style of 85.7% of the respondents in the sample. The second most frequently selected
style was S2, S2-S4 and S2-S3, each with a frequency distribution of one representing
4.76% of the total sample size. The S2 or high directive/high supportive style has been
referred to as the “consulting” leadership style. This style appears as the common
denominator between the dominant style scores of two deans demonstrating equal
preference fortwo different styles. Characterized by low direction/low supportive leader
behavior, S4 or “delegating” style was not represented in the sample nor was S1, high
directive/low supportive leader behavior identified as the “telling” style of leadership.
Results indicate that S3 or high supportive/low directive was the dominant style choice
for 85.7% of the research sample. Appendix llI-A contains the raw data collected forthe
primary, secondary and developing leadership styles of the respondents.

The second set of scores generated by the LBA Il Self, found in Table 4, measure
the style range or flexibility of the respondents across the 20 situations identified in the
questionnaire.



Style Flexibility Score
N=21 M=14.57 SD=5.63

Flexibility Score 0-10 11-20 21-30
Frequency Distribution 5 15 1
Percentage of Scores 23.8 71.4 4.76

The range of possible scores on the style flexibility scale is 0-30. The sample
variance equals 24, with the highest score and the lowest score recorded as 26 and 2
respectively. As noted above, the mean is 14.57 and the standard deviation which
measures the dispersion of scores relative to the meanis 5.63. The scoring results were
grouped into three categories to represent the distribution of scores corresponding to
high, moderate and low ratings on the performance scale. The results indicate that the
scores of respondent’s style selections overthe 20 situations represent amoderate level
of flexibility. Scores ranging from 11 to 20 account for 71.4% of the sample while, 23.8%
are in the low level and 4.76% in the high level. The graph labelled Figure 7, Style
Flexibility Score illustrates the flexibility score for each respondent. The raw score for
each respondent is located in Appendix Ili-B.

The effectiveness score is the third score considered as a measure of situational
leadership. Table 5 contains the results of the scoring relative to this characteristic of
leader performance.

Iable 5
Style Effectiveness Score
N=21 M=52.95 SD=5.56
Range (20-30) (31-40) (41-50) (51-60) (61-70) (71-80)
Frequency Distribution 0 0 6 14 1 0
Percentage of Sample 0 0 28.57 66.66 4.76 0
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Therange of possible scores onthe effectiveness scaleis 20-80. The sample variance
equals 24, with the highest and lowest score recorded at 65 and 41, respectively. As
noted above, the mean is 52.95 and the standard deviation which measures the
dispersion of scores relative to the mean is 5.56. The scoring results were grouped into
six categories to represent the distribution of scores corresponding to intervals on the
effectiveness scale. A high score indicates a high response rate of effective leadership
style selection for the 20 situations outlined in the LBA Il Self. The effectiveness score
for the lowest two categories (20-30 and 31-40) was zero balanced by a score of zero
for the highest category (71-80). The highest percentage of scores were in the range
(51-60) representing 66.66% of the scores inthe sample. The next highest was (41-50)
with 28.57% and then (61-70) with 4.76%. The average effectiveness score reported
from the research department Blanchard Training and Development Inc. is 53 plus or
minus 3. The graph labelled Figure 8 Style Effectiveness Score located on the following
page illustrates the effectiveness score for each respondent. The raw data collected
from the sample is located in Appendix IlI-C.

The overall score is a combination of the leadership characteristics noted earlier in
this chapter. The effectiveness score, flexibility score and style are all components of
the overall score assigned to each respondent. Table 6 contains the overall score
categories established in the LBA Il Self scoring scale; fair, poor, good and excellent,
for each respondent.

Overall score using LBA Il Self

N=21 n=420

Style Choice Poor Fair Good Excellent
No. of Responses 20 130 118 162
Percentage of Total 4.76 30.95 28.09 36.19

The total number of responses tabulated equals 420 or n=420. The overall scores
measure the ability of the respondents to selectthe best style choice fora given situation.
The distribution of responses across the four categories reveals a profile of the potential



68

RE

1T

0T

61

81

Ll

91

St

148

sjudpuodsay
¢ 1 ot 6

302G SSAUAADAYYH 3L1S

0L

08

3102G SSUANIYJ sodwio)



69

of the respondents in the sample as situational leaders. The results suggest that
respondents chose a leadership style with an excellent or good fit, given the situation
64.28% of the time and a poor or fair response for 35.71% of the responses.

In conclusion, the three measures of situational leadership reveal that the respon-
dents in the sample have a dominant leadership style identified as S3 or high support/
lowdirection. This styletendencyis often referredto as a“participating” leadership style.
Two respondents demonstrated no single dominant style preference. The mean
flexibility score for the sample, recorded in Table 4, was 14.57 with over 75% of the
respondents scored between 11 and 20. Scores ranged from 2 to 26 depicting the
presence of both extremely high and low levels of style flexibility in the sample. Overall,
the deans scored below average for style flexibility. The mean effectiveness score for
the sample, recorded in Table 5, was 52.95. The majority of respondents (66.66%)
scored in the 51-60 range with 80 being the highest score possible and 20 being the
lowest. Overall, the sample score reflected average style effectiveness.

Research question #2
Do Deans of Students use a range of leadership styles in responding to job related
situations involving a leader and one or more followers?

As noted earlier in this chapter, the LBA Il Self instrument measures style flexibility
(Table 4) a characteristic of situational leadership. According to the LBA Il Self scoring
scale, the highest possible score for style flexibility is 30 and the lowest 0. The style
flexibility score for the respondents (deans) in the sample ranged from 2 to 26, although
the mean score was 14.57. The majority ofthe deans demonstrated a strong preference
forthe S3 leadership style over S1, S2, and S4. Eighteen out the twenty-one or 85.7%
ofthe deansinthe sample perceive themselves to exhibit a high supportive/low directive
leadership style. The average flexibility style score reported by the research department
at Blanchard Training and Development Inc, is 20 for the LBA Il Self. This suggests that
the deans in this sample demonstrate a below average willingness to vary their
leadership style from situation to situation.
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Research question #3
Do Deans of Students in the G.L.C.A. and A.C.M. consortia collectively exhibit a
dominant leadership style?

The primary leadership style was determined for deans of students in the G.L.C.A.
and the A.C.M. consortia by administering the LBA 1l Self instrument and tabulating the
results. Research findings reveal a preferred style among the deans. The primary
leadership style for eighteen deans was S3, high supportive/low directive. Two of the
remaining three deans in the sample demonstrated equal preference for S2, high
directive/high supportive and S4, low supportive/low directive; S2, high directive/high
supportive and S3, high supportive/lowdirective, respectively, while one dean preferenced
S2, high directive/high supportive only. The secondary style matrix revealed S4 as the
preferred style for the majority of deans, reflecting low supportive/low directive leader-
ship style tendencies.

A summary of research findings, conclusions and implications and recommenda-
tions for further research are contained in Chapter V.



CHAPTER V

SUMMARY, FINDINGS, CONCLUSIONS,
AND RECOMMENDATIONS FOR FURTHER RESEARCH

Chapter V contains a summary of the study, major findings, conclusions, and
implications resulting from the analysis of the data collected, and concludes with
recommendations for further research.

Purpose of The Study

Through this study the investigator sought to determine and describe the self-
perceived leadership styles of deans of students at liberal arts colleges that held
membership in the Great Lakes College Association (G.L.C.A.) and the Associated
Colleges of the Midwest (A.C.M.) consortia, applying Hersey and Blanchard's situ-
ational leadership theory. The specific purpose of this study was to determine whether
deans of students at G.L.C.A. and A.C.M. member colleges perceive themselves to be
situational leaders.

The literature was reviewed to include the following topics: (1) Evolution of
Situational Leadership Theory, (2) Characteristics ofthe Small Liberal Arts College and,
(3) Self-Perception.

Need for the Study

Effective leadership is needed at all levels of institutional operations if college and
university administrators are to be viable contributors within increasingly complex and
demanding organizations that typify colleges and universities today (Millerand Winston,
1991).

While management and leadership studies are taught at colleges and universities,
presidents and administrative officers have hesitated to apply management strategies
and leadership theories to these organizations. Some speculate that the fear of faculty
criticism and acknowledged disdain for business practices, coupled with a lack of
understanding of the applications of management strategies and leadership theories to

71
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an organization, have impeded the adoption of such practices in addressing fundamen-
tal organizational issues.

It is said that, “the successes and failures of groups, organizations, societies, and
empires have been attributed to the characteristics and behaviors of their leaders”
(Finch, Jones and Litterer, 1976, p.89). While the literature on leadership studies yields
many definitions of leadership, there is agreement on the importance of understanding
the leadership process (Bryman, 1986; Bass, 1981). The group or organization andthe
concept of influence are two common elements of leadership definitions (Finch, Jones
and Litterer, 1976; Hersey and Blanchard, 1988). The existence of these elements in
various definitions of leadership denote the existence of a relationship between the
leader and the follower in an organization or group setting.

Schein (1986) contends that leadership and organizational culture are mutually
dependent. He goes on to say that, if the concept of leadership as distinguished from
management and administration is to have any value, we must recognize the centrality
of this culture management function in the leadership concept™ (p.2). The literature on
leadership studies provides empirical evidence that organizational factors, such as
culture, organizational history, formal organizational structure etc. influence leader
behavior. As discussed in Chapter Il, the Ohio studies and the Michigan studies were
among the first to recognize the importance of influence on leadership. These studies
introduced the concepts of task and maintenance functions of leadership, while the
path-goal theory introduced the prospect that a relationship existed between leader
behavior and job satisfaction (Bryman, 1986; Hellriegel and Slocum, 1974, Hersey and
Blanchard, 1988; Wrightsman, 1973). These studies were precursors of the contin-
gency theory which examined the relationship between leadership effectiveness and
situational aspects of leadership (Fiedler, 1967).

Relevant to this study was the contention that organizational context and the
relationship between leaders and those they seek to influence, as well as situational
factors, influence leader behavior. The research of Hersey and Blanchard recognizes
the importance of the interaction between the leader and the follower, and its
implications on job satisfaction and productivity within organizations and groups.
Situational leadership theory contends that there is no “one best” leadership style.
According to situational theorists, an effective leader can diagnose a situation and
considering the task relevant maturity of the follower choose the appropriate leadership
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style (Hersey and Blanchard, 1988).

Situational leadership was the theory applied in this study. Deans of students,
holders of leadership positions within the small liberal arts colleges of the G.L.C.A. and
A.C.M. consortia, were the subjects of this study. As colleges and universities have
changed in response to societal demands, so have their organizational structures and
the personnel within them. The dean of students position, as noted in Chapter |, has
undergone dramatic change since its inception. Today, deans of students have a more
diverse set of responsibilitiesthan theirpredecessors. Sandeenreports thatthe position
of dean of students (chief student affairs officer) has “evolved over a period of 100 years
from a collegiate, almost parental concern for student welfare, to the current complex
array of services and programs for students that extend throughout the campus” (p.4).
The expectations for services and programs that provide personal support and meet a
diversity of student and institutional needs are growing. This condition coupled with a
growing demand for accountability and quality in the educational enterprise have
challenged student affairs organizations and deans of students to examine their roles
and responsibilities (Barr and Upcraft, 1990).

Today, deans are called upon to provide the leadership within their institutions to
meet this growing set of expectations. Giventhis proliferation of responsibilities and the
variety of constituencies with which the dean has contact, itis vitallyimportant thatdeans
of students have the skills and competencies necessary to be effective leaders.
Sandeen (1991) notes that “the major issues and problems facing colleges and
universities now are so critical, and the public’s stake in these matters is so important,
that they have to be addressed,; if the leadership andinitiative are not forthcoming from
CSAOs, the gap will be filled in some other way, perhaps even from outside the
institution” (p.9).

As chief student affairs officers, deans of students must possess both leadership and
management skills, as well as the ability to assess institutional culture, in orderto be an
effective leader. Kuh and Whitt (1991) suggestthat, “seasoned professionals knowthat
the institutional context has a significant effect on what one does, how one does it, and
whether the contributions of the student affairs organizations are considered useful by
faculty and student” (Miller and Winston, 1991, p.34). Richman and Farmer (1974)
report that “effective leadership, especially in relatively democratic organizations often
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depends on much more than formal authority and official power although these, too, are
important. It also depends on providing an environment and structure that adequately
satisfy important human needs, on various personality factors, on mutual respect, trust
and confidence, on knowledge, information, and wisdom and more” (p.21).

The small private residential liberal arts colleges of the G.L.C.A. and the A.C.M.
consortia provided the organizational context for this study. The availability of research
directed atdetermining characteristics ofthe small liberal arts college s limited. Perhaps
the most obvious difference between small colleges and their counterparts is size. “In
the small college, fewer staff and a small number of students yield a situation with
significant implications for interpersonal relations and administrative style” (Shaw,
1985, p.45). Within these institutions people and functions enjoy a high level of visibility
to one another. Kouzes and Posner (1989) note that “while scholars may disagree on
the origins of leadership, there is strong consensus that leaders must be interpersonally
competent” (p.299). Sandeen (1991) echoes this sentiment noting that in a small
college effective mediation skills are extremely important. These statements suggest
that strong personal relationships between members of the small college community
are highly valued. This notion is further strengthened by the commitmentinherentinthe
liberal arts tradition of educating the total person. Educating the whole person has long
been a goal of liberal learning. Kuh, Shedd and Whitt (1987) report that, “the objectives
of a liberal education are consistent with a holistic approach to human growth and
development (Berg, 1983)" (p.254). Astin and Schein (1980) substantiate this finding
by posing that small private liberal arts colleges are generally regarded as highly
concerned with student development. This commonly held objective has ramifications
for the student affairs organization within the small college and the expectations
associated with its programs and services, as well as its relationship to the mission of
the college.

In summary, small college deans must consider the institutional context or environ-
ment within which they hold a position of leadership. The history, values and goals of
liberal arts, as well as the role expectations held for the deans by others, both in and
outside ofthe college, allinfluence leader behavior. The small college places emphasis
on the personalized attention and inclusion. As private institutions, these colleges are
expected to have a well defined mission influenced by their historical roots and often
religious affiliation. Ragan and McMillan remind us, however, that in an attempt to be
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competitiveinthe marketplace some liberalarts colleges “define themselves ascapable
ofbeingallthingstoallpeople” (p.690) Thisdefinition has exacerbatedthe expectations
held by students and their parents for programs and services especially designed to
meet unique individual student needs. Thus in the small college today, deans of
students must be cognizant of the role expectation held for them by others, the needs
of various constituencies with whom they have contact and the environment factors
influencing leader behavior. Situational leadership theory recognizes the significance
of the interaction between people and the environment as a determinant of behavior.

Limitations of the Study

1. This study was limited to the examination of situational leadership styles of deans
of students at G.L.C.A. and A.C.M. member institutions.

2. This study was limited to the small private residential liberal arts college.

3. This study measured only whether or not deans of students atG.L.C.A.and A.C.M.
colleges perceived themselves to be situational leaders.

4. This study was limited to the deans’ self-perception of their leader behavior without
testing their responses against the perceptions others hold of them.

Methodology of the Study
Three research questions provided the focus of the study. They are:

1. Do Deans of Students at G.L.C.A. and A.C.M. Colleges perceive themselves to
be situational leaders?

2. Do Deans of Students use a range of leadership styles in responding to job related
situations involving a leader and one or more followers?

3. Do Deans of Students in the G.L.C.A. and A.C.M. consortia collectively exhibit a
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dominant leadership style?

Twenty-one deans were administered the Leader Behavior Analysis Il Self question-
naire developed by Blanchard, Hambleton, Zigarmi and Forsyth (Appendix I), designed

to assess leader behaviorrelative to the principle of situational leadership. The research
instrument consists of twenty situations thatinvolve a leader and one or more followers.
By applying the scoring methods outlined inthe LBA Il Self Scoring Scale (Appendix ll),
the respondents leadership style, style range or flexibility, style adaptability or effective-
ness were determined. The leadership style score identifies the respondent's prefer-
ence toward various combinations of directive and supportive leader behavior when
responding to a given situation. The style range or flexibility score denotes the degree
of willingness exhibited by respondents to vary their leadership style, while the
adaptability or effectiveness score determines how well the leadership style selected by
the respondent fits a given situation.

EINDINGS

Chapter IV included a detailed report of the findings generated from the data
collectedin response to the three research questions posed. A brief summary ofthose
findings is presented in this section.

—Besearch question #1
Do Deans of Students at G.L.C.A. and A.C.M. colleges perceive themselves to be
situational leaders?

As first defined, situational leadership theory advocates that proper leadership style
selection is based on the task-relevant maturity of the follower. An individual’s ability to
assess a situation, accurately, is reflectedin both style flexibility and style effectiveness.
These behaviors denote the ability of the leader to assess accurately the skills and
motivational level of the follower and select an appropriate leadership style for a given
situation. An appropriate balance between support and direction is essential to the
growth and development of the follower and to task accomplishment.

The participants in this study were administered the Leader Behavior Analysis Il Self
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instrument to determine their tendency to be situational leaders. By tabulating
responses to the various situations identified in the LBA 1l Self, the leader behavior
tendency ofthe 21 participating deans from G.L.C.A. and A.C.M. member colleges was
measured for the following categories: style, style flexibility, effectiveness and overall
score. The results of the LBA Il Self indicate that the deans shared a dominant
leadership style, a below average willingness to vary their leadership style from situation
to situation, and average effectiveness as situational leaders. The dominant leadership
style. S3, high supportive and low directive, was recorded as the dominant style choice
for85.7% ofthe respondents (Table 3in Chapter IV). The presence of a high supportive/
low directive style amongst deans of students at community colleges was researched
by Nasti (1985). He reported that 95% of the deans in his sample preferenced high
supportive/low directive leadership style. Nasti's dissertation titled An Investigation of

qumynmLQngg_e_Sxaﬂn investigated the congruence between the phllosophy of
student services and situational leadership andthe influence of empathy onleaderstyle

choice. Twenty of those administrators were deans of students or associate deans of
students.

The average score for flexibility obtained from the researchers at Blanchard
Development and Training Inc. forthe LBA Il Selfis 20. Nasti reports that the community
college deans in his sample had a mean score of 16. These scores provided a point
of reference forinterpreting the mean flexibility score for deansin the sample, measured
at 14.57 (Table 4 in Chapter IV). ltis evident that the deansin the sample fell below the
average population of scores forthe LBA Il Self. This finding suggests a below average
degree of willingness on the part of the respondents to vary their leadership style from
situation to situation as compared both with deans of students at community colleges
in Nasti's sample orthe average. Finally,the mean effectiveness score of the research
sample was measured at 52.95 (Table 5in Chapter IV) on a scale of 20-80. This finding
suggests that there exists an average probability for appropriately matching leadership
style with the maturity level of the follower, when compared with the average score
determined by the research department at Blanchard Development and training Inc. of
53 plus or minus 3. Nasti reports that the mean effectiveness score for community
college deans in his sample was 60.5. This score is higher than the scores of the small
collegedeansinthe sample. The overallscore forthe deansindicates goodto excellent
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levels of situational leadership potential (Table 6 in Chapter IV). This finding is
consistent with community college deans in Nasti's sample.

rch ion

Do Deans of Students use a range of leadership styles in responding to job related
situations involving one or more followers?

The research findings revealed a below average willingness by deans in the sample

to vary their leadership style from situation to situation. Table 4 located in Chapter IV,
contains the statistical descripters of the score generated by the sample for flexibility.
The average score for flexibility obtained from the researchers at Blanchard
Development and Training Inc. for the LBA Il Self is 20. Nasti reports that the deans at
community colleges in his sample had a mean score of 16. These scores provided a
point of reference for interpreting the mean flexibility score for deans in the sample,
measured at 14.57. It is evident that the deans in the sample fell below the average
population of scores forthe LBA |l Self. This finding suggests a below average degree
of willingness on the part of the respondents to vary their leadership style from situation
to situation as compared both with the deans of students at community colleges in
Nasti's sample and the average score for the LBA Il Self reported by the Research

Department of Blanchard Development and Training Inc,

Research question #3
Do Deans of Students in the G.L.C.A. and A.C.M. consortium collectively exhibit a
dominant leadership style?

The research findings revealed that the deans in the sample collectively exhibit a
dominant leadership style. Table 3 located in Chapter IV, contains the frequency
distribution of style choices. Nineteen of the twenty-one deans in the sample chose the
high supportive/low directive leadership style over all others measured by the LBA Il
Self.
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CONCLUSIONS

Hersey and Blanchard (1988) assert that, “situational leadership is based on the
interplay among (1) the amount of guidance and direction aleader gives, (2) the amount
of socioemotional support aleader provides, and (3) the readiness level thatthe follower
exhibits in performing a specific task, function or objective” (p.170). Therefore, in order
to determine whether or not, deans of students at G.L.C.A. and A.C.M. consortia
colleges believe themselves to be situational leaders, the LBA |l Self instrument was
administered to measure leader behavior.

An analysis of the research data reveals three measures of situational leadership;
(1) the leadership style, (2) style flexibility and (3) style effectiveness for the study
sample. By applying the definition of situational leadership stated above, drawing from
the literature on situational leadership, considering the assumptions stated in Chapter
1, and comparing the study findings to research conducted at the Blanchard Training

and Development Inc., the following conclusions can be drawn.

1. Research data secured through the administration of the LBA i Self, provides
evidence that 85.7% of the deans of students at small residential liberal arts colleges
inthe G.L.C.A. and A.C.M. consortia prefer a high supportive/low directive leadership
style. This style is identified as S3 and is known as the “participating” style. This finding
supports the conclusion that deans of students at small colleges are more relationship
oriented than task oriented in their behavior as leaders. Given the changing role of the
dean and the multiple demands confronting higher education deans must develop the
ability to be good managers as well as leaders. These factors necessitate that deans
demonstrate a willingness to vary their leadership style from situation to situation.
Therefore, deans must develop equal ability to apply the skills associated with directive
leader behavior as well as supportive behavior as organizational effectiveness is
influenced by style choice.

2. The research data collected denotes an unwillingness among deans of students
in the study to vary their leadership style from situation to situation. This supports the
conclusion that deans of students do not consider the uniqueness of a situation before
selecting a leadership style. Thisinfers that some deansinthe sample may believe that
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there is “one best” style of leadership. This belief is counter to Fiedler's finding, “that different
traits and behaviors are important for leaders in different situations” (Yukl,1981, p.132).

3. The research findings suggest that the deans in the sample have an average
ability to effectively match leadership style with the task relevant maturity of the
follower(s) in a situation. This finding supports the conclusion that deans of studentsin
the sample may not have the diagnostic skills to consistently assess the skill and
motivation level of the follower in a given situation nor a repertoire of styles from which
to choose.

4. Given the variety of demands placed on deans of students at small colleges
situational leadership is a viable approach to eftective leadership. The literature review
in Chapter Il traced the development of the situational leadership theory. The principles
of situational leadership contend that in order to be effective, leaders must have the
ability todiagnose asituation and select and apply the leadership style that best matches
a given situation. Central to situational leadership is the existence of a relationship
between the leader and the follower. Within a college the dean of students encounters
many followers. Followers who at times are students, alumni, faculty, colleagues, staff
members, trustees etc. each with their own set of needs and expectations. Deans must
possess the ability to assess a given situation relative to the individual needs and
expectations present within it. Therefore, by applying the principles of situational
leadership deans can become better prepared for the increasing demands and growing
complexities that typify dean’s position today. The findings generated by this study
support the conclusion that the deans in the sample do not fully exercise the principles
of situational leadership and therefore, are not as effective as they could be in meeting
the needs of various constituencies and addressing the complex issues facing deans
today.

IMPLICATIONS

The findings and conclusions resulting from this study imply that deans of students at
small private liberal arts colleges may not be fully versed on the principles of situational
leadership, and how to effectively apply them in decision-making situations. Perhaps
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the most revealing aspect of this study was the determinationthat 85.7% of the research
sample exhibited a high supportive/low directive style preference, coupled with a below
average willingness to alter leader behavior from situation to situation.

Earlier, it was noted that deans of students interact with a variety of constituencies
on increasing more demanding and difficult issues. The absence of a high degree of
style flexibility among the deans inthe sample suggests thatwheninteracting with others
regardless of the constituency, one style of leader behavior namely high supportive/low
directive behavior is exercised most frequently. This clear style preference influences
the manner in which the deans execute their responsibilities.

This finding has implications for the training needs of small college deans. As
preparation programs prepare young professionals for the student affairs profession
they must be cognizant of the changing role of student affairs administrators in colleges
anduniversitiestoday. Inaddition consideration should be givento special skills needed
to be an effective leader in the small college setting.

While the literature on the small college is limited, empirical data is abundant.
Individuals who work in the small college setting would be the first to acknowledge that
distinctions exist between the small college and other institutions of higher education.
Shaw (1985) notes that one difference is the low numbers of staff to provide necessary
services. High visibility and need for cooperation between departments contribute to
a less restrictive and informal pattern of communication between members of the
community and departments not restricted by organizational structure (Shaw,1985). A
high supportive/low directive leadership style emphasizes two-way communication and
a high degree of participation in the decision-making process. It demonstrates a high
degree oftrustin the followers abilities and level of motivation. This willingness to invest
in the abilities of others may be a result of respect for the experience of the seasoned
professional, motivated by time restraints, or simply is the preferred style of the dean.
When viewed by others this style choice carries different meaning depending on
whether the choice is effective or ineffective, appropriate or inappropriate, for a given
situation, under the definition of situational leadership. Hersey and Blanchard (1988)
have described the high supportive/low directive style as being viewed by others when
applied effectively “as having implicit trust in the people and being primarily concerned
with facilitating their goal accomplishment™ (p.120). However, when this style is
ineffective itis “seen as primarily interestin harmony; sometimes seen as unwillingness
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to accomplish a task if it risks disrupting a relationship or losing “good person image”
(p.120).

There are several other manifestations of the high supportive and low directive
leadership style in the daily interactions and work practices of individuals in leadership
positions.

1. Supervision: When supervising a staff member, the dean may be extremely
encouraging and supportive but neglect to provide the guidance necessary to build the
self-confidence needed for self-direction on the part of the employee. Problems may
go uncorrected and much needed structure in the workplace for the less experienced
professional may notbe provided. Onthe other hand, forthe seasoned professional this
leadership style is most appropriate, as senior professionals possess the expertise,
experience and self-knowledge necessary to be self-directed and motivated.

As supervisors, deans must have the ability to assess the level of competency and
motivation an individual brings to a position, in order to provide the most effective style
of supervision for a particular employee. Schuh and Carlisle define supervision as “a
relationship where the person has the responsibility to provide leadership, direction,
information, motivation, evaluation or support for one or more people” (Miller and
Winston, 1991, p-497). Clearly, supervisionis animportant role ofthe dean of students.
If deans are unable to identify the differing needs of various staff members relative to
task-relevant maturity, then they may not be supervising their staff in the most effective
manner.

2. Decision-making: The selection of a high supportive/low directive or “participa-
tion” style, implies that deans prefer to include others in the decision-making process
and may have difficulty making-decision when participation by others is not appropriate.
Budget allocations, hires and fires, student disciplinary action and crisis management
are all examples of situations where a high supportive/low directive style of leadership
may not be effective.

3. Team Building: Inthe student affairs profession mid-management personnel are
specialists in a given service or program area. Within the small college these directors
and assistant or associate deans often are “one person shops.” Thus, they are
respected for the expertise they bring to the student affairs organization as they
participate in the development of broader division goals, as well as defining goals and
objectives for their individual service area. Developing a commitment and appreciation



forthe broader goals of the student affairs organization is essentialto achieving the level
of interdependence and cooperation needed among the personnel and functions to
obtain them. This suggests that a high supportive/low directive style may be a better
choice over other style choices as leader behaviors associated with a high supportive
style/low directive style include team building.

4. Professional Development: The findings and conclusions of this study have
implications for professional development programs and workshops:

a. The below average flexibility score suggests that deans may not be as confident
in the skill areas identified for directive behavior as they are for supportive behavior.
Therefore, workshops directed at planning, supervision, goal setting and evaluation
may be appropriate topics for professional development programs designed specifically
for deans.

b. Understanding the context within which one leads is vitally important to one’s
success as a leader. A workshop or seminar on assessing environmental needs and
culture within which one leads is vitally important to effective leadership.

¢. Given thatthe deansin the sample showed average ability to successfully match
leadership style withthe task relevant maturity in a given situation, diagnostic skills need
to be taught.

5. The following findings may have implications for theorists:

a. This study provided background information on the small college and estab-
lished the need for college administrators and deans to apply the teachings and
practices of management and leadership studies.

b. This study focused on a research sample outside of the traditional business
setting and demonstrated the utility of the LBA Il Self for determining the leader behavior
tendencies of deans of students at small colleges.

RECOMMENDATIONS FOR FURTHER RESEARCH

The following recommendations are identified for future study,

1. Investigate and determine the characteristics which distinguish the small college
from other institutions of higher education. This research is needed in order to
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understand more fully the special training needs of student affairs professional holding
positions within the small college setting. Research findings generated by such a study
could influence the content of professional preparation and professional development
programs directed at professionals interested in or presently working in the small
college. As noted in this study, the literature is presently devoid of research directed at
the small college and its unique characteristics. There is empirical evidence that they
are different from other institutions of higher education however, evidence supporting
commonly held expectations and observations about the small college is limited.

2. Investigate the following question: To what extent does institutional culture
influence the leader behavior of deans of students at small private residential liberal arts
collegesinthe G.L.C.A. and A.C.M. consortia? This question could be investigated by
conducting a comparative study designed to ascertain the similarities and differences
between the leader behavior of deans and chiefs from different types of institutions.

A representative sample of deans of students/chief student affairs officers from each
institutional category recognized in higher education could provide the subjects for this
study. The LBA Il Self and Other could be administered to the individuals and
subordinates in each sample, to determine the differences and similarities of style, style
flexibility and effectiveness for the dean and chiefs selected for the study. The research
results could provide information regarding the possible influence of institutional setting
on the leader behavior of deans and chiefs in the sample.

3. Determine ifdeans actually trained in situational leadership principles apply those
principles to their decision-making. This could be done by conducting a series of
workshops and seminars for deans on situational leadership, strategies for diagnosing
a situation, assessing follower task relevant maturity and examining leadership style
options. A pre-test and post-test could be administered to the deans to determine the
influence of training on their decision-making behavior.

This study did not provide information about the respondents level of knowledge or
training relative to the principles of situational leadership. Therefore, it is unclear
whether the deans in the study lack the skills to be effective situational leaders or
whether they have never examined the strategies and principles inherent in situational
leadership theory and its application to decision-making.



85

4. Explore the influence years of experience in small college administration and
training in student affairs administration to determine what fundamental principles,
teachings or experiences influence the leadership style of deans of students at small
colleges. This exploration could provide information about the predisposition of deans
to either accept or reject the principles of situational leadership as a model for
determining leader behavior. Given that deans in this study sample demonstrated a
below average willingness to altertheir leadership style from situation to situation further
exploration is needed to determine the possible reason(s) for this finding.

CONCLUDING STATEMENT

Leadership remains a curiosity even today. More and more researchers and
professionals are contributing to our understanding of this phenomenon in an effort to
improve leader effectiveness in a variety of situations and settings. Situational
leadership is one approach to leadership, although it is certainly not the only approach
as evidenced in the literature. It was considered in this study because of the emphasis
placed on the relationship between the leader, follower and the situation.

Given the growing demands and responsibilities of deans of students, it is essential
that they possess the understanding and ability to apply the principles of leadership
theoriesinorderto be effective leaders. Deans must evaluate their job performance and
effectiveness on an ongoing basis in order to acquire a realistic understanding of their
strengths and weaknesses as leaders. The Leader Behavior Analysis Il Selfinstrument
provides valuable information pertaining to leader behavior. Through further develop-
ment of their situational leadership skills, deans of students in small colleges can
become more effective leaders in meeting the expectations and job responsibilities that
typify their positions today.
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LEADER BEHAVIOR
ANALysIs 11

Kenneth H. Blanchard. Ronald K. Hambleton,
Drea Zigarmi and Douglas Forsyth

SELF-A

PERCEPTIONS OF LEADERSHIP STYLE

DirECTIONS:

The purpose of the LBA 1 Sell-A is 1o provide you with infor-
mation abou vour perceptions of vour own leadership style.
The instrument consists of twenty typical job situations that
involve a lcader and one or more staff members. Following
cach sittion are four poscible actions that a leader may take.
Assume that vou are the leader involved in each of the twenty
situations. In each of the situations, you must choose one of
the four leader decisions. Circle the letter of the decision that
vou think would maost closelv describe your behavior in the
situation presented. Circle only one choice.
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You have asked a new employee to write a report to
buy new equipment for the division. She needs
to lcarm more about this equip t to make a d

decision about options and costs. She feels this assign-
ment will stretch her alrcady full schedule. You would...

A Tell her you want the report. Explain what you want
in the report. Outline the steps she should take to
become knawledgeable about the new equipment. Sct
weckly mecetings with her 1o track progress.

B Ak herto produce the report. Discuss its impor-
tance. Ask her for a deadline for completion. Give her
resources she thinks she needs. Periodically check with
her 0 track progress.

€. Tell her yout want the report and discuss its impor-
tance. Explain what you wantin the report. Qutline
steps she should ke o learn imore about the equip-
ment. Listen to her concerns and use her ideas when
possiblc. Plan weekly meetings to track her progress.

1) Ask herto produce the report. Discuss its impor-
tance. Explore the barriers she feels inust be removed
and the strategies for removing them. Ask her to set a
deadline for completion and periadically check with her
to track progress:

Your task (orce has been working hard to complete
its division-wide report. A new member has
joined the group. He must present cost figures at the
end of next week, but he knows nothing about the report
requirements and format. He is excited about leamning
more about his role in the group. You would...

A Tell him exacily what is needed. Specify the format
and requirements. Introduce him to other task-force
members. Check with him frequently during the week to
monitor progress and to specify any corrections.

B A<k him if there is anything you can do to help.
Introduce him to other task-force members. Explore
with him what he thinks he needs to get “up to speed”
with the report. Check with him frequently during the
week 10 sce how he is doing.

(. Specify the report format and information necded,
and solicit his ideas. Introduce him to each task-force
member. Check with him frequently during the week to
sec how the report is progressing and to help with
modifications.

1) Welcome him and introduce him 10 members of the

task force who could help him. Check with him during
the week (o see how he is doing.

€199 & Trairirg and Ox e

You have recently noticed a performance problem
with one of your people. He seems to showa
't carc” attitude. Only your constant prodding has
brought about task completion. You suspect he may not
have enough expertise to complete the high-priority task
you have given him. You would...

A Specify the steps he needs to take and the outcomes
you want. Clarify timelines and paperwork require-
ments. Frequently check to sce if the task is progressing
as it should.

l’urSpcril‘_v the steps he necds 1o take and the outcomes
you want. Ask for his ideas and incorporate them as
appropriate. Ask himn to sharc his feelings about this task
assignment. Frequently check to see the task is progress-
ing as it should.

(. Inwolve him in problem solving for this task. Offer
your help and encourage him to use his ideas to com-
plete the project. Ask him to share his feelings about the
assignment. Frequently check to see that the task is
progressing as it should.

D et him know how important this task is. Ask him to
outline his plan for completion and to send you a copy.
Frequently chieck to see if the task is progressing as it
should.

Your work group’s composition has changed because

of company restructuring. Performance levels have
dropped. Deadlines are being missed and your boes is
concermed. Group members want to improve their
performance but need more knowledge and skills. You
would...

A Ask them 1o develop their own plan for improving
performance. Be available to help them, if asked. Ask
them what training they think they need to improve
performance. and give them the resources they need.
Continue to track perfonmance.

BB Discuss your plan to solve this problem. Ask for their
input and include their ideas in your plan, if possible.
Explain the rationale for your plan. Track performance
to scc how it is carried out.

(. Outline the specific steps you want them to follow to
solve this problem. Be specific ahout the time needed
and the skills you want them to learn. Continue to track
performancc.

1) Help them determine a plan, and encourage them
to he creative. Support their plan as you continuc to
track performance.

Page 2
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Because of budget cuts, it is necessary to consoli-

date. You have asked a highly expericnced
department member to take charge of the consolidation.
This person has worked in all arcas of your department.
In the past, she has usually been eager to help. While
you fcel she is able to perform the assignment, she scems
indifferent to the task. You would...

N Reassure her. Outline the steps she should take 10
handle this project. Ask for her ideas and incorporate
them when possible, but make sure she follows your
gencral approach. Frequently check to see how things
are going.

» .
I} Reassure her. Ask her to handle the project as she
secs fit. Let her know that vou are available for help. Be
patient, but frequently check to sce what is heing done;

(. Reassure her. Ask her to determine the best wan 1o
approach the project. Help her develop options, and
encourage her to use her own ideas.  Frequently check
to scc how she is doing.

1) Reassure her. Outline an overall plan and specily
the steps vou want her to follow. Frequently cheek 1o cee
how the steps are being implemented.

For the second time in a month, you arc having a

problem with one of your employees. His weckly
progress reports have been incomplete and late. In the
past year, he has submitted accurately completed reports
on time. This is the first time you have spoken to him
about this problem. You would...

A Tell him to improve the completeness and timeliness
of his paperwork. Go over the arcas that are incompletc.
Make sure he knows what is expected and how 1o fill out
cach report section. Continue to track his performance.

B Ask him o turu in his paperwork on time ane
accurately. without pushing him. Continue to track his
perdormance.

(. Discuss time and completion standards with him.
Listen 10 his concerns, but make sure he knows what is
expected. Go aver each report section, and answer any
questions he may have. Use his ideas, if possible. Con-
tinue to track his perforimance.

1) Ak him why the paperwork is incomplete. Listen to
his concerns, and do what vou can to help him uader-
stand the importance of timeliness and completeness.
Continue to track his performance.

© 1991 Slancherd Tramning and Oevelopmens tnc

You have asked one of your senior employees to

take on a new project. In the past, his performance
has been outstanding. The project you have given him is
important to the future of your work group. He is
excited about the new assignment but doesn't know
where to begin because he lacks project information.
Your relationship with him is good. You would...

A Explain why you think he has the skills to do the job.
Ask him whit problems he anticipates and help him
explore alternative solutions. Frequently stay in touch to
support him.

B Specify how he should handic the'project. Define
the activities necessary 1o complete the job. Regularly
check to see how things are going.

( Ask him for a plan for completing the praject in two
weeks and 1o send you a copy for your approval. Give
him enough time to get started, without pushing him.
Frequently offer your support.

1) Owtline how the project should be handled. and
solicit his ideas and suggestions. Incorporate his ideas
when possible, but make <ure your general outline is
followed. Regularly check to see how things are going.

One of your staff members is feeling insecure about

a job you have assigned to him. He is highly compe-
tent and you know that he has the skills to successfully
complete the task. The deadline for completion is near.
You would...

A\ Let him know of your concerns about the impend-
ing deadline. Help him explore alternative action steps.
and encourage him to use his own ideas. Frequently
check with him to lend your support.

B Discuss with him your concerns about the impend-
ing deadline. Outline an action plan for him to follow,
and get his reactions to the plan. Modify the plan if
possible but make sure he follows your general outline. -
Frequently check with him to sec how things are going.

(. Specify the reasons for on-time completion of the
assignment. Qutline the steps you would like him to
siart following. Ask that the steps be followed. Fre-
quently check to sce how he is progressing.

1) Ask him if there arc any problems, but let him
resolve the issue himself. Remind him of the impending
deadline, without pushing him. Ask for an updatc in
three days.

Page ?
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9 Your staff has asked you to consider a change in
their work schedule. Their changes make good sense
to you. Your stalf is well aware of the need for change.
Members are very competent and work well together.
You would...

A Help them explore alternative scheduling possibili-
ties. Beavailable to facilitite their group discussion.
Support the plan they develop. Check to see how they
implement their plan,

B Design the work schedule yourself. Explain the
rationale hehind your design. Listen to their reactions.
ask for their ideas and use their recommendations when
passible. Check 1o see how they earry out your schedule.

(o Allow the staft 10 set a work schedule on their awn.
Letthem implement their plan alter you approve it.
Check with them ata Liter date o assess their progress.

D Design the work schedule vourself. Explain how the
schedule will work, and answer any questions they may
have. Check o see that your schedule is followed.

1 Due to an organizational change, you have been

assigned six new people whose performance has
been declining over the past three months. They do not
seem to have the task knowledge and skills to do their
new jobs, and their attitudes have worsened because of
the change. In a group meeting, you would...

A Make them aware of their three-month performance
trend. Ask them to decide what (o do about it and set a
deadline for implementing their solution. Monitor their
Pl'()gl'c.‘.‘.

B} Muke them awarce of their three-month performance
wrend. Specify the action steps vou want them to follow.
Give constructive feedback on how to improve perfor-
mance. Continue to monitor performance.

(© Make them aware of their three-month performance
trend. Quidine the steps you want them to follow,
explain why and seck their fecedback. Use their ideas
when passibic, but make surc they follow your general
approach. Continue to monitor performance.

D) Make them aware of their three-month performance
wend. Ask them why their performance is declining.
Listen 10 their concerns and ideas. Help them create
their own plan lor improving performance. Track their
periormance.
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A of your department has had a fine
11 performance record over the last 22 months. He
is excited by the challenges of the upcoming year.
Budgets and unit goals have not changed much from last
year. In a meeting with him to discuss goals and an
action plan for next year, you would...

/A Ask him to submit an outline of his goals and an
action plan for next year for your approval. Tell him you
will call him if you have any questions.

T

I3 Prepare a list of goals and an action plan that you
think he can accomplish next year. Send it to him and
mect with him to sce if he has any questions.

I W 4~ O

(. Prcpare a list of goals and an action plan that you
think he can achieve next year. Meet with him to discuss
his reactions and suggestions. Madify the plan as you
listen to his ideuas, but make sure you make the final
decisions. p

1) Ask him to send you an outline of his goals and an
action plan for next year. Review the goals and plan with
him. Listen to his ideas and help him explore alterna-
tives. Let him make the final decisions on his goals and
plan.

12 Your unit has had an excellent performance
record over the past two years. However, they
have recently experienced three major setbacks due to
factors beyond their control. Their performance and
morale have drastically dropped and your boss is con-
cerned. In a group meeting, you would...

/\  Discuss the recent setbacks. Give them the specific
steps vou want them to follow to improve their perfor-
mance. Continue to track performance.

I3 Ask them how they feel about the recent setbacks.
Listen to their concerns, and encourage and help them
explore their ideas for improving performance. Con-
tinue to track performance.

(. Discuss the recent sethacks. Clarify the steps you
want them to follow to improve performance. Listen to
their ideas and incorporate them, if possible. Emphasize
resulis. Encourage them to keep trying. Continue to
track performance.

1) Discuss the recent sethacks, without pressuring
them. Ask them to set a deadline to improve perfor-
mance and to support each other along the way. Con-
tinuc to track performance.

Page 4
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l() You were rccently assigned a new employce who
J will perform an important job in your unit. Even
though she is inexperienced, she is enthusiastic and fcels
she has the confidence to do the job. You would...

A\ Allow her time 10 determine what the 10b requires
and how ta doit. Let her know why the job is important.
Ask her 1o contact you if she needs help. Track her
progress.

IV Specify the resuls you want and when you want
them. Clearly define the steps she should take to achicve
results. Show her how to do the job. Track her progress.

(. Discuss the results you want and when you want
them. Clearly define the sieps she can take to achieve
results. Explain why these steps are necessary and get
herideas. Use her ideas if possible, but make sure your
general plan is followed. Track her performance.

1) Ask her how she plans 1o tackle this job. Help her
explore the problems she anticipates by generating
possible alternative solutions. Encourage her 1o carry
out her plan. Be available to listen to her concerns.
Track her performance.

1 4 Your boss has asked you to increase your unit's
output by seven percent. You know this can be
done, but it will require your active invoivement. To
free your time, you must reassign the task of developing
a new cost-control system to one of your employees. The
person you want has had considerable experience with
cost-control systems, but she is slightly unsure of doing
this task on her own. You would...

.\ Assign her the task and listen to her concerns.
Explain why you think she has the skills to handle this
assignment. Help her explore alternative approaches if
she thinks it would be helpful. Encourage and support
her by providing needed resources. Track her progress.

I3 Assign her the task and listen to her concerns.
Discuss the steps she should follow to complete the task.
Ask for her ideas and suggestions. After incorporating
her idcas. if possiblc. make sure she follows your gencral
approach. Track her progress.

(7 Assign her the task. Listen to her concerns. but let
her resolve the issue. Give her time o adjust, and avoid
asking for results right away. Track her progress.

D Assign her the task. Listen to her concerns, and
minimize her feclings of insecurity by telling her specifi-
cally how ta handie this task. huline the steps to be
taken. Closcly monitor her progress.

© 1991 Banchard Tianing and Develspment. Inc

Your boss has asked you to assign someone to
15 serve on a company-wide task force. This task
force will make recommendations for restructuring the
company’s compensation plan. You have chosen a
highly productive employee, who knows how her co-
workers feel about the existing compensation plan. She
has successfully led another unit task force. She wants
the assig You id

.\ Give her the assignment. but tell her how she
should represent her co-workers® point of view. Specify
that she give you a progress report within two days of
cach task-force meeting.

I3 Ask her 10 accept the assignment. Help her
develop the point of view she will take on the task force.
Periedically check with her.

(% Give her the assignment. Discuss what she should L
do 10 ensure her co-workers' perspective is considered
b the task force. Ask for her ideas and make sure she
follows your general approach. Ask her to report to you
afier cvery task-force mecting.

1Y Give her the assignment. Ask her to keep you
informed as things progress. Periodically check with
her.

1 6 Due to iliness in your family, you have been

forced to miss two meetings of a committee
under your direction. Upon attending the next meet-
ing, you find that the committee is operating well and
making progress toward completing its goals. All group
members come prepared, participate and seem to be
enthusiastic about their progress. You are unsure of
what your role should be. You would....

A\ Thank the committee members for their work so
far. Let the group continue to work as it has during the
last two meetings.

3 ‘Thank the committee members for their work so -
far. Set the agenda for the next meeting. Begin to
direct the group’s activitics.

(! Thank the committee members for their work so
far. Do what you can to make the members fecl impor-
tant and involved. Try to solicit alternative ideas and
suggestions.

1) Thank the commitice members for their work so
far. Sct the agenda for the next meeting, but make sure
to solicit their ideas and suggestions.
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] Your s(aff is very competent and works well on

their own. Their enthusiasm is high becausc of a
recent success. Their performance as a group is out-
standing. Now, you must set unit goals for next year. In
a group meeting, you would...

A Praise them for st year's resulis. Tnvolve the group
in problem solving and goal setting for next year. En-
courngre them to be ereative and help them explore
alternatives. Track the implementation of their plan.

I} Praice them for last year's results. Challenge them by
etting the goals for next year. Outline the action steps
necessuy o accomplish these goals. Track the imple-
mentation of your plan.

(2 Praiee them for last year's results. A<k them to set the
goals for next vear. and define the action plan necded 10
acconmplich these goals. Be available to contribute when
asked. Track the implementation of their plan.

D) Praice them for East year's results. Set the goals for
next vear and outline the action sicps necessary to
accomplich these goals. Solicit their ideas and sugges-
tionsaind incorporiie them if pessible. Teack the
implementation of your plan.

1 8 You and your boss know that your department
nceds a new set of work procedures to improve
long-term performance. Department members are eager
to make somc changes but, because of their specialized
functions, they lack the knowledge and skills for under-

standing the “big picture.” You would...

A Owtline the new procedures. Organize and direct
the implementation. Involve the group in a discuassion of
alicrnives. Use their suggestions whea possible, but
make them follow vour general approach. Track their
use of the new procedures.

1D Outline and demaonstrate the new procedures.
Clasely direct the group in their initial use of the proce-
dures. Track their use.

(. lvalve the group in a discussion of what the new
proccdures should be. Encourage their initiative and
creamiviny in developing the new procedures. Help them
explore possible alternatives. Support their use of the
procedines. Clasely tiack resulis.

D Ak ihe group to formulate and implement a sct of
new procedures. Answer any informational concerns, but
give them the responsibility for the task, Closely track
the use oof the new procedures.
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You were recently appointed head of your division.
19 Since taking over, you have noticed a drop in
performance. There have been changes in technology,
and your staff has not mastered the new skills and
techniques. Worst of all, they do not seem to be moti-
vated (o leamn these skills. In a group meeting, you
would...

A Diccuss the stafTs drop in performance. Listen 1o
their concerns. Ask for their solutions for improving
performance. Express your faith in their strategies.
Fmphasize their past efforts, but track performance as
they carry out their strategics.

I3 Owtline the necessary corrective actions you want
them o take. Discuss this outline and incorporate their
idcas, but see that they implement your corrective action
plan. Track their performance.

€. Tell them about the drop in performance. Ask them
to analyze the problem, and draft a set of action steps for
your approval. Set a deadline for the plan. Track its
implementation.

1Y Owtline and direet the necetaQry corrective actions
ant them o ke, Define roles, respongibilities and
rds. Frequently cheek 1o see if their pedformance
is improving. ’

You have noticed that one of your inexperienced

employees is not properly completing certain tasks.
She has submitted inaccurate and incomplete reports.
She is not enthusiastic about this task and often thinks
paperwork is a waste of time. You would...

A Let hier know that she is submitting inaccurate and
incomplete reports. Discuss the steps she should ke
and clarify why these steps are important. Ask for her
suggestions, but make sure she foliows your general
outline.

B3 Lot her know that she is submitting inaccurate and
incomplete reports. Ask her 1o set and meet her own
paperwork deadlines.  Give her more time to do the job
properly. Monitor her performance.

(. Let her know that she is submitting inaccurate and
incomplete reports. Ask her what she plans 1o do abon
it. Help her develop a plan for solving her problems.
Maonitor her performance.

1) Let ber know that she is submitting inaccurate and
incomplete reports. Specify the sieps she should take
with appropriate deadlines. Show her how to complere
the repornts. Monitor her performance.
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LEADER BEHAVIOR
ANaLysis I

Kenncth Blanchard, Ronald Hambleton,
Douglas Forsyth, Drea Zigarmi {

SCORING-A

DIRKCTIONS:

1. Record vour answers from the Leader Behavior Analysis 1
form in the columas bibeled ST, 82,83 or S4 under Swle
Flexibility. For each sitation (1-20). circle the leuer thae
corresponds 10 your answer.

2. Once this siep is completed, repeat the procedure in the
columns labeled P, F, G or E under Stvle Effectivencss.

4. Add the number of circled letters in each of the eight
columns on the scoring sheet, and enter the sums in the
boxes Libeled “Totals.”
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< . “ Primary Style Matrix. For example, assume that the column
S1 YLE FLEX[B"‘VI Y with the langest number of circled items is column 83. If cight
- col headi S Flexibility corres 1 items have been circled, you would eater the number 8 in the
1 I::"I-f': :‘ IT:'krshi;;‘sg:-l‘::d“ tyde Flexibility correspond o $3 circle on the Primary Style Matrix. 10 you have « tic for your
yies prinuuy style (iwo or more columns with the sume number of
S1 - High Directive, Low Supportive Rehavior items circled), enter the numbers from cach of these styles in
$2 - High Directive, High Supportive Behavior the appropriate quadrants.

$3 - High Supportive, Low Directive Behavior
. $4 - Low Supportive, Low Dircctive Beliavior . .
(y Any column with four or more circled letters, other than

The column (S1, S2, S3 and S4) with the Luyest number of ~ your primary style(s), indicates @ sccondary leadership
circled letters is your primary leadership siyle. Enter this style. Enter this nmnbct(.s) in the appropriate wiangle(s) on
number in the cirdle in the appropriate quadrant on the the Sccondary Style Matrix.
8 Primary Style Matrix Style
STYLE FLEXIBILITY Flexibility
SI S2 S3 sS4 Graph
1|AJC|D|B
2 A C B D . ] ﬁgh R 30
3 i |s2 J By
3|A|lBJC]|D — o
s lc|n|p]|a '
S| D|A]J]C| B ¢
6|l A|lC|D|B S4 Jlst 5 25
i|B|D|A]|C :
8| C|B|A|D -
9|D|BlA]C Sccondary Style Matrix —
10|B|C|DJ|A z 20
n|BJj|CiDJ|A /\ A . T
12/A]cCc|B|D S
13{B|C|D| A s3 . L—J L
4| D|BJlA]|C o L 15
iI5/|A|C|B|D —
6|B|D|C| A " s j —
1I7{B|D]A}]C :
18| 8| A|C| D — 10
9 p18lALC Developing Style Matrix »
20({D|A|C|B _ L
Touls r
DIFFERENCE BETWEEN 4 =5
5 5 5 5 Subtotal 3 24182 —
O0-0-0-0 =
Subiract the aumber in the Sublutsl |
bos from g o s4 Alst QJ Law 0

Style Flexibility Score I:

& 1991 Blanchard Training and Developecnt. T
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€} Any column with kes< than four cireled leners shouled e

<7 conadered a sivle vou may want o develop. Enter this
number(s) in the appropriate box(es) on the Developing Sivle
Matrix.

STVeE Frexminery SCORe

To obtain your Siyle Flexibility Score, calculate the

difference between 6 and each total. Subtract in cither
dircction. Disrcgard the plus or minus sign. Enter these
number<in the shided boxes at the battom of the Sivie
Flexibilitn columms. For examplec, if the total in column $2 i< 2,

} ) Style
STYLE EFFECTIVENESS ..
r F c E Effectiveness
Graph
1 |B,IDs] A | C
.2 {D,|Bs| C A High 80
3 |D,|Cs|A|B
4 |A|Ds| B | C
5 [D,|B,| A | C.
6 |[A,|]Ca|B | D 7
71C,lAs{D | B Al
8 [c,[By]D| A ‘_'_
9 |D,|[Bs| A ]| C -
10 A4 B| D C —60
1In(B,|Ce|D| A [
12{a,|cy|/D | B ::
sla,|Dpslc|B L
14{D,|By|C | A =50
15/A,|Ce|B | D -
16 |B,|D;| C A C
17 (B, |Ds| A | C
18|D,|Cs|A|B L
19|c,|{As|D | B -
20 [B,|Cs| D | A —
Fotals B
MULTIPLY BY L 30
1 1 3 4
-0-0-0-C3 C
Style
Effcctivencss —
Score low 20

then the ditference between 5 and 2 would be 8, and a S should
be entered in the box. Hf the wtal is 6, then the difference
hetween 5 and 6 would be 1, and a 1 should be entered in the
box.

) Adddall lour number<in the shaded boxes and enter thic
sum in the Subtotal box. Subtract the Subtotal from M
and enter this number in the Stvle Flexibility Score box. Scores

can range from (:30. Draw an arrow at the corresponding
number along the Style Flexibility Graph. A lower score
indicates low style llexibility, which means that you select the
same ane or two styles for cvery situation. A higher score
indicates high sivle flexibility, which means that you use all of
the four styles more or less equally.

StyiLE EFFECTIVENESS

To score high an style eifectiveness. you must not only show a
high level of llexibility in <ivle selection, but you must also
choose the leadership stvle that is most appropriate for eacih
situation. The Style Eflectivencss columns are headed by poor
(1), Gair (F). gowoed (CG) o excellent (E) ratings. The totale a
the bottoam of these calumas indicate how often you chaose a
powon. Gair, gowxd or excellent answer.,

StyLe EFFEGTIVENESS SCORE

To obtain your Siylc Eflectiveness Score, multiply each

total entered in the P.F. G and E columns by the numher
helow each wotal. Enter the products in the shaded boxes 1: the
bottom of the Style Effectiveness columns. Add all four
numbers andl enter the sum in the Style Effectiveness Score
box. Scores range from 20-80. A lower score indicates low snle
cfTectiveness, which means that vou chose a greater number of
fair or poor leader sivle choices for the 20 situations. A higner
scorc suggess high effectiveness. which means that you chate a
greater number of good and excellent leader style choices

2 Draw an arrow at the corresponding number along the
Style Eflcctiveness Graph,

(Contmued on back page)
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S1yLE DIAGNOSIS

To bener understand how you might improve vour eflective-
ness e, it ic helplul 1o examine the appropriatencss of vour
v le <clections. The numbers in subseript in the poor and fair
Stvle Fiectiveness columns are the leadership siyles vou ehose
when vou cirdled responses AL B, Cor D, Record the number
of Sude 1 chances vou mide in the poor and fair columns and
place that number in the oval in the S1 quadrant on the Swie

Diagnoac Marrix, Repeat this procedure for Sile 2, Sivle 3 and

Swvle | choices within the poor and fair columns. A pattern of
four or mone answers in the fair and poor caregorics in onc
leader<hip sivle means that vou mav not be taking the develop-
ment level of the perton or group with whom veu are working
into conideranon when choosing o leadership sivie. Go back
1o your LRAN Sell form, and reanalyze the sitnations 1o see i
vou can better understand why you may be using those sivies

wappeprinely,

Sulc Diagnosis Matrix

1

REanehare Training and Development, Ine. is a fullsewvice

ining company in the arcas of leadership,

. perlormance management. cthics and wellness,
Call or write e infony

concnlting and

{3
CUSLOMCT 1N

1on on seminars and consulting wivices,
o o receive a current catlog featuring BTN S waining products.

SER R hawd Tesmeng amd Eevehpmend,

brd

Blanchard Training and Development. Inc.

125 State Place, Escondido, CA 92029
(800) 728-6000  (619) 489-5005

liem # 11811
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