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ABSTRACT
An Analysis of Urban Higher Education
CEO’s Perception of Critical

Leadership Behaviors

Linda Ferguson Banis
01d Dominion University 1991
Director: John J. DeRolf, III, Ph.D.

The research question for this study asked if CEO’s
(Chief Executive Officers) of urban higher education
institutions hold the same values and beliefs as those
attributed to business and industry CEO’s through the
business literature. Through survey methodology, the
analysis of urban higher education CEO’s perceptions of
critical leadership behaviors revealed very similar belief
patterns. The primary discrepancies between the research
group and their industry counterparts lie in the degree to
which critical behaviors are espoused and in the acceptance
of transformational leadership as a proactive model for
effective organizational change. The responses to the open-
ended portion of the questionnaire gave a clear picture of

the kinds of training CEO’s consider to be important. The
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Likert scale items revealed that urban education CEO’s
espouse the transformational leadership concept yet are
tentative about empowering staff and aligning the
organizational structure to facilitate a participative
management model. Entrepreneurship and risk taking
activities are embraced somewhat tentatively also which
would serve to inhibit creativity and innovation within the
organization,

The traditional emphasis on academic culture, symbols
and the president as leader may be instrumental in
encouraging the belief that CEO’s should be charismatic and
visionary, yet without changing organizational structure and
empowering employees, the concept of leadership remains in
the traditional domain.

It has been established that urban education CEO’s do
hold similar beliefs as their business counterparts. The
literature search also revealed that many environmental and
business conditions are also similar. It is therefore
recommended that further research be conducted to identify
ways in which transformational leadership methods could best

benefit the urban higher education milieu.
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CHAPTER I
INTRODUCTION
Purpose

The purpose of this research project is to determine if
Chief Executive Officers (CEO’s) of urban higher educational
institutions have the same attitudes and values as those
attributed to business Chief Executive Officers (CEO’s)
through the business literature. If a positive relationship
is found between the two, a transformational leadership
model could be recommended as a tool for the study of the
role of CEO (Chief Executive Officer) in urban institutions
of higher education. This study, therefore, is intended to
be the groundwork upon which clarification of the dynamics
of leadership within the higher education milieu can be
predicated.

An extension of this research could be to use it as the
foundation for the design of formal training and/or learning
experiences to strengthen leadership behaviors of
individuals in urban university CEO positions.

Backaground

Urban higher education is facing an increasingly
turbulent environment. Economic, social, demographié, and
political factors have combined in such a way as to preclude
the free wheeling growth of the 1950s and 1960s. Now CEO’s
are forced to deal with such issues as retrenchment,
financial crises and/or declining or steady-state funding,

fewer traditional-age students, an aging professorate,



accountability, less support from the public and the
government, and an increasingly litigious clientele. All of
these issues are well known to the close observer of urban
higher education. However, the methods of management and the
leadership skills required to successfully maintain
institutional vitality remain unclear.

Exacerbating this issue is the fact that very few
academic leaders have had formal leadership training (Cohen
& March, 1974; Olswang & Cohen, 1979). Instead, they have,
generally, been recognized as outstanding specialists and
technicians in their chosen fields and have been promoted on
that basis rather than on the basis of their management and
leadership skiils. That may have been acceptable in the
past, but the internal and external factors affecting
today’s urban colleges and universities call for finely
tuned and highly refined leadership skills. One of the few
currently-available formal management development programs
aimed exclusively at higher education is that developed by
the Kellogg Foundation in 1981 (Sullivan, 1982). Other
attempts to train administrators in leadership functions
tend to be either developed in-house, are brought in from
the outside, or take the form of off-site‘seminars.

A recent book on academic management reports that
students of the higher education situation predict that
between 10 percent and 30 percent of America’s 3,100

colleges and universities will close their doors or merge
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with other institutions by 1995 (Keller, 1983). The
implications this condition could have for our urban centers
in terms of the economy, research, technical support of, and
access to, education are very serious. Although the
potential demise of urban colleges and universities in
itself is not the focal point of this study, it is an
example of a larger set of problems which may result from a
lack of highly skilled individuals in leadership

positions. It is imperative that leaders in urban higher
education be prepared to addfess the rapidly emerging
problems which will attend wide-sweeping changes in the
educational milieu in order to avoid possibly devastating
negative consequences and to be prepared to avail themselves
of potential opportunities.

The literature from business and its related fields
supports transformational leadership behaviors as those most
likely to'be displayed in successful (thriving and growing)
businesses. The question to be addressed by this study is:
do Chief Executive Officers (CEO’s) of urban higher
educational institutions have the same attitudes and values
as those attributed to business CEO’s through the business
literature?

Rationale

The academic institution is a vital part of the

American economic and social structure. In the greater

Hampton Roads urban area alone during 1989-1990, colleges
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and universities provided educational opportunities to
69,815 students, employed 10,808 personnel, and were funded
by budgets of approximately $510,000,000 (Virginia Business,
1990. p. 22, see Appendix a).

The failure or serious dysfunction of even one of the
twelve local institutions of higher education would have a
significant economic impact on the entire region, not to
mention the prospective loss of educational opportunity for
thousands of current and future students. The demise of
institutions at the rate of 10 percent to 30 percent
annually as predicted by Keller (1983) would likely be
regarded as a national crisis. Additionally; there is a
current trend of "take-overs'" of at-risk American
institutions by other nations. This is presently happening
at some of America’s smaller liberal arts colleges.

The literature on academic management clearly
recognizes the crisis faced by American colleges and
universities and attributes much of the cause to poor
management and lack of leadership skills (Bennis,

1972; Cohen & March, 1974; Keller, 1983; Whetten, 1984).
What constitutes good leadership? Are the behaviors
associated with it the same across organizations? The
researcher intends to go beyond the broad definitions
currently associated with leadership and management and to
identify those leadership behaviors which are most crucial

to leadership in higher education.
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For the most pa:t, the field of higher education has
not taken an active role in researching these questions.
This is not the case in other fields. Business
organizations have been involved in training their
executives in management and leadership for years but higher
education has not recognized nor accepted this need until
recently. Reasons for this may lie within the institution
itself. A partial cause could be a sort of generic bias
many professors hold against business and economic
activities (Keller, 1983). They tend to resist the needs of
the organization and view administration as a necessary
evil. Another reason for the lack of leadership training in
higher education could be the commonly held belief that a
society of professional scholars does not need to be
"taught" more skills: such individuals are, by definition,
self-directed learners. Finally, higher education sees
itself as inherently different from other organizations and
has difficulty understanding how organizational behavior
theories and practices "fit" their unique structure and
needs.

This study would contribute to the literature by
applying the findings of the business literature to the
urban higher education setting. This is to be done by
surveying current urban university CEO’s to determine if
they hold common beliefs and attitudes about leadership

behaviors with business CEO’s. A positive response would
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provide the groundwork for developing a transformational
leadership model for use as a tool for further study of
urban education CEO leadership behavior. It could lead to
the formulation of a training and/or education program
designed to produce effective leadership for the urban
higher education setting.

Definition of Constructs

There are several constructs which will be used
throughout this study. They are listed and defined below:

Behavior - an action a human takes based on an acquired
set of beliefs. Actions take the form of stimulus-response
connections. For example, in.situation S, if an individual
believes he or she wants to create a certain consequence C,
then he or she does A (Argyris & Schon, 1974).

Attitude - internal states which focus on specific
aspects or objects in the environment (Ajzen & Fishbein,
1980). Attitudes are a function of beliefs (Ajzen &
Fishbein, 1980).

Value - instruments through which we choose from a
variety of information (usually more than we can handle)
that simplifies; constructed situations in which we can act,
that is, a basis for action (Argyris & Schon, 1980).

Leadership - the specific activity of influencing
behavior, beliefs and feelings of other group members in an
intended direction (Bass, 1985).

Transactional Leadership - motivation of subordinates
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through exchange of some type of reward for the service
provided (Burns, 1978).

Transformational Leadership - articulation of the
organization’s product, service or mission and shaping the
values of employees along that vision (Burns, 1978).
Limitations of the Study

Since a major portion of this study is of a conceptual
nature, analysis of the literature will be completed through
the processes of synthesis and comparison. It will be
necessary to apply various concepts and theories to the
higher education setting to determine if their use in such
an environment is feasible.

Further, the survey population will be used to
determine the utility of the hypothesis. Therefore, the
only conclusion which can be drawn will be with regard to
whether urban university CEO’s have the same attitudes and
values as-those attributed to business CEO’s through the
business literature. This research is not designed to look
at cause and effect relationships or generalizability beyond
the survey population.

This study is designed to take a first step towards a
viable model of leadership for higher education
administrators. As such, its scope will be limited to the
conceptual and the theoretical. Further research will be
necessary to operationalize the results. After that has

been accomplished, a pilot program for the development of
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leadership behaviors could be devised and implemented. Out
of the pilot program, of course, could come a full
leadership development program.

The implications for finding ways to strengthen our
country’s institutions of higher education are great. 1In
order to educate our youth, to retrain our workforce, to
engage in research designed to address agricultural,
manufacturing, political, environmental and social needs,
our colleges and universities must be healthy organizations
managed by knowledgeable and capable leaders. That, in
turn, will become one of the avenues through which

institutional vitality can be strengthened.
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CHAPTER II
LITERATURE REVIEW
OVERVIEW

Recent studies by such authors as Peters and Austin
(1985) and Bennis and Nanus (1985) have found that effective
leadership behavior has ceftain basic characteristics no
matter where that leadership takes place. While there is a
situational or contingency aspect to effective leadership
behavior such as that espoused by Fiedler (1964) and by
Hersey and Blanchard (1977), there also appear to be a
complex set of skills and personal characteristics involved.

Historically, leadership has nét been clearly defined
in the literature. For the most part, leadership has been
studied 1) in terms of individuals with certain
characteristics, 2) as extensions of organizational
positions, and 3) as behavioral manifestations (Stogdill,
1974). While it is difficult to describe the quality
"leadership," it is obvious that there are behaviors through
which it is manifested. In literature pertaining
specifically to the leadership role in higher education,
Warren Bennis (1972) stated that a college president should
lead rather than manage by creating clear-cut and measurable
goals which are based on advice from all elements of the
community. Hersey and Blanchard (1982) stated that the

essence of leadership is in influencing the behavior of
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individuals or groups of people. This definition has also
been suggested in the works of several other authorities on
organizational behavior (Bass, 1960; Katz & Kahn, 1966;
1978; Hodge & Johnson, 1970). Katz and Kahn (1978)
specified that leadership is the influence that motivates
people beyond mechanical compliance with routine
organizational rules and procedures. It is important to
note that leadership is differentiated from management in
that it appears to be a somewhat broader concept.

In a comprehensive review of leadership literature,
Stogdill (1974) surveyed over 127 empirical studies dating
from the early 1900s to the early 1970s. He found no
definitive explanation of leadership behavior and concluded
that there were almost as many descriptions as there were
researchers. For the purposes of this research, leadership
is defined as the specific activity of influencing behavior,
beliefs and feelings of other group members in an intended
direction. It has direct application to executive
leadership, that which sets direction for an institution, as
opposed to operational leadership, that which directly
affects the tasks which must be carried out to produce a

product or service.
HISTORICAL OVERVIEW OF LEADERSHIP RESEARCH

Stogdill’s (1974) literature survey traced the

expansion of leadership theories and research efforts,
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noting that until approximately World War II, attention was
devoted primarily to the identification of leadership traits
and their differentiation from one another. This approach
tended to treat personality variables in an atomistic
fashion and suggested that each trait acted singly to
determine leadership effects. Such early research led one
to believe that an individual who exhibited certain traits
would be successful leading any group.

Stogdill’s synthesis, however, revealed that different
group activities seemed to require different leadership
behaviors. This led the way for research into the
situational aspects of leadership behavior and.the impact of
those being led.

After World War II, early leadership theories were
modified with research which supported the view that trait
characteristics in combination with environmental factors
interacted to generate personality dynamics which enhanced a
person’s leadership potential (Fiedler, 1967; Vroom &
Yetton, 1973; House & Baetz, 1979; Hersey & Blanchard,
1982). called contingency theories, these approaches
continue to be widely respected explanations of leadership
behavior.

More recently, students of organizational leadership
have set out to observe commonalities between well-run
companies and among effective leaders with proven records of

achievement (Peters & Waterman, 1982; Peters & Austin, 1985;

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



14
Deal & Kennedy, 1982; Bennis & Nanus, 1985). Without
exception, the organizations which rank highest are those
run by leaders who hold clear visions of their company’s
future and who can successfully engage their employees in
the pursuit of that vision. "Visionary" leaders are
creative innovators who rely on their ability to integrate
right brain (holistic, creative, intuitive) and left brain
(rational, analytical, linear) skills in carrying out their
management roles. These leaders are very much like James
MacGregor Burns’ (1978) transformational leader who
articulates the organization’s product, service or mission
and shapes the values of employees along that vision.

Burns’ (1978) concept of a transformational leader is
represented by an individual who is able to build upon man’s
natural need for meaning. So important is this ability in
current literature on distinguished leadership that Peters
and Waterman (1982) claimed that "We are fairly sure that
the culture of almost every excellent company...can be
traced to transforming leadership somewhere in its
history" (p. 82).

In another study, Warren Bennis (1984) defined
effective leaders as "true leaders who affect the culture,
who are the social architects of their organizations and who
create and maintain values...who do the right thing," as
compared with managers who "do things right" (Bennis, 1984,

p. 14). By studying 90 leaders who met this definition,
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Bennis identified the following four "competencies" of
leadership from this group: a) "Management of Attention" is
a leader’s ability to attract others because of his/her
compelling vision, his/her set of intentions, his/her frame
of reference, and his/her extraordinary focus of commitment;
b} "Management of Meaning" is a leader’s ability to
communicate his/her vision to others in a way that makes it
tangible and real (in order to align others with him/her),
and to create meaning in a way that will cause others to
enlist in the vision; c¢) "Management of Trust" is a
reliability and constancy of purpose, or a consistency of
focus; d) "Management of Self" is self-knowlédge concerning
one’s skills and the ability to deploy them effectively, as
well as the ability to perceive unintended negative
outcomes, not as failures, but simply as mistakes to be used
for learning and for feedback about how to proceed. Bennis
"also noted from his study that leadership empowers other
people by helping them feel significant, by teaching them
that learning and competence do matter, by allowing them to
be a part of a community, and by showing them that work is
exciting.

In his research, Abraham Zaleznik (1977) made some
definite distinctions between the characteristics of leaders
and those of managers. He described leaders as a) being
proactive instead of reactive in shaping ideas, b)

projecting their ideas into images and giving them
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substance, c¢) creating identification with shared values and
generating excitement in other people, d) developing fresh
approaches to problem solving, e) having empathy and paying
attention to what a given situation means to others, and
f) attracting strong feelings of identity and difference
(sometimes love/hate) from others.

More recent accounts by Kiefer and Stroh (1983)
described organizations that are capable of inspired
performance and listed the following elements which appear
to be keys in this mode of operating a) a deep, often noble
sense of purpose, frequently expressed as a vision of what
the organization stands for or strives to create, which
provides shared meaning among employees and work that is
intrinsically valuable (over and above merely creating
financial security), b) alignment of individuals around this
vision, which inspires them to reach for what could be and
instills the desire to create rather than the need to
survive,.c) an emphasis on personal performance and an
environment that empowers the individual, d) effective
structures that take the systemic aspects of organizations
into account, and e) a capacity to integrate reason and
intuition. They elaborate on these points by noting that
effective leaders use intuition to clarify their vision, to
catalyze alignment of people, and to identify leverage
points for structural change.

Kiechel (1983) related leadership to vision, charisma,
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and the ability to build corporate culture. He noted
Zaleznik’s (1977) definition of vision as the capacity to
see connections and to draw inferences which are
unprecedented and not obvious.

In discussing the intuitive aspect of leadership, Rowan
(1979) pointed out that the intuitive hunch has been and
continues to be a time-honored executive decision-making
tool. He found that a corporate executive was a holistic,
intuitive thinker who constantly relied on hunches to cope
with problems much too complex for rational analysis.

Very little of the current leadership literature
focuses on the special needs of and conditions of
institutions éf higher education. Nor does it deal with the
fact that most administrators'in higher educational settings
have not been trained in leadership and management but
rather have been selected for advancement in the
organizational ranks due to their technical expertise. As
our colleges and universities face greater internal and
external environmental demands, it becomes more and more
essential that those in leadership positions be skilled in
the tasks required to effectively guide their organizations
to future vitality. Evidence of the lack of research
regarding leadership in institutions of higher education is
demonstrated by the fact that there is no journal devoted to
the specific issues of administration and organization in

higher education (Bass, 1984).
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Leadership effectiveness appears to be tied to the
leader’s personality, organizational factors, environmental
conditions, task requirements, and those being lead.
Leadership, itself, has been identified as filling a need a)
to complete organizational design by coordinating human
behavior and maintaining task orientation, b) to maintain
organizational stability within a rapidly changing
environment, c) for internal coordination of multiple and
diverse organizational units, and d) to maintain a stable
workforce by promoting personal satisfaction of needs and
attainment of goals (Katz & Kahn, 1978). Cohen and March
(1974) argue that the conceptual model one has of the
governance system in an institution is instrumental in
dictating leadership style.

This theoretical classification needs to be framed in
behavioral terms to become clear. The difficulfy here
arises from the fact that institutions of higher education
are unique organizations. Because of this, traditional
oréanizational management and leadership theories do not fit
perfectly. It is necessary, therefore, to first look at the
organizational structure of colleges and universities and
then at how leadership within them has evolved, and finally
at the literature on leadership in the business world to see
if it can be useful in understanding leadership behaviors in

higher education.
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ORGANIZATIONAL STRUCTURE OF COLLEGES AND UNIVERSITIES

Instead of being organizations tied to production which
can be measured in dollars, higher education institutions
create outputs which are diverse and difficult to measure.
Although colleges and universities differ in the quality and
quantity of outputs, typically they include such things as
a) student preparedness, b) student ability to obtain
employment in a degree-related field, c¢) number of students
pursuing advanced degrees, d) amount and type of student
services offered, e) performance of faculty, f) ability to
attract high caliber faculty and staff, g) ability to
attract students, h) ability to attract endowment funds,

i) scholarship monies and contributions, j) faculty
research, k) grant awards, 1) faculty publications, and

m) community service (Keller, 1983). Institutions of higher
education have historically been less attentive to business
variables such as profit margin and return on investments
(Keller, 1982).

Higher education institutions are largely dependent on
individual faculty members to produce desired outputs. This
usually occurs through a technology the faculty members
devise individually but with resources they do not control
(Millett, 1980). This type of operation has been labeled as
ambiguous (Cohen & March, 1974) but for the purposes of this
research might better be viewed in terms of its uniqueness.

Not only are the outputs/services rendered by higher
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education unique, but so is its structural design. 1In
looking at the structure of the university, Walker (1979)
declared it to be a pluralistic democracy. The model he
describes is based on the following general operating
procedures of higher education communities: a) the principle
of the consent of the governed is a basis of governance,

b) a moral quality is inherent in decision making and
behaviors, c) polycentric authority structures apply
administratively, and d) leaders are ancillary and
expendable (Walker, 1979).

In other research concerning the organizational
characteristics inherent in colleges and universities,
Baldridge, Curtis, Ecker and Riley (1978) found that
institutions of higher education resembled other bureau-
cratic structures in some ways and differed in some other
very significant ways. As bureaucracies, higher education
institutions have a) stated goals, b) hierarchical
structures and communications systems, c¢) specified duties
and responsibilities to be carried out in chain-of-command
fashion, e) delineated procedures for decision making in
setting policy, and f) routinized administration procedures
for daily work.

Differences, however, occur in the fact that, for
institutions of higher education a) goals are more ambiguous
and diverse, b) clients are served rather than materials

processed or products produced, c) key employees are highly

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



21
professionalized, d) technologies are based more on
professional skills than on standard operating procedures
(which renders them unclear), and e) fluid organizational
participation occurs with amateur decision makers who wander
in and out of the process (Baldridge et al., 1978). All of
these patterns contribute to the unique format of
organizational structure found in American colleges and
universities. What is more, Baldridge et al. found that,
because of differences and diversity among colleges and
universities themselves, it was possible to further
categorize such institutions into eight groups based on
environmental relationships, professional task, and size and
complexity, thus rendering their classification even more
complex.

In terms of structure, Baldridge argued against the
bureaucratic model with its "hero" leader at the top of the
hierarchy of power, who assesses problems, considers
alternatives and makes decisions in a authoritarian manner.
This type of structure would suggest utilization of
management procedures such as Planning, Programming and
Budgeting Systems, Management by Objectives, Zero Based
Budgeting, and the like. However, while these procedures
are relatively easy to implement in a bureaucracy, they tend
to break down quickly in the higher education setting
because they are often predicated on inaccurate assumptions

about colleges and universities such as a) that goals are
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clear, b) that these are "closed" organizational systems,
and c¢) that planners have the power to execute their
decisions (Baldridge et al., 1978).

Further, Baldridge and his colleagues discredited John
Millett’s collegial model (1962) by declaring that it no
longer exists--if it ever truly did. According to Millett,
the collegial leader, is at the very most, a "first among
equals" in an organization run by the faculty. Millett
spoke of a "dynamic of consensus in a community of scholars"
(p. 234-5) which requires the leader to facilitate, persuade
and negotiate rather than to lead or manage.

While acknowledging that both the bureaucratic and
collegial models provide useful insights into aspects of
college and university organization, Baldridge and his
associates proceeded to propose a political model which
described the dynamic processes by which policies and
decisions.are shaped and which took into account the
importance of external forces, conflict and power. Such a
model recognized that a university is too complex to be run
solely by one person. University systems are also too
complex for an autocratic president to rule by directive.
The political leader must be able to mediate, negotiate and
be politically astute in facilitating cooperation
between/among power blocs to achieve workable courses of
action.

Since colleges and universities are diverse, it appears
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that these three models might best be utilized as frameworks
through which to view individual institutions. Upon close
examination, it will be found that the various higher
education organizations are a subtle mix of bureaucratic,
collegial and political dynamics. Leadership of such
organizations requires that chief executive officers be
aware of and responsive to the specific dynamics within

their own institutions.

ORGANIZATIONAL ENVIRONMENT

The internal or organizational environment also affects
leadership style; however, the CEO can have a greater
influence over these factors than is generally the case with
external environmental factors.
Task/Role

The task/role dimensions of executive leadership go far
beyond those of management. Managers are involved with the
maintenance of the organization while leaders are often
dedicated to its change. Warren Bennis said that managers
are concerned with "doing things right" as opposed to
leaders who are concerned with "doing the right thing"
(Bennis, 1984, p. 16). The task/role of leadership is to
cause movement, to forward the action.

The precise role of CEO will be specific to each
institution, of course. However, it generally consists of

guiding the processes of a) institutional mission
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definition, b) goal setting, c) nurturing political
stakeholders and, d) facilitating the day-to-day
administration of university affairs.

Inherent in the office of CEO is a certain amount of
power: position power. That power along with personal power
(a personality factor) and informational power (an aspect of
behavior) can be utilized to mobilize people and resources.
Superiors

University CEO’s generally are accountable to a
governing board. The influence of this group and/or its
chairperson can be strong and it would be relatively easy to
adopt a transactional approach. However, it could often
benefit the CEO to influence the board through
transformational means rather than to be indebted through
transactional trade-offs. The board could be utilized as a
reference group and should represent a measure of the
transformational leader’s effectiveness.

Subordinates

Of course, leadership cannot take place in the absence
of individuals who are willing to respond to a leader’s
behaviors. As a results, a leader’s behavior is affected by
his/her followers to the degree that the leader identifies
with his/her followers (Bass, 1985). When followers ascribe
to the leader’s values and power, of course, it is more
likely that transformational leadership will take place.

Both transactional and transformational leadership take
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place in most institutions. They are not mutually exclusive,
however, in times of crisis and threat, transformational
leadership appears to be responsible for organizational
turn-around.

Subordinates who are receptive to transactional
leadership tend to be "oriented toward extrinsic motivation,
readily responsive to promised rewards, threats of
punishment, and the accomplishment of shortrun objectives"
(Bass, 1985, p. 164). In the higher education setting,
those subordinates who are "equalitarian, self-confident,
highly educated, and high in status" may be somewhat
resistant to transformational leadership (Bass, 1985, p.
164).

Consequently, when subordinates value the satisfaction
of higher-level needs, a transactional leader will succeed
in offering contingent rewards. If that valuation does not
exist, transformational approaches may instill such a sense
of desirability.

Political Factors

The higher education setting is often highly political.
Faculty expects to be part of the decision making process
and to take part in various committees seeking recognition
of their ideas and points of view. Often individual schools
are in competition for limited funds and acknowledgement.
Consequently, changes often occur as the result of political

trade-offs among powerful coalitions.
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As a result, transactional leadership is often the
norm. When an institution faces a crisis, however,
transformational leadership may be accepted as leaders
identify superordinate goals which may unite previously
competing factions, i.e., institutional survival which many
coalitions can rally behind. Once the crisis has passed,
chances are good that tranéactional leadership will again
emerge as special interest groups once again turn attention
to their own gain. Consequently, leaders must be acutely
aware of these dynamics and must consistently work at
providing proactive, transformational leadership. In this
day of constant environmental- change, static organizations

cannot thrive.

LEADERSHIP IN HIGHER EDUCATION

Since a framework for the understanding of
organizational structure has been developed, it is now
appropriate to examine leadership within higher education.
In synthesizing leader behavior over a twenty year period,
Donald Walker (1979) categorized those behaviors as Less
Effective and Mﬁre Effective. The Less Effective
administrators tended to strongly identify with the status,
authority and privileges of the office. They appeared to
regard themselves as inseparable from that status. When
criticized, these administrators responded as if attacked

and reacted with threat and counter-aggressive behaviors.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



27
They expressed belief that strongly punitive actions were
the best deterrents to future attack. Additionally, the
Less Effective leaders regarded critics as troublemakers and
tended to demean the motives and objectives of individuals
who made their views known.

Overall, the Less Effective leaders believed that
decision making was a series of personal acts of courage,
will and purpose. In the decision making process, their
objective was to see that orders were obeyed and rules were
followed. That was particularly important after hard,
unpopular decisions had been made.

Attitudes of such individuals toward the institution
revealed that they regarded it as inert or perverse and saw
themselves in a savior role. They became the mind and
embodiment of the institution’s conscience and felt an
obligation to oppose prevalent tendencies to expediency,
laziness,.inertness, and misbehavior.

In the More Effective administrators, Walker found
individuals able to separate themselves from their offices.
They saw themselves as colleagues with faculty in decision
making and held strong beliefs about the importance of all
employees no matter what their position.

Leaders in this group conceptualized the academic
community as groups of legitimate constituencies with
different interests. They viewed administration as a

process of facilitation and service provision.
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Additionally, the More Effective individuals tended to be
open and willing to accept alternative solutions to
problens.

Such behaviors as those identified by Walker in his
More Effective group are among those which current students
of organizational leadership also cite as being evidenced by
effective leaders (Peters & Waterman, 1982; Peters & Austin,
1985; Iacocca, 1984; Bennis & Nanus, 1985). However,
Maccoby (1979) found that leadership in higher education was
more apt to be like that described in his Gamesman
archetype. The Gamesman is highly meritocratic. He enjoys
challenges and controls his subordinates by persuasion,
enticement and his great enthusiasm (charisma perhaps).
Although he is fair, this leader is detached and seemingly
afraid of exhibiting feelings of emotion and compassion.

According to Maccoby, Gamesmen began to bhe seen in
higher education in the 1960s. They attempted to make
academe fairer by implementing Management by Objectives,
Planning, Programming and Budgeting Systems and like
programs and responded to Affirmative Action plans.

Maccoby rejected the validity of the Gamesman archetype
in today’s colleges and universities because neither the
functions of these leaders nor their images fit educational
organizations faced with limited resources, new societal
values, and demands for rights. The Gamesman cannot provide

leadership within the types of limitations imposed on higher
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education today because his ultimate goal is winning, not
developing and considering the greater common good.
Consequently, under Gamesman leadership, universities become
battlefields as employee groups fight for limited resources
while rational planning, student needs, and campus-wide
concern with educational policy founder.

Additionally, Maccoby found that employees no longer
respond well to the careerism so important to the Gamesman,
nor to his lack of interest in those not considered
"top-runners." The Gamesman does not foster a sense of
service and responsibility in employees since his focus is
on winning and personal gain. As a consequence, people
under the Gamesman’s organization lack a sense of motivation
because they feel powerless within a large institution which
exudes an anonymous authority that treats employees in a
mechanistic manner and ignores the changing values of the
workforce.

Maccoby notes that many colleges and universities have
moved beyond Gamesman tactics. A recent review of
organizational behavior as it relates to higher education
(Bobbitt & Behling, 1981), bears out this view but reports
that no specific laws of administration have been revealed.
However, one universal finding does continue to surface: the
behavior of an administrator is a determinant of
organizational performance (Bobbitt & Behling, 1981).

In looking at specific administrative skills, Blake and
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Mouton (1981) designed the Academic Administrator’s Grid
with concern for institutional performance and concern for
people as its two underlying behavioral factors. Blake and
Mouton suggest that effective human interaction in the
workplace is necessary for productivity. They feel that
relationships must be based on a) trust and respect,
b) confrontation of conflict in order to establish
collaborative problem solving, c¢) encouragement of open and
candid conversation, d) use of critiques as the basis of
personal learning, and e) promotion of shared participation
which leads to discussions resulting in understanding and
agreement. A leader who exhibits a high degree of concern
for institutional performance and a high degree of concern
for people fosters teamwork. Burke (1982) calls this an
integrated leadership style.

More recent research by Cunningham (1983) identified
old versus new or emerging administrative skills. Skills
which he found to be useful in the past were a) goal setting
and purpose finding, b) planning, c) organizing, d) climate
setting, e) trust building, and f) maintaining.

Those skills which were emerging as necessary for the
administration of higher education facilities of today and
tomorrow include the ability to focus on the present and the
future simultaneously, to bridge among and between many
sectors of interest, to engage in mixed scanning, monitoring

and interpreting, to adapt to sustained changes, to utilize
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intuition, to employ decision-making and policy development
skills, and to manage symbols (Cunningham, 1983).

Current researchers have suggested that the focus of
institutional leadership has shifted from being primarily
internal to being a blend of both internal and external
efforts. The key to this blend is a vision which
articulates where the orgahization is going (external) and
how it is going to get there (internal and external).
Manasse (1984) observed that organizational vision was
needed for effective leadership and that interpersonal and
technical skills were needed to facilitate bringing
individuals and subsystems into congruence so that they were
working together towards a common gbal. It is the clearly
articulated vision (mission or goal) which gives impetus to
the entire process (Peters & Waterman, 1982; Manasse, 1984;
Peters & Austin, 1985; Bennis & Nanus, 1985).

Another researcher (Peck, 1984) studied institutional
vitality and success, and identified seven characteristics
of small colleges. They were a) sense of mission and
purpose, b) consciousness of opportunity, c¢) innovation and
creativity, d) intuition of leaders, e) administration
through people not tasks, f) effectiveness being more
important than efficiency, and g) well run operations. Peck
concluded that classical management theory is not applicable
to small collage administration in a time of flux.

A final contemporary writer on the subject of
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leadership in the educational setting pointed out five
forces which he felt impacted on the leadership process.

The five forces include a) technical, b) human, c)
educational, d) symbolic, and e) cultural elements
(Sergiovanni, 1984). Sergiovanni feit that all of these
forces must be dealt with in a balanced manner to result in

effective leadership.

GENERAL LEADERSHIP LITERATURE

Since very little research has been done on leadership
in higher education, it is necessary to turn to the
literature on leadership in general to gain some insight.
Historically, leadership research can be divided into three
main episodes. The study of traits took place from around
1910 until World War II. Between World War II and the late
1960s, the emphasis was on leadership behaviors. From the
late 1960s to the present, contingency theories have
received major attention.

The early trait theories arose from the belief that
individuals who emerged as leaders are different from those
who assumed "follower" roles (Chemers, 1984). Researchers
tried to identify those traits or personality
characteristics which set the leaders apart. Over 120 of
the trait studies of this time were reviewed by Ralph
Stogdill in 1948 in an attempt to find a consistent and

reliable pattern in the findings. He concluded that no
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pattern existed. 1In fact, Stogdill found the data to be so
random and inconclusive that he predicted there would be no
viable theory of leadership until researchers were able to
integrate personality and environmental factors.

The second era in leadership research focused on
behaviors rather than traits. This approach was designed to
determine exactly what leaders did which influenced other
people to follow. It was spearheaded by the work of Kurt
Lewin, Ronald Lippett, and Ralph K. White in 1939 with their
study of autocratic, democratic and laissez-faire leadership
styles. Kurt Lewin’s studies focused more specifically on
the dynamics of interpersonal relationships and he conciuded
that behavior was a function of the interaction of
personality and situational factors: B=f(P,S).

Further research in the 1950s at the University of
Michigan under the direction of Rensis Likert and at Ohio
State University under the direction of Ralph Stogdill,
Edwin Fleishman, and John Hemphill resulted in factor
analysis of behaviors which revealed two distinct
factors: 1) consideration, which included concern for
feelings of subordinates, use of two-way communication and
interpersonal warmth, and 2) initiating structure, which was
comprised of behaviors stressing role clarification,
maintenance of performance standards and task-related
feedback.

While it was found that both consideration and
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initiating structure have positive effects (although at
different points in the process) on group productivity
(House & Baetz, 1979), it was also clear that there was
enough inconsistency in patterns (Korman, 1966) that these
theories did not identify any "best" leadership style.

The next era of researchers began to devise contingency
models which related leader behaviors to environmental
factors. A number of contingency theories have evolved
including Fiedler’s (1964) Contingency Model, Vroom and
Yetton’s (1973) Normative Decision Theory, House’s (1971)
Path-Goal Theory, and Hersey and Blanchard’s (1977) Life
Cycle Theory. Fiedler’s theory is based on the belief that
the productivity/effectiveness of the work group is
dependent on the interaction of the favorableness of the
situation (based on leader/member relations, task structure
and position power) and the style of leadership (task
related versus relationship related) exhibited. The Least
Preferred Co-worker scale is used to determine whether an
individual is task-motivated or relationship-motivated.
Those who respond with high task-motivation scores tend to
lead in a manner more concerned with task success.
Generally, they are more likely to exhibit behaviors which
are structured and directive i.e. more authoritative. These
individuals do well in situations which are highly favorable
such as high task structure, high position power and

positive leader-member relations.
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Leaders who are relationship-motivated tend to be
concerned with avoiding conflict, maintaining high morale,
and attending to interpersonal dynamics, that is
participative/high consideration leadership. ' They generally
do well in moderately favorable conditions, hence, theyv are
more concerned with relationship than task.

Another contingency model, Normative Decision Theory
(Vroom & Yetton, 1973), identifies a range of
decision-making styles. The styles include autocratic
(leader makes decisions alone), consultative (leader makes

decisions after consulting subordinates), and group (leader

encourages subordinates to participate in deéision-making).
A set of decision rules are utilized which help eliminate
processes which could place either decision quality or the
acceptance of the decision by subordinates at risk (Maier,
1967). If more than one alternative remains after all the
rules have been applied, consideration is then given to time
factors and the development of subordinates. The purpose of
Vroom and Yetton’s model is to assist and to teach those in
leadership roles to easily select an appropriate strategy
which will result in the quickest and most acceptable method
of "arriving at" a quality decision.

A third contingency model is House’s (1971) Path-Goal
Theory. This theory, originated by Evans (1970), was
expanded by House (1971) and includes four types of leader

behavior: a) directive (provides specific guidance, sets
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standards, clarifies roles), b) supportive (focuses on the
development of positive interpersonal relationships), c)
achievement-oriented (establishes high expectations and
challenging goals to meet standards of excellence), and d)
participative (encourages subordinate’s suggestions and
advice in decision-making). According to House, the leader
engages in any of the four'styles at varying times and to
varying degrees in order to facilitate subordinate’s
accomplishment of goals. A second part of this theory
focuses on the leader’s ability to reward productive
behaviors which, in turn, acts as a motivator for
subordinates.

A fourth major contingency theéry is the
Hersey-Blanchard Life Cycle Theory (1977). It is based on
the Michigan and Ohio State studies of leader behavior.
Consideration and initiating structure (Ohio State
Leadership Studies) are used to derive four leadership
behaviors: a) telling, b) selling, c¢) participating, and d)
delegating. Depending on the maturity and orientation of
the employee (Michigan studies) an appreopriate behavioral
mode is selected to help facilitate employee work behavior.

According to Hersey and Blanchard, when employee(s)
exhibit a low level of maturity, the leader adopts the
telling mode (high task and low relationship). As
employee(s) maturity level increase, the leader increases

relationship (selling) behavior and then decreases task
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(participating) behavior. Wwhen the employee(s) reach
maturity, the leader can engage in delegating behavior by
decreasing both task and relationship.

All of these contingency theories are currently in use
to describe and explain behaviors which leaders can and do
exhibit to facilitate subordinate’s behaviors and/or
productivity. These theories are also called transactional
theories because they focus on the exchange which takes
place in the leader-follower relationship. The basic
assumption here is that when the follower is not motivated
or satisfied by the job and/or environment, the leader can
provide what is missing to enhance follower motivation and
satisfaction. This is accomplished by understanding the
environment, the task, the follower’s motivation and
competence and by making a series of exchange or implicit
bargains between leader and follower which are designed to
increase éatisfaction, motivation and performance.

Within the past decade, however, a new group of
researchers have begun to take a fresh look at leadership.
These new theories are called charismatic or
transformational theories. They are used to describe
leadership which results in performance which is beyond the
normal expectation; where followers voluntarily expend extra
effort to help insure the success of the enterprise.
Students of transformational leadership have made several

important observations concerning the nature of leader
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behavior. James MacGregor Burns (1978) described
transforming leadership as that in which the leader
articulates the organization’s product, service or mission
and shapes the values of employees within that vision. He
said that transformational leaders attend to followers’
"wants, needs and other motivations, as well as their own
and, thus, they serve as an independent force in changing
the make-up of followers’ motive base through gratifying
their motives" (Burns, 1978, p. 20).

Burns was the first to label leadership as
transactional and transformational. He saw the
transactional leader as one who motivated subordinates
through exchanging some type of reward for the service they
provided. While Burns referred mainly to the political
transactional leader, Bass related transactional leadership
to the general superior-subordinate relationship. Bass
noted the following behaviors of the transactional leader
towards subordinates a) he/she is aware of what subordinates
want from work and tries to supply those things based on
performance, b) he/she rewards or promises reward in
exchange for efforts in the workplace, and c) if work gets
completed, he/she tries to be responsive to subordinates’
immediate self-interests (Bass, 1985). In contrast to the
transactional leader behavior, both Burns and Bass have
studied transformational leader behavior: that which results

in subordinates who work beyond expectations. According to
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Burns, both the transactional and the transformational
leader recognize that subordinates must have their lower
level needs met (per Maslow) but the transformational leader
has the ability to address higher level needs through
communications and role modeling. Generally, this results
in subordinates who are more "self-directing and
self-reinforcing" (Burns, 1978, p. 3). As a consequence,
they tend to "take on greater responsibility" and become
leaders themselves (Burns, 1978, p. 3).

Bandura (1982) has shown the importance of
self-regulation with regard to performance issues and
concluded that "transforming leaders provide the high
standards of performance and accomplishment and the
inspiration to reach such standards" (Bass, 1985 p. 20).

As followers become more and more self-actualizing, the
successes they have achieved become more self-reinforcing.

Bass points out that transformational leaders heighten
the awareness of their co-workers, subordinates, followers,
clients and constituents. This requires a leader with
vision, self-confidence and inner strength to argue
successfully for what he sees as right or good, not for what
is popular or is acceptable according to the established
wisdom of the time.

The result of this type of behavior is performance of
the subordinate beyond what they originally expected to do.

Since the transformational leader raises the original level
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of an employee’s self-confidence, employees are able to
perform at higher levels of productivity, efficiency and
enthusiasm.

Bass (1985) states that this kind of transformation can
be encouraged by a) raising the subordinates’ level of
awvareness and consciousness concerning the value of specific
outcomes and helping to point out various paths to reaching
those goals, b) providing superordinate goals which
encourage subordinates to transcend their own needs for the
sake of the team, unit, department, division and\or
organization, c¢) inducing subordinates to change their need
level (Maslow or Alderfer) and/or d) persuading subordinates
to see that their needs or wants have expanded.

While Burns and Bass are very similar in their views of
transactional and transformational leadership, they differ
in some very important aspects. Bass extends the concept of
transformation by adding the idea that the followers’ needs
and wants can be expanded. Burns thought that
transformation took place in only positive ways but Bass
felt that it could affect also what is negative for people,
groups and organizations. Finally, Burns saw
transformational leadership as being on a continuum with the
opposite end being transactional leadership while Bass found
that leaders exhibit a "variety of transactional and
transformational leadership" (p. 22). He stated that "most

leaders do both, but in different amounts" (p 22).
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In other recent studies, Peters and Waterman (1982)
agreed with the concept of transforming leadership. They
found that high performance organizations were run by
leaders who could create a sense of mission or purpose which
functioned to give meaning and direction to the various'
activities of employees.

In their recent book; Peters and Austin (1985)
distilled the strategies of excellent leadership into three
broad areas. First, there must be a willingness to
encourage entrepreneurial activity. Second, the focus must
be on the needs of the customer. Finally, a commitment must
be made to people (employees). and their empoWerment to
attain productivity.

Deal and Kennedy (1982) also studied the renewed
organization and maintain that transforming vision is
supported by corporate culture. They described the making
of corporate culture and suggested that strong cultures are
necessary for long-term institutional survival. Corporate
culture must be shaped by top-ranking leaders who articulate
their vision, are willing to role model, set policy, and
initiate programming to uphold that culture.

In addition, Deal and Kennedy (1982) and Zelznick
(1977) found strong organizational cultures to be
spearheaded by leaders who kept focused on the primary
values of the organization. They called such leaders

"visionaries" who had a "commitment to making the business
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strong by treating people well and instilling in them a
lasting sense of values - even after the hero is gone..."
(Deal & Kennedy, 1982, p. 47). The idea that executive
leaders are deeply involved in cfeating culture is also
upheld by Schein (1985).

Another leader behavior identified in the current
literature as being important to transformational leadership
is that of entrepreneurial activity. Pinchot’s (1985)
recent work calls it a necessity for survival into the next
century. He feels that the most innovative individuals,
those who can create new enterprises and product/service
lines, are leaving organizations which do not accommodate
and encourage them. This leaves no one to breathe vitality
into the business. As a cbnsequence, the organization is
left Qith only individuals who can react to environmental
changes instead of those adept at anticipation and strategic
positioning. In essence, Pinchot feels that the management
of innovation and entrepreneurial practices will be a major
leadership task in the future and will require leaders to
know the skills involved in entrepreneurship.

In his leadership research, Warren Bennis (1984) looked
at leader characteristics of charismatic CEO’s and identifi-
ed four areas of commonality a) the focus of
attention/commitment through a vision which guides all of
the activities and processes of the organization, b) the

communication of meaning which serves to align all forces
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within the organization to achieve the common goal, c) the
building of trust by behaving in a reliable manner which is
consistent with the vision and the market niche, and d) the
continuous search for self-knowledge so that skills and
abilities can be used effectively to enhance the
organization. Bennis also concluded that effective leaders
empower their subordinates in such a way as to make them
feel significant, place value on learning and competent
behavior, encourage teamwork and sense of community, and
provide work experiences and an atmosphere which are
stimulating and fun.

Keifer and Stroh (1983) observed many of the same
organizational elements as detailed by Bennis (1984) as well
as by Peters and Waterman (1982), Peters and Austin (1985),
Deal and Kennedy (1982), Pinchot (1985), and Bennis and
Nanus (1985). They noted a) a deep sense of purpose, often
expressed as a vision, which provides shared meaning and
work which is intrinsically valuable, b) alignment of
employees around the vision which serves to inspire them and
place emphasis on creation rather than on survival, c¢)
emphasis on people, personal performance and an environment
which empowers, d) effective organizational structures
which enhance and support systems, and e) organizational
ability to integrate reason and intuition. Further, they
observed that effective leaders of these organizations use

intuition to clarify their vision, to catalyze alignment of
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people, and to identify leverage points for structural
change.

Blakeslee (1980) observed that many other business
decisions rely on "gut feel" or "intuition." This is
especially true in a rapidly changing environment, such as
that facing higher education, where decisions must often be
made quickly and with incomplete data.

Finally, in his studies of visionary leadership,
Marshall Sashkin (1985) concluded that there are three
critical elements which comprise the visionary leader’s mode
of operating. The first element consists of personality
prerequisites and cognitive skills which include a need for
power. This power is focused on the empowerment of
followers and a level of cognitive development which relies
on increasingly longer time spans while a) formulating and
expressing a vision behaviorally, b) expressing vision
verbally and in written form, c) extending the vision to
other parts of the organization, and d) expanding the vision
on a global basis. The second element consists of the
ability to manipulate and define the vision so that it a)
deals with change, b) incorporates ideal goals, and c)
focuses on people working together. Finally, the third
element consists of the ability to communicate the vision
through a) focusing attention on key issues, b)
communicating personally, c) demonstrating trustworthiness,

d) displaying respect for others, and e) creating and taking
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risks (Sashkin, 1985).

Current leadership researchers who have chronicled
instances of corporate or institutional turn-around and
revitalization seemed to be describing transformational
leadership which goes beyond the recognition of employee’s
current needs and seeks to arouse and fulfill higher needs
(Burns 1978). In this way, transformational leadership
attempts to encourage self-actualization and consequently
elicit greater contribution by the employee. There is not
necessarily a reward given for such performance. Often
intrinsic satisfaction suffices or perhaps the opportunity
to engage in entrepreneurial activity is offéred.

It is important to note, that while the transactional
and transformational leadership are conceptually different,
they are often exhibited by the same individual given
different contexts. They are also exhibited in Qarying
degrees depending on the situation and the leader’s
personality.

For example, Franklin D. Roosevelt was the epitome of
the transformational leader while engaging in fireside
chats, moving speeches and promotion of creative problem
solving at the national level. However, he could also
display transactional behaviors with regard to the politics
of balance between the various governmental constituencies.
He was not likely to engage in struggles unless he knew he

could win (Bass, 1985).
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In current leadership literature there are numerous
accounts of transformational leadership which has resulted
in sweeping effects on individuals and organizations alike.
One must question whether such transformation can take place
in complex organizations such as universities which serve a
variety of publics and which are comprised of a mixture of
independent professionals pursuing diverse goals and more
traditional employees who operate within a bureaucratic
reporting structure. However, the literature tells us that
Tom Watson transformed IBM, Lee Iacocoa transformed Chrysler
Corporation, Jan Carlson transformed the Scandinavian Air
Systems, and in the world of higher education, Robert
Hutchins transformed the University of Chicago, Charles
Eliot transformed Harvard University, and Frank Aydelotte
transformed Swarthmore College. Consequently, the
researcher contends that transformational leadership can
take place in higher education as well as in other complex

organizational settings.

SUMMARY
The literature search identified the common factors
which consistently appeared in instances of effective
leadership (see Appendix B). Those factors have also been
related to the leadership role of CEO’s in higher education.
The first group of factors appear in the external

environment. Essentially, factors in the external
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environment are ones over which the institutional CEO has
little control. Some may be managed or influenced to an
extent (i.e., some legislative issues) but for the most
part, these are factors to be monitored and to be used in
forecasting so that strategies can be formulated to
capitalize on the situations they produce. Colleges and
universities whose leaders have taken a proactive approach
to their changing environment have fared much better in
their efforts toward effectiveness and efficiency than those
who have adhered to reactive measures (Keller, 1983).

Often the nature of the environment impacts the type of
leadership that develops within the institution. When the
environment is stable and highly structured, it is more
likely that transactional leadership patterns will be
utilized while a turbulent and unstructured environment
encourages transformational leadership (Bass, 1985). This
has been true historically, as times of crisis have seen the
rise of charismatic leaders. Although most notable in
political environments, it also happens in organizational
settings. Lee Iacocoa’s leadership at Chrysler is a well
known example.

Ccurrently, there is a shift in the environment of
higher education in terms of increased technology, tighter
economic factors, changing demographics, stricter political
and legal restrictions and restructuring of sociocultural

variables regarding values, life-styles and the scope of
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education itself. This is causing new curriculum demands,
restricted funding, fewer traditional aged students, less
public and government support, and demand for
accountability. Although such factors encourage a reaction
of "hunkering down" in order to preserve the "status quo",
transformational leaders capitalize on such times by
engaging in creativity and innovation to meet the challenges
presented. These leaders:

engage in the intellectual stimulation of re-

examining priorities; re-assessing benefits of

different activities; exploring, .exchanging and

sharing resources with others; searching for

alternative sources of support;'scanning for

innovative, new models of service and production

that requires less use of resources; restructuring

roles and reorganizing operations to maximize use

of humans and technical resources (Lippitt, 1982,

p. 398).

As an outgrowth of this process of innovation in the
face of change and addition challenges, the business world
re-evaluates goals with a long-term focus as the environment
is constantly scanned for emerging trends. Market niche is
carefully defined and sometimes bold, new ventures
undertaken to ensure that programs and services will be in
place to meet the needs of a rapidly changing society.

This is no easy task to expect of a university,
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especially a public one. Not only are public institutions
enmeshed in internal traditions and norms, but they are also
bound by state bureaucracy and political trade-offs.
However, since their institutional goals are so diverse and
broad, university leaders often have the option of turning
those goals into operational objectives, thereby exhibiting
transformational leadership behaviors within a structured,
mechanistic setting (Bass, 1985).

The current literature suggests the problems of
leadership today lie in establishing organizational goals
which will motivate and bring out the best in personnel who
have become skeptical of authority, interested in
self-development and self-affirmation, and increasingly
interested in enjoying life. These workers seem to adapt to
career and job requirements but rebel against wasting time
in dehumanizing bureaucracies (Maccoby, 1978).

Until recently, higher education has tended to ignore
these changes in societal values, employee needs, and
organizational health. They have not actively provided the
education nor training needed for responsive leadership in

the future.

RESEARCH QUESTIONS
The question addressed by this research is: do CEO’s of
urban higher educational institutions hold the same values

and attitudes as those espoused by business CEO’s through
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the business literature? The null hypothesis, therefore, is
CEO’s of urban higher educational institutions do not hold
the same values and attitudes as those espoused by business
CEO’s through the business literature.

Secondary questions are: a) What do urban CEO’s
consider to be the major leadership obstacles facing
Presidents of urban insitutions of higher education as they
move toward the year 2000? b) What leadership skills,
abilities and/or training would the sample like to have had
before becoming a college/university president? and, c) What
are some experiences which have uniquely prepared the sample

for the presidency?
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CHAPTER III
METHODOLOGY

Introduction

The purpose of this study is to determine if CEO’s of
urban institutions of higher education hold values and
peliefs similar to those espoused by CEO’s in business and
industry. The entire population of urban higher educational
CEO’s was surveyed with responses entered on a five point
Likert scale.

Additionally, three open-ended questions were asked and
the results tabulated to gain greater_understanding of the

urban education CEO role.

ASSUMPTIONS

This research is based on several assumptions drawn
from the literature search. First, this research assumes
that the cﬁanging environment and the diverse organizational
demands of the urban higher educational milieu are
relatively similar to conditions which confront leaders of
other types of organizations. While the organizational
structure of higher education is unique, these institutions
are being required to respond to a rapidly changing
environment. The problem of dealing with a turbulent
environment is a situation which is confronting business,
industry and service organizations alike.

A second assumption of this dissertation is that
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cehavior, personality and environmental/situational factors
are all instrumental in leadership effectiveness. The
transformational leadership theory has been selected because
it focused on all three sets of variables present in
circumstances where leadership occurs; behavior, personality
factors, and the environment or situation. Other theories
tended to address only one or two of these variables. For
example, as described in the literature review, early
theorists dealt only with personality traits, the Ohio State
Studies were concerned only with behavior, Fiedler (1964)
discussed personality and situation, and House (1971)
observed behavior and situation.

A third assumption is that a leader’s belief and/or
value system helps determine behaviors. Subordinates who
work for visible leaders tend to read the leader’s behaviors
and values and then act according té those observed or felt
behaviors rather than to espoused values/beliefs (Argyris &
Schon, 1981). It follows then, that the leadership
behaviors found to be effective in the literature were
exhibited by individuals who valued and believed in those
behaviors.

The fourth assumption is that leadership is manifested
in behaviors which promote change in the attitudes, beliefs
and behaviors of others. This assumption is made because
the leadership theories previously reviewed suggested the

activity of directing or causing movement in others. This
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implies change and the management of that change.

A final assumption upon which this research is built is
that the essential aspects of leadership behavior fall
within the context of James MacGregor Burns’ (1978) and
Bernard Bass’ (1986) work detailing transactional and
transformational leadership. This viewpoint is taken since
the researcher found that early theories focused primarily
on a leader’s ability to influence increased quantity,
quality and associated measures of performance. Leadership
was considered essentially to be a process of exchange or
transactional relationship where employee’s needs where met
when they attained the performance expectations agreed upon
with their superiors, i.e., praise given on completion of a
project or promotion for continued high performance (Burns,
1978).

Current leadership literature has documented that
organizations which have responded well, which have attained
new vitality and which have anticipated change have often
been guided by leaders who exhibited specific behaviors
which, taken together, result in transformational
leadership. Consequently, a transformational leadership
model may have utility as a tool for understanding the
leadership behaviors which will be important to the health
of urban academic institutions in the future.

Population and Sample
The population targeted for this study was chief
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executive officers (presidents and chancellors) of urban
institutions of higher education. The institutions included
in the study were those which had self-selected themselves
into the category of "urban institutions" by becoming a
member of a) the Association for Urban Universities and/or
b) the American Association of Colleges and Universities
(AASCU) Committee on Urban Affairs.

Urban universities are those universities which 1) are
located in major urban centers, 2) have programs designed to
make higher education more accessible to students living in
surrounding areas, and 3) have a commitment to the cities in
which they reside. The category "urban universities" was
selected to restrict variables which could affect
presidential leadership such as a) two year versus four year
institutions, b) proprietary or for-profit institutions
which specialize in law, medicine and/or theology, c) major
Land Grant ipstitutions, d) community expectations, e)
institutional mission, f) student body characteristics, and
g) public services commitment. ’

Since the entire membership of both urban university
organizations yielded only 62 separate institutions, it was
decided to sample the entire population. It was recognized
that a major difficulty in surveying this population would
be in attaining a response from a large enough percentage of
the population. In an attempt to increase the response

rate, the researcher did not ask respondents to identify
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their own behaviors which could be considered threatening.
They were, instead, asked to rate the degree to which they
agree or disagree with each behavioral statement on the
questionnaire. A second strategy was to send out a follow-
ip mailing to non-respondents three weeks after the first
mailing. Third, a cover letter was written by both the
researcher and by Dr. Alfred B. Rollins, Jr., past President
of 0l1d Dominion University. Both letters were designed to
encourage response rate. (Appendix C) Fourth, a 50% rate of
return rather than the usual 70% was considered acceptable
from this population due to the heavy demands on their time.
Accordingly, the researcher expected a minimum of 31
completed questionnaires in order to ﬁake an analysis which
could be considered representative of the population.
Instrumentation and Item Design

Since little research of transformational leadership in
the higher education environment has been previously
conducted, it was determined that the first step should be
to discover if chief executive officers of higher education
institutions agreed with the literature in the business and
industry areas. For this purpose a questionnaire was
designed which a) identified behaviors found in the
transformational leadership literature search and b)
translated them into behaviors appropriate to urban higher
education institutions.

The process of item design was as follows: first, a
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search of the business and educational literature was made
to define the traits which were identified as being
important to transformational leadership. Each trait was
then explained in terms of how it might be manifest in urban
higher education. Second, a set of potential items was
drawn up for each trait by the researcher. The items were
then discussed with a committee member who was also a past
urban education CEO. Adjustments were made as necessary.
Third, possible items were discussed with and decided upon
by the researcher and her committee. Fourth, the itenm pool
was rated by urban higher education professionals who had
held administrative offices to determine the content
validity of each item. This was done within the higher
education field to ensure appropriateness of items. Fifth,
the items were administered to four university leaders who
each discussed the questionnaire item-by-item. Suggestions
were made for wording, placement and administration time.
Revisions were completed based on these recommendations.
Sixth, a field test was completed by presenting the
questionnaire to two former urban university presidents and
one current vice president. After completing the
questionnaire, each respondent offered suggestions and
comments on an item-by-item basis. They also concurred on
the face validity of the instrument (see rationale and final
items, Appendix D).

The responses of these executives were compared to
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determine whether the instrument would differentiate, i.e.,
indicate values and beliefs rather than acceptance of the
items, based on personal opinion and common understanding.
Since differentiation did occur and the pilot executives
determined that the items were clear and understandable, the
instrument was considered finalized. It was then processed
for distribution. The instrument is found in Appendix E.
Procedure

As described in the literature review, a thorough
review of the business and industry and the higher education
leadership literature revealed specific behaviors which have
been observed and documented as being exhibited. by leaders
who have effectively brought about positive change in their
organizations. These behaviors were defined and then set in
the urban higher education environment through the method
detailed in the instrumentation section. '

The questionnaire was piloted with two former urban
university presidents and one current senior administrator
at a mid-Atlantic urban university. All of these
individuals had spent more than twenty years in the urban
higher education environment. In this pilot process, each
subject responded to each item, discussed their
interpretation of each item, and assessed its face validity.
Any ambiguous or low validity items were adjusted and/or
omitted as appropriate.

Construct validity of the items was first established
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by tying them directly to the literature. This was
accomplished by identifying specific transformational
leadership behaviors in the literature and then representing
each behavior as it typically would be enacted in the urban
higher education setting. Content validity was established
by piloting each item with former presidents and current
executive level administrators who could judge their
validity. Face validity was also established through the
pilot process as described in the section on instrumentation
and item design.

Reliability was addressed in several ways. The first
was during the pilot process where administrators who had
exhibited quite different leadership styles were asked to
respond to the questionnaire. As anticipated, their scores
resulted in a clear variation which they acknowledge was
based on their beliefs concerning leadership in the urban
higher education setting.

Secondly, an item design process was conducted for each
item on the questionnaire. The steps for conducting the
item design were detailed in the Instrumentation and Item
Design section of this chapter.

Prior to data collection, membership lists were
solicited from the Association for Urban Universities and
the American Association of Colleges and Universities. The
lists were consolidated and each institution was called to

verify address and name of CEO.

»
Nl
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Concurrently, cover letters were drafted in conjunction
with Dr. Alfred B. Rollins, Jr., a former urban university
president. Dr. Rollins signed each letter and added
personal notes to his acquaintances in an effort to increase
participation. This approach was considered necessary
because it was anticipated that response might be low (less
than 50%) due to heavy time demands on CEO’s time and the
practice many have of not completing such requests
personally. For this reason also, the instrument was
limited to 36 items in an effort to not impose on time and
to make the request of a personal response appear
reasonable. A second cover letter was designed by the
researcher which explained the study and its importance (see
Appendix C).

Two cover letters, a questionnaire and a self-
addressed, stamped return envelope were sent to each member
(N=62) of the target population. CEO’s were asked to spend
about twenty minutes completing the questionnaire. They
were also asked to return completed questionnaires within
two weeks. Each return envelope was coded so that the
researcher would be able to determine which chief executives
failed to return guestionnaires. By the end of the allotted
period, twenty-five returns were received. A second mailing
was made to non-respondents three weeks after the first
mailing. An additional thirteen responses were received.

The final response rate was a total of 37 questionnaires or
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61% which well exceeded the anticipated rate of 50%. An
additional four CEO’s returned either the uncompleted
questionnaire or a letter with the explanation that they

maintained a policy of not taking part in research studies.
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CHAPTER 4
DATA ANALYSIS
Overview

The purpose of this study was to determine if CEO’s of
urban higher education institutions hold the same attitudes
and values as CEO’s in business and industry. To accomplish
this, the business and educational leadership literature was
searched. Leadership behaviors were identified which
consistently appeared in CEO’s and organizations which
experienced a) major turnarounds, b) ability to anticipate
and respond positively to the changing environment, and c)
otherwise positive organizational outcomes.

A questionﬁaire was built from the literature search.
The questionnaire was validated and checked for reliability
through a panel of experts, a split-half reliability test,
and a pilot process. When finalized, the questionnaire was
sent to the entire population of CEO’s of urban higher
education institutions. Follow-up letters were sent to non-
respondents in an effort to obtain more returns.

The data from the questionnaire (Likert scale items)
was tabulated and a series of statistical analyses were run.
The open-ended questions on the questionnaire were tabulated
in executive summary format.

Statistical Analysis

Frequency Analysis. Survey data was collected on a

five-point Likert scale (1l=strongly agree, 5=strongly
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disagree) for questions one through thirty-three. 1In order
to determine degree of agreement, measures of frequency and
central tendency were computed for each question. The
computer software SAS was used to compute data for this
study. Frequency distributions revealed how many
respondents fell within each of the categories of agreement
on the Likert scale (Table 1). While the questionnaire
items were sometimes posed in the negative and sometimes in
the positive, the scoring was adjusted so that interpre-
tation could be made with all positive responses appearing
as agree and all negative responses appearing as disagree.
All questionnaires were completely filled out so there was
no issue of omission of answers. The researcher had
originally planned to treat missing answers as fitting in
the "undecided" category. Additionally, upon careful
review, it was found that there were no items which elicited
equal responses in all Likert categories. Clear differences
of opinion and degree of acceptance were expressed by
respondents.

Table 1

Frequency Distributions (1=SA, 5=SD)

Frequencies

ITtem 1 2 3 4 5
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1 roles 3 17 13
Table 1 (cont.)
Frequency Distributions (1=SA, 5=SD)

Frequencies
Item 2 4 5
2 decisions 18 6 1
3 new ideas 0 18 18
4 morale 7 20 4
5 risk 7 19 7
6 viewpoints 0 26 7
7 meeting 2 25 6
8 loyalty 2 26 6
9 authority 18 13 1
10 effective 19 12 0
11 ability 7 26 1
12 input 0 28 9
13 logos 6 25 5
14 wvision 5 14 16
15 1lead 7 20 8
16 1learner 6 18 9
17 results 10 20 (o]
18 goals 2 20 14
19 training 2 23 7
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Table 1 (cont.)

Frequency Distributions (1=SA, 5=SD)
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Frequencies
Item 2 3 4 5
20 time 4 8 18 7
21 groups 1 0 16 19
22 principle 1 1 18 16
23 rational 2 6 19 7
24 weak 6 7 19 4
25 resources 23 10 2 0]
26 change 8 1 21 7
27 1listening 5 9 22 1
28 runs 10 4 22 1
29 traditions 7 7 22 1
30 intrusion 2 9 22 4
31 fair 3 6 27 0
32 disruptive 11 6 16 2
33 nmarket 10 3 21 2
Central Tendency Measures
Central tendency measures computed were means and

standard deviations for each Likert scale item. They are

both reported in Table 2.
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Table 2

Means and Standard Deviations

Means Standard Deviations
Items = 06~eeeeccceeeccceen e
1 roles 4.08 .894
2 decisions 2.41 V 1.04
3 new ideas 4.41 .762
4 morale 3.57 .929
5 risk 3.65 1.09
6 viewpoints 4,03 . .726
7 meeting 3.95 . .705
8 loyalty 3.86 . .948
9 authority 3.70 1.15
10 effective 2.59 1.07
11 ability 3.58 .834
12 input 4.24 .434
13 - logos 3.73 .990
14 wvision 4,11 1.02
15 1lead 3.73 1.10
16 learner 3.81 .996
17 results 3.22 .948
18 goals 4.19 .908
19 training 3.89 .875
20 time 3.76 .895
21 groups 4.38 .861
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Table 2 (cont.)

Means and Standard Deviations

Means Standard Deviations
Items =  mmesececceceesss s ssssssssessoo—asssmse——
22 principle 4,27 .871
23 rational 3.76 .925
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