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ABSTRACT

3

The Ident1f1ed Need and Means- for the Inhouse Tra1n1ng .
of H1gher Education Administrators
Thls paper presents the findings of two research studies designed
to jidentify the causes of- perceived inefficient and 1neffect1ve performance
by administrators in institutions of higher educat1on. The f1rst study
examined operational dissonance among the three levels of academic adminis-
.trators (chairpersons, deans, and provosts) in complex research-oriented
Universitfes, and the second examined task-specific tension and stress leveis
aed their effects on the quality of administrator decision-making. The
results disclosed incongruent ro]e'perceptiong and expectations leading to
dysfunctional performance, and particularized the tasks promoting Tow quality
decision-haking due to Stress. Remedﬁafion methodologies to increase role
Consonance and reduce stress are postulateu toward elevating the quality of

administrative performance.



The Identified Need and Means for the Inhouse Training
of Higher Education Administrators

Higher education administration has long been considered the bastion of
iogica], pragmatic decision—making practiced by controlled, rational, and
scholarly individuals possessing unquestioned expertise in their fields. -
This idyllic view of the decision environment has been perpetuated and_imbued.
with a philosophical sanctity by popular demand as well asgby institutional
practice. As a result of this view, the natural inclination.has been to
maintain a 1aissez faire posture with regard to the training of administrators
as they progressed through the traditional pattern from faculty member, to
chairman, to dean, to provost, and on to President.

Studies of_the pattern of accession to administrative positions disc]ose
that only a very small number of practicing administrators have‘had any
previous training in administrative j;b requirements. (Cohen & March, 1974;
Ferrari,.1970; Socolow, 1978) While programs for the training of incoming
-practitidners and researchers in higher edUcation exist (Dressel, Johnson &
Marcus, 1971; Association for the Study of Higher, Education, 1977) little
_attention has been paid to the inhouse training of current.administratprs
who-have neverminitiaily been educated for the jobs into which they have
moved.

Fisher (1977) has proposed several reasons for providing job training for
practicing administrators:

- This might be due primarily to a need to keep abreast of

new and complex higher ‘education issues that have implications
for administrative role responsibilities and opportunities; it
might be the need for updating oneself in administrative. coincern;
it might also be the need, pairticularly in the case of noVice'



admiantraéors, for specific role guidelines (duties, authorit},

and responsibility) and the development of individual skills, -

styles, and operating strategies relating to organizational

behavior, interpersonal re]at?ons,‘communications, 1éadership

methods, decision-making, effecting‘ghange, time management,

and delegations; finally, it mfght We]] transcend the cogni-

" tive aépects of 1éafning and reflect the often=neglected

affective domain and the need for personal growth and renewal.

And while many authors agree as to the need for such training for any or ail
of these reasons, or for djfferent reasons, (Bolman, 1964; Dobbins, 1972;
Edwérds &.Pruyne; 1976; Maurer, 1976)Aand have proposed mechanisms for such
programs, mostly in the form of external consultive workshops, (Galloway &
Fisher, 1977; Henderson, 1970; Ryan,. 1976) little direct research has been
performed to isolate the areas of administrative inabilities and thus the
areas;jn which such training should be focused. This paper describes two
such ré;earch endeavors.

The studies reported herein have approached the issue of college and
_university administrative abilities and periormance from comp]ementary-sgrvey
and experimehta] research perspectives. The research, conducted at the \ |
University of Washington and thirty additional large research-oriented
institutions, indicated that administrators fully comprehendéd neither the
parameters of their own roles/tasks nor the roles/tasks of fellow administrators.
Included within these parameters was know]edge of appropriate enefgy expenditures

to complete goals, i.e., tension and/or stress levels. Thus, administrators

without prior training did not comprehend their role reéponsibilities and

S
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those of related others, ind were not sufficiently trained to cope with the |
decision-making environment in which tney found themselves.

‘These inconsistent perceptions and misunderstandings of the role functions
of the primary administrators, i.e., Provosts, Deans, and Department Chair-
persons, lead to inefficient and ineffective operations in many areas. “Lack
of consensus among group members on their role definitions .is a major dysfunctional
element affecting the achievement of a group's goa]s. (Gross, Mason & McEachern,w
1958). Such ambiguity of functions in a complex organization like a university
leads to duplication or omission of responsibilities, and, equally serious,

. results in considerable miscommunication amongst ieve]s so as to adversely

.affect effective decision-making. (Krech, Crutchfield & Bellachey, 1962).

Studies have been conducted identifying the specific role prescriptions,
or job functions, of the various administrative officers in complex structured
universities, inc]uding studies of provosts and deans (Dibden, 1968; Gould,
1964; Higgins, 1946; Linnel, 1975; Milner, 1936; Reeves & Russel, 1929, 1932;
Ward, 1934) and of department chairpersons (Dr- sel, Johnson & Marcus; 1969;
Gunter, 1964; Heimler, 1967; McLaughlin & Montgomery, 1976; McLaughlin,
Montgomery & Malpass, 1975; Roach, 1976; Waltzer, 1965). Others have invasti;
gated the need andrimportance of. consonant role understandings irole analvsis
theory) for effactfve prediction of administrative behavior and its advantages
to efficient management operations (Dreeben & Gross, 967 Gross, et a] , 1958).
The first study described herein app]ied-such ana]ysis to determine which
particular areas of dissonance in the mutua? understanding of role perceptions

-and performance exist to block the effective exchange of information between :

levels of mcnagers in higher education. Such identification thereby permits

-




evidencing‘first, whether disscnance actually exists, and seCOng, in which
areas the,dissonance depicts administrative nrobiems, allowing the formulation
of programs for remediation and training particularly geared towards the |
actual higher edqeation eetting. |

The study was conducted based on data collected in a survey of 627 active
administrators selected from the institutions which aré members of the Assoc-
jation of American'Universities.1 Based upon the role prescniptions and job
functions de1ineated‘in previous reported studies of roie‘characteristics of 5
each of thebadministrators, questionnaires were deveioped which requested

~ the respondents to characterize their role functions and the degree of inter-

action with the related other administrators on these certain functions, and P

to similarly describe the observed performan”e of the role functions/of other

related .administrators. Three separate questionnaire/fopms-were used, one fer 1

‘each administrative group, with each form _containing synchronized questions

to the other forms, in order that corresponding data could be co]]ected from
each of the three administrative performers (Provosts, N=44; Deans, N= 136

and Department Chairpersons, N=447). Statistical analyses were Derformed

to deterinine significant differences on the 114 separate operational variabies
investigatedJ Completed questionnaires were received from 417 (or 67%) of

the administrators requested {Provosts, n=28; Deans, n=99; Department Chair-
persbns, n=290). | '

In order to obtain a systematic depiction of the individual role

perceptions and observed perfnrmances, the questions were grouped, for data-




.analysis purPoses, jnto four catégories: communication processes, accountabi1ity;
functional TeSPOhsibi1ities, and areas of primary influence. The questions
were fai]ored to rankings and 5;point scaled responses, and data analysis
was performed by means of chi séuare (x2) with level of significance
p .05. Aggredate apalysis was performed through usé of a probabﬁ]ity curve
of testing s19nifyicance for a series of related statistical tests (Sakoda,.
Cohen & Bealls 1964). | - |

Resu]ts discigsed significant differences comparing role perceptions

w1th others Obseryed job PPrformance in the aggregate measures between all
_1eVe1s. In other words Provosts/Deans, Provost/Chairpersons, and Deans/
Chairpersdns comparjsons all resulted in aggregate findings that what each
says he/she does :¢ significantly different from what the other administrators,
to whom he/she reports Or is reported to.lbbserves the related other .as doing.

~ There is disSOnance, at a stat1st1ca11y significaat Tevel, between administrators,b
Teading to the ovepall suggest1on that between the vat1ous 1evels of management

within thelorganiZation of complex 1nst1tut1ons of higher education serious
problens exist, because of the lack of knowtedge of job responsibiliiies,
leading to 1"‘Efficiergcbh

Part1cu1ar1y acute d1ssonance problems manifested themse]ves in

responses £0 PErcelved areas of individual's respons1b111ty a:d overall
communication. Fop example, Provosts claimed high levels of knowledge of

departmental Programs but Chairpersons.reflected their belief that, based on

central admf”iStrative actions, provosts had basically no knowledge of depart-

mental programs. Fyrther, general discontent over communication exchange was

<



evﬁdencéd by a response by over 50% of a]f cbnstituencies participating that -
the processes in higher educafion are tqta11y~ineffective to permit necessary
and meaningful exchangeérof information between levels. Thus, a]],administrators
agree on the need for improved gommunication networks within the institutions.

Most important, specific areas of operational responsibility were examined
to determine the_actua]-job functioﬁs and/or tasks performed by each role
participant and the sétisfaction level of the other re]ated administrators és
to the performance. Consonance occurred as to the primary budgetary and
organizationa] respcnsibilities of provosts; but no consonance evolved in an
examination of the responsibiiities of deans, paiticuarly as observed by
chairpersons. Whereas deané viewed themselves as academic program and palicy
,pTanners,‘chairpersons viewed them as failing totally in the perfo}mance of.
“thal job function. Chairpefsons perceivéd deans acted prﬁmari?y as managers
of the budgetary operations of the coT]ege, pursuant to 3..2 dittates.passgg
down.to chem by provbsts, and not as scademic innovators or programmers.
Chairperéoné' responses clearly evijenced a failure of knowladge of the
actué]Ajob responsibilifies bf the dean, and corresponding]y observed them -
as hav1ng 11tt1e effect on the overall policies of the Un1ver§1ty

The overa]] effectiveness of each aam1n1strat1ve author1ty was tested
in terms of the actual and perceived power to accomp11sh the traditional
functfons aséribed to each position.‘ Deans were observed by chairpersons,
.a§ stated, as ineffective in this regard. Chairpersons believed that deans
were usurped in their functions by provosts, and deans felt that same help-

Tessness in their perceptions that they had considerably less influence over



the;course of their colleges' futures "than oid provosts. This feeling of
lack of effective power‘was pervasive throughout.the study at all levels
of‘administratjon examined. No one group of admihistrators responded that
.they perceived they had sufficient influence to affect decisiohs,-but’each
believed that power rested in another group. However, while af] “the groups
indicated’ certa1n frustrations in their perce1ved effect1veness, they all,
1nterest1ngly, -indicated- h1gh levels of sat1sfact1on in the1r roles.

The study findings resu]ted in stat1;t1ra11y significant d:tferences
1n perceptions and observed performances, 1nd1cat1ng high levels of d1ssonance
ampng all three levels of administrators examined. Particular areas of
conoern included lack of consensus of role responsibilities and communication
disfunctions. These problems reQufre the cohclusion that organizational erfective-
ness and efficiehcycgeverely suffers in higher educational institutions. Training
programs to.enhanoe the level of mutual understanding of functional responsi-

bi]it?es for each'ro]e and clarifying communication and .operational networks,

are methodolog1es postu]ated to combat these problems.

The -aforementioned stody disclosed the fact that the more uncertainty
about funct1ona1 responsibilities within a system.of re]ated decision-makers,
the less effective the organization is in accomp: 'shing its goaTS - in
rendering~high qoality diacisions. Often,b“uncertainty" stems from the lack

of re]evan* information for mak1ng dec1s1ons, that is, a‘ﬂ1m1ted amount of

e

s

information to which a riea ingful task-oriented response is poss1o1e This
lack of 1nformat1on may be brbught to the job, -and perpetuated therein,
because of an initial lack of administrative abilities. The second but

re]ated studybihvestigated the effects of -tension, anxiety.and/or‘stresg in

v" . - ’
! d .




relation to this uncertainty and resultant ineffective, inefficient behaviors
practiced by administratorS'when confronted with specific task situations;
‘the above elements were defined as stressors. L
Tension may be a stressor, oe may become a stressor. Whether it.is
adaptive or maladaptive depends upon the fndividua]'s skills in empfoying
tension 1eve1s that are cons1stent with the tasks to be accomplished. As a
stressor, prolonged tension may cause stress. According to Selye (1956 » Stress
is the rate of all weah and tear on the human organism, irrespective of classi-
" fication of stressor, producing bodily changes ¢f a reaetive nature, e.g.,
elevated heart rate, blood pressure, muscie action potentials. Of critical
importance is the fact that stress may'not only indirectly impair administrative
.performance,‘but " ..stress, (in a direct mode), a growing dossier of evidence '
indicates, imay be tlie executive's sing1e_most powerful and pervqsive enemy,
playing a role in a wide variety of maladies, from back pain to heart attecks."
(Smith, 1975, p. 89). |
Strtssors are any agents, rea1 or 1maa1ned which cause the 1nd1v1dua1
to experience s1gn1f1cant change in sympathetic arousal, e:g., heart rate,
blood pressure, muscle action potentie!s (tension). Any of the above autenqmig j'

]

measures may be stressors a5 well. Increases may potentially be either

beneficia] or detrimental to the indivi&ua]'s well-being. A stressor may )
be dealt with“effective1y, as evidenced by reduced heart rate and/cr tension,

or the coping process may itself be inéppropriate and become an additien:1
stressor. In this study graduate students role-playing as adm1n1stvators )
completed tasks (stressors), 1n which they exper1enced vary1ng (depend1ng on

the task) increases in tension and. anxiety. 2

Q
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Four simulated administratorvtasks were emplayed. They were developed
from four general, loosely defined areas of concentrated administrative decision-
making activity. Agcdrding to Adams,-Kell~gg, and Schroeder (1976), the areas
of concern could be: 1) personnel: 2) institutional Qba]esetting - space
utiiization; 35 facu]t&,performance evaluation - academic freedom, and
'4) budgeting. CLCach of the tasks was tested to determineiiFS capability to
'generate:tenéion and/or s*tress. In nearly all cases, heart rate, blood
pressure, and muscle acticn potential levels increased significant’, from an
adapfafion perioa to the task performance period, then dropped again during
the recovery period. In addition, a negative correiq}ipn between anxiety
levels and quality of decisioﬁ-making was significant; for the space utiliza-
tion and personnel tasks, higher anxiety levels pfecipitated reduced quality
of decision-making. A quality decision is compTementary to the goals of ‘the
decision-maker and is typically the best possible job done through utilization
of available resoufces.

In addition to those general results, the!study found that én the space
utilization,-personnel, and budget tésks, a weak, yet significant pattern
~ developed régarding subjects' perceptions of tasks causfng increased stress
and therefore.less satisfaction with decisiohs.é Where certain physiological
. indices of the streséor effect increased, espe%ia]]y systolic blood ﬁressure,

‘ squects also perceived the tasks as more stre§sfu1. At the same time they

felt less satisfied with‘their decisions. Further evidence cf the accuracy

' of these perceptions was provided by correlating subjects' post-task paper/pehci]
evaluations of anxiety with their perceptions of stress and satisfaction with
decisions. When anxiety levels rose, subjects perceived tasks as more stressful

and were les: satisfied with their decisions. -

-
:"J
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While the Pearson Product Moment Correlations pﬁoviding evidence of a
re]ationship among the above measures were small and thus not statiStiCa11y
suitable as a basis for éubstantiated conc]usions, the results of‘ana]ySTS of
variance indicated that task ;ontént, g::ality, and/or difficulty was responsi-
ble for significant variability in subjects perceptjoﬁs of post-task tension
levels and in the quaiity of their decision-making. This latter fact is
especially critical in Tight of the first reported study's findings regarding
dissonance between role/task perceptions and performances.

The realm of h{gher education administration deserves definition as a
highly complex decision-making environment. And, the multiplicity of factors
and the interconnections among the factors generate complex needs. To function
in this atmosphere administrators must achieve and maintain é multifaceted |
equilibrium. They must have a sound philosophical and pragmatic undersfahding
of their roles/tasks as individuals and of their work1ng interrelationships
w1th fellow administrators.  The cata]ysts that a11ow the above ecosystem to
function include the initial knowledge of their role and the ;ki]]s to allow
the.ufi1izatfon of that optimal portion of an administrator's energy reserve,
i.e.,‘the proper amount of tension or stress for completion of a given task, the
‘capability t& identify problems, and data acquisifion and information production
skills. - The fact that the above system does not function smdoth]y is u]tjmate1y
attributable to the failure of colleges and universities to train and orient their
adm1n1strators to their institutional roles/tasks.

W1th the particularization of the areas in which def1C1enc1es are

evident, and “he recognition of the collective and individua] requirements
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of these needs, training programs.of the types necessary
 deficiencies might follow the course of inhouse trajning
training shou]d be conducted for novice administrators af

years of prior service. Specifically, two suggested fFormé
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Further, ongoing colloquia, barticu]ar]y at the college level, involving
chairpersons and the dean of the singu1ar‘interna1 unit, should be held. Since
the study demonstrated particularly high numbers of items evidencing dissonance
between deans' and chairpersons' perceptions and observed performances, special
concern should be shown tbwards training at the college level. Since data
generation originates at the department, (it is estimated that 80% of the
University decisions are made at that Tevel (Roach, 1976)), and final implemen-
tation of policies occurs there a1so,‘tbéibing_f0r consonant role performance
at that level becomes particularly crﬁtica].

2. Individual training sessions, geared to particular task

‘content areas and stress reduction.

Instruction aimed at increasing the competenee (and confidenee) of
individual administrators in terms of the functional job responsibi]ities
will enable each to more effectively fulfill the role prescription. As
Smart andbElton (19765 pointe: -t in their study of role responsibilities
of chairpersons, "...special skills and capabilities are essential for the
survival and success of individual cha1rmen" and it should no 1onger be
expected that such sk1lls are 1nherent1y present simply because of their
previous observational positions as members of the faculty. If reliance is
to be placed by one administrative level on the functions of another, it is

necessary to insure that each individual has the skills necessary to perform

the functions.
: {

Particular training should be given in areas of personnel and budgeting.
These task areas =2videnced the greatest levels of anxiety product1on resulting

in reduced dec1s1on -making capab111t1es Higher education adm1n1strator

b\
o
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!

préparafion should also encompéss a mOre.extenSive understanding of the stress
concept as develdpéd by Selye (1956, 1974) and active patticipation}in tension
control training as outlined by Jacobson (1971).

" ..Trial and error lTearning alone Can be very expensive and inefficient
both for the admihistrafor and the institutjon." (Fisher, 1977)‘”AS these
studies have shown, the below par manadément of the institution and the
" excessive wear—énd—tear on the jndividual administrator are the result of
thé lack of prior - and ongoing - inhouse training of responsible 6%ficials.
Programs for remediation of existing Problems, and for prevémtion of future
ones, of the types suggested herein, ShOUId professionalize the administrators

talents resulting in rewarding experiences for the individual, and efficient

operations forﬂthe institution.
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Footrotes

. This study is more fully reported in Olswang, S. G., A Comparative
study of Role Prescriptions, Percéptions, and Performances of Provosts,

Deans and Department Chairpersons, An Unpublished Doctoral Dissertation,
University of Washington, 1977. -

This study is more fu11y reported in Cohen, W. D., nghef Education",; e
Decision-Making: The Qualitative Effects of Tension Producing Situations, -
An Unpublished Doctoral Dissertation, University of Washington, 1978. -
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