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ABSTRACT .

A theoretical framework for the process of faculty
renewal in the 1980s was proposed, based on examination of the gole
~of department heads as in-house agents of. ‘change for staff
development. Support for the theory was sought using three empirical
statements to test the relationship of department heads' manipulative
orientation and social insight to the role and personal power v
attributed them by faculty. It was proposed that the greater the
department head's social insight and persuasive tactics
(Machiavellianism), the greater the power attributed them by faculty.
A sample of 37 department heads and 276 faculty members were
administered thé Mach V for Machiavellianism, the Chapin Social
Insight Test, and the Attributed Power Scales. The following
variables were assessed: personal leadership, teaching and curriculum
logistics, faculty career status, control of extracurricular
resources, research resources, extra compensatxon, and committee
shared concerns. Based on the findings, it was concluded that the
manipulative skill of department heads does affect the power
attributed to them by faculty, but only in those areas of immediate
concern to the career of the faculty member. Social insight alone
appeared to have limited value in increasing the power of department
heads except in teaching and curriculum logistics.. (SW)

hkkhhhhkhhhhhhhhhhhkhhhhkdhhhR kR kA kX hhhkhkhkrdhkhkhhkhkhhrhhhhrhhhhRhkhihhhhhkk

* Reproductions supplied by EDRS are the best that can be made *

* from the original document. *
bk khkhk kA Ak hhhkdhhkhhkhhhhhhhhdhhdrhkhhhhhhhhdhhhhkhhhkhdhhhhhhkhhhkhhkhhhhhhhkxn

i e wm S o  wmm e ¢ e g R s riae T % WA he e 8 o aam TRGCT T4 T e



-

ED247819

O 7 L

J- S
I
& ——

1
I~

™~

PAPER TITLE: UNIVERSITY DEPARTMENT HEADS: AGENTS OF CHANGE

PRESENTER: SHEILA SULLIVAN REYNAL
LECTURER
MARKETING DEPARTMENT .
COLLEGE OF BUSINESS ’
. ~PERMISSION TO REPRODUCE THIS

VIRG ;
INIA TECH ’ MATERIAL HAS BEEN GRANTED BY
BLACKSBURG, VA 24061 . éée Ln) S

(777 O

70 THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC).

us. DEPAHTMENT OF EDUCATION
NATIONAL INSTITUTE OF EDUCATKONN
£DUCATIONAL RESOURCES INFORMATIO

CENTER tERICY
has been mpm-juced as

f‘;‘ his  document
he person o1 ulganlzalmn

& ecowved from 1
ongnatng 1

Minot chanyas

rgproduction qraahty

have been mude to Imptove

1
{ o Pomnts of view at ppHuLnG qrated in 1his dozl'[._

ment do not nrcessdan

DISCUSSANT: THOMAS G. OWINGS: UNIVERSITY OF ALABAMA o o1 oY

ty represent ottical

ROOM: PONTCHATRAIN B
TIME: 11:30 a.m.
DATE: APRIL 27, 1984

AMERICAN EDUCATIONAL RESEARCH ASSOCTATION ANNUAL MEETING, APRIL, 1984
NEW ORLEANS ‘



UNIVERSITY DEPARTMENT HEADS: AGENTS OF CHANGE

v

(PRECIR)

The author establishes a theoretical framework for the
process of faculty renewal in the 80's based on exami-
nation of the role of department heads as in-house °-
agents of change for staff development. Support for
the theory is sought using three empirical statements

to test the relationship of department heads' manipula-
tive orientation and social insight to the role and
rersonal power attributed them by faculty. A contour
mapping technique is ‘'used to illustrate the nature of
interactién effects. While statistically significant
results confirm the general direction of the hypotheses,
the strength of all relationships with respect tc the
amount of variance accounted for in the dependent vari-
ables by the independent variables is low. Based on the
direction c¢f the findings, additional research is recom-
mended in laboratory and/or field settings.
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UNIVERSITY DEPARTMENT HEADS: AGENTS OF CHANGE
SHEILA SULLIVAN REYNA |

VIRGINIA TECH
BLACKSBURG, VIRGINIA

Perspective and Purpose |

The primary functions of . the u%i%ersity are the
discovery and dissemination of knowlédge. These functions
are the responsibility of a fgpulty supported by a learned
and facilitative administration. At times, especially when
funds for new positions are unavailable .and a glutted market
restricts the movenment bf faculty; these functiqgs may be
placed in Jjeopardy. Tenured-in faculties with 1little
gnterest left’ in their fields and with no oppcrtunity for
relocagion are subject to insidious obsolescence.  4dithout
new positions and replacement opportunities), admin£§trators
must renew the enthusiasm of their present facultie#mfor the
university's functions.!

Oone of the means by wvhich faculty renewal can be
accomplished is through staff’ development sponsored by the
universitye. This method, aowever, is somewhat alien,
particularly in its industrial varieties, to the university
environment, for professional growth of faculty has
traditionally been considered a persoﬁél responsihility.
The key to the success of such developmental proyrams, Wwe

belijeve, is the department head and the head's relationship

13, C. Goff, Toward Faculty Renewal (San Francisco:
Jossey-Bass, Inc.), 1575, Ch. 1. -
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to departmental faculty, a relationship based upon

interpersonal prestige and influence rather than upon

coercione. o %

Support for this belief appears in the work of Hill and
French who found that department heads were vieved as the
least powerful figures in the hierarchical structure of the

university.2 The professoriate perceived themselves as

wielding more power in the hierarchy than the (department

chairperson. - (Power was defined in the study as the
, )
: . ‘i/f' T e ¢ ° 3 -
sanctions otlers in a social situation percelive that an

individual has available to employ in ways that will affect

“them,) This findinqﬁinpliés that department heads who wish

to produce change in faculty behavior must use other than

position power, the sanctions of office, to be effective.
: a

And, since the university tends to be a political systen,

F

rather than a bureaucratic system, the medium of exchanye is

* persuasion rather than coercion. - ;

) Throughéﬁ? the past several centuries, the nmaster
strategist of - persuasion has been "Machiavelli. His
works--The Prince and The Discourses--are often cited as the
sources -to consult in learning to apply the  art of
manipulation. Christie and Geis used these sources in the
development of the Mach V, an instrument designéd to test

the hypothesis that those who believe in the precepts of

4 §

- e - G S ———

2w, Hill and W. I. French, "Perceptions of the Power
of Department Chairmen by Professors," Administrative
Science Quarterly, 11, No. 4 (1967), 558. <
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Haéhiavelli vould be able, in a laboratory setting requiring .
face-to—face intéraction, latitude for improvisation, and

irrelevant affect, to persuade others to their point:of view

in a win/lose game situation.3 ‘

' In these laboratory win/lose situations, manipulation .
is the only meané of power over the opponeﬁt. The objective
of the game is to get one's opponent to behave in a'manner
condugive to’ one®s winning. In such situations, high Mach
subjects tend -to confrol their opponents and the outconmes.
Based on these findings, it would seem probable that”in a
low power position within the university hierarchy, a
depértment head who was to serve as an agent of change would
need .persuasive power in one-to-one and/or group
interactions:with subordinates. The conditions conducive to
successful strategies for winning by high Machs in the
laboratory settinq'appear to duplicate yhemselves in the
deﬁartment head role position. In working with facgity, the
department head must depend more on peréongl influence than
role powver to (effect change in thenm. The maﬁipulativg
skills of a high Mach department ~§ead would allow the
securing of influence in the acadenmic ofganization that
subordinates would recognize, and for this reason faculty
might attribute a high Mach department head more role and
personal power than a low Pach department head in the séme

] » \'.3‘)' ' [»]
pcsitione.

3R, Christie and F. Geis, Studies in Machiavellianism
(New York: Academic Press, 1970), pp. 286-88.
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| Rhile the possession of,manipuiative.skills alone might
explain some of the {variance in faculty percgptionsn of
department heads® pover, ve believed that those skills would
be further¢)enhaﬁced by the department heads® insight into
the ngeds and wishes of faculty}t Such ability is an
importént.tool of leadership, for' the department head must
be able to.integrate the needs and abilities of subordinates
with the overall needs and structﬁres of ' the organization.
To do this, the head .must correctly perceive the rewards
otherg desire and be able to mediate those rewards in order

-

to be . successful in any ppowér " attempts. Incorrect

perception or: insight regarding desired rewards, or failure
wto mediate them successfully for the dependent membér,
decreases the leader's power.* This perceptive skill should,
when <:€§;l¥1)i.ne§;j with the manipulative skills of the department

head, offer an incumbent a greater measure of influence over.
& " .

2

faculty members.

As an empirical measure of- such skill, Chapin designed

the Social Insight Test.S It- measures the abil&gy;ﬁto sense

<

what they (others) feel and think, and to predict what might
€ .
be needed to bring -about certain changes in any given

situation, to imprové it, perhaps, or torrectify disturbing
]
tensions or conflicts."®

-

“YW. G. Bennis and H. A. Shepard, "Authority, Power and
the Ability to Influence." Human Relations, 11 (1958),
143-55.

SF., S. Chapin, The Social Insight Test (Palo Alto,
California:T%Consulging Psychologists Press, 1967).

6§. G. Gough, Manual: The Chapin Social Insiqht Test

e
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-activities of their faculties.

5
This line of thinking led us to explore the association

between the perceived”power of universityr'depariment heads

-~

by their faculties and (1) the department heads® skill in’

use of persuasive tactics (Machiavellianism) and (2) ability

to analyze Eﬁe thoughts, <feelings, and behaviors (social
insight) of departmental‘faéulty. It was believed that if -

~ these relationships were sufficiently strony, these skills

could then be acquired, by department heads as means of

increasing their = influence over the staff development

R}

Hethgdologx'

%3 Three hypotheses vere tested: »
1. The greater“the department he;ds'.nachiavellianism,
the greater the poweraattgibuted them by faculty.
2. The greater the department heads® social insight,
the greater the'pSwer attributed them by faculty.
3. The greater the department heads!? Hachiavellianisy

"and social insight, " the greater the power

attributed them by faculty.

The measures used were the Machs V7 for

uachiavellianisﬁ, the Chapin Social Insight Test® for social

insight, and the Attributed Power Scales' (APS) (derived from
Y - ) .

a factor analysis of the "Job Item Instrument,"™ a revision

D G WS G YIS e cfin S G GRS G I T Gue SR

(Palo Alto, California: Consulting Psychologists Press,
1968) , p.1.

?Christie and Geis, ope. cit., pp. 22-25.

sChapin, loc. cit. :

8 '
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of t@f ‘Hill and French fAvailable Poggr Iﬂstruﬁent")°-for
powe; attributed to dgpartmeg;“péads by faculty.r

Dat§ were solicited by\ ggiled qu;stionnaire from a
population of 44 dJepartment he;ds andhtheir faculties in a
large southeastern public university. g ?hirty-seven
department ﬁeads and 276 faculty members participated in thé
study. '

Subsequent to a factor aualysis. of ‘the ®"Job 1Itenm

Instrument,® the hypotheses were tested as follows. The

Statistical Analysis System (SAS) computer prouramming
package was used to compute Pea:son‘correlation coefficients

for the faculty scores of the seven APS with the department

heads' scores on each of the three Mach V scales (Total Mach

¥, Tactics, Views of Life) for the first hypothesis, and
with the department heads® scores on the Chapin Social
Insicht Test (CSI) for the second”hypothesis. . For the last
hypothesis, two types of multiple rggressién equations were

computed.' The first eguation involved the prediction of the

specific APS measure from the fariab}es of Mach V¥ and CSI..

The second equation involved an interaction variable of Mach
VX CsI in@addition to the individual varzubles of Mach V
and CSI. An F-test of 'the difference between the R-squares

of these two equations was conducted to test whether the

inclusion of the multiplicative term significantly increased "

the prediction of the APS measure. To further illustrate

- e e S e e ke G gu G e G G SR ST W gE

9Hill and French, op. cit., p. 553.



" Results

the exact nature of the interaction, . a shrfacg Graphics

System program3® was used . to d1391ay the . contour

. configuration. of the interaction terms' (Sample Fzgure 1..

Copies of other flgures are avallable upon request.)

»

o

»
. v -
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The factor analysis"Of the "Job Item ‘Instrument*®

yielded seven identifiable factors of department head power:

(1 Personal Leadersnip, (2: Teaching and cCurciculum

' Log;st;cs, (3) Paculty Career Status, (4) < Comtrol of

' Extracurricular Resources, (5) Research Resources, (6) Extra

e

Compensation, and (7) Committee Shared Concerns.

_Haéhiavellianism,was found to be associated (P £.05) with

~

. factors 2, 3, -5, and 7; social insight was found,to‘be

L4

aséociated (p <.05) with factor 2; and, szgnxflcant (p <.05)
1nteract10ns vere found for factors 1. 2, 3, 4, and 6.
However, - while the findings we;e statlstically significaht,
the magnitude of the correlation coefficients was small as
were the increases ip R-Squarese. Details of these

relationships follow,

Attributed power an nachiavellianism. To test the
first hypotheeis-dthe greater the department . head's

Hachlavelllanzsm, the greater the pover attributed him/her

by faculty--the correlations between each of the three

measures of Machiavellianism and the seven attrlbuted power

measures were examined using a one-tailed test with alpha

- — L X L ] ‘
[ -

’ .
10R, Je. Sampson, Surface II Graphics System (Kansas
Geological Survey, Kansas Un;vers;ty, 1978) .

10
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Y s 13.153564 + (MACH) =0.110930 + (CST) =0.447992 + ‘(MACH & CST) 0.00450409

Y& 1.505985 + (HMACH) 0.008490826 + (CSI) 0.002741978 '

Figure L: CONTOUR SURFACE PLOT OF REGRESSION OF TOTAL MACH aND SOEIAL
INSICHT FOR APS |, PERSONAL LEADERSHIP

3

SAMPLE FIGURE 1
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Table 1 contains‘ the qétrelations between the three

Mach measures and the seven‘attributgd power measures. From

.the table, it is clear that.‘the Total Mach scale shows a

'sighificant positive relationship to the APS measures of

Teaching and Curriculum Lgéistigg '(g = +,13,. p <.05),

Faculty Career Status’ (r = +.12, p <.05), Research Resources

(r = +.12, p <.05), dnd'.Committee Shared Concerns (t =
+.18, p <.05) .

Review of Table 1 also reveals that the Mach V measure,
Views of Life, shovwed a significant positive relationship~to
the APS measures of Faculty Career Status (r = +.15, p <.05)
and Cdmmitteg Shared COncerﬁs (r =‘+.12, p <.05}). |

It may be seen, too, that the Mach Tactics scale showed

}
a significant_posit%ye relationship vith the APS measures of

Teaching and Curriculum Logistics '(g = +,.,14, p <.0G3),

'Research Resources (L = +.14, p <.05), and Comnmittee éh@red
Concexrns (; = +.17, p <;05). 1 .

pA+tributed power and social insight. In the second
hypothgsis-—;he greater the. department head's - social
insight, the greater the power attributed him/her by
faculty--the Qg; scOrés were correlated with the seven APS
uéing a one tailed test;with alpha equql to .05. From Table
1, i¥- is clear that the only significant finding vas a
positive relationship between the CSI <scale and the APS
measure of Teachina and Curriculum Logistics (X = +.19, (B

‘<005) .‘ ¢
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TABLE 1|

Carrelation Coefficients for Attributed Pow

®

Machiavellianisa and Social Insight

e@r Scales aad

Variables a® |Tocal  Mach  Maeh Social
- Mach Views Tactics .Insight
Attributed . '
Power Scales
l. Personal
Leadership 275 .05 .00 04 .00
. &« Teaching &
Curriculum
. Logistics 276 «13% .03 o« 14% o L%
3. Faculey -
Career .
4. Contzrol of
w Extracurricu=- - - -
lar Resources 275 .QS 17 .04 =, 06
S.. ‘Research Re- o
sources 276 o 12% .00 o 14% 34
6. Extra Com=- |
7. Committee
, Shared Con=-
cerns 276 . 18% 12% 17% .04
Mach V Scales o
Mach Views ' 36 S5*%
, Mach Tactics 3é «30* -,02
Social Iasight 37 -.05 .09 -.05

a variatious in o due to missing data
* p¢.0S; omne tailed test

Aruitoxt provided by Eic:
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Attributed power and the interaction of

Machiavellianism gng{ social insight. In the  third -

hypothesis--the addition to d& multiple regression eguation
of the term for the interaction of the specific
Machiavellian variable with fhe social insight variable will
increase the prediction of each of the APS measures--the
relationship of the three Mach interaction terms with the
APS are examined. Table 2 contains the summary of F values
for R-scuare increases for the APS measures Tesulting from
the inclusion of the interaction terms in the regression
equationse. Examination of the table reveals that the
addition of the Total Mach X CSI interaction term
contributed significantly to the increase in prediction of
the scores on the APS measures of Personal Leadership (E =
7.885, p <.05), Control of Tgxt;acu;gicular Resources (F =
8.404, (p <.05), and Committee Shared Concerns (E = 5.119, p
<.05) . all three of the interaction effects were of the
same nature. At high levels of Total Mach, faculty
perceived the department heads who had high social insight
scores to have greater power than the department heads who
had low social insight scores. At low levels of Total Mach,
faculty perceived 'departuent heads who had lo¥ social
insight scores to have greater power than the department
heads who had hidgh social insight scores. |

The second Mach interaction tern, Mach Views X CSI,

contributed significantly to the prediction of the scores on

> the AP35 measures of Teaching apd Curriculum Logistics (E =

14



TABLE 2

R-5quare Increases and F Values for APS Using the Hach and
CSJ Interaction Tors in the Reyression Punction

Faculty Total Mach X €St Mach Views X CSI Mach Tactics X CSl
AVS
F Ratio Rg Increase f Ratio R2 Increase F Ratio Rz Increase

I. Personal lLeadership 7.885% .0285 3.118 0115 5.3954 0197
2, Teaching and Curriculum

Logistice 3.504 0123 8.8014 .0309 .000 0000
3. Faculty Career Status .109 . 0004 6.369% .0226 .702 0026
4. Control of Extracurcicu-

lac Resources 8.4044 .0102 7.5624 .0226 3.599 0132
5. Research Resouices .000 .0000 . 156 .0028 021 .0001
f. Extca Compensatlon .35 0014 .000 . 0000 + 1.002 0037
1. Conmitilee Shared Con-

cerns S. 1194 0181 2.381 .0087 3,066 L0180

a df (1, 2068)

hp

< .03, one tailed test

15 BESY i e _.,
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8.801, p <.05), Faculty Career Status (F = 6.369, p <.095),

and Control of Extracurricular Resources (F = 7.562, P
<.05) . For Teaching and Curriculum Logistics, at bigh~

levels of Mach Views, faculty perceived department heads who

had low social insight scores to have dreater power than the

department heads who had high social insight scores. At low

levels of Mach Views, the faculty perceived the department
heads who had high social ipsight scores to have greater
power than the department heads who had low socigl'iﬁsight
scores. | Por both Faculty Career Status and Control of
Extracurgicular Resources, at high: levels of Mach Views,
faculty perceived the department heads who had high social
insight scores lto have greater power than the department

heads who had low social insight scores. Conversely, at low

‘levels of Mach Views, faculty perceived thevdepartment heads

who had low social insight scores to have qreater power than
the department heads who had high social insight scores.

The last Mach interaction ternm, Mach Tactics X CS1,
contributed significantly to the increase in prediction for
the APS measures of Persopnal Leadership (F = 5.395, p <.05)

and Committee Shared Concerns (F = 5.068, p <.05). For both

of these measures, at high levels of Mach Tactics, £faculty

perceived the department heads who had high social insight
scores as having greater power than the department heads who
had low social insight scores. At low 1levels of Mach
Tactics, faculty perceived the department heads who had low

social insight scores to have greater power than the

16
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- 14
department heads who had high social insight scores.
Conclusions -

From these findings it was concluded that the
manipulative skill of department heads does affect the power
attributed to them by faculty, but only in those areas of
immediate concern to the career of the faculty member.
Social insight alone appears to have limited value in
increasing the power of department heads except in Teaching
and Curriculum Logistics. By combining" both
Machiavellianisn and social in;ight, department heads can'
increase their pover, but only slightly,, over faculty in
Personal Leadership, Control of Extracurricular Resources,
Teaching and Curriculum Logistics, Faculty Career Status,
and Committee Shared Concerns. Overall, however, some
increased work on the use of tactical manipulative skills
would appear to be effective in increasing department heads®
influence in effecting developmental changes in faculty
members. Until more conclusive research data are available,
however, adninistrators should consider additional factors

in selecting and training deparment heads as in-house agents

of change.

17
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