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THE PROFILE, FUNCTIONS, BEHAVIORS, AND EFFECTIVENESS OF 

CHIEF BUSINESS OFFICERS IN AMERICAN PUBLIC COMMUNITY COLLEGES 

by 

Richard Allen Calver 

(ABSTRACT) 

This national descriptive study describes the profile 

characteristics, role functions, leader behaviors, and leadership 

effectiveness of Chief Business Officers (CBOs) in American public 

community colleges. The study focuses on the following 

problematic issues of contemporary CBOs: (a) Who are they? (b) 

What role functions do they consider most important and what are 

their responsibilities regarding these role functions? (c) How 

do they perform their leadership roles? and (d) How well do 

they perform their leadership roles? Also, these dimensions were 

related to governance, locus of financial support, and 

institutional size. 

The study was implemented through a mail questionnaire based 

on a modification of Dillman' s TDM methodology, including 

standardized instrument sections, and was adminstered nationally 

through a stratified random sample. Questionnaires were mailed to 

CBOs and their immediate supervisors. 

Major findings of this study include: 

1. The overwhelming majority of CBOs are middle-aged, ~~ite 

males. The majority of the CBOs entered their first CBO position 



with an earned graduate degree. 

2. The CBOs average 16 years prior experience, primarily in 

education, followed by business and the military. Also, the CBOs 

average over 8 years experience in their current CBO role, and 

most entered this role from employment outside their present 

institutions. 

3. Most CBOs work directly under college presidents and are 

assigned substantial supervisory responsibilities, and in general, 

the larger the institution, the more subordinates. 

4. Fiscal and financial duties were judged the more 

important functions and were most often personally performed or 

delegated, not shared. 

5. CBOs reported high scores on both task-oriented and 

person-oriented leader behaviors, and these behaviors did not 

significantly differ from those behaviors reported by their 

immediate supervisors. 

6. Almost all of the CBOs were described by their immediate 

supervisors as performing at a composite leadership effectiveness 

categorical level of at least above average effectivness. They 

were evaluated most effective in technical ability, and least 

effective in professionally developing their subordinate staffs. 

7. Aithough most CBOs reported that local fund 

appropriations were required for their college's operations, the 

majority of CBOs reported the State as their institution's primary 

and legally constituted governance authority. 
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Chapter 1 

THE PROBLEM 

This research study describes the profile 

characteristics, role functions, leader behaviors, and 

leadership effectiveness of Chief Business Officers in 

American public community colleges. This research study 

also relates these descriptive dimensions to 

institutional governance, funding source, and size. 

Moreover, the study provides descriptive data on the 

following problematic issues of contemporary Chief 

Business Officers: 

1. Who are they? 

2. What role functions do they consider most 

important and what are their responsibilities regarding 

these role functions? 

3. How do they perform their leadership roles? 

4. How well do they perform their leadership 

roles? 

This research study provides descriptive data on each 

of the above four dirnens ions; however, the study does 

not consider any one of the four dimensions as a more 

important one for the purposes of this descriptive 

l 
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study, that is, this study is not to be considered as a 

leadership or effectiveness study. 

This study is a prototype research study initiated 

on American public community college leaders and 

focuses on the descriptive research issues of the Who, 

What, How and How Well dimensions. Future research is 

anticipated on other public cornrnun i ty college leaders 

using similar research methodologies. 

This chapter is designed to (a) introduce the 

problem, ( b) provide background for the problem, Cc) 

identify the research problem, Cd) state the purpose of 

the study, Ce) identify the research questions, Cf) 

recognize the significance of the study, Cg) define the 

appropriate terminology, Ch) recognize the limitations 

of the study, { i) state the assumptions of the study, 

and (j) provide an overview of the organization of the 

study. 

Introduction 

The business function of 

requires professional competence 

a community college 

and leadership in 

contemporary academe. As Millett (1980) stated, "The 

business management of a college or university can 

never be taken for granted" (p. 111). However, academe 

is different from other forms of organizations and 

their images as "organized anarchies" require 
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understanding and flexibility from those who manage the 

institution's business affairs. It is in this microcosm 

that "expertise becomes more important than ever, and 

leadership increasingly amounts to the ability to 

assemble, persuade, and facilitate the activities of 

knowledgeable experts" (Baldridge et al., 1978, p. 46). 

Recognition of the CBO's Academic Leadership Role 

In times of financial exigency, fiscal 

accountability concentrates attention on the allocation 

of funds for expenditure throughout community colleges. 

Since the Chief Business Officer (CBO) of a community 

college plays a prominent role in the allocation of 

institutional funds, the position's role and influence 

have a substantial impact on how the funds are to be 

allocated. Bowen (1980) reflected that "the budget and 

expenditures of a college or university reveal a great 

deal about its activities, achievements and 

vicissitudes" (p. 1). 

It is in this context that the role of the Chief 

Business Officer of contemporary American community 

colleges is enhanced. The CBO's educational and 

experiential background provides a basis for applying 

sound business practices and exemplifying leader 

behaviors which can substantially promote 

organizational health and effectiveness. Leadership in 
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the quest for both effectiveness and efficiency is a 

prime consideration for contemporary CBOs, 

summarized the function of management 

and Bowen 

in higher 

education in a most terse but to the point way: "I 

define administration as the use of judgment and 

leadership in the quest for efficiency" (1981, p. 98) . 

No better statement could serve as a guiding light for 

the contemporary Chief Business Officer in all of 

con temporary academe, 

community college. 

including the modern public 

Import of the CBO's Orqanizational Niche 

Chief Business Officers should understand the 

general concepts of educational philosophy and the 

functions which their offices must perform. They must 

administer the physical and financial programs in such 

a way as to assist in achieving the educational aims 

and objectives of their institutions while at the same 

time maintaining fiscal integrity and economy (College 

and University Business Administration, 1968). Karol 

and Ginsburg (1980) concluded that the CBO's goal is to 

integrate the skills, outlook and knowledge of the 

finance/business side of the educational enterprise 

with the academic side so that revenues are allocated 

and services are offered, in the most effective and 

efficient manner. 
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Background 

In many early community college organizations, the 

role of an ins ti tut ion's Chief Business Officer (CBO) 

was usually an "accountant-type" position hired to 

"keep the books" and to provide a limited scope of 

administrative services. The position was not 

recognized as a top campus administrator, and its 

leadership role in campus policy decisions had not yet 

evolved. In fact, the establishment of the position in 

other ins ti tut ions of higher education did not come 

into 11 prominence (until) around the beginning of the 

twentieth century" (Knauth, 1955, p. 4). McGrath (1936) 

gave the year 1906 as the median date for the 

establishment of the position of Chief Business Officer 

and mentions that in certain western colleges the post 

did not come into existence until 1920. The advent of 

American public community colleges and the recognition 

of the role of CBOs in post-secondary educational 

institutions closely coincided. 

Growth of Community Colleges 

The American community college has experienced 

sustained growth, broad-based support and an expanding 

role in American higher education since the turn of the 

twentieth century. Cohen and Brawer (1982) cited 
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several forces in American society contributing to its 

rise: 

the need for workers trained to operate the 

nation's expanding industries; the 

lengthened period of adolescence, which 

mandated custodial care of the young for a 

longer time; and the drive for social 

equality, which was enhanced by opening 

more schools and encouraging everyone to 

at tend. Community colleges seemed also to 

reflect the growing power of external 

authority over everyone's life, the 

peculiarly American belief that people 

cannot be legitimately educated, 

employed, religiously observant, ill or 

healthy unless some institution sanctions 

that aspect of their being (n. 1). 

They further acknowledged that "probably the 

simplest overarching reason for the growth of community 

colleges is that this century has such a plethora of 

demands placed on the schools at every level. Whatever 

the social or personal problem, schools were supposed 

to solve it" Cp~ 2). 
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Evolution of the Chief Business Officer's Role 

During this early period business leaders became 

socially prominent and were included as members of 

college governing boards; it was their expressed desire 

to account for improved efficiency and sound business 

practices in their respective institutions. They turned 

to their CBOs to provide accountability for these 

mandates through the college's President, and their 

reliance on the CBO's business acumen enhanced the 

CBO's role and influence. 

During the ensuing years the position continued to 

evolve and through this period of rapid growth for 

higher education, especially public community colleges, 

only scant attention was focused on the role's 

evolution or its scope of responsibility and influence, 

except when unacceptable financial audits or other 

major operational deficiencies were cited. However, the 

current financial exigency and strong mandates of 

fiscal and managerial accountability necessitate 

enhanced efficiency and effectiveness in business 

management in public comprehensive community colleges. 

These mandates have caused the role of an institution's 

CBO to become increasingly important in successfully 

meeting leadership challenges. 
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The position of the CBO has evolved in noticeably 

disparate ways at different public community colleges. 

Moreover, ambiguity and consternation have surfaced 

over the position's role function. On some campuses, it 

was minimally viewed as the college's "accountant"; on 

other college campuses, the role prominence of this 

position gave rise to the fear that many public 

community college policies would be more 

administrative, rather than academic or student, based. 

Increased Need for Research Data of CBOs in Community 

Colleges 

Community colleges are generally thought to be in 

a good posit ion to weather the next decade, for they 

have successfully broadened their "open-door" 

philosophy to include the entire community (Mingle et 

al., 1981). However, the challenges of the Chief 

Business Officer of a community college will be great 

during this period of predicted retrenchment. 

Chief Business Officers must be ever mindful that 

their role in a public com..~unity college is designated 

to assist and support the institution in achieving its 

objectives and to serve the purposes for which it 

exists. The success of incumbents in this role can be 

measured by how well they perform these 

responsibilities and the success of the institution 
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depends in part on their success. They must administer 

the institution's business and financial operations so 

that these operations contribute to the effectiveness 

of academic and academic support programs. 

Research Problem Statement 

There is a paucity of descriptive profile data of 

those institutional leaders who serve as Chief Business 

Officers (CBOs) in American public community colleges. 

Also, confusion, ambiguity and uncertainty abound 

regarding the contemporary role functions of these 

incumbents; clarification and comparative analysis on 

the relative importance and frequency of these 

identified role functions is necessary to portray their 

organizational niche. Moreover, there exist 

insufficient data to des er ibe the dynamics of leader 

behaviors exemplified by CBOs in performing their 

identified role functions, and the relative 

effectiveness 

words, what 

levels of their 

are the profile 

performance. In 

characteristics, 

other 

role 

functions, leader behaviors and leadership 

effectiveness rating of a Chief Business Officer in 

American community colleges? 

Purpose of Study 

The problem will be addressed through five 

specific purposes. These include: (a) describing CBO 
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profile characteristic data relating to selected 

demographics, education, experiential background and 

present organizational environment; (b) identifying the 

levels of importance and responsibility of job 

functions of CBOs based on NACUBO (National Association 

of College and University Business Officers)-identified 

management responsibilities; (c} assessing the CBOs' 

leader behaviors using a standardized instrument; that 

is, the revised Leadership Behavior Descriptive 

Questionnaire (LBDQ); (d) determining the CBOs' 

effectiveness levels by asking the CBO's immediate 

supervisor to respond to nine dimensions used by 

managerial assessment centers; and (e} testing the 

relationships between the previously identified 

purposes and institutional governance, funding source, 

and size. 

Research Questions 

If the overall research problem stated above is to 

be addresssed in this research study, the following 

general questions will need to be evaluated and 

descriptive data provided. These data will be gathered 

through a national survey. 

1. What are the profile characteristics of CBOs? 

2. What are the role functions performed by CBOs? 

3. What are the leader behaviors of CBOs? 
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4. What is the overall effectiveness rating of 

CBOs? 

Significance of Study 

This study will serve to provide 

information not currently available. 

Descriptive Data Base 

useful 

The study will provide data to clarify the 

confusion, ambiguity or uncertainty regarding selected 

profile characteristics, job functions, leader 

behaviors, and leadership effectiveness of CBOs in 

American public community colleges. This study will 

contribute descriptive data, provide a literature base 

and enhance knowledge of the CBOs' profile 

characteristics, role functions, leader behaviors, and 

leadership effectiveness. The research previously 

completed on public community college CBOs has been 

reported through doctoral dissertations more than ten 

years ago (Cullen, 1973) and generally reflect 

localized or regional studies (Bowers, 1972,; Moore, 

1974; Jackson, 1974; Faulkner, 1981; Mansker, 1975; 

Whims, 1974); specific aspects relating to the role and 

responsibilities (Kinney, 1980; Evans, 1973; Zimmerman, 

1981); or in institutions only indirectly related to 

this research study (Pettys, 1980; Strickland, 197 3; 

James, 1975). Moreover, there are a number of studies 



12 

completed relating to business managers in secondary 

school systems. 

Relationship of CBO Descriptive Data to Institutional 

Size, Governance, and Financial Base 

The study will produce descriptive information 

which will relate the dimensions of profile 

characteristics, role functions, leader behaviors, and 

leadership effectiveness to institutional size, 

governance, and funding source. Only scant descriptive 

research data exists on CBOs in American public 

cornmuni ty colleges and the data which do exist focus 

either on a regional or limited scope data base. Two 

previous research studies (Bowers, 197 3 and Cullen, 

1973) are not being replicated in 

for the following reasons: the 

this research study 

research data was 

designed to answer different research questions than 

those posed in this research study~ also, the research 

data reported was on a regional, not national, basis. 

Definition of Terms 

In order to more clearly define the research 

problem, implement research 

report the conclusions of 

design methodology, and 

this research study, a 

definitive terminology is needed to provide clarity in 

the use of major terms used throughout the study. 



13 

Arner ican two-year public community college. This 

term includes all public two-year post-secondary 

community, technical and junior colleges offering the 

Associate Degree as the highest degree awarded and 

located within the fifty Ai~erican states. 

Chief Business Officer (CBO). The Chief Business 

Officer ( CBO) is the principal administrative officer 

responsible for a college's business and financial 

operations. 

Consideration. Consideration is the extent to 

which an individual is likely to have job relationships 

characterized by mutual trust, respect 

subordinates' ideas, and consideration 

feelings (Fleishman and Peters, 1962). 

of 

for 

their 

Initiating Structure. Initiating Structure is the 

extent to which an individual is likely to define and 

structure his role and those of his subordinates toward 

goal attainment (Fleishman and Peters, 1962). 

Leadership Effectiveness. Leadership effectiveness 

is the extent to which the leader's group or 

organization performs its task successfully and attains 

its' goals (Yukl, 1981). 

Leadership. Leadership is considered an 

individual's behavior in influencing a group or other 

individuals in efforts toward a goal attainment. 
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Role Function. A role function reflects an 

organizational behavior pattern or specific function 

usually expected or exhibited by an incumbent in an 

identifiable organizational position. 

Limitations of the Study 

This is a research study and 

information is 

descriptive 

subject to the integrity of 

respondents. The 

the 

the 

study self-reported 

describes the 

data from 

current 

the 

incumbent CBOs' profiles, 

functions, behaviors and effectivenesss levels and does 

not present historical, descriptive data or attempt to 

project future descriptive trends. 

Assumptions of the Study 

It is important to note that this research study 

focuses on a selected sample of Chief Business Officers 

to represent the designated population and in no way 

projects inferences to individual CBOs. In this respect 

the following assumptions are relevant. 

1. The 

functions, 

effectiveness 

study addresses characteristics, job 

leader behaviors, and leadership 

levels of CBOs as a group and does not 

infer that the research data relate to any individual 

CBO. 
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2. The study describes the dimensions of CBOs as 

a group and is not used to identify causal 

relationships. 

3. The study is not judgmental insofar as it does 

not attempt to conclude whether the dimensions are 

desirable or undesirable. 

Organization of the Study 

This research study is organized into five 

chapters. Chapter l describes the background, the 

problem, purpose, research questions, 

of the study; definition of terms; 

and significance 

and limitations, 

assumptions, and 

focuses on the 

organization of the study. Chapter 2 

literature relating to the research 

dimensions of profile characteristics, role functions, 

leader behaviors, and leadership effectiveness. Chapter 

3 explains the research questions and design 

methodology; the selected population and random sample 

determination; tbe instrument design, development, and 

administration, and data collection and analysis 

techniques. Chapter 4 provides descriptive and 

comparative response data from the data instrument and 

summarizes the findings of the research study in terms 

of the problem statement, purpose of the study, the 

research questions. Chapter 5 reviews the summary and 
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provides discussion based on the response data analyzed 

in the study. 



Chapter 2 

REVIEW OF RELATED LITERATURE 

The review of literature addresses each of the 

four leader dimensions being studied in this research 

project, i.e. profile characteristics, role 

functions,leader behaviors, and leadership 

effectiveness, as well as the three variables of 

governance, funding source and institutional size. The 

literature review focuses on prior research studies and 

prior literature reviews which provide a literature 

foundation for supporting this study. 

Historians and philosophers remind us that 

leadership transcends the ages from our distant past. 

However, the continuing search for the basis of 

leadership is an elusive one. Rustow (1970) wrote that 

11 many of the reCE!nt authors on the subject of 

leadership have had the sensation, now elating and now 

disheartening, of breaking new ground at the outer 

frontiers of scholarship" (pp.6-7). 

Leadership Defined 

The various definitions of 

appear 

stated 

confounding, but as the 

there are commonalities 

17 

leadership at first 

following two writers 

in the definitions. 
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"Definitions of leadership usually have as a common 

denominator the assumption that it is a group 

phenomenon involving the interaction between two or 

more persons" (Janda, 1960, pp. 345-363). Yukl (1981) 

also stated: "most definitions of leadership reflect 

the assumption that it involves an influence process 

whereby intentional influence is exerted by the leader 

over followers. The numerous definitions of leadership 

that have been proposed appear to have little else in 

common" ( p. 3) • 

Review of Leadership Theory 

Cribbins' (1981) review of leadership theory 

identified certain theoretical knowledge bases for 

leadership; he stated: "In leadership, as in all 

skills, experience without a conceptual foundation is 

as useless as theory without practical application" Cp. 

15). In his overview of leadership research studies he 

classified four basic research categories: 

1. Two dimensional behavioral approaches based on 

the studies from Ohio State University and the 

University of Michigan, i.e. task-oriented (IS} 

managers and employee-oriented (CS) managers. 

2. Zalenzik's (1977} three dimensional 

personality approach which emphasized the personality 

of the leader, i.e. task-oriented managers, 
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person-oriented managers, and fusion-oriented managers. 

3. Fielder's {1967) four dimensional contingency 

approach based on the favorableness of the situation 

resulting from leader-member relations, task structure, 

position power, and homogeneity of the work group. 

4. Evans' {1968) and House 1 s {1971) five 

dimensional path-goal approach hinging on reward 

valence, expectancy, instrumentality of rewards, 

managerial role, and subordinates and situations. 

Cribbin also noted that some researchers have attempted 

to assimilate these categorical theories into 

theoretical syntheses. Hersey and Blanchard's { 1977) 

work is one such attempted synthesis. Hersey and 

Blanchard remarked: 

Man's greatest failure has been his 

inability to secure cooperation and 

understanding with others. Shortly after 

the Second World War, Elton Mayo recognized 

the problem when he reflected that "the 

consequences for society of the unbalance 

between the development of technical and of 

social skill have been disastrous" {p. 1). 

The interrelationship between individual leaders 

and their organizations which define organizational 

roles and organizational relationships and expectations 
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are important. Reciprocal relationships and 

expectations are important in these situations where 

the attainment of the organization's objectives depends 

upon its members measuring up to their responsibilities 

as defined by themselves and by their associates 

(Stodgill, Scott and Jaynes, 1956). 

Academic Leadership 

Leadership in academe has the added dimensions of 

leading constituencies in organizations characterized 

by Cohen and March (1974) as organized anarchies--a 

system described by them as one with little central 

coordination or control. Riley and Baldridge {1977) 

further summarized the unique organizational 

characteristics of colleges and universities as 

organized anarchies: (1) unclear goals, (2} client 

services, (3) unclear techno.logyr (4) professionalism, 

and (5) environmental vulnerability. 

Dressel (1981) reflected on the importance of the 

role of college leaders: "Fragmented by specialization, 

egotism, and idiosyncrasies, a college or university 

faculty is unable to agree on purposes, goals, and 

policies and to demonstrate accountability in the use 

of resources unless some form of central administration 

succeeds in bringing harmony and unity out of the 

prevailing discord and fragrnentation 11 (pp. 2-3). An 
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academic leader is usually faced with two paradoxes in 

providing effective leadership. Eble (1978) clarified 

one paradox which academic leaders face: "To both serve 

and lead: that seems to be the paradox many college 

administrators face the paradoxical nature of 

serving and leading may explain the faculty's 

acceptance of administrative authority as long as it 

clearly appears to be serving prime faculty interests" 

(p. 113). Levinson (1968) clarified the other paradox: 

"he who would lead must follow. That is, he must 

understand the values and expectations of his 

followers. Unless he does, he will be unable to win 

their consent. Without consent, he cannot lead" (p. 

58) • 

Leadership in academe is facing a period in which 

the leadership styles of past and present will be 

challenged; leadership styles are expected to change. 

Mccorkle and Archibald (1982) posited that the 

charismatic academic leadership style of the forties 

and fifties changed to that of a hardened negotiator in 

the sixties and a compromiser in the seventies. They 

felt that leaders in the eighties must be statesmen 

promoting the public good and will be required to take 

more risks than their predecessors. However, these 
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risks must include a cognizance of mandated 

accountability for which the CBO plays a major role. 

It is in this framework that the public comrnuni ty 

college CBO's leadership profile, role functions, 

leader behavior and level of effectiveness will be 

under close scrutiny not only by Presidents and Boards 

of Trustees, but by faculty, staff and lay persons who 

are demanding the highest levels of integrity, 

efficiency, effectiveness, and accountability. As 

Cosand (1979) emphasized, "the upcoming challenges are 

too serious to condone weakness at any level of 

administration" Cp. 23). 

Profile Characteristics 

Not only are Arner ican community colleges di verse 

in their structure and their practices, but they are as 

diverse in their administrative leadership.. With the 

turnover of community college administrators, at least 

until the recent economic recession, the best profile a 

researcher could construct during the past days of 

dynamic growth was only a limited time 11 snapshot" at 

best. However, since financial exigency has prevailed 

as a byword in managing these institutions with a 

bare-bones budget and staff, and in consideration of 

the high costs of relocation, administrators are less 

prone to change posit.ions. The contemporary period 
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presents an excellent time to construct a more stable 

profile on selected community college administrators, 

to decide their role functions and leader behaviors 

and to evaluate the effectiveness of their leadership 

styles. Succintly, profile characteristics identifies 

the first of the four dimensions, that is the Who 

profile. 

Definition of "Profile Characteristics" as a Construct 

The profile of this study can be described as an 

aggregated description of selected personal, 

educational, experiential, institutional, and position 

characteristics of those who occupy Chief Business 

Officer positions in American public community 

colleges. The aggregated description is constructed 

from the data returned by selected respondents who were 

randomly selected. 

The profile serves to discover the selected 

characteristics of selected community college 

administrative leaders and to describe these 

individuals, their educational and experiential 

backgrounds, and institutional characteristics based on 

selected questions supporting this research study. This 

descriptive study of community college CBOs produces 

useful information about the CBOs. Perceptions and 

beliefs regarding these leaders, their roles, their 
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leader behaviors and their leader effectiveness were 

either confirmed, modified or rejected based on the 

data gleaned from the questionnaires used in the 

survey. 

Scarcity of Descriptive Profile Research Data 

Only meager descriptive data exist on CBOs in 

American public community colleges. 

are regional or limited in scope. 

study ( 197 2) in nine southeastern 

Most existing data 

Bowers' descriptive 

states found that 

community college CBOs who were forty years of age or 

older reported higher levels of authority, held a 

master's degree or higher, served colleges with 

enrollments from 1250 to 4999, and had been incumbents 

for three to five years. He also reported the following 

salient conclusions: 

1. The business officers had sufficient authority 

to perform the duties for which they were responsible. 

2. The community college business officer is an 

executive who makes a direct contribution to the 

successful operation of his institution through the 

management of its business and supportive services. 

3. A trend is evident that the community college 

business officer has earned a degree beyond the 

bachelor's level. 
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4. Many chief college administrators and trustees 

have criteria other than a business related education 

which they utilize in CBO selection. 

5. The type of control pattern exercised over the 

community college has a considerable influence on the 

attitude of the CBO toward the work environment. 

Cullen's study (1973) reported that little 

descriptive information on community college business 

managers existed regarding their personal 

characteristics, office organization and attendant 

duties and responsibilities, and he felt this type of 

descriptive data would be 

administrators of new 

colleges. 

found especially 

and developing 

useful to 

community 

Profile Literature Contributions to Leadership 

Knowledge 

Profile characteristics materially add to 

leadership knowledge. To illustrate, Hemphill and 

Coons' research (1957) reported that age and type of 

organization related to their other research 

dimensions. For example, " ... 

'military' group leaders were 

more frequently in Domination 

'occupation' group and 

described as engaging 

behavior than were 

'social' or 'educational' group leaders" (p. 34). "In 

'educational' groups, there is reported less 
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Domination, less Representation, less Organization, and 

less Communication Down than in other groups. In 

'military' groups, there is found Domination, more 

Organization and less Recognition" (p. 34). Also, 

"Older leaders are seen to display more Domination 

behavior. Older members tend to report leaders showing 

less Membership behavior and members tend to describe 

older leaders with low Membership scores. These 

tendencies raise questions as to the function of age in 

the problems of leadershipn (p. 28). Further, Sarbin 

and Allen (1968) reported that role skills, i.e. 

performance of some task to a given level of 

competence, result from aptitude p experience and 

specific training. They further stated that role skills 

can be enhanced, within limits, through appropriate 

training in later life. 

Role Functions 

The position of Chief Business Officer in academe 

is not a product of the twentieth century. Its origin 

began in the eleventh and twelfth centuries when the 

medieval European universities had advanced 

suf f ic ien tly in organizational structure to recognize 

the really important officials known as the chancellor, 

the rector and the priors or deans (Knauth, 1955). 

Other officers were identified as the "treasurer, 
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receptor, or steward" who kept 11 fiscal accounts and 

attended to other fiscal matters of a clerical nature" 

(Lindsay and Holland, 1930, pp. 4-6). The organization 

of these earliest universities was far from rigid, and 

their business affairs were conducted with 

corresponding 

direction of 

simplicity (Knauth, 

the institution's 

1955). Under the 

administrative head 

(rector), the fiscal off ice rs were responsible· to 

account for the university's monetary affairs; however, 

the rector was the responsible person who was 

answerable on these affairs at the end of his term 

(Rait, 1918). 

Rait further stated that although much of the 

money handled by the university was derived frmn fines, 

fees were levied. Tuition costs, however, were 

generally paid directly to a master (instructor} which 

sometimes had to be negotiated "in a highly 

sophist-like manner" CRashdall, 1936, p. 208). Although 

these monies were not usually handled by the treasurer, 

he did collect fees and fines. A list of fines issued 

in 1432 to be collected by a 

penalties for brawling, dueling 

misbehavior CRait, 1918). 

treasurer prescribed 

and other forms of 

As the colleges and universities grew during the 

next five centuries in educational and financial 
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importance, scholarships granted to needy or preferred 

students multiplied, requiring more supervisory 

attention from the authorities; and the ins ti tut ion in 

its corporate aspect became increasingly concerned with 

those matters of money and business that had formerly 

been of interest chiefly to the individual students and 

masters (Knauth, 1955). It could be supposed that it 

was the influence of these institutions upon the early 

American colonists that caused many of these ideas to 

be migrated with the early educated settlers to the 

American colonies (Knauth, 1955). 

The founders of the Arner ican schools were aware 

that some kind of financial watchfulness was needed, 

but this is not to say that the keeper of the purse was 

always given official status, or that when such an 

official existed he was given proper latitude (Morison, 

1935). However, the early college president was a 11 jack 

of all trades 11 attending to 11 odds and ends of business 

that no one else attended to 11 (Schmit, 1930, p. 58). Of 

course, the institution's business affairs were 

included in the broad range of the presidential role. 

However, the business functions eventually and 

gradually gravitated from the president's off ice. In 

many instances, fiscal duties devolved upon a clerk who 

was, or who became the subordinate of a member of the 
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governing board, usually the member most highly 

regarded for his financial sagacity. In some cases, a 

local bank attended to the details of the business of 

the college, often assigning a special clerk to handle 

college matters (Knauth, 1955). As the colleges 

established administrative positions other than the 

President, the evolution of the recognized position of 

the Chief Business Officer appeared later than many 

other positions since these other positions came 

usually to those who were employed as faculty. 

Professional Recognition of CBOs 

McGrath (1936) gave 1906 as the median date for 

the establishment of the position of Chief Business 

Officer and mentioned that in certain western colleges 

the post did not come into existence until 1920. This 

statement should be recognized for its emphasis on a 

"median" time and does not connote the absence of this 

position before this period only that it came "into 

prominence around the beginning of the twentieth 

century" CKnauth, 1955, p. 4). In fact, great progress 

in recognition of this position took place in the 

following few years. The first college business officer 

association, the Central Association of College and 

University Business Officers, began in 1912; and, by 
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1936, every section of the country had a regional 

association (Knauth, 1955). 

In September, 1950, the National Federation of 

College and University Business Officers Association 

was founded and, by 1960, had become the National 

Association of College and University Business Officers 

(College and University Business Administration, 1968), 

or NACUBO, as it is currently referred to by its 

constituency. Millett (1980) stated that "professional 

competence in the management of these Chief Business 

Officers services has increased substantially over the 

years thanks in large part to the National Association 

of College and University Business Officers" (p. 111). 

Also, during this period of the rise of prominency 

of the role of the Chief Business Officer, Knauth 

(1955) recounted that business leaders became socially 

prominent and were included as members of college 

governing boards. It was their expressed desire to 

account for improved efficiency and sound business 

practices in their respective institutions, and they 

turned to their Chief Business Officers to provide 

accountability for these through the President. 

Organization of Collegiate Business Affairs 

Knowles (1970) stated that there is no best way to 

organize and staff an off ice or off ices to perform the 
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functions of the business and financial administration. 

Rather, it will depend upon the institution's size, the 

capabilities of its senior officers, the strengths of 

the Chief Business Officer and those of his 

subordinates, and an indeterminable number of other 

considerations. 

In community college organizations, the 

of the Chief Business Officer customarily 

directly to the President. A feeling still 

among many college administrators that the 

position 

reports 

persists 

man who 

controls the purse strings should not be in a position 

to dictate instructional expenses. The trend, however, 

seems to be toward cabinet authority for the business 

manager (Knowles, 1970). In a two-year college, most of 

the responsibility will be placed at the central level 

and assigned to a controller, dean for administrative 

services, vice president for financial affairs, or some 

variation of these (Woltokiewiez, 1980). 

Delineation of CBO Manaqerial Functions 

Cullen's study (1973) reported that "in broad 

terms, the responsibilities of the community college 

business managers were: a.ccounting, budgeting, 

inventory control, operation and maintenance of 

physical plant, personnel and purchasing." 
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also reviewed 

rnanagemen t 

the CBO Is management 

function is a 

"business" function in the sense that it is 

concerned with management of and accounting 

for financial and physical resources--wi th 

the handling of funds, of endowments and 

investments, and of expenditures for 

salaries and wages; for operation of the 

physical plant; for supplies and equipment; 

for housing and food services; and for 

other areas. These business elements are 

essential to the institution 1 s existence, 

and thus the overriding responsibilities of 

the division of business affairs are (1) to 

keep the accounts and make reports through 

which the total activity becomes 

intelligible and (2) to bring to the 

administration of the college or university 

an intelligent and sympathetic awareness of 

how or whether resources are being used to 

advance educational goals. 

No organization chart of the division 

will, in itself, set out clearly the 

measures of responsibility essential to 
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successful and effective management. The 

1 in es of res pons i bil i ty and authority will 

show primary relationships, but the 

effectiveness of the whole will depend, as 

in other fields, on the leadership and on 

the degree to which professional skills are 

brought together in the service of the 

ins ti tut ion. There may be one business 

officer, a vice president for business and 

finance, for example, or two, a vice 

president for business and a vice president 

for finance. But there must be an essential 

unity in the way affairs are conducted and 

there must be participation by the officer 

or officers in planning and policy 

determinations. The business organization 

must be so constructed that it links the 

various management sectors of the 

institution with trained staff and with 

proper accounting and financial 

data-gathering systems, prepares itself to 

give to the administration both information 

and informed counsel" (Welzenbach, 1982, p. 

9) • 
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McGuffey (1980) stated that "a review of the available 

literature revealed that there was no set of 

competencies that school business adminstrators could 

accept as being either desirable or necessary to the 

performance of their duties and responsibilities " . . . 
Cp. 1). McGuffey noted that the Southern States 

Cooperative Program in Educational Administration 

CSSCPEA) defined competency in Educational 

Administration results when an individual exhibits 

behavior that enables him to perform a particular 

administrative task in the most desirable manner. In 

many cases, the designation of the task and the 

selection of a strategy of performing it depends upon 

the value base possessed by the individual. The value 

base which guides an individual's behavior is a "theory 

of educational administration," and the task performed 

is the job of educational administration. The various 

skills, abilities and knowledge that an administrator 

draws upon to perform the task represents his personal 

equipment. The relationship of the three elements --

theory, job and "know how" has been called the 

"competency concept" (SSCPEA, 1955). 

McGuffey (1980) noted: 

A person involved in the performance 

of a task in school business administration 
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draws upon a lot of personal qualities that 

causes (sic) him to behave as he does. His 

philosophy, values, talents, skills, 

knowledge, experience, intelligence, and 

leadership style are all involved. These 

personal qualities are applied in the 

variety of environmental settings in which 

one operates. The result is a set of 

behaviors that reflect the competence to 

perform an assigned task (p. 5). 

A primary reference for CBOs is the National 

Association of College and University Business 

Officers' (NACUBO) College and University Business 

Administration (1982) which addressed the CBO's 

management functions and provides the basis for 

identification of the CBO role functions used for the 

purposes of this research study: 

Administrative management: 

Institutional planning.~ space management 

management information systems, records 

management, risk management and insurance, 

fiscal administration of sponsored 

programs, legal services, management of 

student financial aid funds, personnel 
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administration (including faculty and staff 

benefits), and labor relations. 

and 

other 

Business management: 

services, auxiliary 

services, physical 

design, construction, 

Purchasing goods 

enterprises and 

plant (planning, 

operation, 

maintenance) , environmental health 

and 

and 

safety, security and law enforcement, and 

transportation. 

Pis cal management: Administration of 

endowment and similar funds, investment 

management, cash management, budgeting, 

auditing, costing, and calculation of 

indi~ect cost rates. 

Financial accounting and 

Development and maintenance of 

reporting: 

the basic 

financial accounting and records systems 

and , preparation of financial reports and 

analyses that inform the institutional 

community, particularly the chief executive 

officer and governing board, of the 

financial health of the institution 

(Welzenbach, 1982, pp. 9-10). 

It is also important to understand that the Chief 

Business Officer cannot be a specialist in all the 



37 

operations for which he is responsible. He must be 

aided by staff members with professional training and 

experience in the various divisions into which the 

business and financial operations of the institution 

are organized (College and University Business 

Administration, 1968). It would not be unreasonable at 

a large community college to have managers or directors 

identified in each of the above responsibility areas 

and sub-areas. In large state systems, one could 

discern similar state-level positions which would 

coordinate the local college functions. 

It is necessary to emphasize an important 

consideration relating to the operation of 

administrative services, i.e. the difference between 

"program management" and "operational management.n This 

distinction has especially been a relevant one between 

student services and administrative services. Student 

financial aid is 

administered by 

one example where 

student services, 

the programs are 

e.g .. required 

determination and award of financial aid, and the 

operational management of the program by administrative 

services, e.g. accountingv reporting and, in cases of 

loans, collections. Millett (1980) emphasized the need 

for understanding and cooperation between other 
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organizational areas and the administrative services 

staff. 

Leader Behavior 

"The 

attribute 

successful 

that sets 

organization has one major 

it apart from unsuccessful 

organizations: dynamic and effective leadership" 

(Hersey and Blanchard, 1969, p. 59). Myrdal (1944) 

argued that the concept of leadership is more prevalent 

in American society than in European societies (Seeman, 

1957). Bowers and Seashore (1966) noted: 

Traditional leadership research has focused 

upon the behavior of formally designated or 

recognized leaders. This is probably due, 

at least in part, to the historical 

influence of the hierarchical models of the 

church and the army. 

until recently been 

leadership either as 

As a result, it has 

customary to study, 

an attribute of the 

person or someone who is authority-vested, 

or as an attribute of his behavior Cp. 

24 7). 

Early Leadership Research 

For many years, early leadership research focused 

on the leader himself, and as Tannenbaum, Weschler and 

Massarik (1961) emphasized, "It was assumed that 
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leadership effectiveness could be explained by 

isolating psychological and physical characteristics or 

traits, which were presumed to differentiate the leader 

from other members of his group. Studies guided by this 

assumption generally proved none too fruitful. Almost 

without exception universal traits proved elusive, and 

there was little agreement as to the most useful 

traits" (pp. 22-23). A review of research literature 

focusing on trait approach to leadership revealed few 

significant or consistent findings (Gibb, 1954; 

Stogdill, 1948; Goulder, 1950; Jennings, 1961). 

Hersey and Blanchard (1972, pp. 79-80) noted that 

empirical research revealed no normative style of 

leadership; and hypothesized that the successful 

leaders adapt their behavior to the needs of their 

group and particular situation. They continue to 

reinforce this idea by reporting that research 

indicated that leadership was a dynamic process, 

changing with different situations, leaders, and 

followers. Tannenbaum, et al. ( 1961) reinforced the 

research findings that leaders do not function in 

isolation since they must interact with their followers 

within a cultural, social and physical context. 
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Ohio State University Leadership Research 

In the late 1940s, Ohio State University's Bureau 

of Business Research team used an interdisciplinary 

team approach to study leader behaviors. Their 

deliberations resulted in hypothesizing nine a priori 

dimensions of leader behavior on which 1790 descriptive 

items of behavior were written. From these reservoirs 

of items, 150 were condensed and selected for use in a 

questionnaire. The team approached leadership on the 

basis of examining and measuring performance or 

behavior rather than traits (Shartle, 1957). Shartle 

further stated that when these studies "were initiated 

in 1945, no satisfactory theory or definition of 

leadership was available." 

Beginning with Hemphill's (1949) research, a 

theoretical foundation was established to support the 

situational or leader behavior approach to the study of 

leadership. "The focus in the situational approach to 

leadership is on observed behavior, not on any 

hypothetical, inborn, or acquired ability or potential 

for leadership" (Hersey and Blanchard, 1969, p. 61). 

Ohio State's Bureau of Business Research team 

contributed significantly to leadership knowledge 

through research studies initiated in 1945 (Hersey and 

Blanchard, 1969, Yukl, 1981; Evans, 1970; House, 1971; 
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and Fielder, 1967). The Ohio State team found in their 

empirical research that a large number of hypothesized 

dimensions of leader behavior could be reduced to two 

separate and distinct factors: Consideration and 

Initiation of Structure. In fact, their most important 

contribution was the isolation of Consideration and 

Initiation of Structure as basic dimensions of 

leadership behavior in the formal organization. Halpin 

and Winer C1957) reported "Consideration and Initiating 

Structure accounted for 83.2 percent of the common 

factor variance" Cp. 41). 

The Leader Behavior Description Questionnaire 

CLBDQ) resulted from Hemphill's (1949) original work 

and later refined by Hemphill and Coons (1957). It was 

subsequently found that the "hypothesized dimensions of 

leader behavior could be reduced to two strongly 

defined factors. These were identified by Halpin and 

Winer (1957) and Fleishman (1957) as Consideration and 

Initiation of Structure" (Stogdill, 1963a, p. 1). 

Fleishman and Peters {1962) defined these two factors: 

Consideration CCS) is the extent to which an individual 

is likely to have job relationships characterized by 

mutual trust, respect for subordinates; ideas, and 

consideration of their feelings; Initiation of 

Structure C IS) is the extent to which an individual is 
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likely to define and structure his role and those of 

his subordinates toward goal attainment. Stogdill 

(1963a) further stated that these "two factorially 

defined subscales, Consideration and Initiation of 

Structure, have been widely used in empirical research, 

particularly in military organizations, industry and 

education" Cp. 1). Dipboye (1978) stated that "the 

meticulous fashion in which the LBDQ was developed in 

the late 1940s and early 1950s provides a stellar 

example of how a leadership scale or any psychological 

instrument should be developed" Cp. 1174). He also 

felt that the LBDQ measures "a stable, recurring tract 

of leadership by averaging across subordinates and 

time, and ignoring individual subordinates or tasks" 

CDipboye, 1978, p. 175). 

Consideration and 

identified as a result 

determine "the smallest 

Initiating 

of factor 

number of 

Structure were 

analyses used to 

dimensions which 

would adequately describe leader behavior, as perceived 

by the leader's subordinates and as the leader himself 

perceived his own attitudes toward his role" (Korman, 

1966, p. 349). "Halpin (1955, pp. 18-32) reported 

split-half reliabilities of .83 and .92 for Initiating 

Structure and Consideration, respectively" (Seeman, 

1957, p. 91). Dipboye (1978) also stated that "both the 



43 

IS and CS factors have been found to have high 

coefficients of internal consistency" Cp. 1746). 

Similar Leadership Research Studies 

Similar studies were also being conducted at the 

University of Michigan's Survey Research Center which 

identified the concepts of "employee orientation" and 

"production orientation" which were similar to the Ohio 

State leadership dimensions of initiating structure and 

consideration. Derwin Cartwright and Alvin Zander of 

the Research Center for Group Dynamics also identified 

similar categories into which all group objectives 

fall: (a) achievement of a specific group goal, and (b) 

the maintenance or strengthening of the group its elf 

(Cartwright and Zander, 1960). Subsequently, Floyd Mann 

of the Survey Research Center developed and 

operationalized the concept of leadership in terms of a 

trilogy of skills required of supervisors and managers, 

that is, human relations, technical and administrative 

(Bowers and Seashore, 1966). Hersey and Blanchard 

(1969) reflected on the similarity of these separate 

findings: "Goal achievement seems to coincide with the 

task concepts discussed earlier (initiating structure 

and production orientation), which group maintenance 

parallels the relationship concepts (consideration and 

employee orientation)" (p. 66). 
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Theoretical Leadership Synthesis 

These concepts have been popularized in Blake and 

Mouton's The Managerial Grid (1964) which identified 

five different types of leadership on a quadrant basis 

along two axes, i.e. concern for production and concern 

for people. Hersey and Blanchard (1968) merged the Ohio 

State quadrant with Blake and Mouton's Managerial Grid 

(see Figure 1). Hersey and Blanchard (1969, p. 69) also 

emphasized that "the Ohio State leadership studies seem 

to conclude that the high consideration and initiating 

structure style is theoretically the ideal or best 

leader behavior, while the style low on both dimensions 

is theoretically the 'worst'." 

Moreover, Hersey and.Blanchard (1969) reflected on 

a leader's personality, or style, which others learn to 

recognize and from which they can expect and even 

predict certain kinds of behavior. They described the 

four basic leader behavioral styles: 

1. High Task: The leader is perceived by others 

as high on task but low on relationships and as more 

concerned about the task at hand than he is about the 

personal well-being of his subordinates. The task 

aspects of productivity appear to be most important and 

his subordinates are viewed as tools to accomplish the 

leader's own personal or organizational goals. 
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High Relationships 

Country 
Club 

Team 

Consideration Middle 
Road 

'Impoverished Task 
Low 

Initiating 
Structure 

--------.... High 
Task 

Figure 1. Leadership Styles Resulting from the 

Merging of the Ohio State and the 

Managerial Grid Theories of Leadership 

Note. Adapted from Paul Hersey and Kenneth H. 

Blanchard's (1969} Management of Organizational 

Behavior. Englewood Cliffs, N.J.: Prentice Hall, Inc., 

p. 68. 
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2. High Task and Relationships: The leader is 

perceived by others as high on both task and 

relationships. Task accomplishment appears to be 

important and high standards are set but interest in 

subordinates' individuality, personal needs, and ideas 

are considered. 

3. High Relationships: A leader is perceived by 

others as high on relationships but low on task. There 

is more concern for the needs of the individuals in the 

group than the task to be accomplished. Individuals and 

their potential are important and are emphasized over 

the maximizing of productivity. 

4. Low task and Relationships: A 

perceived by others as low on both 

leader is 

task and 

relationships and one who allows subordinates to 

determine and direct their own activities; little time 

and effort are spent in developing personal 

relationships with them. 

This managerial grid has been developed even 

further in its application to managerial styles in an 

academic environment. Specifically, Blake, Mouton and 

Williams (1981) modified, adapted and enhanced their 

prior approach with specific applications by academic 

leaders. Figure 1 can be altered to reflect their 
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modifications and adaptations for educational 

administrators; this change is shown in Figure 2. 

Blake, Mouton and Williams (1981) explained their 

five major grid styles in Figure 2: 

1. Caretaker Administration. This style 

represents effort expended to exercise academic power 

and authority and reflects little concern for 

institutional performance 

membership. 

2. Authority-Obedience 

style represents a high 

to sustain institutional 

Administration. This 

concern for institutional 

performance and inhibits a concern for human elem en ts 

that might interfere in accomplishing a high level of 

performance. 

3. Comfortable and Pleasant Administration. This 

style represents a high level concern for the people of 

the institution and stresses satisfying personal 

interrelationships with a de-emphasis on institutional 

performance. 

4. Constituency-Centered Administration. This 

style represents a moderate approach to institutional 

performance and concern for people and attempts to 

balance both approaches. 

5. Team Administration. 

integration of concern 

This style represents an 

both for institutional 
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Comfortable & Pleasant Team 

Administration Administration 

Caretaker 
Administration 

Competency-Centered 
Administration 

Authority-Obedience 
Administration 

High 
Concern for Institutional 

Performance 

Initiating Structure 

Figure 2. Academic Leadership Styles Resulting 

from the Merging of the Ohio State and 

the Managerial Grid Theories of 

Leadership 

Note. Adapted from Robert R. Blake, Jane Srygley 

Mouton, and Martha Ship Williams' (1981) The Academic 

Administrator Grid. San Francisco: Jessey-Bass 

Publishers, p. 12. 
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performance and people to seek quality achievement of 

institutional mission and goals through a mutual trust 

and respect. 

Blake, Mouton and Williams (1981) emphasized that 

these administative styles are resultant from the 

personal 

through 

values and 

a lifetime. 

interpersonal skills 

The differences 

acquired 

in these 

administrative 

examining the 

styles 

following 

can be 

elements 

best discerned 

of behavior in 

by 

an 

administrator's daily interactions that they highlight: 

(1) making decisions, (2) holding convictions, (3) 

managing conflict, (4) controlling temper, (5) 

expressing humor, and (6) exerting effort. 

Evolution of the LBDQ 

Dipboye (1978) summarized the LBDQ: 

In summary, the LBDQ seems to possess 

internally consistent scales; raters appear 

to agree to a sufficient degree when using 

the scale to describe a leader's behavior; 

and the IS and CS scales appear to be 

related to such important criteria as 

satisfaction, performance, and grievances. 

However, a lack of data prevents any 

conclusion with regard to the test-retest 

reliability of the LBDQ Creal or ideal), 
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its ability to predict satisfaction or 

performance over time, or its convergence 

with similar measures of leadership. 

Serious defects of the scales include a 

confounding of authoritarian and punitive 

leadership with the initiating structure 

scale and the limitation of the instrument 

to only two dimensions of leader style. For 

most purposes, the LBDQ-12 would seem to be 

preferred to the original LBDQ (p. 1747). 

The LBDQ-12 represents the fourth revision over the 

past twenty-six years. Table 1 reflects LBDQ properties 

on the early LBDQ tests and those on the revised LBDQ. 

LBDQ Criticism 

Korman's (1966) review of the Ohio State 

leadership studies resulted in the following critique: 

(1) "most of the correlations are insignificant for 

both variables" (consideration and initiating 

structure) (p. 351); however, the LBDQ did produce 

"slightly more consistent patterns Cthan the (LOQ) but 

Korman still found "a great deal of inconsistency" (p. 

354); (2) "predictor and criterion ratings were made 

by the same people who might be seeking some kind of 

'balanced' situation Cp. 351); (3) in ab i 1 it y "to 

locate any studies in the literature where 
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Table l 

Summary of Inscrument Properties 

Prop•?rty Early 

LBDQ 

Internal consistency 

reliability 

Test-retest reliability 

Content validity 

Construct validity 

Convergent and discriminant 

validity 

Experimental validity 

Concurrent validity 

Predictive validity 

Absence of response 

skewed::iess 

Absence of social 

desirability and leniency 

Scale independence and lack 

of halo 

Acceptable 

Unknown 

Unacceptable 

Unknown 

Unknown 

Unknown 

Acceptable 

Unknown 

Unacceptable 

Unknown 

Unacceptable 

Revised 

LBDQ 

Acceptable 

Marginally 

acceptable 

Marginally 

acceptable 

Unknown 

Unknown 

Marginally 

acceptable 

Acceptable 

Unknown 

Unacceptable 

Unknown 

Unacceptable 

Reflected items !partial 

control of agreement 

response tendency) 

Equal response intervals 

Distinction between 

frequency and magnitude 

Unacceptable Unacceptable 

Unknown Unknown 

Acceptable Acceptable 

Note: Adapted from "Psychometric Properties of 

the Ohio State Leadership Scales: by c. A. 

Schriesheim and S. Kerr, 1974, Psychological 

Bulletin, 81, pp. 763. Copyright 1974. 
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'consideration' and 'initiating structure' were 

experimentially varied in order to determine criterion 

outcomes" Cp. 354) which would determine that these 

variables were the result of, rather than the cause of, 

performance; ( 4) 11 in most cases the researchers have 

made little attempt to either conceptualize situational 

variables which might be relevant and/or measure them" 

Cp. 355) and Korman felt that a "systematic 

conceptualization of situational variance as it might 

relate to leadership behavior and a research program 

designed to test derivations from such a 

conceptualization so that direction might be given to 

the field" ( p. 355); and ( 5) the problematic 

relationship of leadership scores to criterion variance 

"to determine those scores which 'make a difference' 

and those which do not" (p. 360). 

However, later in 1974, Kerr and Schriesheim 

responded that Korman's critical review of the research 

points elaborated above had become partially invalid. 

In regard to points 1 and 4 above, these were regarded 

as no longer val id. On er i tical point 2 above, they 

acknowledged that this er i tic ism remained true but had 

become "less acute" (p. 560). Korrnan's third criticism 

"relating to the impossibility of resolving the 

question of causality, is very nearly as valid today as 
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Korman's last criticism 
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Last, they commented on 

and stated "which leader 

behavior scores are related to criterion variance and 

which are not has still not been directly confronted" 

( p. 564). Kerr and Sehr iesheim did note, however, that 

"the Korman (1966) review did not concern itself with 

the psychometric shortcomings of the Ohio State scales, 

restricting itself to limitations of the research of 

those who used the scales" (1974, p. 565). They further 

stated that "the scales inadequately control for 

agreement response tendencies, typically generate 

responses which may be contaminated by what seems to be 

social desirability or leniency, included behavior 

dimensions other than those of Consideration and 

Structure, and provided response choices of unequal 

intervals Cp. 565). They concluded that "it is obvious 

that a great deal of additional research needs to be 

done before definitive statements about the effects of 

these two behavior dimensions will be possible" Cp. 

565) . 

Schriesheim and Kerr (1974) also reported that 

"although the internal consistency reliabilities of the 

scales seem acceptable, test-retest reliability data 

are sparse" and the "scales which suffer from response 

skewedness and high correlations with liking ratings, 
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possibly indicating leniency 11 (p. 764) for the 

LBDQ. They also reported that the sales "may suffer 

from halo effects" and "scaling problems" producing 

"ordinal data only, rather than interval data as is 

often assumed" (p. 764). They concluded optimistically 

that the LBDQ Form XII does not apparently "suffer from 

some of the more serious shortcomings which plague the 

other versions. Its contents appear reasonably valid, 

it has been subjected to experimental validation with 

successful results, and it does not confound frequency 

of behavior with magnitude" (p. 764). Schriesheim, 

House and Kerr (1976) related: 

It is also a widespread practice for 

leadership studies to utilize incomplete 

scales, or to modify items, instructions, 

and response categories; this is usually 

accompanied by almost no information 

concerning the nature of the modifications. 

In addition to ruining comparability with 

other studies, such practice may result in 

radical change in the behavior content 

being measured, since it is impossible, for 

example, to drop items and still maintain 

the balance among communication, 
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organization, domination items, etc., 

discussed earlier (p. 315). 

They further stated that their "review of the 

literature reveals that fully 31 percent of recent 

leadership studies have used a modified version of the 

Ohio State scales." Stogdill ( 1963a) also noted that 

"with proper changes in instructions the questionnaire 

can also be used by a leader to describe his own 

behavior" Cp. 12). 

Leader Effectiveness 

Leadership effectiveness addresses the issue of 

how well a leader is performing and can be defined as 

"the extent to which the leader's group or organization 

performs its tasks successfully and attains its goals" 

(Yukl, 1981, p. 5). Leader behaviors and leader 

effectiveness are inextricably linked, and as Bowers 

and Seashore (1966) stated, "leadership in a work 

situation has been judged to be important because of 

its connection, to some extent assumed and to some 

extent demonstrated, to organizational effectiveness 11 

(p. 249). Leadership effectiveness is also related to 

an incumbent's role function. As Sarbin and Allen 

{1968) noted: "It seems, then, that lack of clarity in 

role expectations does lead to decreased effectiveness 

and productivity, and that these task effects are 
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mediated through psychological effects on the 

individual which are discernible in such reactions as 

personal frustration and strain" Cp. 504). 

Increased Emphasis on Administrative Accountability 

There is an increased emphasis on administrative 

effectiveness of college administrators in these days 

of increased financial exigency and accountability. 

This increased emphasis has manifested itself in 

greater awareness of the need for improved evaluation 

programs. Cosand (1979) projected that the regular 

evaluations will increase the focus on administrative 

accountability which can no longer allow administrators 

to pass the buck. 

Interrelationships of Effectiveness to Organizational 

Environment 

Dressel (1981), Walker (1979) and Katz and Kahn 

(1966) admonished leaders to adapt their leadership 

styles to their organizations and their associates to 

enhance both their leadership style and organizational 

effectiveness. Hersey and Blanchard Cl972) recognized 

that since "the effectiveness of a leader depends on 

how his personality interrelates with the situation in 

which he operates, an effectiveness dimension should be 

added" Cp. 76) to the dimensions of Consideration and 

Initiation of Structure. In their terms, "when the 
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style of a leader is appropriate to a given situation, 

it is termed 'effective'; when his style is 

inappropriate to a given situation, it is termed 

'ineffective.'" (p. 76). This added dimension of 

effectiveness can be illustrated in Hersey and 

Blanchard's (1972) Tri-Dimensional Leader Effectiveness 

Model shown in Figure 3. 

Hersey and Blanchard's Tri-Dimensional Leader 

Effectiveness Model interrelates leadership 

effectiveness to an employee's leader. behaviors, that 

is, task-oriented or people oriented. The IS and CS 

leader behaviors can be considered appropriate or 

inappropriate in a given organizational environment. 

Consequently, these behaviors should be evaluated in a 

relative, not an absolute, sense. Therefore, Hersey and 

Blanchard concluded that "the four effective and the 

four ineffective styles are, in essence, how approriate 

a leader's basic style is to a given situation as seen 

by his followers, superiors, or his associates 

effectiveness, therefore, is a matter of degree" Cp. 

77) • 

Identification of Effective Academic Leaders 

An effective leader balances Consideration and 

Initiation of Structure. As Halpin (1957) found those 
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High 
Task 

I 
. I Leadership 1 

Effectiveness 

I Leadership 
L __________ _J~Ineffectiveness 

Figure 3. Hersey and Blanchard's Tri-Dimensional Leader 

Effectiveness Model 

Note. Adapted from Paul Hersey and Kenneth H. 

Blanchard's (1969) Management of Organizatonal 

Behavior. Englewood Cliffs, N.J.: Prentice Hall, Inc., 

p. 77. 
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leaders who were likely to satisfy both subordinates 

and superiors were those who were above average on both 

leader behavior dimensions. This finding was supported 

by Halpin and Winer H95.7) who stated that 

"Consideration tends to be. correlated negatively with 

leadership effectiveness ratings by superiors, while 

Initiating Structure is positively related to 

effectiveness ratings. Cons.ideration is more highly 

related than Initiating Structure to an index of crew 

satisfaction" Cp. 51). 

Walker (1979) observed that the 

administrators Cl) "tend to be much 

least 

taken 

effective 

with the 

status of their position and preoccupied with its 

authority and privileges, 11 ~ 2:) "believe that the heart 

of their responsibilities is. to make hard, unpopular 

decisions and then to see that the derivative 'orders' 

are obeyed and the rules e."'1>f creed," and C 3} h a v e 

"identifiable attitudes toward the university as well 

as toward their role and status." On the other hand, he 

viewed the more effective administrators as those who 

Cl) "accept the privilege: and status of their office 

but wear them lightly," Cc:} view "the academic 

community as a group of legitimate constituencies with 

differing interests," (3) "regard themselves as 

serving an enterprise larger than they, " (4) maintain 
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an administrative style that is basically pragmatic, 

and ( 5) 

2-5). 

Assessment 

"consider administration a process" 

Center Approach to Evaluation 

Effectiveness 

(pp. 

of 

The assessment center approach to managerial 

evaluation is one that has been successfully used. "The 

term 'assessment center' refers to a standarized set of 

procedures used 

(Yukl, 198lv p. 

to identify 

71) . Huck 

managerial potential" 

(1973) cited research 

evidence suggesting 

effectively predict 

that assessment centers can 

managerial success, and Yukl, 

(1981) cited 

situational 

the two commonly used 

tests, that is, the 

Leadership Group Discussion. 

assessment center 

In-Basket and 

Brass and Oldham (1976} related that a simliar 

exercise called the 11 in-basket 11 is a frequently used 

method of evaluating an individual's potential to 

perform effectively in a managerial job. In this 

simulation exercise a subject is required to handle the 

situations des er ibed in the materials which has 

presumably accumulated in the in-basket of a manager. 

This in-basket test is also one of several testing 

techniques used by management trainees (Dunette, 1971). 

Although the validity of an in-basket test as a measure 
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of actual managerial peformance 

Brass and Oldham (1976) felt that 

can be questioned, 

"one of the possible 

reasons for the disappointing results obtained in 

efforts to validate in-basket tests concerns the 

scoring categories used to measure an examinee's 

in-basket performance. It may be that scoring 

categories used by researchers do not accurately 

reflect the managerial activities that promote work 

effectiveness" Cp. 652). The eight dimensions cited 

below are reflected by Brass and Oldham (1976) and have 

been slightly modified for use in an academic 

organization: a ninth composite dimension has been 

added. 

1. Program Quality: the extent to which the CBO 

ensures that the programs for which he or she is 

responsible are high quality ones. 

2. Training: the extent to which the CBO assures 

that the staff for which they are responsible are 

involved in professional development to update the 

staff's technical knowledge and working skills. 

3. Employee Welfare: the extent to which the CBO 

establishes acceptable employee-management 

relationships. 

4. Corrective Action: the extent to which the 

CBO identifies and corrects problems. 
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5. Technical Ability: the extent 

CBO possesses the technical knowledge 

required to do the job. 

to which the 

and ability 

6. User Job Requirements: the extent to which 

the CBO satisfies the various user demands for services 

through the college programs and service areas for 

which the CBO is responsible. 

7. Manpower Utilization: the extent to which the 

CBO coordinates the use of staff, facilities and 

equipment to maximize productivity. 

8. Administrative Functions: the extent to which 

the CBO completes assigned administrative duties. 

9. Composite Effectiveness Measure: a summation 

of the scores on the other eight dimensions. 

Governance 

The importance of governance of American public 

two-year colleges has been noted by Gleazer (1980} who 

stated that 11 no issue generates more heat in discussion 

at this time than that of the control of community 

colleges and questions of who makes decisions" Cp. 138} 

It is increasingly obvious that many of the most 

critical decisions for colleges and universities around 

the nation are being made outside the institutions 

themselves (Baldridge, 1978). 
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A primary basis for this debate over the control 

and direction of the colleges is their historical and 

"continuing identity as the local 'peoples' colleges." 

However, as the colleges grew larger, became more 

complex,· and required additional funding, state 

in vol vemen t ensued, not always to the liking of the 

college's local constituents. The erosion of local 

governance autonomy and the shift of power and control 

to the . state level has been an evolving one but is 

clearly ·: evident. Its impact upon the college's 

leade-rship and its mission are evidential. 

Governance Defined 

Governance is both a diffuse and complex concept 

involving the control and direction of a college by 

those responsible for its mission, those affected by 

its policies, and those who are external to its 

practices. Governance entails all the governmental, 

legislative, administrative, political, trustee, 

faculty, student, and citizen policy-making groups 

which seek to influence and/or execute policies, 

standards, practices and/or rules by which the college 

will be· governed. 
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Historical Basis for Local Governance 

The American public coIIli~unity college's historical 

base is rooted in its local community support. This 

concept was noted by Cohen and Brawer (1982) who stated 

that "the principle that free, public. secondary 

education should extend to grades 13 and 14 dominated 

the rationale for organizing and extending the 

community colleges" Cp. 4). Bender (1975) also noted 

that most all public junior colleges prior to World War 

II evolved from a public school district base. 

Furthermore, after World War II, the 1947 Truman 

Commission advocated local community control of its 

public community colleges. 

Rationale for Local Governance 

A public community college should be inextricably 

linked in its governance structure to its local 

community. Konrad (1975) stressed that community 

colleges that have an avowed interest in identifying 

with their communities, in particular, stand to benefit 

from a governance structure which includes 

representatives drawn from both external and internal 

constituencies. Richardson et al. (1972) emphasized 
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that "a distinguishing character is tic of the community 

college, is its intimate relationship with the community 

its serves" (p. 36). 

Although the strength and level of an individual 

public community college's local autonomy will vary by 

ins ti tut ion and by locality, its roots are vested in 

its local community and the local community remains a 

powerful force in its governance. 

Erosion of Local Institutional Governance 

Institutional autonomy has been substantially 

eroded and the decisions to determine a college's 

mission or its operating policies appear to be no 

longer unilater ially vested with the college's local 

board, its administrators, or its other local vested 

constituencies. There can be little question that this 

governance shift has substantially affected the role of 

the CBO in American public community colleges. As noted 

earlier in Bower's (1973) study, the type of control 

pattern exercised over the community college had a 

considerable influence on the attitude of the CBO 

toward his work environment. Since the CBO maintains 

extensive interaction with external constituencies, the 

CBO' s role, leader behavior and leadership 

effectiveness are affected by the type and focus of 

governance under which CBOs perform their duties and 
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responsibilities. Moreover, since the CBO's role 

responsibilities include the control of costs, this 

function has further subjected the CBO to a closer 

scrutiny. 

Gleazer (1980) noted that presidents and local 

trustees perceive that power is flowing from the local 

jurisdictions to the state level, and they reveal 

frustration at carrying the burdens of acountabili ty 

even as more decisions affecting local operations 

appear to be made in the state capitols. Corson (1975) 

observed the same situation by stating that public 

"institutions, their governing officers and their 

facilities have lost autonomy in the sense that they 

are being held accountable by external agencies, most 

often agencies of the state and federal governments" 

(p. 51). 

As the institution's trustees ponder their dilemma 

on accountability pressures, many have attempted to 

return authority to the local level, that is, local 

autonomy, in order to make the decisions for which they 

would be legally held accountable. However, regardless 

of the wording of the cons ti tut ion, the ins ti tut ion's 

actual autonomy extends only to the extent that the 

legislature is willing to respect it or the courts are 

willing to protect it when it is threatened; the most 
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obvious measure of autonomy is to examine the 

legislation, and appraise the areas in which the 

lawmakers have def erred and those in which they have 

regulated (O'Neil, 1977). 

Governance Shift from Local to State Levels 

The relationship between state and local 

ins ti tut ions is generally the result of unique 

situations and conditions and reflects the traditions, 

values, and practices of not only the educational 

community but also the political process and the people 

of the state (Moody, 1978). The inability of the 

public community colleges to articulate clearly their 

mission statements to their constituent supporters has 

been a factor in the shift of governance control. 

Cosand (1979) noted that this is the most essential 

element to which community colleges must address during 

the 1980s. 

This shift from local autonomy to state 

centralized control is viewed by many as an intrusion 

of bureaucrats, legislators and coordinating and 

regulatory board members into academe; nevertheless, 

the shift of power is real. A major problem inherent 

with this shift occurs when these state-level bodies 

effectuate decisions which are impractical with mission 

goals, inconsistent with the identified community 
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needs, and in many cases, resolved with little or no 

local-level input. 

There existed many harbingers 

shift from local to state levels. 

of the governance 

Bender (1975) noted 

the many precursors of the shift to state control: 

federal government, the courts, the state governor, the 

state legislature, professional ization, egalitarian 

educational benefits, and state coordinating boards and 

agencies. 

In 1967, Minar detected a trend at the state level 

toward a more complete control and coordination of all 

higher education, including, of course, community 

colleges. However, it was The Higher Education 

Arnendmen ts of 19 7 2 that 

state control since 

accelerated the trend toward 

they created state-level 

commissions to coordinate higher education in each 

state (Cohen and Brawer, 1982). By 1975, Corson noted 

that during the early 1970s the public colleges and 

universities had abandoned their free-standing, 

independent status and had become part of statewide 

systems of higher education. Mortimer (1979) confirmed 

Minar' s and Corson' s findings by stating that by 1976 

all but two states had established statewide 

consolidated governing boards or other coordinating 
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bodies to rationalize the development and financing of 

higher education. 

A distinction should be noted between state-level 

governing and coordinating. The governing functions 

alludes to control, authority and power and although it 

can prescribe policies and procedures, it erodes 

self-determined leadership and autonomy on the local 

campuses. State-level coordinating, on the other hand, 

indicates less authority and responsibility and more 

persuasion and influence to implement policies and 

procedures. 

State officials say that new relationships need to 

be negotiated and declare that it is not their 

intention to tell local colleges specifically what to 

do (Gleazer, 1980). However, Gleazer further noted that 

unfortunately, the state's protestation is considered 

to be an act of artful subterfuge while centralized 

control is being strengthened and that local boards are 

being rendered impotent in their trustee roles even 

though the local trustees feel "fully capable of 

governing their institutions and that state personnel 

give no evidence of having a corner on wisdom" (p. 

146) • 
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governance in public two-year 

colleges focuses on the separation, combination, or 

exclusion of state and local responsibilities for the 

direction and control of the colleges. The resolution 

of the governance issues are very important to both the 

CBO and president since they can either impair or 

enhance their leadership effectiveness and influence 

their role functions. 

The community college president and the CBO are 

the two principal college administrators most affected 

by external governance pressures since they generally 

experience more external interaction with those who are 

responsible for institutional governance. In fact, 

these leadership pressures emanate from the mandate 

that the local college officals must, in many cases, be 

responsible for the explanation of why they are 

required to administer certain state policies that are 

not looked upon with favor by local constituents or to 

refrain from implementing certain locally-desired 

procedures that are not permitted under state policy. 

In these instances, the art of leadership in placating 

the local constituents, while promulgating state-level 

policy, presents a formidable challenge in which the 
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college's president and CBO, along with the local 

college board, are cast at the forefront. 

Locus of Financial Support 

Until recently, providing adequate funding for 

American public education was the right thing to do. In 

fact, Lombardi (1973) observed that "until a decade ago 

financing the public education system seemed to be one 

of the most secure political activities of American 

life" (p. 109). Times have changed. 

Contemporary Funding Plight 

As the public community colleges grew and as they 

competed for sizeable local funds with other local 

public service agencies, they became prominent in the 

public eye. Public resistance resulted from the 

increased costs of funding the comprehensive mission of 

community colleges. This resistance created external, 

political pressures for local community college 

leaders. Also, Harcleroad ( 197 9) noted that taxpayer 

resistance will seriously affect public institutions 

use of public funds. Cohen and Brawer (1982) observed: 

When most of the public felt that the 

colleges were contributing to the welfare 

of the community and its individuals, the 

colleges were handsomely supported. But 

when the public became disaffected, and 
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inflation and rapidly increasing 

enrollments drove costs upward at a 

phenomenal rate, the college's support was 

shaken (p. 128). 

It appears that the American public community 

college has been caught up in the same situation that 

other public service agencies have experienced, i.e. 

the expansion of services to meet the public's demand 

and then the public resistance to the costs of 

providing these services. Weathersby {1972) stated, 

"higher education must present its case to its 

constituencies in an atmosphere 

mistrust; administrators must 

of skepticism and 

respond to the 

ever-increasing demands for accountability 

conduct of their academic programs" (p. 80). 

in the 

American public community colleges also experience 

a cultural lag between public funding methods and their 

purpose. Gleazer (1980) explains this condition: 

Community college education suffers from 

"cultural lag" in methods of financial 

support. Money is distributed to 

ins ti tut ions largely in terms suitable to 

another era when education was to prepare 

for life and to equip the young to "move 

out into the world" (p. 116). 
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In the previous section on governance, it was 

stated that the most contemporary issue in comrnuni ty 

colleges is the locus of dee is ion-making and control. 

There can be little question that financial resources 

are used as a potent factor in 

operating authority and control. 

(1979) observed that financial 

gaining access to 

In fact, Mortimer 

austerity has had 

significant effects on higher education; one of those 

was the movement of decision making up the hierarchy, 

both within institutions and in systemwide of statewide 

organizations. 

Financial resources of colleges and universities 

are intended to provide services to society in 

accordance with the institution's mission under the 

trust of the governing board. However, this 

difficult responsibility because there is no 

generally accepted guidelines for allocating 

financial resources (AGB & NACUBO, 1979). 

Sources of Funding 

is a 

set of 

these 

State subsidies, tuition and fees and property 

taxes are the three major sources of income which, in 

turn, are classified either as operating or capital 

outlay funds (Lombardi, 1973). Although state funding 

has increased, Leslie (1979) stated that higher 

education in experiencing difficult financial times 
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insofar as its share of state resources are declining 

in both real and absolute terms. 

Student tuition and fees have steadily risen from 

6 percent in 1918 to 15 percent in 1980 (Cohen and 

Brawer, 1982). This rise reflects the ever-growing 

pressures of funding needs. Tuition and fees generally 

constitute the balance needed for college operations 

resulting from inadequate state and local revenues 

(Lombardi, 1973). 

Lombardi (1973) noted an observable trend in 

funding sources for community colleges and that was the 

pronounced shift away from the property tax toward a 

greater reliance on state funds and tuition. Their 

predictions and observations became a reality. 

Funding Shift from Local to State Level 

In the early formative years, when the American 

public community colleges were small in size and few in 

number, their modest funding was principally local in 

nature. These local tax funds emanated primarily from 

local property taxes in a similar manner as the local 

public secondary school systems. 

The emergence of the community colleges exerted 

additional financial stress on local governmental 

budgets which were already stretched precariously thin. 

In fact, Glenny (1979) observed that the local 
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governments were the most financially distressed 

governmental level since they were responsible for 

providing the first-line of critical resources for 

their citizenry. 

During the 1960 's a shift from the local to the 

state became evident. The growth and expansion of these 

public cornrnuni ty 

and during the 

colleges required substantial funds, 

late 1960's the states became the 

principal source of these funds (Cohen and Brawer, 

1982). In 1965, the state and local funding for public 

two-year colleges was about even, but in the next 

fifteen-year period, the states were funding 60 percent 

and the localities only 11 percent (Cohen and Brawer, 

1982). 

"State government is now the chief source of 

funding for higher education, and there is nothing new 

on the horizon to change this observation" (Glenny, 

1977, p. 183). Gleazer (1980) further stated that 

during the past few years a sharp increase in the 

proportion of financial support received from state 

levels has been accompanied by state-level monitoring, 

auditing, and decisions that affect the programs and 

operations of the colleges. 

Gleazer (1980) also stated that "it is highly 

desirable for cornrnuni ty colleges to have local funds 
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available as well as financial support from the state. 

Flexibility and quick responsiveness are facilitated by 

local determination" Cp. 122). It would appear that an 

optimal condition would be adequate financial support 

coupled with a local governance--within over all state 

guidelines, of course--to insure that the local 

community college is attuned to and is meeting the 

needs of its local community. State level funding was 

also an answer to funding disparities. Cohen and Brawer 

< 1982) noted that state funding has "done more than 

merely minimize the differences in weal th among 

community college districts; they have reflected the 

growing importance of the community college as a 

resource for all the people" Cp. 128). 

Perspective on the CBO's Fiscal Role 
-

The source of funding for public community 

colleges bears directly on the role of a CBO, and in 

many instances, the CBO' s title will ref le ct the term 

"finance" or "financial services." The CBO is 

considered to be the principal custodian responsible 

for managing revenues and allocating resources. This 

role function is one which creates tension for CBOs in 

contemporary academe. The CBOs are viewed by external 

groups as too far removed from the real authority of 

the institution to insure the necessary accountability 



77 

while, at the same time, viewed by the internal 

administrators as overly absorbed in form without a 

full appreciation of the institution's mission. (Karol 

and Ginsburg, 1980). Gleazer (1980) also recognizes 

that "fiscal officers acknowledge a tension between 

student objectives and their 

responsibility" (p. 130). 

areas of financial 

A caricature of the "Golden Rule" can be stated as 

"he who has the gold rules." This parody can be applied 

to public community colleges since with each source of 

funding, certain specific policies, controls and 

caveats come with conditions for which the CBO is fully 

accountable. 

As expected, the funding sources of American 

public community colleges are extricably linked to 

their governance authority noted in the prior section. 

Cohen and Brawer (1982) also observe that "trends in 

financing community colleges have followed shifts of 

institutional purpose and mode of organization" Cp. 

127). 

Summary 

The locus of financial support for American 

two-year public colleges has changed from one of a 

local funding base to one principally funded by state 

revenues. However, growing public resistance, 
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skepticism, and even mistrust have compounded the 

college's difficulty in securing additional funding at 

both the state and local levels. The future of these 

colleges in securing an adequate future funding level 

from their state and local governments will depend on 

their resolution of the uncertainty that prevails 

regarding their mission and a demonstration of 

accountability. Cosand (1979) has stated that "the 

bottom line in any discussion of the future of 

community colleges is finance" {p. 46). 

The CBO's role in this milieu is a predominant one 

in securing and managing revenues, allocating 

resources, and demons tr a ting accountability to those 

who fund the college's mission. However, this mandate 

for accountability presents a substantial dilemma for 

the public chief business officer insofar as his fiscal 

conservatism and concerted effort to maintain fiscal 

accountability though efficiency could result in a 

punitive effect for the college. 

Institution Size 

The American public two-year college ranges from 

the very small to the very large ins ti tut ions in terms 

of student enrollment. Although enrollment ranges from 

a few hundred to tens of thousands, these colleges can 

be sufficiently categorized into three groups: (a) 
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small (less than 1500 headcount); (b) medium (1500 -

4000 headcount); and (c} large (over 4000 headcount). 

The categorical groupings represent 30, 35, and 35 

percent respectfully in the 1983 edition of the AACJC 

Community, Technical and Junior College Directory. 

Leveling of Enrollment Growth 

The rate of enrollment growth has diminished 

resulting in a more stabilized enrollment level. The 

Carnegie Foundation observed that higher education in 

the United States is undergoing the greatest overall 

and long-run rate of decline in growth patterns in all 

of its history and that enrollment growth can actually 

be expected to reach zero (Carnegie Foundation, 1975). 

The Relationship of the CBO to Enrollment 

The very thought of an enrollment decline causes 

concern for CBOs, and it can easily be discerned why. 

Almost all financial bases for higher educational 

support are primarily enrollment-driven which pres en ts 

a serious peril to institutions of higher education 

when enrollments are subject to decrease (Bowen, 1979). 

Those who say that enrollment concerns lie outside the 

CBO's purview are failing to understand the 

size/funding linkage. 

There are three major dimensions of institutional 

size that materially affect the role a CBO in American 
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public two-year colleges: 

providing support services to 

(a) the organization 

the ins ti tut ion's staff 

and students, (b) the securing of and effective 

management of funds to optimize the financial health of 

an institution, and ( c) the strategies that can be 

implemented to nurture continuing enrollment growth. 

The CBO's approach to organization is an important 

one and the growth of the institution has import in the 

CBO's authority and responsibility. As Smelser (1974) 

pointed out: as an educational system grows in 

resources, organization r and enrollment, its need for 

coordination increases and, at the same time, ultimate 

authority must become more centralized if the system is 

to remain an integral unit. 

Size also appears to be one of the first 

considerations mentioned by CBOs in their discussion of 

comparable duties from one institution to another. This 

contentious discussion more often than not ensues 

between the CBOs of smaller institutions and tbe CBOS 

of larger institutions. The scenario includes argument 

by the smaller colleges that their CBOs must personally 

perform more tasks and have less available staff to 

perform the specialized tasks needed. 

smaller institution's staff is less 

Furthermore, the 

able to absorb 

additional duties and responsibilities than those 
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absorbed by a larger ins ti tut ion. 

institutional CBO had a larger 

Also, if the small 

staff, the CBO' s job 

would be more productive, more rewarding and 

considerably easier. On the other hand, the CBOs of the 

larger institutions respond that their size alone 

creates more managerial responsibilities and through 

delegation creates more opportunities for challenge to 

managerial effectiveness. Further they contend that if 

they were smaller in size and had no more staff, 

students, 

than those 

buildings 

at the 

would be far easier. 

and functional 

smaller colleges, 

responsibilities 

their job role 

Nevertheless, it is clear that a CBO's role can be 

inextricably related to institutional size in many 

ways: available funds, organizational structure, size 

of staff r types of required functions, and even the 

CBO's salary. 

Summary 

This chapter contains a review of related 

literature on theory, especially focusing on academic 

leadership; the related literature supporting the 

descriptive study of profile characteristics, role 

functions, leader behaviors, and leadership 

effectiveness; and the related literature on the 
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independent variables of governance, locus of financial 

support, and institutional size. 

Essential information gleaned from this literature 

review reflected (a) the paucity of descriptive data on 

CBOs in American public community colleges, Cb) the 

need for and contribution to an expanded knowledge of 

leadership profiles, role functions, leader behaviors 

and leadership effectiveness levels, Cc) the evolution 

of the organizational role of the CBO in higher 

education, Cd) the experiential and theoretical bases 

to support this descriptive research study, and Ce) the 

relevance of relating the CBO's profile 

characteristics, role functions, leader behaviors, and 

leadership effectiveness to the variables of 

governance, locus 

institutional size. 

of financial support, and 



Chapter 3 

RESEARCH METHODOLOGY 

This chapter explains the research questions and 

design methodology; the selected population and random 

sample determination; the instrument's design, 

development, and administration; and data collection 

and analysis techniques. 

This research study provides a descriptive data 

base for each of the four questionnaire dimensions, 

i.e. role functions, leader behaviors, selected profile 

characteristics, and leadership effectiveness, as well 

as the three variables of governance, funding source, 

and institutional size. Institutional size, although 

not gathered through the questionnaire, was gathered 

from the AACJC 1 s 1983 Directory and was descriptively 

used as indicated in the research questions. 

This research study describes profile 

characteristics, role functions, leader behaviors, and 

leadership effectiveness of Chief Business Off.ic·ers in 

American public community colleges. The study will 

provide descriptive data on the following problematic 

issues of contemporary Chief Business Officers: 

1. Who are they? 

83 
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2. What role functions do they consider most 

important and what are their responsibilities regarding 

these role functions? 

3. How do they perform their leadership roles? 

4. How well do they perform their leadership 

roles? 

This study is a prototype research study initiated 

on American public community college leaders and 

focuses on the descriptive research issues of the Who, 

What, How and How well dimensions. Future research is 

anticipated on other public community college leaders 

using similar research methodologies. 

There is a paucity of descriptive profile data on 

those institutional leaders who serve as Chief Business 

Officers (CBOs) in American public community colleges. 

Also, confusion, ambiguity and uncertainty abound 

regarding the contemporary role functions of these 

incumbents; clarification and comparative analysis on 

the relative importance and frequency of these 

identified role functions is necessary to portray their 

organizational 

insufficient data 

niche. Moreover, there exist 

to describe the dynamics of leader 

behaviors exemplified by CBOs in performing their 

and the relative identified role functions, 

effectiveness levels of their performance. In other 
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words, what are the profile characteristics, role 

functions, leader behaviors and leadership 

effectiveness rating of a Chief Business Officer in 

American community colleges? 

Research Questions 

If the research problem previously stated is to be 

addressed in this research study, the following general 

questions will need to be evaluated and descriptive 

data provided. These data will be gathered through a 

national survey. 

1. What are the profile characteristics of CBOs? 

2. What are the role functions performed by CBOs? 

3. What are the leader behaviors of CBOs? 

4. What is the overall effectiveness rating of 

CBOs? 

Attendant to the general research questions identified 

above, the following specific, ancillary questions will 

be asked on the research questionnaire: 

1. What are the age, sex, and racial 

characteristics of CBOs? 

2. What are the educational levels and 

backgrounds of CBOs? 

3. What are the experiential backgrounds of CBOs? 
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4. Are incumbent CBOs hired into their current 

positions from within or from outside their present 

institution? 

5. What are the supervisory responsibilities of 

CBOs? 

6. What functions are viewed as the most 

important ones by CBOs? 

7. What responsibilities do CBOs have relating to 

their identified role functions? 

8. What leader behaviors do CBOs exhibit? 

9. How effective are 

leadership? 

CBOs in demonstrating 

10. How do the following factors relate to the 

CBO's governance, funding source, and institutional 

size? 

a. Importance of role functions by clusters 

(1) Administrative Management 

(2) Business Management 

(3) Fiscal Management 

(4) Financial Accounting and Reporting 

b. Initiation of Structure 

c. Consideration 

d. Sex 

e. Age 

f. Education 
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g. Experience 

h. Tenure 

i. Supervision 

j. Leadership Effectiveness 

Research Design 

A descriptive survey design was selected for this 

research study. Best (1977) explained the purpose of 

descriptive 

what is. 

res each: "Descriptive research describes 

It involves the description, recording, 

analysis, and interpretation of conditions that now 

exist" (p. 15). Best also related that descriptive 

research seeks to develop generalizations, principles, 

or theories that contain universal validity and is a 

most appropriate research method in the behavioral 

sciences. Good and Scates (1954) further supported 

descriptive research by stating that "for constructive 

thinking about practical affairs, knowledge of the 

existing situation is essential" Cp. 255). 

The survey method was chosen to gather the 

research data for this study. Survey research is an 

important research method and as Babbie (1983) observed 

"survey research is perhaps the most frequently used 

mode of observation in the social sciences" and "survey 

research is probably the best method available to the 

social scientist interested in collecting original data 
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for describing a popu~ation too large to 

directly" Cp. 209). Dillman's (1978) "Total 

Method" CTDM) for surveys was a foundation 

observe 

Design 

in the 

preparation of the research design. Underlying the 

theoretical basis for the TDM is the principle of 

social exchange which Dillman (1978) posits as "whether 

a given behavior occurs is a function of the ratio 

between the perceived costs of doing that activity and 

the rewards one expects the other party to provide at a 

later time" Cp. 12). Dillman (1978) further noted that 

the theory of social exchange, which has been most 

notably developed by Homans, Blau, and Thibaut and 

Kelley, asserts that individuals can be motivated by an 

expectation that their actions will derive a benefit. 

To conduct the survey research required for this 

study, a mail questionnaire was selected as the 

research instrument. This 

questionnaires to selected 

process of mailing 

sample respondents and 

asking them to respond in an honest manner and return 

them is considered as social exchange which was noted 

above. In terms of honesty, Hochstim (1967) concluded 

that mail survey respondents were more honest than 

face-to-face or telephone interviews. Dillman (1978) 

noted that there are three things that must be done to 

maximize survey response: minimize the costs for 
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responding, maximize the rewards for doing so, and 

establish trust that those rewards will be delivered. 

Dillman ( p. 18) also suggested three ways to encourage 

questionnaire response: (a) reward the respondent; 

Cb) reduce respondent's costs; and (c) est ab 1 is h 

respondents' trust. 

Ker linger (197 3) stated that the two major 

drawbacks to using mail questionnaires are the possible 

lack of response and the inability to check the 

responses unless the survey is used in conjunction with 

other research techniques. However, with appropriately 

applied techniques of design and implementation, 

response rate and integrity can be substantially 

improved. An example of this improvement is Dillman's 

TDM. Adams and Gale's (1982) study indicated that the 

correlation between return rates and questionnaire 

length is a nonlinear one. Adams and Gale also 

suggested that "methodological techniques such as 

questionnaire follow-up, incentives, type of mailing 

procedures, and topic-audience relationship may 

influence the rate of returns" (p. 238). 

However, Dillman (1978) strongly felt that the day 

of mail survey has arrived. Using Dillman's TDM method 

in 48 individual mail surveys the average response was 

74 percent (p. 21). Dillman emphasized that "equally 
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significant is the fact that no survey obtained less 

than a 50 percent response rate, a level once 

considered quite acceptable for mail surveys" (p. 21). 

Later in his writing, he reflected that "to date we can 

only say that the response rates are much higher than 

those which gave the mail survey the reputation of 

being one of the step children of survey research, a 

view we now believe to be safely behind us" Cp. 198). 

Population 

The population for this research study consisted 

of all Chief Business Officers employed at two-year 

public corr~unity, technical and junior colleges in the 

United States. The 1983 edition of the American 

Association of Community and Junior College's 

Community, Technical and Junior College Directory was 

used to define the population. Only individual two-year 

public community, technical and junior colleges located 

in the fifty American states were included. Branch 

campuses and state system CBOs were to be excluded. 

However, public branch or other community colleges 

designated as part of a city or state college or 

university system or those included in multi-college 

districts were included. Where multi-campus community 

colleges are reflected, the main campus or largest 

designated Fall 1982 headcount enrollment campus was 
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used. A questionnaire was mailed to those selected in a 

random stratified sample and to the immediate superiors 

of those in the sample. Copies of these questionnaires 

are included in the Appendices. 

Questionnaire Development and Design 

Dillman (1978)stated that "the mail questionnaire, 

more than any other type of questionnaire, requires 

careful construction, for it alone comes under the 

respondent's complete control" (p. 119). 

The questionnaire used in this study consisted of 

two separate questionnaires, the first of which 

contained three sections. One questionnaire was mailed 

to all CBOs identified in the sample (see Appendix A). 

Another questionnaire was mailed to the CBOs' immediate 
'·· 

superiors (see Appendix B). 

Dillman 1 s TDM method was used in part to prepare 

the questionnaire design and construction 

specifications. These specifications are reflected in 

Table 2. 

Role Functions 

In this research study, the identification of the 

twenty-five CBO management responsibilities listed in 

NACUBO's Colleqe and University Business Administration 
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T.tblP 2 

Sp••cafications for Questionnaire, Cover Letter and 

Return Envelope 

Spt.~ci r i.c-at ions for Questionnaire 

PRINTING FORMAT: Booklet style with 8 1/2" x ll" 

sh.,ets folded anrl stapled in the middle 

PAGE PRINTING: Reducud to 75\ of oriqinal size 

rcsultinq in a photographically reduced page size 

of 5 1/2" x 8 1/2" 

TYPt: ::;·rvi.i::: ll-point elite 

l"OVl::I! PAGES: No quest ions printed on either the 

t 1·onl or b .. u:k 1."oVt!( pdt.jt•H 

PAPl::I! L~ll.OH AND Wt::IGH'r: White, 16-pound paper 

t::NVt:J..OPl::S: No. 10 l9 1/2" X 4 1/8") 

Flit.ST \lUEs·r1vN CONSIDERATIONS: Quick response1 

rh•utr.'1Lly; uni'il••rt:Jally applicaht~ to all 

rt~SIJOn,ftants; and universally interestinq 

PAGE FORMAT: Answer categories on left with 

numbers; vertical flow; response directions; 

and preference given to circling responses when 

IK>Ss i ble 

FRONT L'l:>VER PAGE: s t u d y t i t l e : g r a p h l c 

illustration; directions for proper responses; 

name and address of sponsor: and no questions 

BACK COVER PAGE: Appreciation comments: ample 

white space; no questions; solicitation of 

respondent comments; and promise of summary 

results 

Specifications for Cover Letter 

SIZE: 8 1/2" x 11" 

TYPING: Each letter consisted of high-quality 

offset print; the addresses were printed by 

TRS80 print; letters were also dated 

LETTERKEAD: Offical Virginia Tech Letterhead 

PAPER WEIGHT AllD TYPE: 16-pound paper 

COi.OR: White 

Specifications for Return Envelope 

SIZE: No. 9 ll 7/B• x 8 7/B"l 

POSTAGE: individual First-class stamp 

COLOR: Whit" 

RETURN ADDRESS: Printed Virginia Tech address on 

outside of envelope 
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CWelzenbach, 1982) were listed as the role functions on 

the questionnaire (see Appendix A). The behavior 

modifier used to describe each function was carefully 

deliberated. Consideration was given compromising among 

the classical management functions, and the term 

"administers" was chosen to represent the collective 

use of the classical functions. 

The role function section of the questionnaire 

encompasses an importance scale and a res pons ibil i ty 

scale on both sides of each identified role function. 

The respondent was asked to circle a number on each of 

the two scales adjacent to the role function. 

The importance scale contains four major response 

categories and indicates the respondent's opinion 

regarding the level of the item's importance in the 

CBO's job duties and responsibilities (See Table 3). 

The responsibility scale also comprises four response 

categories and indicates the respondent's current 

responsibility relative to the indicated role function 

(See Table 4). 

The noted twenty-five functions included on the 

questionnaire were grouped into four major functional 

clusters which are also reflected in NACUBO' s College 

and University Business Administration (Welzenbach, 
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Table 3. 

Importance Scale for Role Functions 

No Importance 

Low Importance 

Role function is not 

important to the CBO's role 

accomplishments. 

Role function is useful, but 

not vital to the CBO's role 

accomplishments. 

Average Importance Role function is important 

High Importance 

to the CBO's role 

accomplishments. 

Role function is essential 

to CBO's role accomplishments. 
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Table 4. 

Responsibility Scale for Role Functions 

No Responsibility 

Shares (Responsibility) 

The CBO is not respon-

sible for this role 

function. 

The CBO shares this role 

function with another 

administrative area not 

under the CBO's juris-

diction. 

Delegates (Responsibility) The CBO delegates this 

role function to a lower 

level subordinate under 

the CBO's supervision. 

Performs (Responsibility) The CBO directly performs 

this role function. 
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1982}. Space for respondent comments was made available 

at the end of each functional cluster section. 

Leader Behavior 

The items selected to describe the respondent's 

leader behaviors are those Initiation of Structure CIS} 

and Consideration (CS) items extracted from the 

LBDQ-Form XII (See Appendix A). The scale consists of 

the following five response categories: Never, Seldom, 

Occasionally, Often and Always. The respondent was 

asked to circle one of the categories based on the 

frequency of his behavior in each item shown. 

Profile Characteristics 

Each of the selected profile characteristics 

emanated from a review of the literature and focused on 

four areas (see Appendix A): 

1. Demographics: sex, age, and race 

2. Education: level and major subject 

3. Experiential Background: type and years of 

experience 

4. Present Environment: term, entry, subordinates, 

and immediate superior 

Leadership Effectiveness 

The second questionnaire (see Appendix B} 

requested responses by the CBOs' immediate superiors 

relating to their CBO's leader behaviors and 
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effectiveness levels. Leaders who are responsible for 

the administration and/or governance of the institution 

and who establish the expectations and define the CBO's 

job scope of duties and responsibilities can best 

evaluate the CB0 1 s effectiveness level. The CBO's 

immediate superior, usually the President, maintains an 

excellent vantage point for evaluating the CBO's 

effectiveness based on the intra-institutional and 

external feedback. Triangulation of these effectiveness 

responses would have been helpful, and the local 

community college board chairperson was considered the 

prime candidate for triangulating these responses; but 

it was found that many states do not have such 

governing bodies and in numerous other community 

colleges, the CBO does not interface sufficiently with 

the governing board. Since 

study, the CBO's immediate 

command a sufficient data 

this is 

superior 

a 

is 

base upon 

descriptive 

judged to 

which to 

effectively provide an adequate effectiveness rating 

for the purpose of this research study. However, it is 

important to recognize that many of the effectiveness 

ratings may also reflect the rater's "satisfaction" 

with the CBO's performance. 
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Adaptation of Standardized Instruments 

The LBDQ was used to depict CBO leader behaviors. 

To ascertain the CBO's effectivenesss level, nine 

effectiveness dimensions were selected from Brass and 

Oldham's (1976) in-basket test; they are Program 

Quality, Training, Employee Welfare, Corrective Action, 

Technical Ability, User Job Requirements, Manpower 

Utilization, Administrative Functions, and a Composite 

Effectiveness Measure. The respondent was asked to 

select one answer on each dimension from the indicated 

scale reflecting Ineffective, Below Average 

Effectiveness, Above Average Effectiveness, and Very 

Effective. 

In order 

questionnaire 

representative 

Pilot Study 

to test 

design, a 

institutions 

the proposed 

pilot study 

was completed. 

research 

on five 

The data 

instrument was tested for appropriateness, clarity in 

design and adequacy. This pilot study was used to 

resolve problems prior to the instrument's actual 

research implementation. The CBOs included in the 

pilot study were excluded from the sample due to the 

possibility of data bias resulting from their prior 

review of and input on the data instrument. 
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The five public two-year community colleges were 

chosen for use in the pilot study on the basis of size 

and included one large, three medium and one small 

college. All pilot study questionnaires to the 

incumbent CBOs and their immediate supervisors were 

completed and returned. 

The pilot study responses were received on the 

questionnaire, the cover letterf and the planned 

research methodologies and were carefully evaluated. 

Some suggestions for alteration were received, and they 

were implemented where considered necessary after 

deliberation over their possible inclusion within the 

research design. 

The pilot data from the five colleges, along with 

five ersatz data sets, were used to model the data 

analysis. 

Questionnaire Implementation 

The appeal of Dillman' s TDM {1978) is "based on 

convincing people first that a problem exists that is 

of importance to a group with which they identify, and 

second, that their help is needed to find a solution" 

(p. 162). To implement the TDM, a cover letter 

accompanied the questionnaire. Copies of all 

correspondence are shown in the Appendices. The cover 

letter emphasized certain salient points: professional 
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usefulness of the study; the importance of the 

response; promise of confidentiality; and "token" 

reward for respondent's participation. Furthermore, all 

letters were typed on official Virginia Tech letterhead 

stationery, dated and individually signed with a blue 

ball point. The cover letter, questionnaire and a 

first-class pre-posted business reply envelope were 

carefully folded and enclosed in a regular business 

stationery envelope on which the respondent's name and 

address were individually typed. The mail-out was 

accomplished on a Tuesday in conformance with Dillrnan's 

suggestion. 

Exactly one week 

signed postcard with 

later a follow-up 

individually typed 

preprinted, 

respondent 

na~es and addresses was forwarded to all recipients of 

the mailed questionnaires. The postcard was used to 

thank those who had responded or to remind those who 

had not. 

If no response had been received within three 

weeks, a follow-up cover letter, a replacei-nent 

questionnaire, and another return envelope was sent to 

the non-respondents. In those institutions where only 

one response had been received, a personal handwritten 

note on the bottom of the cover letter was written to 

personalize the message. The note stated: "I have 



101 

received your CCBO's or Supervisor's) response. I need 

yours to complete the data. Can I count on you? Thanks. 

Dick Calver." 

Although Dillman's TDM included a third and final 

follow-up to be posted by certified mail seven weeks 

after the orig in al mailing, the responses were found 

sufficient to preclude this step. 

the correspondence mailings are 

Appendices. 

Examples of each of 

included in the 

Although it would appear that excessive emphasis 

was placed on personalizing the social exchange with 

the respondents, Dillman (1978) emphasized that "the 

TDM for mail surveys relies heavily on personalization 

throughout the implementation process" Cp. 163). In 

regard to the personalization with non-respondents, 

Dillman emphasized that "one of the strongest elements 

of personalization available to the researcher is to 

explicitly inform the respondent in follow-ups that 'as 

of today we have not yet received your questionnaire'" 

(p. 164). 

In order to identify the questionnaire, Dillman's 

TDM method was employed. An identification number was 

stamped on the front of the questionnaire; 

an identical number was also shown next to the 

recipient's name on the mailing control list. The 
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number 

upper 

was placed on the questionnaire cover page's 

This right hand corner (Dillman, 1978). 

identification number was used for control purposes 

throughout the survey process. 

A high response rate was sought. Hesseldenz (1976) 

found that survey non-responses contribute to biased 

research results and Adams and Gale (1982) relate that 

most research relating to questionnaire technique 

focuses on improving survey response rates. 

Data Collection 

In order to derive a representative sample of the 

defined population, a random stratified sample was 

selected from the AACJC's 1983 Community, Technical and 

Junior College Directory. The following strata was used 

in designing the sample: the number of eligible 

institutions in the state in which the institution was 

located and the size of the institution based on 1982 

Fall headcount enrollment relating to those 

institutions included in the defined research 

population. The selected sample based on these strata 

is shown in Table 5. 

Since the defined population reflected 980 

ins ti tut ions, the total sample size resulted in 177 

institutions representing an 18 

(1979) supported a large sarnple 

percent sample. Ary 

size for descriptive 
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that "descriptive 

samples; it is 

research 

sometimes 

suggested that one select 10 to 20 percent of the 

accessible population for the sample" (p. 135). Thus, 

it is evident that this study conforms to Ary's 

recommendation. 

The number appearing on the questionnaire 

corresponded to the population's master-listing and was 

considered the control number. A master control book 

was used to reflect both personal and institutional 

data gleaned from the responses and from the AACJC 

Directory as well as reflecting the response dates. The 

AACJC Directory made available the location, the Chief 

Executive Officer's name, and enrollment. Furthermore, 

in no case did the questionnaire ask the respondent to 

repeat these source data. 

The collection of the LBDQ data from the CBO 's 

immediate supervisor was accomplished for the purpose 

of verifying the CBO' s LBDQ response data, and the 

results were to be analyzed for differences. If no 

significant differences had resulted, the data from the 

CBOs' self-responses were to have been used for all 

comparisons. However, if significant differences had 

resulted, an explanation was to have been written to 

explain the differences. 
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Data Analysis 

The data collection was compiled from the 

responses and was entered on a computer data file for 

statistical analysis by SAS. The statistical 

applications are summarized in the following listings: 

Role Functions 

1. The Importance Scale reflects means and 

standard deviations for each role function and each 

functional cluster. Clusters were also ranked according 

to mean importance scores. 

2. The Responsibility Scale reflects response 

frequency for each role function. 

3. Correlation coefficients were computed to 

ascertain role function importance at the cluster level 

with governance, funding source, and institutional 

size. 

Leader Behaviors 

1. The leader behavior scale was computed on the 

basis of the means, standard deviations, and ranges of 

each of the two inherent dimensions, i.e. Initiating 

Structure (IS) and Consideration (CS). The leader 

behavior scores were compared to other leader scores. 

2. Through the use of correlation coefficients, 

the IS and CS dimensions were correlated with 

governance, funding source and institutional size. 
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Profile Characteristics 

The selected profile characteristics 

statistically treated as noted in Table 6. 

Leader Effectiveness 

were 

1. The leader effectiveness scale was computed 

on the basis of means and standard deviations of each 

effectiveness dimension. 

2. Correlation coefficients were also computed 

to ascertain the Composite Effectiveness Measure of 

leader effectiveness with the governance, funding 

source, and institutional size. 

Although institutional size was not included on 

the questionnaire, it was obtained 

1983 Directory. Institution size 

from the AACJC' s 

is reflected by 

population, sample and response frequencies. 

Governance and funding source data obtained. from the 

respondents are shown by frequency and were used as 

independent variables in the correlational analysis. 



Table 6 

Statistical Treatment of Profile Characteristics 
------------------------------------------------

Statistical Treatment 
---------------------

Standard 
Devi at ion 

Correlational 
Analysis • 

Explanatory 
Notes 

Mean '.\1ode Range Frequency -----------------------------------------------------------------------------x 
1. Sex 

2. Age 

3. Race 

4. Educational Background 
Degree Level 
Mnjor Subject Area 
Entry to CBO Position 

5. Experience 

6. CBO Yrs-Prior Experience 

7. CBO Yrs-Current Position 

B. CBO Position Entry 

9. Subordinates Supervised 

10. Title of CBO Supervisor 

x 

x 

x 
x 

x 

x x 

x 
x 
x 

x 

x 

x 
){ 

x 
x 
x 
x 

x 
x 
x 

•NOTE: Correlational coeffiecents were obtained through use of the 
variables of governance, funding source, and institutional size. 

Explanatory ~otes: 

1. Area and average years by area 

2. Correlational analysis based on total CBO experience 

3. Categorical types and total 

x x 

x 

x 
x x 2 

x x 2 

x x 3 

I-' 
0 
-...J 



Chapter 4 

RESEARCH FINDINGS 

This chapter provides descriptive and comparative 

response data collected from the research 

questionnaires and presents the methodologies used to 

analyze and describe the response data. This research 

study focused on des er ibing th·e personal profile 

character is tics, role functions 1 leader behaviors r and 

leadership effectiveness of Chief Business Officers in 

American public community colleges. The study also 

related these des er ipti ve dimensions to institutional 

governance, funding source, and size. The questionnaire 

seeking these descriptive data was mailed to a random 

stratified national sample of 177 ins ti tut ions. The 

study required a supervisor-CEO relationship of at 

least one year. Consequently, twelve institutions which 

did not meet this er i ter ion were deleted from the 

sample and replaced with other randomly selected 

ins ti tut ions from the same strata. Also, one 

institution was deleted due to its January 1984 

closing. 

The first mailing of the research instrument was 

in January, 1984, and two follow-up mailings were 

108 
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completed. The process produced 108 responses from 

CBOs, 129 from CBOs' immediate supervisors, and 89 

responses which were paired responses (CBOs and their 

supervisors} from the same institutions. Thus, the 

percentage response was 61 % for CBOs, 72. 9% for CBOs' 

immediate supervisors, and 50. 3% for matched response 

sets from a CBO and the CBO' s immediate supervisor at 

the same reporting institution. 

The responses were received according to the 

schedule shown in Table 7. 

Respondents Identified By Strata 

The sample selection was based on the two 

stratifications including institutional size and the 

number of eligible institutions in a given state. The 

responses received are reflected first by the 

institutional size in Table 8. 

For reporting purposes, the responses from 

ins ti tut ions by individual states are reported on the 

same regional basis as Federal HEGIS (Higher Education 

General Information Survey} data are reported. The 

analysis of responses represented in this 

stratification are shown in Table 9. 

An analysis of these responses in the two 

requisite strata reflects that the responses 

represented the strata in the same proportion to the 



Table 7 

Schedule of Responses 

Date Response 

Received 

110 

Response 

Size 

Responses by Category 

CBO Supervisors Match 

# % ! % ! % ! % 

Before 1st Followup 53 30 20 18.5 22 17.0 7 7.9 

Before 2nd Followup 62 35 46 42.6 66 51.2 35 39.3 

After 2nd Followup 177 100 108 100.0 129 100.0 89 100.0 

Note. The category "Match" shown represents that an 

institution's CBO and the immediate supervisor 

responded to the study. 
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Table 8 

Stratified Responses Based on Institutional Size 

Fall October 

1982 Headcount Sample Size 

Under 1500 

1500-4000 

Over 4000 

Totals 

! 
53 

62 

62 

% 

30 

35 

35 

177 100 

Responses by Category 

CBO 

# % 

36 33 

35 32 

37 35 

108 100 

Supervisors 

# % 

36 28 

43 33 

50 39 

129 100 

Match 

! % 

25 28 

32 36 

32 36 

89 100 

Note. The category "Match" shown represents that an 

institution's CBO and the immediate supervisor 

responded to the study. 
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Table 9 

Stratified Responses by HEGIS National Geographical 

Regions 

HEGIS 

Region 

New England 

Mid East 

Great Lakes 

Plains 

Southeast 

Southwest 

Rocky Mountains 

Far West 

Totals 

Sample Size 

! % 

9 5 

17 10 

33 19 

18 10 

44 25 

20 11 

5 3 

31 17 

177 100 

Responses by Category 

CBO Supervisors Match 

! % # % # % 

6 6 7 6 5 6 

9 8 13 10 7 8 

18 17 24 19 14 16 

12 11 9 7 6 7 

30 28 31 24 26 29 

10 9 16 12 10 11 

3 3 4 3 3 3 

20 18 25 19 18 20 

---- ---- ----
108 100 129 100 89 100 
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sample as the sample had to the research population. 

There existed no more than 4% response differentation 

in the strata analyzed and no systematic bias was 

evidenced in terms of the strata. 

Variables of Governance, F'Unding 

Source, and Institutional Size 

This study used the variables of governance, 

funding source, and institutional size for relationship 

analysis. The governance was reported either as a state 

or local governance authority as the primary and 

legally constituted authority for the reporting 

institution. In those cases where local appropriations 

were legally required to be allocated for the reporting 

college's operations, not capital, funding, the study 

noted the funding source as a required local 

(non-state) source. Institutional size was reported on 

the basis of the AACJC's 1983 directory. These 

variables were used for relationship analysis to 

ascertain data elements within the four dimensions of 

selected characteristics, role functions, 

behaviors, and leadership effectiveness. 

Profile Charcteristics 

leader 

Profile characteristics were used in the research 

study to describe the "WhoA• dimension of CBOs and 

included the variables of (a} sex, (b) age, ( c) race, 
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( d) educational levels and backgrounds, (e) 

experiential backgrounds, (f) internal and external 

entry into their current positions, and (g) supervisory 

responsibilities. 

Sex, Age, and Race 

Table 10 presents the CBO's sexr age, and race. An 

overwhelming majority 

Caucasian. There were 

(92.3%} of 

a few Asians 

all 

(3.8%) 

CBOs were 

and Blacks 

(2.9%). The Asian CBOs were all located in the western 

states. Males accounted for 86. 7% of all CBOs and 

females accounted for 13.3%. 

The CBOs' average age was 46.0 years with a 

standard deviation of 9.09 years. The modal age was 42 

years and the range spanned from 28 to 66 years or a 

spread of 38 years. The standard deviation of 9. 09 

corresponds to the fairly equal frequency distribution 

in ten-year intervals on each side of the mean and 

modal age category. All minority males and all but one 

female were in the 31-40 age category; one minority 

female was in the 51-60 age group. 

Educational Levels and Backgrounds 

Table 11 indicates that 92.6% of the CBOs reported 

that they held at least a baccaleaurate degree; 8 CBOs 

(7.4%), therefore, had not earned a baccaleaurate 

degree. Of those CBOs with baccaleaurate degrees, 68% 



Table 10 

Sex, Age, and Race Characteristics 

MALE FEMALE 

Age Cauca Hisp Cauca Hisp 
sian Asian anLc Black Total sLan Asian anic Black Total Total % 

----------------------------------------------
30 & under 1 1 l 1 2 1.9 

31-40 25 2 1 2 30 2 l 1 4 34 32.4 

41-50 29 29 3 3 32 30. s 
51-60 26 26 s l 6 32 30. s 

f-J 
f-J 

Over 60 5 5 0 0 s 4.7 lJ1 

Total 86 2 1 2 91 11 2 0 l 14 105 100. 0 
========================~======= ===============~============================== 

i. 81.9 1.9 1.0 1.9 86. 7 10.4 1.9 0 1.0 13.3 100.0 

Age: 
Mean 46.0 years 

Standard Deviation 9.09 years 

Mode 42 years 

Range 28-66 years 



Table 11 

Number of Degrees By Subject Areas 

Degree Subject 
Area Bachelors Masters Spec /Eq Doctorate 

Business 63 35 1 

Pub lie Service 0 4 0 

Education 10 22 5 

Arts & Science 17 4 0 

Applied Tech/Engineering 5 0 0 

Unspecified 5 3 2 

Totals 100 68 8 

* NOTE: Total equals more than number of total respondents because 
several individuals reported more than one degree. 

1 

1 

14 

1 

0 

0 

17 

Total * Percent 

100 51.8 

5 2.6 

51 26.4 

22 11.4 

5 2.6 
f-' 
f-' 

10 5.2 °' 
193 100.0 
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had earned master 1 s degrees; 8% had earned specialist 

degrees, and 17% had an earned doctorate as their 

terminal degree. 

Over three-fourths (78%) of all degrees earned at 

the baccalueaurate level 

business-related fields ( 51. 8%) 

fields (26.4%); see Table 11" 

or 

or 

above were in 

educational-related 

All CBO degrees in 

public service were earned at the graduate level; 

however, all degrees earned in the applied technical or 

engineering fields were at the baccaleaurate level. The 

majority (52%) of all bachelor degrees were earned in 

General Business, Business Management or Accounting 

with one-third of all bachelor degrees earned in the 

accounting field. 51.4% of all earned graduate degrees 

were received in business-related fields. However, 

82.4% of all doctorates were earned in educational 

fields. 

Table 12 shows that 80. 4 % of all CBOs acquired 

their first CBO position with a bachelor's or master's 

degree. 51.5% entered their first CBO position with at 

least an earned graduate degree. 

Although it might be a priori assumed that those 

CBOs with less than a bachelor's degree might 

substantially exceed the respondents' mean age and 
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Table 12 

Degree Entry Into CBO Position 

Degree Level 

Less than Bachelors 

Bachelors 

Masters 

Spec/Equivalent 

Doctorate 

Totals 

Responses 

8 

44 

42 

7 

6 

107 

Percent 

7.4 

41.1 

39. 3 

6.6 

5.6 

100.0 
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represent those who grew up with their institutions, an 

analysis of those with less than bachelor's degrees 

represent exactly the same mean age of 46 years as the 

respondent mean age. 

Experience 

The CBO respondents indicated that they had gained 

work experience averaging 14.36 years prior to assuming 

the role of a chief business officer. Only two CBOs 

reported no prior work experience. 61% of the CBOs had 

16 or less years of prior experience, and only 20 % had 

21 years or more of prior experience. The range of the 

prior experience was from 2 to 37 years with the 

bimodal years reflecting 5 and 10 years. 

The ma jar i ty of the respond en ts had prior 

experience in either education (64.8%) and/or business 

(50.9%). A considerable number also had military 

( 39. 8%) or governmental ( 21. 3%) experience. However, 

the greatest number of mean years by category reflects 

that education and industry are highest previous 

experiences with means of 10.23 and 8.57 respectively. 

The responses also indicated numerous prior 

experiential combinations. 66 .6% of the CBOs had two 

or more prior experience fields and 29.6% had three or 

more prior experience fields. Education, business and 

the military were the three most prominent prior 
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experiential fields, and were predominate in the 

reported combinations of prior experience. Table 13 

reflects prior, non-CBO experience by experiential 

category. 

CBO Experience and Entry to Current CBO Position 

Twenty CBOs (18 .5%) responded that they had CBO 

experience prior to their current CBO role; however, 

their tenure in these prior CBO roles was short and 

represented a mean of 1. 3 years. However, the CBOs 

responded that they had been incumbents in their 

current CBO roles for a mean of 8.01 years. The CBO's 

current CBO position experience ranged from one to 

twenty-three years. The total respondent mean years for 

all CBO experience represented 9.28 years. Table 14 

indicates the CBO role experience in both prior CBO 

positions as well as their current ones. 

Also, 62% of the respondent CBOs indicated that 

they had entered their current positions from outside 

their present institutions. 

Supervision of Subordinates 

Table 15 presents an important component of the 

CBO' s role within an institution, that is, the 

supervision of subordinate employees. Virtually all 

CBOs had supervisory authority over subordinate staff; 

only one CBO did not report any supervisory 
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Table 13 

Experience Prior to CBO Role 

Experience 

Field 

Number of % to Mean Number Standard Modal 

Responses n of Years Deviation Years 

Education 70 64. 8 10.23 6.39 10 

Military 43 39.8 4.47 5.21 2 & 3 

Government 23 21. 3 4.17 3.39 2 & 3 

Business 55 50.9 5.85 4. 36 2 & 4 

Industry 14 13.9 8.57 8.06 1 & 4 

Self-Employment 10 9.3 5.60 5.64 3 

Other 2 1.9 3.00 2.83 1 & 5 

Prior 

Experience 105 97.2 14. 36 8.44 2 & 3 

n = 108 



122 

Table 14 

Chief Business Officer Role Experience 

CBO 

Experience 

Prior CBO 

Years Experience 

Current Position 

Experience 

Total CBO Years 

Experience 

Mean 

Years 

1. 30 

8.01 

9.28 

Modal 

Years 

5 

3 

3 

Standard 

Dev Years 

3. 34 

5.92 

6.67 

Note. Sample includes only those CBOs in their 

current positions who have worked under their 

supervisors for a minimum of on.e year. 
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Table 15 

Distribution of Types of Subordinates Supervised by 

CBOs 

Type of 

Subordinate 

Administrators 

Faculty 

Staff 

No Subordinates 

Supervising 

Suben~ ina tes 

* % 

68 

4 

105 

1 

62.9 

3.7 

97. 2 

.9 

Note. The number of CBOs supervising subordinates 

exceeds the total number of CBO responses since CBOs 

supervise multiple types of subordinates. 
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responsibilities. Two CBOs did report that they 

supervised administrators only. Over three-fourths 

(85%) of all respondents reported that they supervised 

forty or less subordinate employees; the mean number of 

all subordinate employees was 30.21. Eight CBOs 

reported that they supervised over 100 subordinate 

employees and one CBO indicated a subordinate staff of 

329 of which 310 were support staff. Of course, this 

l~rge subordinate staff was located in a very large 

community college with an enrollment of almost 20,000. 

Almost all (97.2%) of the CBOs reported that they 

supervised support s_taff; however, only 3. 7% reported 

that they supervised faculty, but those who did 

supervised a mean of 10.75 faculty. Table 15 summarizes 

the supervision data. 

Title of CBO's Immediate Supervisor 

The college's President was indicated by title as 

the person who generally was responsible for the 

immediate supervision of the incumbent CBOs. Although 

it is important to note that the title is no indicator 

of organizational prominence since in some states, a 

director is in the same organizational position as the 

president in leading an institution. Less than 10% of 

the CBOs reported being supervised by a person other 

than a president, director, or dean. Immediate 
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supervisors designated as other than a president, 

director, or a dean were reported in the western 

states. This is further corroborated in the AACJC' s 

Community, Technical and Junior College Directory. 

Table 16 reports the distribution of titles for the 

CBOs' immediate supervisors. 

Correlations of Profile Characteristics to Governance, 

Source of Funding, and Institutional Size 

In order to ascertain if any of the selected 

profile characteristics reported in this research study 

were related to governance authority, funding source, 

and institutional size, correlational analysis was 

implemented. Governance authority was measured on the 

following nominal values: state ( 1) and local C 2) • 

Funding source was also nominally measured on the basis 

of legally requiring local (non-state) appropriations 

for college operations: No (1) and Yes (2). 

Correlation coefficients can range from -1.0 to 

+1.0 inclusive; the sign of the coefficient signifies 

the direction of the relationship, and in Table 17, 

some relationships resulted in negative coefficients. 

Also, the coefficient's absolute value designates the 

strength of the relationship. Although the size of the 

group does not generally affect the size of the 
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Table 16 

Titles of CBO's Immediate Supervisor 

CBO Supervisor Titles 

President 

Director 

Dean 

Exec. Vice-President 

Vice-Chancellor 

Chancellor 

Superintendent/President-

Superintendent 

Assistant Superintendent 

Special Assistant to President 

Frequency 

76 

10 

10 

3 

1 

4 

1 

1 

106 

Percent 

71.7 

9.5 

9.5 

2.8 

.9 

3.8 

.9 

.9 

100.0 
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Table 17 

Correlations of Profile Characteristics to Governance, 

Source of Funding, and Institutional Size 

Profile Governance Funding Size 

Characteristics Source 

Sex -.09 .08 .01 

Age -.04 .03 .15 

Educational Level: 

Bachelors -.06 -.06 .13 

Mast1!rS - • 11 -.20 .10 

Specialist -.57 -.60 -.25 

Doctorate . 32 - . 35 -.10 

Total Non-CBO 

Experience -.25* -.03 .04 

Total CBO 

Experience .17 .06 .02 

Total Number of 

Subordinates 

Supervised .12 .07 .48* 

*12.<. 05 

Note. Nominal values assigned to the above variables of 

governance were state Cll and local (2J; nominal values 

assigned to funding source was on the bas is of legally 

requiring local (non-state) appropriations for college 

operations: No (1) and Yes (2). 
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the 

and 

number of cases 

reliability of 

does 

the 

relationship. In the following Table 17, for example, 

the designated correlation coefficients for the 

specialists and doctoral educational levels which were 

correlated to the variables of governance, funding 

source and institutional size appear to be low to 

moderately significant, but due to the few cases 

involved, the probability of significance substantially 

exceeds the .05 level. 

The relationships between the selected profile 

characteristics of sex, age, educational level, and CBO 

experience and the variables of governance, funding 

source, and institutional size were found not to be 

significant ones at the .OS level. The reader should be 

cautioned that the significant deviation in the nominal 

distribution of sex, that is, males (86.7%) and females 

(13.3%), causes the correlation computation to be 

capped. Therefore, this significant deviation in the 

distribution does not permit a correlation high enough 

to derive a significant relationship. 

In the analysis of the relationship between total 

years of non -CBO ex per i en ce and governance , a low, 

negative relationship resulted. This indicated that 

those CBOs with the greatest amount of non-CBO 
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experience were most likely to be found in institutions 

operating with a primary and legally constituted 

governance authority at the state level. The 

correlation coefficient of -.25 accounts for only about 

6% of the variance and cannot be considered a strong 

correlation or very useful for predictive 

pursuit. 

In the analysis of the relationship between the 

total number of subordinates supervised by a CBO and 

the variables of governance and funding source, the 

relationships were not significant; however, a 

significant relationship resulted between the total 

number of a CBO's subordinates and institutional size. 

Although this 

relationship, 

relationship. 

institutions, 

subordinates. 

would be an a priori assumed 

this research study supports the 

Therefore, i.n the larger reporting 

the CBOs supervised larger numbers of 

The correlation coefficient of .48 only 

accounts for 23% of the variance. 

In addition to evaluating the correlation 

coefficients for each of the variables, bivariate 

distributions were run plotting bivariate values on 

scattergrams to ascertain linear relationships. Visual 

inspection on all bivariate distributions, with one 

exception, showed no identifiable cluster patterns, and 
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randomness prevailed. On the one exception which was 

the most significant correlation coefficient, that is, 

institutional size and the number of CBO subordinates, 

visual inspection revealed three clusters within the 

scattergram that might merit additional analysis. These 

three clusters separated at the 4000 size level. In an 

effort to explain these three clusters within the one 

scattergram, the variables of the number of CBO 

subordinates was measured with other variables and only 

the CBOs' years of experience was related with a low, 

positive correlation coefficient (.20) and only 

accounted for 4% of the variance. The data and visual 

inspection provided no further clues to explain the 

clusters, and additional relationships may lie outside 

the data scope of this research study. Nothing further 

was discovered to warrant additional investigation. 

Correlations of profile characteristics to 

governance, source of funding, and institutional size 

are shown in Table 17. 

Role Functions 

The organizational behavior 

functions usually expected or 

pattern or specific 

exhibited by a CBO 

constitute important variables in understanding the 

CBO's contemporary role functions. This study focused 

on determining the role functions which the CBOs 
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considered most important and their responsibilities 

regarding these role functions. The National 

Association of College and University Business 

Officers 1 (NACUBO} 25 CBO management responsibilities 

were listed as job functions on the questionnaire. See 

Appendix A. This listing constituted the basis for the 

importance and responsibility responses to determine 

the "What" dimension of the contemporary CBO. 

Tables 18-21 present the responses of the CBOs in 

terms of their perceived importance and their 

responsibility relative to the specified role function. 

Each table will reflect a separate functional role 

cluster. The importance of the role functions was 

judged on a scale of no importance ( 1) , low 

importance,(2}, average importance, 

importance ( 4) • 

( 3), and high 

Responsibility was 

responsibility, shared 

responsibility, and 

responsibility. 

rated on a scale of no 

responsibility, delegated 

individual CBO performance 

Some CBOs' responses about their res pons ibil i ty 

for a given function indicated a multiple response and 

in those few cases where this occurred, the multiple 

response indicated at the lowest level was used. The 

rationale for this practice is that sharing a function 
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is more important since the CBO isn't fully responsible 

or accountable for the specific function. Likewise, 

the delegation of a specific function was given 

precedence insofar as the CBO usually performs some 

parts of the function sometimes or all parts 

periodically. 

Administrative Management 

Table 18 relates to administrative management role 

functions. Fiscal administration of sponsored programs 

had the highest mean of importance (3.67) to the CBO's 

role accomplishments. This role function also 

reflected the lowest standard deviation (.58) 

indicating only slight deviation from the mean and that 

there was a general homogeneity in agreement regarding 

that function. All administrative management functions 

fell fairly close to the functional cluster importance 

mean 3 .12 and ranged from a low of 2. 69 to a high of 

3. 67. Only three functions fell below average 

importance, and in those three cases, a high percentage 

of CBOs noted that they had no responsibility for the 

specific function. A high percentage of CBOs noted in 

those three functional areas that they had no 

responsibility for the specific function. 

The CBOs identified the administration of legal 

services as the role function for which they had no 



Table 18 

Administrative Management Role Functions Identified by Importance and Responsibility 

IMPORTANCE 

Mean 

3.33 

2.77 

3.31 

3.19 

3.23 

3.67 

2.69 

3.10 

3.06 

2. 81 

Standard 
Deviation 

0.80 

0.81 

0.83 

0.79 

0.95 

0. 58 

1. 05 

0.92 

0.95 

1. 03 

Cluster A 
Administrative Management 

1. Administers institutional 
planning 

2. Administers space 
management 

3. Administers management 
information systems 

4. Administers records 
management 

5. Administers risk manage-
ment & insurance 

# 
% 

# 
% 

# 
% 

# 
% 

# 
% 

6. Administers fiscal adminis- # 
tration or sponsored programs% 

7. Administers Legal Services 

8. Administers student finan-
cial aid funds 

9. Administers personnel 
Administration 

10. Administers labor 
relations 

# 
% 

# 
% 

# 
% 

# 
% 

~: N = 108. In those cases where the subtotals equal 

None 

13 
12. 3 

25 
23.6 

15 
14. 4 

9 
8. 6 

17 
16. 0 

1 
• 9 

38 
3 5. 5 

21 
19. 7 

25 
2 3. 8 

37 
34. 9 

less than 108, there were missing response data. 

RESPONSIBILITY 

Shares 

78 
7 3. 5 

55 
51. 9 

46 
43.4 

34 
32. 7 

9 
B. 5 

19 
lB. 3 

35 
32. 7 

43 
40. 2 

35 
33. 3 

43 
40.6 

Delegates 

4 
3. 8 

16 
15 • 1 

33 
31. 1 

48 
46.2 

29 
27 • 4 

45 
43.3 

11 
10. 3 

39 
36.4 

29 
27 • 6 

11 
10. 4 

Performs 

11 
10. 4 

10 
9.4 

12 
11. 3 

13 
12. 5 

51 
48.1 

39 
37 • 5 

23 
21. 5 

4 
3. 7 

16 
15. 3 

15 
14. 1 

I-' 
w 
w 
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responsibility (35.5%) with the administration of labor 

relations a close second ( 34. 9%) . No responsibility 

categorical responses on each function ranged from a 

low of • 9%, which incidentally was the function rated 

highest by the CBOs in importance, to a high of 35.5%, 

the function which was judged lowest in importance by 

the CBOs. Shared responsibility of institutional 

planning was indicated as the role function which most 

CBOs shared responsibility with another administrative 

area not under the CBO's jurisdiction (73.5%). Shared 

responsibility ranged from a low of 8.5% (risk 

management and insurance) to the high of 73 .5% 

(institutional planning). The administration of records 

management was indicated as the function most often 

delegated ( 46. 2%) , and the direct performance of risk 

management and insurance by the respondent CBO was most 

often indicated in the responses (48 .1%). Delegated 

responsibility ranged from a low of 3.8% (institutional 

planning) to a high of 46.2% (records management), and 

CBO individual performance responsibility ranged from a 

low of 3.7% (student financial aid funds) to a high of 

48.1% (risk management and insurance). 

Cluster A (Administrative Management) was ranked 

only third of the four clusters (See Table 22) in 
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regards to its importance. Table 18 reports these 

administrative management role functions. 

Business Management 

Table 19 reports the responses for the importance 

and responsibility of business management functions. 

Purchasing goods and services for their colleges was 

indicated as the function with the highest importance 

mean (3.62). This specific function also reflected the 

lowest standard deviation (.58) in the functional 

cluster, indicating a tight centra.l tendency on the 

CBOs' rating of the function. Half of the specific 

functions in this functional cluster were rated at a 

mean lower than average importance, which also 

accounted for this functional cluster being rated as 

the lowest in overall importance. See Table 22. 

The CBOs indicated that administration of 

transportation was the function in which the highest 

percentage of CBOs had no responsibility (30 .8%). The 

CBOs noted that functions in which they incurred no 

responsibility ranged from a low of 1.9% (purchasing of 

goods and services) to a high of 30.8% (transporation). 

The low percentage in the function of purchasing of 

goods and services is also the function rated highest 

in importance within the business management functional 

cluster. The CBOs indicated that the highest 



Table 19 

Business Management Role Functions Identified by Importance and Responsibility 

IMPORTANCE 

Meen 

3. 62 

3.34 

3.38 

2.82 

2.85 

2. 43 

Standard 
Deviation 

0. 58 

0.78 

0.86 

0.93 

0.97 

1.03 

ll. 

12. 

13. 

14. 

15. 

16. 

Cluster 8 
Business Management 

Administers purchasing of 
of goods end services 

Administers auxiliary 
enterprises 

Administers physical 
plant 

Administers environmental 
health &: safety 

Administers security and 
law enforcement 

Administers trans-
portation 

# 
% 

II 
% 

# 
% 

# 
% 

II 
% 

fl 
% 

!:!.2l!;= N ~ 108. In those cases where the subtotals equal 

None 

2 
1.9 

4 
3. 7 

12 
11. 2 

17 
16. 5 

25 
23. 4 

32 
30. 8 

less than 108, there were missing response data. 

RESPONSIBILITY 

Shares Delegates 

6 73 
5. 6 68.2 

19 61 
17. 8 57. 0 

11 62 
15.9 57. 9 

23 52 
22. 3 50. 5 

15 59 
14. 0 55.1 

10 52 
9.6 50. 0 

Perrorms 

26 
24.3 

23 
2 l. 5 

16 
15.0 

11 
10.7 ....... 

w 
8 O"I 
7. 5 

10 
9.G 
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percentage of shared responsibility occurred in the 

administration of environmental health and safety 

(22.3%). The purchasing function rated lowest (5.6%) in 

shared responsibility as it did in no responsibility. 

The highest percentage of delegated responsibility was 

indicated in the functional area of purchasing goods 

and services for their colleges (68.2%). In this 

cluster, all role functions were delegated by at least 

half of the CBO respondents. In no other functional 

cluster or level of role responsibility was this found. 

The high rate of delegation within this cluster 

reflected only an 18 % variation from a low of 50. 0 % 

(transportation) to a high of 68.2% (purchasing of 

goods and services) which was also the high percentage 

(24.3%) in individual CBO performance: a low of 7.5% in 

security and law enforcement was also noted. 

Fiscal Management 

Table 20 presents the CBO 

functions classified under the 

cluster. The budgeting function 

responses on the 

fiscal management 

was close to being 

unanimously categorized as a very important function 

and therefore represented the highest mean (3.93). This 

mean was the highest importance mean registered for all 

role functions in any functional cluster and the 

standard deviation of • 30 was the lowest cited in any 



Table 20 

Fiscal Management Role Functions Identified by Importance and Responsibility 

IMPORTANCE 

Mean 

2.52 

3.40 

3.79 

3.93 

3.42 

3.25 

2.76 

Standard 
Deviation 

1.13 

.98 

.47 

.30 

.83 

.83 

1.02 

Cluster C 
Fiscal Management 

17. Administers endowments 

18. Administers investments 

19. Administers cash 
management 

20. Administers budgeting 

21. Administers auditing 

22. Administers costing 

23. Administers calculation 
of indirect cost rates 

# 
% 

# 
% 

# 
% 

# 
% 

# 
% 

# 
% 

# 
% 

~: N = 108. In those cases where the subtotals equal 

None 

41 
41. 8 

17 
16.4 

5 
4.7 

0 
0 

16 
15. 1 

9 
8.4 

23 
21. 9 

less than 108, there were missing response data. 

RESPONSIBILITY 

Shares 

13 
13. 3 

10 
9.6 

3 
2. 8 

12 
11. 2 

15 
14. 2 

21 
19. 6 

18 
17 .1 

Delegates 

18 
18. 4 

31 
29. 8 

50 
47. 2 

19 
17. 8 

49 
46.2 

46 
43.0 

45 
42.9 

Performs 

26 
26.5 

46 
44.2 

48 
45.3 

76 
71. 0 

26 
24. 5 

31 
29.0 

19 
18.1 

._. 
w 
(X) 
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of the functions in all of the functional clusters. A 

consensus was apparent in the evaluations of the 

importance of this function. All but two functions, 

calculation of indirect cost rates and endowments, were 

rated at least of average importance and in each of 

these two cases, CBOs reported high levels of no 

responsibility. Standard deviations were also large. 

The CBOs reported that endowment administration 

was the function in which the highest percentage of 

CBOs had no responsibility (41.8%). No CBOs indicated 

that they were without responsibility in the budgeting 

function. Although shared delegation did not represent 

a very high percentage in any of the specific role 

functions in this functional role cluster, costing 

represented the highest percentage of shared 

responsibility with other college departments. Shared 

responsibility ranged from a low of 2.8% (cash 

management) to a high of 19.6% (costing) and was easily 

discerned as not being prominent in this functional 

cluster. In delegated responsibility, cash management 

represented the highest response percentage (47.2%) 

with auditing following a close second (46.2%). 

Delegated responsibility ranged from a low of 17. 8 % 

(budgeting) to an aforementioned high of 47.2% (cash 

management). In reporting personal CBO responsibility, 
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budgeting was clearly indicted as the highest 

percentage (71.0%) in which the function was personally 

performed by the CBO. The CBOs noted that they 

performed least the function of calculating indirect 

cost rates (18.1%). 

This functional cluster indicated that CBOs 

generally maintain close responsibility, either through 

delegation or individual performance, on all of the 

functions within the fiscal management functional 

cluster. This cluster was ranked as the second most 

important cluster by the CBOs. See Table 22. 

Financial Accounting and Reporting 

Table 21 presents the CBO responses on the 

functional category of financial accounting and 

reporting. The NACUBO category only included two 

functions in this cluster, both of which were reported 

as highly important ones. The preparation of financial 

reports and analysis was ranked as the most important 

function (3.77): however, the development and 

maintenance of accounting systems was 

(3.69}. The high importance level of 

functions resulted in this cluster 

very close 

these two 

(Financial 

Accounting and Reporting) being ranked the most 

important functional cluster of the four. The standard 

deviations on both functions are very low and reflect 



Table 21 

financial Accounting and Reporting Management Role Functions 
Identified by Importance and Re!ponslbil ity 

IMPORTANCE 

Mean 

3.69 

3.77 

Standard 
Dev lat I on 

• 56 

.49 

Clu!lter 0 
Financial Accounting & Rr.portlng 

24. Administers development and 
maintenance of accounting # 
systems % 

25. Administers preparation of 
financial reports and # 
analysis % 

!2!.!: N = 108. In those cases where the subtotals equal 

None 

2 
1.9 

1 
• 9 

less than 108, there were missing response data 

RESPONSIBILITY 

Shares Delegntes Performs 

21 47 35 
20.0 44. 8 33. 3 

11 57 37 I-' 
10.4 53.8 34. 9 .c. 

..... 
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general agreement by the CBOs over their relative 

importance • 

Also, only three CBOs reported that they had no 

functional responsibility and very little shared 

responsibility was reported. In fact, the development 

and maintenance of accounting systems ranked only 

slightly lower than the preparation of financial 

reports and analysis. Table 21 reports that this 

functional cluster was more closely maintained within 

the CBOs' delegated authority area or in many cases by 

the CBO personally. 

Relative Importance of Role Cluster Functions 

In order to determine the importance of each role 

cluster, a mean ranking of each of the four clusters is 

shown in Table 22. The financial and fiscal functions 

of the CBOs' roles were judged to be the most 

important. 

Correlation of Role Function Clusters to Governance, 

Source of Funding, and Institutional Size 

The relationship between the four 

function clusters of administrative 

business management, fiscal management, 

accounting and reporting and the 

NACUBO role 

management, 

and financial 

variables of 

governance, funding source, and institutional size were 

not found to be significant ones at the .05 level of 
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Table 22 

Mean Ranking of Role Function Cluster 

By Importance 

Cluster D. Financial Accounting 

and Reporting 

Cluster C. Fiscal Management 

Cluster A. Administrative 

Management 

Cluster B. Business Management 

Cluster Mean 

3.72 

3.31 

3.12 

3.08 
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significance. Governance authority was measured on the 

following nominal values: state (1) and local (2). 

Funding source was nominally measured on the basis of 

requiring local (non-state) appropriations for college 

operation: No Cl) and Yes C2). 

In addition 

coefficient for 

to 

each 

evaluating the correlation 

of the variables, bivarate 

distributions were run plotting bivariate values on 

scattergrams to ascertain linear relationships. Visual 

inspection on these bivariate distributions showed 

randomness, and no further investigation appeared 

warranted. These correlations are shown in Table 23. 

Leader Behaviors 

Leader behaviors were reported through the use of 

questions extracted from the Leader Behavior 

Descriptive Questionnaire (LBDQ)-Form XII (See Appendix 

A) • These questions were used to describe the two 

respondent CBO leader behaviors of Initiation of 

Structure (IS) and Consideration (CS). The scale 

consisted of a total of twenty items, ten items in each 

scale, measuring the following five response 

categories: Never, Seldom, Occasionally, Often, and 

Always and were valued from one to five points 

respectively. Therefore ,a CBO's summated score on each 
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Table 23 

Correlations of Role Function Clusters to Governance, 

Source of Funding, and Institutional Size 

Functional Cluster 

Cluster A 

Administrative Management 

Cluster B 

Business Management 

Cluster c 
Fiscal Management 

Cluster D 

Financial Accounting 

and Reporting 

Governance Funding 

Source 

.15 .06 

-.06 .04 

.OS .11 

-.01 -.06 

Size 

.05 

-.06 

.04 

-.11 
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IS and CS scale would range from a low of 10 to a high 

of 50. 

Self-Perceived Leader Behaviors of CBOs 

Table 24 reports the Initiation of Structure and 

Consideration self-perceived dimensions of CBOs. 

Although Consideration scored slightly higher than 

Initiation of Structure, the two reported dimensions 

are about equal in both mean and standard deviation. 

The range of self-reported scores was from a low of 29 

to 49 on IS and from 30 to 49 on CS. 

Table 24 reflects the CBOs' immediate supervisors 

evaluations of CBO leader behaviors on the same two 

LBDQ dimensions of Initiation of Structure (IS) and 

Consideration (CS). The immediate supervisors scored 

their CBOs slightly higher on Initiation of Structure 

than Consideration which was an inversion of the CBOs' 

self-perceptions. However, the reported means and 

standard deviations were about equal. The IS range was 

slightly broader (16-49) than the CS range (22-50). 

In order to determine if a significant difference 

existed between those evaluations made by the CBOs' 

immediate supervisors and the self-perceived scores of 

the CBOs, a correlated t-Test was computed to test the 

differences between the paired variables, that is, the 

two independently different scores by CBOs and their 
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Table 24 

Leader Behaviors of CBOs 

Mean 

S. D. 

Range 

Initiation of 

Structure 

<IS) 

CBO 

39.84 

3.85 

29-49 

Supv 

40.40 

5.21 

16-49 

Consideration 

CBO 

40.00 

3.75 

30-49 

CCS) 

Supv 

38.68 

5.70 

22-50 
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supervisors, and to ascertain if there was a 

significant difference between the two different sets 

of scores. This test was computed on the 89 

institutions from where both CBO and their supervisors' 

evaluations were received. The t-Test related a paired 

comparison on each leadership dimension of Initiating 

Structure (IS) and Consideration (CS) to determine if 

the mean difference was significantly different from 

zero. The t-Test scores were reported as -1.71 for IS 

and 1.67 for CS, both of which are not significant at 

the . 05 level of significance. Therefore, since the 

difference in reported CBO leader behaviors from CBOs 

and their immediate supervisors was not significantly 

different, only the CBO reported scores were used for 

all relationship analyses. 

Stogdill (1963) noted: "There are no norms for 

the LBDQ. The questionnaire was designed as a research 

device" (p. 8). However, the reported leader behaviors 

by the CBOs and their immediate supervisors are 

compared with Stogdill's research findings and are 

noted in Table 25. 

Table 25 indicates that the CBOs' self-reported 

Initiation of Structure score compares favorably with 

other leader types and suggests that the CBO is very 

much a task-oriented leader. The CBOs' score in 
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Table 25 

Comparative Leader Behaviors 

Leader Types Mean 

Army Officers NCOs 38.6 

Community Leaders 37.2 

Corp. Presidents 38.5 

College Presidents 37.7 

CBOs 39. 8 

IS 

S •. D. Mean 

5.7 37.1 

5.7 41.1 

5.0 41.5 

4.2 41.3 

3.9 40.0 

cs 

S. D. 

5.6 

4.7 

4.0 

4.1 

3.8 

Note. Adapted from Ralph M. Stogdill's (1963) Manual 

for the Leader Behavior Description Questionnaire--Form 

XII. Bureau of Business Research. Columbus: The Ohio 

State University. 
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Consideration is also high. The CBOs' standard 

deviation scores are lower than the other leaders' and 

reflects homogeneity in CBO self-reporting scores. 

Hersey and Blanchard (1969) concluded that both 

high IS and CS behaviors were theoretically the ideal 

leader behavior model 

organizations. They 

for all occupational groups in 

noted that a high IS behavior 

pleases superiors and a high CS behavior pleases 

subordinates. 

Correlations of Leader Behaviors to Governance, Source 

of Funding, and Institutional Size 

Governance authority was measured on the following 

nominal values; state (1) and local (2). Funding 

source was nominally measured on the basis of legally 

requiring local (non-state) appropriations for college 

operations: No (1) and Yes (2). 

Table 26 reflects that a low negative, but 

significant, relationship exists between the CBOs' 

Initiation of Structure (IS) leader behavior and the 

primary and legally constituted governance authority at 

the • 05 level of significance. In other words, high 

scores on the IS leader behavior dimension are found 

among CBOs where there is a State level primary and 

legally constituted governance authority. Other IS and 

CS dimensions have no significant correlations with 
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Table 26 

Correlations of Leader Behaviors to Governance, Funding 

Source, and Institutional Size 

Leader 

Behaviors 

Initiation of 

Structure (IS) 

Consideration (CS) 

*£.< .05 

Governance 

-. 30 * 
-.05 

Funding Size 

Source 

-.15 

.04 

.00 

.03 
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variations in governance, funding source, and 

institutional size~ While it is a low negative 

correlation, the coefficient of determination, that is, 

the correlation coefficient squared, indicates that the 

correlation only accounts for 9% of the variance. It 

is not a strong correlation and is not a very useful 

one for predictive pursuit. 

In addition to evaluating the correlation 

coefficient for each of the variables, bivariate 

distributions were run plotting bivariate values on 

scattergrams to ascertain linear relationships. Visual 

inspection on these bivariate distributions showed 

randomness, and no further investigation appeared 

warranted. 

Leadership Effectiveness 

In order to determine how well contemporary CBOs 

are performing in their roles, the CBOs' immediate 

supervisors were requested to evaluate their CBOs on a 

nine-dimensional evaluation modified from a managerial 

assessment form. Respondents selected one answer on 

each dimension from a four-point scale indicating their 

subordinate CBOs' demonstrated level of effectiveness: 

(a) ineffective, (b) below average effectiveness, (c) 

above average effectiveness, or (d) very effective. 
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Table 27 reflects the CBOs' leadership 

effectiveness levels as evaluated by their immediate 

supervisors. CBO mean effectiveness levels were 

indicated highest on the dimension of technical ability 

C 3. 62) and lowest on training ( 2. 99), which was the 

only mean falling below an above average effectiveness 

rating. The CBOs' composite mean effectiveness level 

was judged to exceed the category of above average 

effectiveness C3.36) and 94.5% of the CBOs were 

described by their immediate supervisors as performing 

at the categorical level of above average effectiveness 

or higher. 

The CBOs were rated most ineffective (3.1) on user 

job requirements, that is, the extent to which the CBO 

satisfies the various user demands for services through 

the college programs and service areas for which the 

CBO is responsible. Only two leadership effectiveness 

dimensions ranked substantially below an above average 

effectiveness level: employee welfare Cl4.8%) and 

training Cl4. 7%). Only three dimensions ranked above 

90% in the categories of above average effectiveness 

and very effective: program quality (96.9%), 

administrative functions ( 94. 5% > , and user job 

requirements (93.8%). Although the standard deviations 

were very close, range of .59 to .69, rater agreement 



Table 27 

CBO Leadership Effectiveness 

----------------------------------------------------------------------------------------------------------------------------------Below Average Above Average Very Sea I e Standard 
Ineffective Effectiveness Effectiveness Effective Mean Deviation ------------------------------------------------------------------------

1. PROGRAM QUALITY: the extent to which the CBO " 1 3 59 66 3.47 .59 
ensures that the programs for which he is ')j .8 2.3 45.8 51.1 
responsible are high quality ones 

2. TRAINING: the extent to which the CBO ensures that 
the staff for which he is responsible is involved # 3 16 89 21 2.99 .62 
in faculty development to update their technical ')j 2.3 12. 4 69.0 16.3 
knowledge and working skills 

3. EMPLOYEE WELFARE: the extent to which the CBO # 1 18 71 39 3.15 .67 
establishes acceptable employee-management ')j .8 14 .o 55.0 30.2 
relationships with subordinates 

4. CORRECTIVE ACTION: the extent to which the CBO # 1 16 65 47 3.22 .69 
identifies and corrects problems ')j .8 12 .4 50 .4 36.4 

5. TECHNICAL ABILITY: the extent to which the CBO # 1 7 32 89 3.62 .63 I-' 
possesses the technical knowledge and ability to ')j .8 5.4 24.8 69 .o lJ1 
do his job ~ 

6. USER JOB REQUIREMENTS: the extent to which the CBO 
satisfies the various user demands tor services # 4 10 76 39 3 .16 .69 
through the college programs and service areas ')j 3.1 7.8 58 .9 30. 2 
for which the CBO is responsible 

7. MANPOWER UTILl7.ATION: the extent to which the CBO # 2 11 67 71 3.49 .63 
coordinates the use of staff, facilities and ')j 1.6 8.6 52. 3 37. 5 
equipment to maximize productivity 

8. ADMINISTRATIVE FUNCTIONS: the extent to which the # 1 6 50 71 3.49 .63 
CBO completes his administrative duties ')j • 8 4.7 39 .1 55.4 

9. cx:MPOSITE EFFECTIVENESS MEASURE: asu11111ation of the # 1 6 66 54 3.36 . 61 
scores on the other eight dimensions listed above % • 8 4.7 52. 0 42.5 
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tended to be more uniform in program quality CS. D • 

• 59). However, in the highest effectiveness category, 

that is, very effective, technical ability (69.0%) 

rated highest and training was rated lowest (16.3%). 

Correlations of CBO Composite Leadership Effectiveness 

Level to Governance, Funding Source, and Institutional 

Size 

Governance authority was measured on the following 

nominal values: state Cl) and local (2). Funding source 

was nominally measured on the basis of legally 

requiring local (non-state) appropriations for college 

operations: No (1) and Yes (2). 

The relationship between the 

Leadership Effectiveness levels and 

CBOs' Composite 

the variables of 

governance and funding source were not found to be 

significant at the .05 level. However, when the 

composite leadership level was compared to 

institutional size at the .05 level of significance, a 

low positive, but significant relationship was 

evidenced. In other words, immediate superiors at 

larger institutions tended to rate their CBOs at higher 

effectiveness levels than those at smaller 

institutions. See Table 28. 

In addition to evaluating the correlation 

coefficients for each of the variables, bivariate 
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Table 28 

Correlations of CBO Composite Leadership and 

Effectiveness Level to Governance, Funding Source, and 

Institutional Size 

CBO Composite 

Leadership 

Effectiveness 

Level 

*£<.05. 

Governance 

.05 

Funding Size 

-.14 • 20 * 
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distributions were run plotting bivariate values on 

scattergrams to ascertain linear relationships. Visual 

inspection on these bivariate distributions showed 

randomness, and no further investigation appeared 

warranted. 

Governance and Funding Source 

The state or local level of the primary and 

legally constituted governance authority for the CBO's 

colleges revealed that it was almost equal with the 

state having a slightly larger percentage (51.9%). 

The questionnaire asked the CBOs to respond as to 

whether local (non-state) appropriations were legally 

required to be allocated for the CBOs' college 

operations. Two-thirds of all respondent CBOs stated 

that local appropriations were required. These 

responses are reported in Table 29. 

Institutional Size 

Institutional size was a stratifying factor in the 

design of this research study's sample. Table 7 

reported that the responses in relation to 

institutional size represented the institutional size 

stratification in the same proportion to the sample as 

the sample had to the research population. There 

existed no more than 4% response differentiation in the 
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Table 29 

Primary and Legally Constituted Governance Authority 

and Funding Source 

Governance 

Level 

State 

Local 

Totals 

Funding Source 

Code 

( 1} 

(2) 

Local Appropriations 

Not Required (1) 

Local Appropriations 

Required 

Totals 

( 2) 

Response 

Frequency 

56 

52 

108 

40 

66 

106 

Percent 

51.9 

46.1 

100.0 

37.7 

62.3 

100.0 
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institutional size stratification and no systematic 

bias was evidenced. 

The CBOs' respondent ins ti tut ions ranged in size 

based on the AACJC Directory of Fall 1982 headcount 

from 170 students to a high headcount of 27,050 

students. The mean enrollment level was reported to be 

4698. 

Respondents' Comments 

Although the survey instrument encouraged written 

comments from the respondents in addition to the 

structural questions, few comments were received. 

Comments germane to this study are reported; however, 

no specific references to CBOs are noted. The comments 

received from CBOs and their immediate supervisors are 

listed in Appendix G. 

These comments, However, can be summarized into 

major categories e The CBOs I immediate supervisors I 

responses follow: (a) the importance of the CBO's role 

in supporting the mission of an institution and 

recognizing that administrative services are adjunct to 

the instructional needs of students and faculty; (b) 

the acknowledgement 

leadership role in 

leadership role 

that a CBO provides a meaningful 

community colleges and that this 

transcends the technical skills 

required to perform CBO duties and responsibilities; 
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and Cc) the recognition of the difficult role that a 

CBO performs in an academic environment. 

The CBOs' responses focused on two major themes: 

{a) the changed and increased irnporta.nce of the CBO 

role in American community colleges, and (b) the 

difference in role responsibilities in institutions of 

different sizes. 

Summary of Findings 

The research find in gs emanating from this study 

can be summarized into the following statements. 

Profile Characteristics 

1. The overwhelming majority of CBOs are 

middle-aged, white males. The proportion is higher than 

would normally be found in society at large. 

2. The majority {68%) of CBOs hold earned 

graduate degrees,· and 83. 9% of the earned graduate 

degrees are in the academic disciplines of business and 

education. 

3. The majority (51.5%) of CBOs entered their 

first CBO position with an earned graduate degree. 

4. The CBOs were experienced applicants for their 

first CBO role averaging almost 15 

experience, primarily in education, 

business, and the military. 

years prior 

followed by 
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5. Two-thirds of all CBOs had prior non-CBO 

experience in two or more career fields. 

6. Over four-fifths (81.5%) of the CBOs are in 

their first CBO role and are an occupationally stable 

group averaging over eight years in their current CBO 

role. 

7. •rwo-thirds of incumbent CBOs entered their 

current positions 

institutions. 

8. All but 

from 

one 

outside their present 

CBO reported supervisory 

responsibilities with both administrative and support 

staff, but very few faculty. 

9. Three-quarters of all CBOs work directly under 

immediate supervisors who are designated with the title 

of President. 

10. The greatest amount of non-CBO prior 

experience is significantly (.05 level) related to the 

state level of governance. However, since the 

correlation accounts for only 6% of the variance, it is 

a very weak correlation. 

11. The CBOs' number of subordinate employees is 

significantly (.05 level) related to institutional 

size. However, the correlation accounts for only 23% of 

the variance, and it would appear that other 

institutional factors outside the scope of this study 
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such as organizational reporting differences account 

for the lower than expected coefficient. 

Role Functions 

1. CBOs viewed their fiscal and financial duties 

as more important functions than their administrative 

or business functions. 

2. The 

the 

CBOs most of ten personally perform or 

functions they rank as delegate 

ones; the least important are usually 

CBOs are not responsible for them. 

most important 

shared or the 

3. Endowments {41.8%) is the role function most 

often not found as a responsibility assigned to CBOs. 

4. Institutional planning (73.5%) is the role 

function most often shared with another administrative 

area not under the CBO's jurisdiction. 

5. Purchasing goods and services ( 68. 2%) is the 

role function CBOs most often delegate. 

6. Budgeting ( 71. 0%) is the role function CBOs 

personally perform most often. 

Leader Behaviors 

1. The CBOs reported relatively high scores in 

both Initiation of Structure (IS) and Consideration 

(CS) leader behaviors which the research literature 

supports as the most desirable type of leader behavior. 



163 

2. The CBOs self-reported leader behaviors did 

not significantly ( .05 level) differ from the leader 

behaviors reported by their immediate supervisors. 

3. The CBOs' IS score is significantly C.05 

level) related to the state level of governance being 

the institutions' primary and legally constituted 

governance authority. However, since the correlation 

accounts for only 9% of the variance, it is clear that 

many other factors of greater importance than the type 

of governance are the sources of the IS scores. 

Leadership Effectiveness 

1. Almost 95% of all CBOs were described by their 

immediate supervisors as performing at a composite 

leadership effectiveness category level of at least 

above average effectiveness; 42.5% perform at the very 

effective category level. 

2. The CBOs' performance was evaluated as a most 

effective one in the leadership dimension of technical 

ability and a least effective one in the dimension of 

training. 

3. The CBOs' leadership effectiveness was 

categorically evaluated as less than above average 

effectiveness in only one leadership effectiveness 

dimension, that is, training. 
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4. A low, positive C .20 correlation coefficient), 

but significant relationship was found between the 

CBOs' Composite Effectiveness Level and the size of an 

institution, that is, the larger the ins ti tut ion, the 

higher the CBO' S effectiveness level. However, since 

the correlation accounts for only 4% of the variance, 

it is a very weak correlation. 

Governance, Funding Source, and Institutional Size 

1. The majority (51.9%) of CBOs reported the 

State as primary and legally constituted governance 

authority. 

2. The majority C 62. 3%) of CBOs reported that 

local funds appropriations were required for college 

operations. 

3. Although the mean Fall 1982 headcount 

enrollment was reported to be a relatively high one 

(4698), the preponderate number of colleges (65%) had 

less than 4000 headcount enrollment. 



Chapter 5 

SUMMARY AND DISCUSSION 

This chapter reports the summary and discussion of 

research data emanating from this study. 

of this study was to: (a) describe 

The purpose 

CBO profile 

characteristics relating to selected demographics, 

education, experiential background, and organizational 

environment; (b) identify the levels of importance and 

responsibility of job functions of CBOs based on 

NACUBO-identified management responsibilities; (c) 

assess the CBOs' leader behaviors using a standardized 

instrument, that is, the revised Leadership Behavior 

Descriptive Questionnaire (LBDQ); (d) determine the 

CBOs' effectiveness levels by asking the CBOs' 

immediate supervisors to respond to nine dimensions 

used by managerial 

the relationship 

purposes with 

assessment centers: and (e) test 

between the previously identified 

the variables of institutional 

governance, funding source, and institutional size. 

The paucity of CBO descriptive data; the 

confusion, ambiguity, and uncertainty over the CBO role 

functions; and the insufficient knowledge of CBO leader 

behaviors and their relative effectiveness levels 

165 
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indicated the need for this study. This study was 

expected to contribute descriptive data, provide a 

literature base, and enhance knowledge about the CBO in 

American public community colleges. The collection and 

analysis of the research data was summarized as 

research findings in Chapter 4 and provided the data 

support for the summary and discussion included in this 

chapter. 

The structure of this chapter conforms to the 

research dimensions. The reader is cautioned, in the 

same manner as the researcher, that this was a 

descriptive research study; therefore, 

conclusions or recommendations could 

no 

be 

causal 

drawn. 

Nevertheless, the format of this chapter will provide a 

summary analysis and discussion of the four CBO 

dimensions of profile characteristics, role functions, 

leader behaviors and leadership effectiveness. The 

discussion in each dimension will include 

interpretations and research implications. 

Practitioner recommendations for further research will 

be indicated in the last section. 

Profile Characteristics 

Profile characteristics were used in the research 

study to des er ibe the "Who" dimension of the CBOs and 

included. the variables of (a) sex, age, and race; Cb) 
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educational levels; ( c) experience and job entry; and 

(d) supervisory responsibilities. 

Sex, Age, and Race 

Typically, the professional CBO in American public 

comrnuni ty colleges is a middle-aged, white male, and 

minorities and females are disproportionately 

underrepresented in this sample compared to their 

distribution in the general population. This may 

indicate that there are barriers which constrain the 

entry of minorities and women into the CBO profession. 

American public community colleges must strive to 

mirror contemporary political and social policy in 

promoting equity and equal employment opportunity; they 

are considered the 

developed mission 

"peoples' colleges," and they have 

statements providing minorities 

accessibility to post-secondary education at minimal 

cost. 

Yet, if the sex and race of community leaders in 

these institutions do not represent the characteristics 

of those whom they serve, then this underrepresentation 

of minorities and females could detract from their 

effectiveness. In many cases, this could result in 

disparate value systems creating 

This is an important issue and 

further barriers. 

the problem should 

become a crucial area of investigative research to 
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determine the underlying causes of this finding and to 

determine which affirmative action programs would not 

only encourage, but result in more hires for minorities 

and females as CBOs. For example, all Asian CBOs were 

e.-nployed in the western states; this indicates that 

there is greater employment accessibility for this 

minority group in this geographical region. This 

greater employment accessibility for Asian CBOs can 

possibly be explained by the greater proportion of 

Asians in the general population of western states. 

However, the implementation of affirmative action 

programs for CBOs will be difficult at best given the 

occupational stability of CBOs and the possible zero 

enrollment growth predicted for community colleges 

which is discussed in a later section. 

Educational Levels 

Although CBOs are well-educated relative to their 

counterparts in other business and public enterprises, 

the CBOs have not attained doctoral degrees in the same 

proportion as other top community college 

administrators with whom they share leadership. While 

consistent with Bower's (1972) study which noted a 

trend toward the community college CBO having earned a 

degree beyond the bachelors level, only 17% of the CBOs 

had doctoral degrees. The academic community 
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recognizes and values educational achievement, as well 

as position, for status purposes. Diminished 

leadership in the development of local policies might 

result, especially those policies relating to academic 

concerns. 

Although CBOs can use their personality strengths 

or technical skills to compensate for their lesser 

academic credentials, they still are handicapped in 

acquiring status parity with other senior, 

administrative officials who serve as their peers. 

Although not openly discussed or readily admitted, this 

educational disparity creates an impairment that may be 

difficult to overcome when they seek to participate in 

many policy decisions. 

At the same time, not all CBOs agree that 

fiscal/financial managers need doctoral degrees. It is 

this writer's informed impression that CBOs who earn 

doctorates may even experience subtle reproof from the 

CBO professional community for doing so. There is 

clearly a strain in the sense of identity within the 

profession that needs to be examined in greater depth 

in future research. It is this writer's judgment that 

institutional policies should encourage and support 

educational advancement of CBOs to a doctoral level 

consistent with other top academic leaders. It is also 
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judged important by this writer that CBO professional 

associations recognize the merits of a doctoral level 

education and promote formal educational advancement in 

order to reduce ambiguity of self perception which 

probably plague many CBOs. 

Experience and Job Entry 

This study confirms that CBOs are very experienced 

incumbents, both in prior non-CBO and current CBO 

experience, with an average of 24 years of professional 

experience. However, it is also clear that most (62%) 

CBOs come to their present positions from outside the 

employing institution. Most (64.8%) come with 

experience from other educational institutions although 

a meaningful proportion also come from business or the 

military. The striking implication of these findings 

is that there is little upward job mobility within 

institutions for CBOs. The present study cannot 

identify the reasons for this al though the rate of 

hiring outsiders for the position of CBO may be no 

higher than the rate of hiring Presidents or Deans from 

the outside. In the case of the CBOs, this phenomenon 

may be a cause for concern for the sense of stability 

or hope for advancement with which these professionals 

must look if (this phenomenon) bears watching and is 

worthy of more detailed examination in the future. 
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Since these data indicated that the incumbent CBOs 

have been in their current roles for over 8 years and 

have not been occupationally mobile in CBO roles at 

other public community colleges, CBOs can be 

considered, at best, an occupationally stable 

professional group, or at the worst, a moribund group. 

Furthermore, since the literature reported in Chapter 2 

predicted that the rate of enrollment expansion can be 

expected to reach zero (Carnegie Foundation, 1975) and 

that there will be no new community colleges appearing 

on the educational horizon, there will be few openings 

for CBOs. These findings point to a potentially bleak 

picture of the CBO future: little internal mobility and 

fewer opportunities at other ins ti tut ions. Certainly 

this suggests some serious onslaughts on the morale of 

CBOs in the near future. 

One final point about CBO experiences: most of 

the older and broadly experienced managers who seek CBO 

positions appear to settle into these slots at state 

governed, rather than private, institutions. It is not 

clear whether these professionals prefer to work in the 

state system, or whether the state system prefers more 

experienced professionals to hire as CBOs. In either 

case, it is clear that the major employer of CBOs in an 

increasingly tight market focuses on experienced 
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professionals from other institutions. Mobility will 

be all the more constrained under these conditions. 

Supervisory Responsibilities 

CBOs are assigned substantial supervisory 

responsibilities ana; in general, the larger the 

institution, the larger the staff supervised. However, 

the size of the CBO' s subordinate staff is ultimately 

determined by the organization of the institution, the 

organizational philosophy and attitudes of the CBO 's 

president, the CBO' s experiential background, and the 

technical skills and supervisory strength of the 

incumbent CBO. Despite these factors, it is clear that 

most CBOs have significant supervisory 

responsibilities. These responsibilities are large 

enough and involve enough people to warrant a 

requirement that CBOs be trained and skilled in staff 

management and organizational development. Technical 

skills are necessary, but not sufficient to the most 

effective accomplishment of the goals of these 

professionals and their training should reflect the 

full range of required skills. 

On the basis of these findings, the writer 

concludes that CBO hiring evaluations should include a 

thorough evaluation of proven experiential records in 

supervision and adequate graduate work in management 
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theory and practice. Moreover, the inclusion of 

required management theory and practice courses in 

graduate administration programs to prepare potential 

CBOs for supervisory responsibilities would materially 

assist CBO candidates. 

A final point about CBO supervisory 

responsibilities: the researcher noted that the size 

of the CBOs' subordinate staffs clustered in groups 

which became distinctly separated at the level of 4000 

student enrollment. It is not clear why these clusters 

appeared and al though they were descriptive, they did 

not provide any explanation; rather, they suggested a 

fascinating organizational dynamic, that is, the 

possibility that college presidents may make decisions 

to either organize a large staff directly under the 

CBO's administrative support area or to appoint another 

top cabinet officer to assume responsibility for some 

of the functions normally found under the CBO's 

jurisdiction. 

Role Functions 

The specific organizational job functions 

exhibited by a CBO constituted important variables in 

understanding the CBO' s role functions. This study 

focused on those functions which the CBOs considered 

most important and their responsibilities regarding 
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these role functions. The 25 NACUBO management 

responsibilities of CBOs were listed as job functions 

on the questionnaire. See Appendix A. This listing 

constituted the basis for the importance and 

res pons ibil i ty responses to determine the "What" 

dimension of the contemporary CBC. 

Fiscal and financial accounting functions 

constituted the most important CBO role functional 

clusters and represented the activities most of ten 

personally performed or delegated by a CBO. The finding 

also showed that budgeting (fiscal cluster) was the 

single most important job function. These fiscal and 

accounting job functions provide financial and audit 

records upon which both the CBO and the institution can 

be held accountable, and if these functions are not 

effectively 

institution 

and accurately 

and the CBO will 

performed, both the 

suffer. It is surmised 

that CBOs recognize this fact of life since they rated 

these functional clusters the highest. 

Currently, there are debates over the needed level 

of experiential and educational backgrounds of CBOs, 

that is, the depth and breadth of fiscal and accounting 

training and work experience. CBOs need not be highly 

specialized accountants or financiers, but should be 

educated and experienced in the basic accounting and 
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financial management. It is important to note that the 

CBO's role goes beyond fiscal and financial accounting 

functions and must include other technical areas, such 

as purchasing, personnel, data processing, physical 

plant, and security. It is also important for CBOs to 

broaden their managerial perspectives to include an 

awareness of their role in educational administration. 

It is the judgment of the present writer that if CBOs 

overly concentrate their abilities on the technical 

aspects of business-related functions, this focus might 

detract from their educational acumen. 

Although the researcher found no relationship 

between functions judged to be most important and the 

size of the institution which the CBOs served, the 

researcher would 

where the CBO 

expect 

is 

that in 

likely 

larger institutions 

to delegate more 

responsibilities to expert subordinates, the CBOs 

should be well-skilled in a broad range of functions. 

In smaller 

well-advised 

colleges, the 

to be highly 

accounting skills since 

performing many of these 

incumbent 

competent 

they will 

activities 

CBOs would be 

in fiscal and 

be personally 

on a recurring 

basis. Hence, the level of technical competence in 

fiscal and financial accounting functions should be 

greater in smaller institutions. 
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Leader Behaviors 

Leader behaviors were reported through the use of 

questions extracted from the Leader Behavior 

Descriptive Questionnaire (LBDQ)-Forrn XII. See Appendix 

A. These questions were used to describe the CBOs' 

leadership style on two major dimensions: Initiation 

of Structure (IS), an index of task-oriented behaviors, 

and Consideration (CS), an index of people-oriented 

behaviors. 

The CBO's raw scores, when compared to LBDQ scores 

shown for comparative purposes by Stogdill (1963), were 

similar to the description of the styles of other 

groups, including community leaders, corporation 

presidents, and college presidents on both dimensions. 

Hersey and Blanchard (1969) concluded that both high IS 

and CS behaviors were the ideal leader styles for 

managers in almost all organizational structures. These 

writers noted that a high IS behavior pleases superiors 

and a high CS behavior pleases subordinates. The 

present writer expected a large difference between the 

CBOs' IS and CS scores, that is, CBOs were expected to 

be considerably more task-oriented than people-oriented 

in their leader behaviors. The writer concludes that 

college presidents have a quite high regard for the 

leadership skills of their CBOs given the ratings of 
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the LBDQ they provided which did 

differ from the CBO self-reported 

not significantly 

scores • If other 

members of the college community rate the CBOs equally 

similar, we would have evidence of high effective 

leadership skills. If other members , including 

subordinates, are not so favorable in their ratings, we 

would be faced with an important research issue in 

explaining this discrepancy. 

CBOs in state governed institutions 

higher task-oriented (IS} leader behaviors 

reported 

than CS 

behaviors. Therefore, the type of governance control 

exercised over a community college affects the CBOs' 

leader behaviors as perceived by the Presidents and the 

CBOs. This is consistent with Bowers' (1972) 

descriptive study of nine southeastern states in which 

he reported that the type of control pattern exercised 

over the community colleges had a considerable 

influence on the attitude of CBOs toward their work 

environment. It 

task-oriented leader 

would appear reasonable for 

behaviors to be more compatible 

with the demands of external, state-level bureaucratic 

agencies. However, this relationship between the 

nature of the college and the leadership style of the 

CBO is a very complicated one which needs to be 

examined in detail in order to fully appreciate the 
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tasks and the styles of the CBOs. 

Leadership Effectiveness 

In order to determine how well con temporary CBOs 

are performing in their roles, the CBOs' immediate 

supervisors were requested to evaluate their CBOs on a 

nine-dimensional evaluation rnodif ied from a managerial 

assessment form. 

It is apparent that the Presidents of community 

colleges feel that their CBOs perform their duties and 

responsibilities effectively in all leadership 

dimensions except one, that is, professional staff 

development to update the technical knowledge and 

working skills of their subordinate staffs. It is the 

judgment of the present writer that those who are 

responsible for the administration and/or governance of 

the institutions and who establish the expectations and 

define the CBO's job scope of duties and 

responsibilities can best evaluate their CBO's 

effectiveness level. The CBO' s immediate supervisor, 

usually the President, maintains an excellent vantage 

point for evaluating the CEO' s effectiveness based on 

intra-institutional and external feedback. It would, of 

course, have been helpful to have other judgments of 

the effectiveness of the CBOs along with the 

Presidents. For example, the local community college 
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board chairman was considered the prime candidate for 

triangulating these responses, but it was found that 

many states do not have such governing bodies and in 

numerous other community colleges, the CBO does not 

interface sufficiently with the governing board. These 

same restrictions also applied to other constituencies 

so as to restrict this triangulation in a national 

descriptive survey. 

Future Research 

Since this research study was intended as a 

general descriptive study of the research dimensions of 

CBO selected profile character is tics, role functions, 

leader behaviors, and leadership effectiveness, there 

remains a plethora of research data and questions 

relating to CBOs that were not addressed in this study. 

Much additional research remains to be accomplished on 

the CBO and the CBO role, and for this reason, the 

thrust of the general recommendations in this study is 

to recommend designated research CBO subject areas for 

further study. 

1. Additional research study needs to be 

conducted to more completely address the relationships 

between and within the research dimensions included in 

this study and to determine what, if any, relationships 

exist. Specific suggestions for additional research 
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should include: 

a. Analysis of role function importance and 

the cluster level with leader behaviors, educational 

and experiential backgrounds, CBO tenure, and the 

composite of leader effectiveness levels. 

b. Analysis of leader behaviors with age, 

educational 

number of 

and experiential backgrounds, 

employees supervised and 

CBO tenure, 

leadership 

effectiveness levels. 

c. Analysis of each leadership effectiveness 

dimension with role functions, role functional 

clusters, age, educational and experiential 

backgrounds, CBO tenure and the number of subordinates 

supervised. 

2. Additional research study should be 

implemented to compare the CBO dimensions of selected 

profile characteristics, leader behaviors, and 

leadership effectiveness to other academic leadership 

roles. 

to 

3. Further research 

address the changing 

study should be undertaken 

role of the CEO and to 

determine what significant difference exists in the 

perceptions of the role as it currently exists and the 

role as it should exist. 

4. Due to the changing role of the CBO, another 
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national research study to collect similar data should 

be initiated within 5 years to ascertain if the CBO 's 

role, as well as other dimensions, is changing. 

5. Since institutional locations included in 

this study can be identified 1• an anal:ys is of data 

should be undertaken to ascertain if any descriptive 

differences exist on a geographical basis. 

6. Further research should be undertaken to 

determine the nature and type of prior experience roles 

which are not conducive to CBO preparation and 

effectiveness. 

7. Organizational research would be helpful to 

identify community college organizational typologies 

and the factors which determine and support these 

typologies. This would provide findings helpful not 

only to the CBO role in community colleges, but also 

would be helpful to other academic leaders. 

8. Additional research study is also needed to 

determine the basis for the assignment of specific CBO 

job functions in an institution. 

9. Future research should also be considered to 

assess the effect of external evaluations on the CBO 's 

role performance and job functions. 
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COLLEGE OF EDUCATION 

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERSITY 

D1v11toN or .Uwunn••T1v1 AVD EDuc•no•u S11w&C11 

Dear Chief Business Officer: 
As Chief Business Officer of your college, your leadership role and 
influence are more important in contemporary academe than ever before. 
For the past 14 years, I have served as the Chief Business Officer of 
Southwest Virginia Community College in Richlands, Virginia, and it 
appears to me that there is little knowledge about the role functions, 
leader behaviors, leader effectiveness, or even selected profile 
characteristics of our peers who occupy this important leadership role 
in American public cornmunHy colleges. 
You have been randomly selected to participate in this national study of 
Chief Business Officers. In order for the results to fairly represent 
the thinking of our peers, it is important that the enclosed questionnaire 
be completed and returned in the enclosed self-addressed envelope. Your 
participation is necessary to successfully report the research findings. 
No individual responses will be reported since the research data will be 
aggregated, and you may be fully assured of complete confidentiality. 
The identification number on the questionnaire is used for the purpose 
of checking your name off our mailing list when your questionnaire is 
returned and the comparison of the effectiveness dimension which will be 
completed by your immediate supervisor in a separate mailing. Your name 
vill never be shovn on the questionnaire. 
The results of this research study will seek to clarify the confusion, 
ambiguity or uncertainty regarding the selected profile characteristics, 
job functions, leader behaviors, and leader effectiveness of Chief 
Business Officers. The results will also contribute ~ignificant 
descriptive and comparative data on the relationship of these dimensions 
to institutional governance, funding source, and size, as well as 
enhancing the knowledge of incumbent CBO leaders. If you desire, you 
may receive a summary of the results by checking the box on the envelope 
labeled "Results." 
Your participation in this study is vital to its success. If you incur 
any questions, please vrite to me at the above address or call at (703) 
964-2555. I am indebted to you for your support. 

Sincerely, 

Richard A. Calver 
attachment 
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C"OLU4.•f or tlWC.\TlUX 

\'IRGl:'\IA POLYTECHXIC !XSTITl'Tt-: . .\~U ST . .\TE l"Xl\"l::RSITY 

flOLE TONCTIOKS. u:AD:::.=t BE:HAV~OR.S ill> 
CHARACTERISTICS OF 

CBm BUSmss OFFICERS 

A 
National 

Study 

On the folloving pages you vill find a list of qu~stions to g&ther 
1nfon:ation on the role fw:ictions, leader be~viors and characteristics 
of public co~:unity college Chief Busilless Officers. The items request 
infon:iation concerni.~g role functio~s. leader bebeviors, or characteristics, 
°b'~t ~ ask you to judge whether the role 1'u:iction. leader behavior, 
or charecteristic is desirable or undesirable. Although some of the 
ite~!' mey see~ similar. they e:q:ress differences thzit are important 
1n the description of the role of the Chief Busilless Officer. Their 
only purpose is to make it possible for you to describe as accurately 
as you can, your role f\mctions. leader behaviors, and chEracteristics. 
This information will help to protide some illsight Vito the role of 
the Chief Busilless Officer. 

DIRECTIONS: 
1. Record your answers to each item on the attached sheet~; it is 

!!£1 necessery to sign your name since a:ll data will be aggregated 
and individual data vill not be sho\/Il, 

2. This que!'tioimaire.vill be divided into three pa!"'ts: ROLE 
FUNCTIONS, LEADER. BEAVIORS, AND PRG:ILE Ci:W'.ACT:Er.ISTICS. 

~. Return this questionnaire in the enclosed stamped, 
self-addressed envelope and return to: 

Richard A. Calver 

Lebanon, VA 



I/OLE Jo'UNCT IONS 

Ve vould like to oak you about your role runcllona you perrorm in your work. 

(Please read each function cnrefully. On t.hc left side or lho function CIRCLE the level or !•port.nee 
or thil! function t.o your work. On I.ho r!r,ht nlclc of the runct.1on CIRCLE the role roaponaiblllt.y 1ou 
perfon in thia function). If I.hero are nddHlunal runct.lona you feel should be included pleaee add 
and rate th•• in the apace providod. 

Hov 1•portant !a thia function to your work 
aa Chief Buei.neaa Officer (COO)? 

1. NO IMPORTANCE (Function iR not !•port.ant. lo CD01s 
role accompllahmonto) 

2. Lf1fl IMPORTANCE (Function la useful, but not vital 
to C801a role llOC01!!pll11hmont11) 

), AVJllAGE IMPORTANCE (Function to imp>rt.nnt. to CBO'a 
role accomplinhmentn) 

4, HIGH IMPORTANCE (Function io cooont.lnl to CD01a 
rolo accompliehment.o) 

Funct1on11 

When lhia function la performed, vhat la your 
current reoponoiblli t.y? 

1. NO RESPONSIBILm (CBO not reaponalble for 
thia rune lion) 

2. SHARE.q RESPONSIBILITY (CDO eharea thla 
function with ano~her ada1n1atrat1Ye area 
112! under the CB01a Jurlad1cttcn) 

J. DEl.F.GATF.S RF.SPONSIDILITt (CBO delegetea thl• 
job funclJon to lover level aubordinate 
unrtnr CAO' a aupervialon) 

4. PERPORHS RESPONSlBil.ITY (CBO direetl7 
perfor•a this function) 

This la a 11 st or role funct.lona of Chi et 
Business Offlcnru 

Cluster A. At.111J 11111 t.ra live Ho.nagemen t. 

1 2 J 4 ( 1. Adminiat.ero inst.1t.ut1onnl µJanning 1 2 ) ' 
1 2 ) 4 2. AdmJnint.era ::pnce mnnnge11unt. 1 2 )' ' 
1 2 J 4 ). Arlmlnlotera management inforaatien 1 2 J ' ayst.cm 

l\J 
0 
O'\ 



l 2 ·) 4 4. Ad•lnlelnre rocordu •unnge•ent l 2 J ' l 2 J 4 5. Admilllatero rlek "auegu•ent and inaurance l 2 ' 4 
l 2 J 4 6. Ad11lnlnlera fiscal 11d•inlatrat.ion of l 2 J 4 

sponsored progra•s 

1 2 J 4 1. Ad•ini"tqre legal aervlcea 1 2 J I, 
1 2 J 4 8. Ad111nlntera aludent financial aid funds l 2 J 4 l\J 

l 2 J 4 9. Adainiatere personnel ad•in.latration 1 2 ) ' 
0 

" 1 2 J 4 10. Ad11inietars labor relations l 2 ) 
.. 
' Co1111ents1 

-
Cluster e. Buoinees Maaage•ent 

l 2 ) " 11. Ad11ini1tera purchaoing of goods • aervicea 1 2 ) 4 
1 2 J 4 12. Ad~iniatera auxiliary enterprise" 1 2 J ' l 2 J 4 13. Ad•inisl~re physical plant l 2 J ' .1 2 J " 14. Ad111nlatera envlronaental beeH.h l nfet1 .1 2 J ' l 2 J 4 15. Admlnl~tnre eacurlly l lav enrorce•ent l 2 J 4 
l 2 J " 16. Ad11iniatera tranaporlallon 1 2 ) ' Couont.81 



Cluat.er c • l1acal ManlUl,.!!'l! . ' 1 2 ' 4 17, Ad•lniatera endo1111onta 1 2 ' ' 1 2 ) ' 18. Ad•inlat.era inveat.•ent.a 1 2 ) ' 1 2 ) ' 19. Ad•lniat.era caah •anage•ent l 2 ) ' l 2 l ' 20. Ad•iniat.era budgeting 1 2 ' ' l 2 l ' 21. Adainiatera aud1Llng l 2 ' ' 
('.) 

0 

l 2 ' ' 22. Ad•iniatere coetln~ l 2 ) ' 
CX> 

1 2 l 4 23. Adainiatera calculation or indirect 1 2 l ' ooaL rat.ea 

Co•nnta: 

Cluat.er D. FlnancJal Acco11at.Jn1 and R•l!!?ct.jna 
1 2 l ' 24. Ad•tntat.era dnvolopaent and llBinLenanco or 1 2 l ' accounting ayaLAas 

l 2 ' ' 25. Ad•in1~t.Ar8 rr~(lllr&t.ion or financial 1 2 ' ' report• and annlyseo 
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WDDl BE:al.VICJRS • 

<n-•e 1'9ad -ch ii.ea carefully &11d think about bow oftc 70u cp'e 1D 
t.be 'behaTior deecri'bed by the iteL. CIRCLE tbe 11\aber or 'tile naponee 
that 'beft describe.s the frequfllcv of 70ur CBO' a behavior CID 'tbrit. 1t1111. 
IO'rE: The ten11 •wrouti• refers to tbe le~der'a aubordinates.) 

1. EVER (You ~do it) 
2. SE:LI>OM (You do it eo..etiaes) 
). CX:CASIONA.LL! (You do 1t about hal!' of tbe tiae) ;. i 
l. QM'EN (You do it .a&t of t.be time) 
5. l.LWAYS (You do 1t all t.be t.i.JDe) 

26. Leta croup ae111bers biow .vhe.t 1a expected or the= • l 2 ) 4 5 
27. Ie 1'riN3dl.y ud approacbabl.e •.•••••••••••• 1 2 3 4 5 
2B. Encourages the \l&e or uniform pro~edures • • • • • 1 2 3 4 5 
29. Does little things to u.b 1t pleasut t.o be a 

•e=~ or tbe croup • • • • • • • • • • • • • • • • • l 2 ) 4 5 
30. Tries out his/her ideas 1n tbe group ••••••••• l 2 3 .4 5 
.31. Puts suggestioDS aade by the group into operation • • l 2 3 4 5 
32. tlalres his/her attitudes clear t.o the group •••••• l 2 3 4 S 
33. Treets all group ae:bers as his/he!" equals • • • • • • 1 2 3 4 S 
34. Decides vbat ehall be .done and bov it shell be done • l 2 3 .4 5 
35. Gives advance DOtice or changes • • • • • • • • • • • l 2 3 4 5 
)6. h.si~ group aer:ibers t.o particular tasks • • • • l 2 3 4 5 
37. Ieeps t.o bi111self/bersel! ••••••••••••••• l 2 3 4 S 
38. Me.hs B\ll"e th&t his/.her pe.rt 1n t.be group is 

39. 

'°· 
il. 
l,2. 

43. 
u.. 

\IDderstood by the group aembers • • • • • • • • • • • l 2 3 4 5 
Looks out !or the persontl veli'are oi grot.-p me::bers • l 2 .3 4 S 
Schedules tbe vork to be done • • • • • • • • • • • • l 2 3 4 5 
ls villing to 118.lte cba:i&es ~ • • • • • • • • • • • • • l 2 3 .4 S 
&~tains de!ini~ .eta:odards or performance • • • • • l 2 3 "' 5 
Refu~es to explaill his/her actions • • • • • • • • • • l 2 3 4 5 
Asks that group ae11bers !ollov at.and&.Td rules and 
reguletions • • • • • • • • l 2 3 4 5 

45. Acts without consultiJ:18 the group • • • • • • • • • • l 2 .3 4 S 

t!These iteir.s an taken fro111 t.be list or behaviors developed by 
Stogdill. 1963 



210 

'Finally, ve vg~ ll.ke .to allk aoae infonaatioll about yourself to 
help interpret the results: 
(Pl-ee complete .-cb queetion as indicated) 
,6. tour eex (Circle nuaber of 7ou anever) l. Male . 2. Feaale 

''· Your present qe: YEARS 
48. Your race (Circle DUllbel" of your &.nBller) 

1 AMERICAN DIDI.AR 
2 ASI.AR 
3 BLACK, llON-BISPAJiIC 
' HISPANIC . 
5 WITE, IION-BISPANIC 
6 O'l'RER -----------

49. What are .tbe 11ajor areas or study for tbe degrees that you have 
obta.ined? (Indicate tbe aajor subject for each degree you have 
earned in the space provided). 

Bachelor's Degree--------------------------------
Master's Degree 
Ed. Specialist or Equivalent-------------------
Doctorate · 
Other (degree name)-------------------------

50. What was the highest degree you had earned when you first became 
a Chief Rusi.Dess Officer? (Circle the nW!lber of your answer) 

51. 

1 Bachelor's Degree 
2 Master's Degree 
3 Ed. Specialist or F.quivalent 
4 Doctorate 
5 Other (degree J:1Ue) ------------------------

If you have .wrked in jobs other than )'Our current position, how 
1111!.Ily years of full-time .vork experience do yGu have in the areas 
listed belev. (Enter the nuaber of years.of f'ull-time vork 
experieDce in.each area listed),. 

Educatioi:i 
Military 
Government 
Business 
Industry 
Self-EmploymeDt 
Other (type vork) 

(Number of Years) 

52. If you have served .as a Chief Business Officer prior to obtaining 
your current position. how.118.Dy years.did you serve (if none, 
vri te •on • • • • • • YEARS 
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s;. Bow •any J•&r• have 19u Hrved ill )'Our current polition ••• _YEARS 

Sl. Vu the job 70u held 1msediately prior to 70ur current pos1t1ont 
(Circle 1111111ber) • · 

1 WITHIN YOUR PP.:£SENT DlSTI!\Tl'IOli f 
2 OOTSID:t ?OUR PRESENT DiS!I!UTICli T 

55. Bow •any and vbat level of employee& do you aupervise? (Number 
of n;ployees) 

------ .ADHDHSTRATCl!S 

------FACULTY 

S6. At wbat level is the pri'll8.ry and legelly cor.stituted governance 
authority for 70ur institution loceted? (Circle nu~ber) 

1 STATE 
2 LOCAL 

57. Are local (non-state) aDproDrietions legally rer~:red to be allocated for 
7our colleee1 s operations? (Ci•cle nuir.b0 r\ 

1 NO 
2 !ES 

SS. Who is your 1£ediate SU?9rv5.sor? 
*Na~e ________________________ Title ______________ .Phone( ) ________ _ 

~ Tnis person vill be eontacted for turtber in.fo:n;;ation relative 
to this study. 

59. Has your i:mediate supervisor identified above supervised you as 
llll incumbent CBO in your present position for at least one year? 
(Circle number) 

1 RO 
2 YES 
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Is there anything .tao :JOU veuld like to tell us about your role 
tlmctiona, 1-der behaviors, and ael!, please use this space tor 
that purpose. 

Aleo, any co11111ents 70u vish you wish to make that you think 1181 be 
helpful to us in hture efforts to understand the role of the Chief 
Business Offio.er vill be appreciated, either here or in a separate 
letter. 

Your contribution to this effort is very much appreciated. If you 
vould like a summll.J'J er results, please mark the box labelled "RESULTS" 
on the outside of tbe envelope (not on this questfonna.ire). We will 
see that you get ~. 
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Appendix B 

Chief Business Officers Immediate 

Suoervisors' Questionnaire and 

Correspondence 

Cover Letter 

Questionnaire 
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COLI.EGE OF E.DUCAT10N 

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERSITY 

As the immediate 9\lpervisor of your college's Chief Business Officer, I 
am sure th~t you recogni~e the leadership role and influence which a 
Chief Business Officer (CBO) contributes to contemporary academe. 
However, it appears to me that there is little knowledge about the role 
functions, leader behaviors, leader effectiveness, or even selected 
profile characteristics of the CBO's role in American public community 
colleges. 
Your institution has been randomly selected to participate in this 
national study of Chief Business Officers, and your CBO has been sent a 
different questionnaire for the purposes of this study. In order for 
the results to fairly represent current thinking, it is important that 
the enclosed questionnaire be completed and returned in the enclosed 
self-addressed envelope. Your participation is necessary to successfully 
report the research findings. 
No individual responses will be reported since the research data will be 
aggregated, and you may be fully assured of complete confidentiality. 
The identification number on the questionnaire is used for the purpose 
of checking your name off our mailing list, and your name will never be 
ahovn on the questionnaire. 
The results of this research study will seek to clarify the confusion, 
ambiguity or uncertainty regarding the selected profile characteristics, 
job functions, leader behaviors, and leader effectiveness of Chief 
Business Officers. The results will also contribute significant 
descriptive and comparative data on the relationship of these dimensions 
to institutional governance, funding source, and size, as vell as 
enhancing the knowledge of incumbent CBO leaders. If you desire, you 
aay receive a summary of the results by checking the box on the envelope 
labeled "Results." 
Your participation in this study is vital to its success. If you incur 
any questions, please write to me at th£ above address or call at (703) 
964-2555. I am indebted to you for your support. 

Sincerely, 

Richard A. Calver 
attachment 
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cm .. u:ca. or 1ot1cAT10H 

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERSITY 

LEADER BEHAVIORS AND LEADERSHIP EFFECTIVENESS 

A 
National 

Study 

You will find a list of twenty-nine ques~1ons relating to the leader 
behaviors and leadership effectiveness of public community college 
Chief Business Officers. The items request information on the leader 
behaviors and leadership effectiveness. but do not ask you to judge 
whether the leader behaviors are desirable or undesirable. Although 
some of the items may seem similar. they express differences that are 
important in the description of the role of the Chief Business Officer. 
Their only purpose is to make it possible for you to describe as accur-
ately as you can, your CBO' s leader behaviors and leadership effective-
ness. This information coupled v.l.th the information received from the 
CBOs v.l.ll help to provide some insight into the role of the Chief 
BusinePs Officer. 

DIRECTIONS: 
1. Record your answers to each item on the reverse side of this 

sheet; it is.not necessary to sign your name since all data 
will be aggregated and individual· data will not be shown. 

2. The questions are divided into two parts: LEADER BEHAVIORS 
and LEADERSHIP EFFECTIVENESS. 

3. Return this questionnaire in the enclosed stamped. 
self-addressed envelope and return to: 

Richard A. Calver 

Lebanon, VA 
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UA.D!J'! BD!AVIORS • 
(Pleue :rwd eee:h 1tn ca.rd\1lly ud tt.1nk about )low oft.en ,our CBO engages in 
the be?.&vior dueribed b)' U>~ item. CiftCLl". t.be nu:'ber of the nspo::lH 
that best describes the frequencv of )'Ol.IJ' CB01 a behavior on tbat item. 
JIOTE: The te:n:i •llTOun• refers to the le~der 1 e eubordinates.) 

1. 

2. 
3. 
J.. 

5. 
6. 

1. EVDl (Your C!O dou E£! do it) 
2. St!.l'Y.!M (Tour CBC dcea it 90Htiloes) 
). O:CASl~ (?our Cl!O cloes it about ba.lf of ~e ti••l 
'· llf':'DI (Your CPO do•• 1 t ..,.t o! tho t.iae) 
5. AlWAU (?our CBO does it all tho time) 

:i e 
I~~ ~ ~ 

Lets rrour 111e:be:-s bio .... vhe.t is ex;-eeted or the: ••• l 2 3 " 5 
11 ~ien~y IUld approaebe~l.e • • • • • • • • l 2 3 L S 
I:ncourages 'Lhe uae or m:.ifon procedures • • • • l 2 ) 4 5 
Does little thir.gi> t.o itue it plui:ant to be a 
se::~::- of the £TOUP • • • • • • • • • • • • • • l 2 3 J. 5 
Trie! out bis/her ideEs 11l the grour • • ••••••• l 2 3 4 5 
Puts aue;ruticns aede by tbe vc::;i into o:;>e:retion • • l 2 3 I. 5 

?. HE.tes ?Us/her attitud~s clear to the group • • • • l 2 3 J. 5 
8. Treats L!.l group 111e:.~ers a1 bis/be::- eque.ls • • •••• l 2 3 I. 5 
9. Decides vhat aht.:l be .clone and ho'W it shill be do:ie • l 2 :; I. 5 

10. Civei: advance notict: of char.ges • • • • • • • • • • • l 2 3 4 5 
11. .Assipr f70up 11e:.bers t.c pa::-ticcle.r tad: s • • • • • l 2 3 I. 5 
12. Xee~~ t.o hi~i:e!!/herse:r ••••••••••••••• l 2 3 4 5 
13. MrJ.:H sure thet hi!/he:r paTt 11l the group 111 

unce:rstooc! by the gTOUI- 11":.beTs • • • l 2 .3 L 5 
14. Looks cut for tht: perscnEl V£lfere of group •e::bers • l 2 3 L 5 
15. Scbed\!leE the vor' to be done •••••••••••• l 2 3 J. 5 
16. 111 vill~ to .Ue ehe.:i£es • • • • • • • • • • • • • • l 2 3 J. 5 
1 7. Me.inta.in11 defini t.e ater.c!arc!s cf perfona.nce • • • • • l 2 3 J. 5 
18. Re!uses to explain his/her actions •••••••••• l 2 3 L 5 
19. Aal:s tbE.t r.our ae:ber.s !ollo\I etudc-d ri:les a.--id 

reg>:lations • • • • • • • • l 2 j 4 5 
20. Act.; vi thout consul ting the voi:p • • • l 2 3 J. 5 



DIIU!X~TIONS FOR PART III (LEAJlF.11 EP'FD'.:TIVF.NESS) 1 RF.AD each effectivanoen ito• caretully a.nil COHSIDl!:R the leHl 
of effacthane1111 del!lonstnt.ed by tho COO ln •111.ch dimoneion. JlFX:IDf: ancl RATE the COO ftll (l) INEFFECTIVE, 
(2) BEJ,OV AVF:RAGE Ef'fl!":CTIVENf:SS, (J) ADOVE AVf,RAfiE F:FFF.CTIVF.HF.r.S, or (4) VERY EFm::TIVE, DRAW A CIRCLE 
around only ONE or tho four numbers following each itom to show the nnower you have selected, 

Belov Average Above Avel'lllge Ve!")' 
Ineffective Effectlveneps Effectivenea11 Effect1•• 

1, PROGRAM QOALIT!t the extent to which the CBO 
eneuren that the program11 for which ho le 
responsible are higb quality ones · 

2. TRAIRIRCt the extent to vhich the CBO eneuree that 
the et.arr for which he le responsible le involved 
in faculty development to update their technical 
knowledge and working ekillo 

). EHPLOTEE WELFARE: the extent to which the CBC 
establ1ebee acceptable emoloyee-manegement 
relatioosh1os with aubordinetea 

'· CORRECTIVE ACTION: the extent to which the CBO 
identifies and corrects problems 

5. TECR1'ICAL ABILITY: the extent to vhich the CBO 
pooeeooee the technical knouledge and ability to 
do hie Job 

6. USER JOB RF,QOIREJmn"Sr the l!Xhnt to vhleh the COO 
A&tiefiee the various uner demnnde (or services 
through the college proRmime end service nroao for 
which t.he CBO lo rooponsible 

7. MAN'POWER UTILIZATION1 the extent to which the CBO 
coordinates the use or staff, ffteilit!oe end 
equipment to 11111.ximlze productivity 

8. ADHIRISTRATIVE rtmCTIORS1 the extent to vhich the 
CBO eompleteo hie adm!ni1trative duties 

9. COMPOSITE Ul"ECTIVF,NESS KEASlffiEs 1.1 eullllllllt.1.on of the 
scores on the othor eight di~sne!ona listed above 

l 

l 

1 

l 

1 

1 

1 

l 

l 

2 J 4 

2 J 4 

2 J 4 

2 J 4 

2 J ' 
2 J ' 
2 J ' 
2 J ' 
2 J ' 

N 
I-' 
-...] 
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If. after responding to the questions on the reverse side of this sheet. 
there is anything else you would like to tell us about your Chief Business 
Officer's leader behaviers and/or leadership effectivness. pl~ase use 
this space for that purpose. 

Also. any comments you wish to make that you think uy be helpful to us 
in future efforts to understand the leader.behaviors and/or leadership 
effectivness of the Chief Business Officer will be appreciated. either 
here or in a separate letter. 

Your contribution to this effort is very much appreciated. If you 
would like a summar;y of results, please mark the oox labelled "RE!':ULTS" 
on the outside of the envelope (not on this questionnaire). We will 
see that you get them. 
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Appendix C 

Postcard Follow-up to Questionnaire 

\'IRGl!°\L\ POLYTECH~IC l!\STITl'TE :\~D ST.\TI-: l'~l\'C:RSIT'\' 
roll f<a- ,,. 1pt·< \TJt1' 

111~. ;,, .. ,, '.,,,.... 24U1,,J 

January 31, 1984 
Last week a questionnaire seeking information on Chief Business 
Officers in public community colleges (including junior and 
technical colleges) was mailed to you. Your name was selected 
in a national random sample. 
lf you ha·•e already completed and returned it to us, please 
accept our sincere thanks. If not, please do so today. Because 
the questionnaire has been sent tc only a small, but represen-
tative, sample of American public two-year colleges, it is 
extremely important that yours be included in the study if the 
results are to accurately represent the data on all CBOs in 
public tvo-ye~r colleges. 
If by some chance you did not receive the questionnaire, or it 
has been misplaced, please write to me immediately at the above 
address; and I will reimburse your postage or call me at 
703-964-2555, and I will get another questionnaire in the mail 
to you right away. 

Sincerely, 

Richard A. Calver 



• . 
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Appendix D 

Letter Follow-up to Questionnaire 

COLI.EGE OF EDUCATION 

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERSITY 

Dr,·1110,. or ADw1w1sn.Anvr ••• EltucATION'AL Snnc11 

About three weeks ago I wrote to you seeking information on Chief 
Business Officers in public two-year colleges. As of today, I have not 
received your completed questionnaire. 

I have undertaken this study because of my belief that there is a lack 
of information about Chief Business Officers' role functions, leader 
behaviors, profile characteristics, and leadership effectiveness, and 
that the position the CBOs occupy is one that is little understood by 
many academic leaders and laypersons. Your participation is important! 

I am writing to you again because of the significance of each questionnaire 
to the usefulness of this study. Your name was drawn through a scientific 
sampling process in which every American two-year public college had an 
equal chance of being selected. This means ·that only less than 200 
Chief Business Officers in the fifty .American states are being asked to 
complete this questionnaire. In order for the results of this study to 
be truly representative of all American public two-year colleges, it is 
essential that each person in the sample return their questionnaire. 

In the event that your questionnaire has been misplaced, a replacement 
is enclosed with a stamped, self-addressed envelope. 

Your cooperation is greatly appreciated. 

Cordially, 

Richard A. Calver 

P.S. A number of people are asking for the results when they become 
available. I hope to have them out sometime early this spring. 

s 
attacrunent 
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Appendix E 

Sample Pilot Study letter to CBOs' 

Immediate Supervisors 
COUEGE OF EDUCATION 

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERSITY 

Dtn110N or Aowurun.A'nYI AWD EDuc:AnoW.t.L Sa.TIC'll 

January S, 1'81t 

Dr. ~ , Prealdent 
Piedmont Virginie COlllDUnlty Collet• 

Charlottesville, VA 
Deer Dr. 

Your Chief Business Officer, Joe Jenkins, has agreed to participate 
es a respondent In the pilot study for rrry proposed research project. 

Your assistance Is needed as• part of this 1 ... 11 pilot group to 
det6rmlne the appropriateness, design clarity, and adequacy of the 
attached questionnaire. It Is to be used In sampling a national research 
population of Chief Business Offlcen In Alllerlcan publ le: comnunlty 
colleges. Approxl1111ttely 181 of alt C80s In Anierlcan public c:oanunlty 
colleges will be selected In a random stratified sampling procedure. 
You will note the purpose of this study In the attached cover letter to 
the questionnaire. 

Your role as one of the pflot study group wlll be to review the 
questionnaire for Its appropriateness, design clarity, and adequacy. 
You are also to respond as If you were selected as a sample respondent. 
Although you tnay recognize that selected parts of this questionnaire 
have been Incorporated frocri nationally standard Instruments, your reaction 
to this questionnaire Is haportant to me In this research proposal. It 
Is 11lso l111pOrtant to note that the attached questionnaire Is In "rough 
draft" form only since the fonn ts stlll subject to revision prior to 
printing. 

I am requesting that you, as President, Identify your CBO's leader 
behaviors and evaluate his effectiveness since this same procedure wlll 
also be used In the natlonal research study. All responses are confldentlal 
and wlll be aggregated for evaluatlon purposes. 

Since the questionnaire can be completed In only a few minutes, It 
Is Important to me that you complete your response at the earliest 
possible time and return It to me In the enclosed self-addressed envelope. 
In turn. i will share the results of this study with you this spring 
when they are available. 

I sincerely appreciate your willingness to help me In this research 
project. 

Very truly yours, 

Richard A. Calver 
attachments 
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Appendix F 

Sample Pilot Study Letter to CBOs 

COi.LEGE Of EDUCATION 

VIRGINIA POLYTECHNIC INSTITUTE AND STATE UNIVERSITY 

Dm11ow or ADMIN""'•'""' UD EDvcATIDuL Snnc:u 

January S. 1~81t 

Deen of Financial and Administrative Servleea 
Piedmont Virginia C011111unlty College 

Cherlottesvl11e, Virginia 
Dear Joe: 

Thank you for agreeing to participate as a respondent In the pilot 
study for my proposed research project. 

Your assistance Is needed es a part of this small pl1ot group to 
determine the appropriateness, design clarity, and adequacy of the 
attached questionnaire. It Is to be used In sampl Ing a national research 
population of Chief Business Offtcers In American public C011111Unlty 
colleges. Approximately 18% of alt CBOs In American pub I le C0111'11Unlty 
colleges will be selected In a random stratified sampling procedure. 
You will note the purpose of thts study In the attached cover letter to 
the questionnaire. 

Your role as one of the pilot study group will be to review the 
questionnaire for Its appropriateness, design clarity. and adequacy. 
You are also to respond as If you were selected as a sample respondent. 
Although you may recognize that selected parts of this questionnaire 
have been Incorporated from nationally standard Instruments, your reaction 
to th!s questionnaire Is Important to 111111 In this research proposal, It 
Is also lmpol"tant to note that the attached questionnaire Is In "rough 
draft" form only since the form Is st fl I subject to navtslon prior to 
printing. 

As I mentioned to you on the telephone, I also appreciate your 
willingness to agree for your President to Identify your leader behaviors 
and to evaluate your effectiveness as an Incumbent CBO since this samo 
procedure will be used In the national research study. All responses 
are confidential and will be aggregated for evaluation purposes. 

Since the questionnaire can be completed In only a few minutes, It 
Is Important to me that you complete your response at the earliest 
possible time and return ft to me In the enclosed self-addressed envelope. 
In turn, I will share the results of this study with you this spring 
when they are available. 

I sincerely appreciate your willingness to help me fn thfs research 
project. 

Very truly yours, 

Richard A. Calver 
attachments 
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Appendix G 

Respondent Comments on Questionnaires 

Respondent comments, noted on the questionnaires, 

can be summarized into major categories. The CBOs' 

immediate supervisors' responses can be categorized as 

follows: (a) the importance of the CBO' s role in 

supporting the mission of an institution and 

recognizing that administrative services are adjunct to 

the instructional needs of students and faculty; Cb) 

the acknowledgement that a CBO provides a meaningful 

leadership role in community colleges and that this 

leadership role transcends the technical skills 

required to perform CBO duties and responsibilities; 

and (c) the recognition of the difficult role that a 

CBO performs in an academic environment. 

CBOs' Sunervisors Com.~ents 

The respondent comments of the CBOs 1 supervisors are 

noted: 

1. Our CBO "fully· appreciates and supports the 

teaching mission of the college" 

2. "My CBO understands and fully supports the 

mission of the institution. He finds legal ways to be 

supportive of the other functions of the institution. 

(He) goes out of his way to be supportive, but also 
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advises against improper activities and directions. He 

has superior human relations skills." 

3. "Our CBO is good at delegation; is sensitive to 

human needs of his staff; keeps mission of college in 

mind, in making decisions and in providing direction 

and leadership to his staff; and is protective of those 

faculty and employees of the college who 'deliver the 

goods' to students and the public." 

4. "Perhaps the most outstanding attribute of the 

CBO at this institution is the continuing confirmation 

that the role of the CBO is to support the 

instructional effort!" 

5. "CBO is an excellent member of the 

administrative team. He is concerned about all phases 

of the institution, not just his assigned 

responsibilities." 

6. Our CBO "has unique ability to coordinate 

educational needs and pragmatic considerations and 

always places academic concerns first!" 

7. "The administrative, communicative, and 

financial skills of the Chief Business Officer CCBO) 

are er i ti cal to the efficacy of the maintenance and 

operation of any organization. Where the quality of 

these skills are wanting in the chemistry of the CBO, 

there is usually a concomitant correlation of weakness 
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in the organization's capacity to effectively deliver 

services and respond to its constituency." 

The CBO's leadership role in public community 

colleges was also noted by the supervisors' comments. 

1. The CBO is "highly respected as Business 

Officer, spokesman for higher education, and leader in 

legislative and financial matters." 

2. "The chief business officer must be a leader 

who assumes control of business functions, assumes the 

delegated authority and responsibility for day-to-day 

management decisions. As CBO, I expect him to function 

without daily consultation." 

3. An important factor in the CBO's effectiveness 

is "political savvy which often surpasses technical 

skill in importance." 

4. "The CBO at this institution is a man of 

complete honesty, integrity, and sterling character. 

These are essentials for a highly effective CBO." 

5. Consideration of a CBO's professional 

activities are as important as other principal academic 

leaders, and professional activities are "just as 

important to CBOs--different perhaps, but important!" 

6. The CBO's "coordination and cooperation between 

major uni ts of the college at all levels, but 

especially at the executive level, is vital!" 
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7. "Our CBO is service minded--'We'll try to find 

a way to make it work within our parameters.'" 

The CBOs' supervisors also commented on the 

difficulty in performing as a community college chief 

business officer. 

1. "The business officer is probably the most 

misunderstood person on campus due to the fact that 

other personnel always blame him personally for policy 

concerning business affairs, regardless of source." 

2. "All of us know the very difficult job a CBO 

has in pleasing everybody." 

There were also some general comments from the 

supervisors relating to the CBO role functions. One 

observation related to the CBOs' focus on task 

orientation: "I have found that most CBOs are very 

task oriented and that is not all bad for that 

position." 

Another observation on role functions was 

consistent with the CBOs' high evaluation of budgeting 

as a role function: "Much of the responsibility of the 

CBO had to do with keeping the ins ti tut ion operating 

within its budget." 

CBO Comments 

The CBOs' responses focused on two major themes: 

(a) the changed and increased importance of the CBO 
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role in American community colleges, and (b) the 

difference in role responsibilities in institutions of 

different sizes. 

1. "I see the role of the Business officer 

becoming much more varied and diverse. It has taken on 

more of an operational dean function--with 

responsibilities expanded to include the day-to-day 

management of the institution." 

2. "The role of the CBO is changing a great deal. 

A CBO can no longer be a glorified accountant, but must 

be a qualified administrator. I believe the role to 

the President's position will be through the CBO 

position in the next decade." 

3. "The CBO's role in expanding to include RIF 

(Reduction-In-Force) policy revision, as well as cost 

impact on courses and program offerings, budget cuts, 

class sizes and in general, all aspects of expenditure. 

Years ago, decisions of instructional nature were made 

void of CBO's input--now (the CBO's) input is a must." 

4. "(My) most important duty is as a counselor and 

confidant of the President." 

One CBO noted the difference which institutional 

size makes in role responsibilities and noted that 

institutional size is very important since "CBOs at a 

small college are more involved in details than their 
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counterparts at larger schools." 
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