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Academic leadership effectiveness studies have failed to
recognize the importance of strategies used in the primary work unit
to enhance faculty performance and work satisfaction and to promote
department effectiveness. The purpose of this study was to develop
a grounded theory of chairperson management strategy generated from
data obtained during interviews of nineteen outstanding department
chairpersons at three urban, comprehensive universities located in
three midwestern states. The constant comparative method was used
to simultaneously collect and analyze data. Evidence is presented
to support the theory generated. The congruent interaction of the
chairperson's values (basic beljefs), the department's stage of
development (goals), and the management strategies (leadership
activities and actions) utilized assures chairperson leadership
effectiveness; effectiveness is further enhanced by congruence in
values and goals at faculty and administrative levels, and by the
chairperson's acquisition and control of resources. The theory
explains the similarities and differences in the process of effective
chairperson management strategy--strategy aimed at enhancing faculty

performance and work satisfaction. Specific management strategies
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are described with emphasis on implications for administrative policy

and practice.
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CHAPTER 1
INTRODUCTION

Higher education today is characterized by decreased resources,
increased institutional accountability, vigorous competition for fewer
students, and changes in the demographics and values of students
(Breneman, 1983; Carnegie Council, 1980; Centra, 1980; Glenny, 1980;
Mortimer & Tierney, 1979; Wharton, 1983). In addition, the transition
into a technological, information-focused age is exerting pressure on
higher education institutions. As more and more adults return to
postsecondary education to improve their quality of life or to pursue
essential retraining, changes are needed in the provision of educa-
tional services (Bowen, 1982; Chickering, 1984; Cross, 1985; Gappa,
1984; Kuh & Sturgis, 1980; Levine, 1981, 1984; Mortimer, 1985;
Riesman, 1981; Weathersby & Tarule, 1980).

These external and internal pressures can cause faculty to feel
a loss of work satisfaction (Altbach, 1981; Carnegie Foundation,

1985; Clark, 1985; Lonsdale & Williamson, 1980; Schuster & Bowen,
1985; Slaughter, 1985), leading to decreased productivity and quality
of performance at a time when the cry for accountability is heightened
and the professorial work force is diminished (Bowen & Schuster,

1986; Clark & Lewis, 1985). Effective and efficient utilization of
the current core group of faculty becomes imperative (Austin &

Gamson, 1983; Baldwin & Blackburn, 1983; Eble, 1985; Eble &

McKeachie, 1985; McKeachie, 1982, 1983; Nelsen, 1981; Rice, 1985).

1
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Context of the Problem

Academic departments are the primary work environments for
faculty; therefore, chairpersons are the key managers accountable for
faculty performance and work satisfaction (Bennett, 1983a; Brann,
19725 Brown, 1977; Tucker, 1984). Pressures for increased faculty
productivity, then, have caused increased interest in the department
chairperson's leadership role (Bennett, 1983b; Booth, 1982; Brown,
1977; Tucker, 1984). The leadership activities and actions,

management strategies used by those who best exemplify what others

could follow, should be researched and identified. We need to know
how successful department chairpersons effect high faculty morale and
optimum faculty productivity in teaching, research, and service.

Few scholars have studied the management of academic depart-
ments during more recent times of change and challenge (Dressel,
Johnson, & Marcus, 1972; McHenry & Associates, 1982). Little guid-
ance is given chairpersons regarding management techniques and
strategies (Bennett, 1983a; Booth, 1978, 1982; Bragg, 1981; Creswell,
Seagren, & Henry, 1985); the recommendations offered chairpersons are
seldom based on systematic study in higher education settings (Bennett,
1983a, 1983b; Knight & Holen, 1985).

Studies of the roles, functions, and management styles of
department chairpersons do not address current leadership effective-
ness principles (Ahmann, 1972; Bennett, 1983b; McLaughlin, Montgomery,
& Sullins, 1977; Roach, 1976; Tucker, 1984; Waltzer, 1975). Leader-

ship and organizational effectiveness studies fail to recognize the
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impact of leadership in the primary work unit (Astin & Scherri, 1980;
Cameron, 1985a; Cameron & Whetten, 1983; Faerman & Quinn, 1985;
Whetten & Cameron, 1985).

This study seeks to contribute to the literature by addressing
the deficiency in our understanding of the process of effective
department leadership; how do successful chairpersons enhance faculty
performance and work satisfaction? The identification and description
of effective faculty management techniques has practical significance
as a guide for other depértment chairpersons facing similar challenges
and opportunities. The significance for higher education lies in the
theory generated and presented here, a theory of the process of effec-

tive academic department 1eadership.

Statement of the Problem

The purpose of this study was to use a naturalistic paradigm
to investigate the management strategies of department chairpersons
who have effectively enhanced faculty performance and work satisfac-
tion. The sample included outstanding chairpersons identified by chief
academic officers at three urban, comprehensive universities located
in three midwestern states. Data collected from interviews of chair-
persons were simultaneously analyzed using the constant comparative
method of inductive reasoning to generate a grounded theory of chair-

person management strategy.
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Research Questions

1. What are the management strategies used by effective
department chairpersons to enhance faculty performance and work satis-
faction?

2. What are the principal factors associated with the process

of effective department leadership and faculty management strategy?

Definitions

Academic department. The academic department is the basic

curricular and accounting unit in a college or university. These
units are typically formed around academic disciplines and are "charged
organizationally with the development, preservation and transmission

of knowledge" (Bennett, 1983a, p. 52).

Department chairperson. The department chairperson is a first-

line manager as the designated leader of the academic department,

the basic unit within the university. For the purpose of this study,
no distinction is made among the titles department head, department
chair, department chairman, and department chairperson.

Faculty performance. Faculty performance is the quality and

quantity of faculty productivity in the areas of teaching, research,
service, personal and professional growth, and collegial responsi-
bility. In this study, only the collective performance of faculty
in a department is considered and only as judged by the department

chairperson using institution and department standards.
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Work satisfaction. Work satisfaction is the general level of

faculty morale in the department as judged by the chairperson, based
on perceptions of job commitment and involvement, cultural strength,
motivation, and general well-being.

Chairperson management strategies. Chairperson management

strategies are the policies, actions, or activities used by chair-
persons to enhance faculty performance and work satisfaction. Effec-
tive managing requires leadership; therefore, the two terms are used
synonymously. “"Managerial leadership is behavior that elicits
voluntary follower behavior beyond that associated with required
performance on the job" (Albanese, 1981, p. 387).

Leadership. Leadership is described by Peters and Austin
(1985) as connoting "unleashing energy, building, freeing and grow-
ing" (p. xix). Part of leadership is management which refers to
planning, organizing, directing, and controlling (Drucker, 1974) to
create an environment where people can accomplish goals efficiently
and effectively (Albanese, 1981). As noted above in defining chair-
person management strategies, leadership and management are used
synonymously in this study.

Effectiveness. The construct known as effectiveness can never

be precisely defined or measured because the meaning is socially
determined and describes both the individual and the performance--both
the process and the product of leadership. Nevertheless, "one cannot
propose a theory of . . . administration for higher education without
relying on effectiveness as the fundamental dependent variable"

(Cameron, 1985b, p. 1). Effectivenecs in department leadership and
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chairperson management strategy is the dependent variable of the
theory discovered in this study.

Leadership effectiveness. Leadership effectiveness is the core

~ variable (the central, composite process in the problem studied) dis-
covered in this study. In the higher education literature (Whetten &
Cameron, 1985 most notably), the socially accepted definition of
leadership effectiveness is the ability to promote optimum faculty
productivity (in research and the development of quality graduate
students), while managing Timited resources.

Outstanding chairpersons. Outstanding chairpersons are those

considered to be most effective in the leadership role, those who head
the outstanding departments within the institution. The departments

and chairpersons are those identified by the chief academic officers

(in consultation with appropriate deans) according to criteria appro-
priate to the institution and environmental context. Based on current
Titerature, criteria suggested to the academic officers included "
department productivity, economic efficiency, quality of faculty,
curriculum, and students, plus the work satisfaction of faculty.

Urban university. The urban university is an institution of

higher education located in a large metropolitan area where the
university accommodates many nontraditional, part-time, and evening
students including graduate students. The primary concerns are teach-
ing and service with less emphasis on research due to few doctoral
programs. The University of Nebraska at Omaha (UNQ), University of
Missouri at Kansas City (UMKC), and Wichita State University (Wichita)

were utilized in this study.
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Assumptions

1. Data collection by personal interviews and data analysis
by the constant comparative method are viable approaches to the study
of the management strategies used by department chairpersons. The
use of an inductive, theory-generating approach is appropriate because
there is no established theory to be tested (based on a comprehensive
literature search).

2. Academic departments comprise the primary work environment
for faculty; therefore, the department chairperson is the key manager

impacting faculty performance and work satisfaction.

Delimitations

The focus of the study is limited to effective department
chairpersons at the three universities. No effort is made to balance
types and sizes of departments used in the study. Knight and Holen
(1985) report no differences across wide ranges of department size
and institutional type in their study of effective department chair-

persons.
Limitations

Departments at three midwestern universities are utilized to

minimize the expense and travel time of the researcher.
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Significance of the Study

This study differs from previous leadership research in three
important ways. First, it focuses on léadership and organizational
effectiveness at the first-line management level. Second, it studies
academic department effectiveness from the perspective of faculty
performance and work satisfaction as influenced by chairperson
strategies. Third, it utilizes a theory generating research approach
which frees it from overly confining, predetermined theoretical prop-
ositions.

Researchers may benefit from the study due to the development
of theory and the expansion of the body of knowledge specific to
higher education institutions. The theory generated can provide
hypotheses for future testing, verification, or alteration. Although
the results may apply most directly to the urban university envi on-
ment, the study contributes to the literature on academic department
leadership.

Practitioners who may benefit from the study include educa-
tional administrators who can turn to the study's theoretical proposi-
tions as a base for the selection, development, and support of chair-
persons. The identification and description of the management
strategies used by effective department chairpersons indicate tech-
niques for maximizing the talents and energies of current faculty.
Institutions and departments that use these strategies can benefit
from the resultant improvement in faculty productivity and quality of

education.
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