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Abstract
»

The purpose of this study was to develop a descriptive p;ofile
of the administrative work behaviours of nurs{pg deans in Canéaianv
universities. This descriptive profile of ona group of' university
administrators provides insights into a previously unexplored aspect of
higher»education administration by providing info}mation of a qualita—

tive nature about daily managerial activities, the purpose of those

activities and how those activities compare with the activities of other

4
types of managers.

Accepted techniques and methods for structured observation field
studies_were used. The research process involved three phases: gaining
access to the settings and subjects of the study; collecting descriptive
and obsérQationai data; and data analysis including the development of
propositions.

The smaI%rpample size and the qualitative characteristics of the
data prohihﬁted' the use of statistical treatment of the data. for
purposes of generaliz;tioh. However, the uge of composite totals,
interview transcripts and molar data permitted collective description of
the administr;tive behaviour of a group of Canadian Deans of Nufsing.
Low inference level data were us;d to describe the media used by the

deans in conducting administrative activities and the‘people involved in

those. activities. = High inference level data were used to describe the

{

'pu;pose of the deans' administrative activities.

The study indicated areas ofvcommonality among the activities of
deans of nursing, business executives and school superintendents. It
also suggested that other types of activities were wnique to deans of

a

nursing.
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Chapter 1
INTRODUCTION

Historical Perspective .

The traditional universities of Europe possessed a heritage of
autonomy and self-government, and maintained small enrolments and even
smaller numbers of faculty members. Thus, there was little recognized
need for an administrative officer other than the Pré@sident (or
Principal, Master, or Rector, as he was also known). The early
universities of colonial North America were patterned on these
traditional European uniggrsities and possessed similar administrat._ve
structures. Gould (1964:2) speculates that:

Deanships were late in appearing because the president could handle
all administrative affairs when colleges were small; because until
the astoundingly rapid growth of the natural sciences in the
twentieth century one man could still know enough about the several
academic disciplines to make reasonable assessments of the
proficiency of faculty personnel; because presidents were jealous of
their prerogative and did not wish to share them; or because, given
a willingness to share, there was too little money to pay faculty
salaries, let alone thap of an additional administrator.
Eventually, - however, a second level of administrative officer was
introduce into the administrative structure in North American
universities. According to Brubacher and Rudy (1958:322), the first

academic dean -- Professor Ephraim Gurney -- was appointed at Harvard in

1870. This aPpointmeht was followed by a proliferation of similar

"

Second level administrative appointments at other universities.
Brubacher and Rudy (1958:353-353) consider the 1890's as the median
decade for the inception of these academic deanships‘in North America.

1
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Concurrent motivation for the intrq?uction of second level
administrators into the governance of univerni;ies in North America was
provided during the middle of the nineteenth century by the mov;ment of
the professions of law, medicine, and theology away from the apprentice-
ship preparation of practitioners and toward professional preparation at
universities. ‘Corson (1960:74 and 1968:29) indicates "that, with the
establishment of professional schoqls within the universities, admini-
strative officers were appointed for each of these new academic units.

Early in the twentieth century, the North American universities
proceeded to deviate further from the traditional European university
model with its four great faculties of law,‘medicine, theology and a;ts.
Brubacher and Rudy (1958:377) indicate that, as the twentieth century
proceeded:

Schools of journalism, education, pharmacy, nursing, business,
public health, agriculture, library service, and public administra-
tion came . . . to be accepted as proper and accredited parts of the
academic structure.
With the arrival of each of these new professions on the campuses of the
universities in North America, additional second level administrative
appointments were made in order to facilitate the governancg of the
respective individual institutions of higher education. The multi-
formity of titles by which these administrative officers came to be
known and of the duties for which they were delegated responsibility is
refleé£ive of the origins, traditions, history, objectives, resources,«
and personnel of each individual institution (Gould, 1964:9). ,
As North American universities grew and expanded, the following

gontributed to the emergence of higher educ: :ion as a legitimate area of .



regearch endeavour: institutional histories; the evolution of
institutional research as a means of better understanding how individual
institutions functioned; ¢the impetus from accrediting bodies and
philanthropic foundations for institutional self-studies; and the
evolution of the testing, counseling, and gquidance movements (Dressel
and Mayhew, 1974:7-9). As higher education became a recognized field 6;
study, interest in examining the internal administration of -universities
also rose. The earliest empirical studies of the academic deanship were
those reported by Reeves and Russell (1929 and 1932). In spite of the
passage of over one hundred years since the appointment of the first
dean, and over fifty years since the first studies of the deanship were
conducted, the role, activities, attitudes and values of the déans have
not been well researched (Peterson, 1974 and Dupont, 1968:10). 1.

particular, the deanship in the professional faculties has been

virtually unstudied.

Purpose of the Study

Al

The purpose of this study was to develop a descriptive profile
of the administrative behaviour of deans in Canadian university hnrsing
education programmes. A structured observation, field study approach
was used td generate a description of the work behaviours of deans of
Canadian wuniversity nursing education proérammes. The study was
undertaken in the context of developing insights and generalizations to
contribute to ‘the theory base of organizational behaviour in both

educational administration and general administration.



Justification for the Study

~
N

The study of the ‘ministrative haviour of Canadian deans of
nursing has the potential of contributind to greater understanding of
> e
both educational administration and genera :a%istrative theory. 1In
universities which grant baccalaureate degrees in nursing, the senior
administrative officers of. the academic units charged with the
responsibility for nursing education are the ;cknowledged leaders of the
academic endeavéurs in which sgtudents and faculty are engaged.
According to Mintzberg's (1973:3) defiﬁition of the term manager, i.e.,
"those people formally in ;:harge of organizations or their subunits,"”
the d‘eans of nursing are also managers of academic units. As managers
of academic units, the deans of nursing in Canada ix;fluence the
'preparation of nurses for practice, and thus, via the programmes’
graduates, deans exert indirect influence on the health care of
Canadians. In spite of the prominence of nursing deans in the nation's
postsecondary and health care systems,‘.little is known about their
managerial activities, the purpose of those activities, or how those

compare to the activities of other types of managers.

present, five of the 24 unive‘rsity schools of nursing in

without deans. This large number of vacancies and the crisis

in filling these vacant positions is the result of a combination of
| .

three factors. The first facto;‘:\\kis the dearth of /nurses in Canada who

-

. . 2 \ oL
are academical edentialled at the doctoral level. Stinson (1979:16)
: I \

states:

.



only gome sixty Canadian nurses hold doctoral degrees. . . CNA
{Canadian Nurses Association], CAUSN (Canadian Association of
University Schools of Nursing], and the Canadian Nurses' Foundation,
regard the paucity of doctorally-prepared nurses in Canada as a
major crisis.
The sacond factor which contributes to the current Aifficulty in filling
these vacant positions is that an even smaller number of nurses are
academically credentialled at the doctoral level in educational admini-
stration. The final factor is the rising average age of the incumbent
deans of nursing, many of whom will be retiring ‘in the near future.
with Q)the imminent d;evelopment of a doctoral programme in nursing in
Canada, the Canadian university doctoral programme(s) willost likely
prepare the future deans of nursing in this country. A description of
the administrati\;/behav;iours; of nursing deans could assist the develop-
ment of that ﬁtion of the doctoral curriculum which addresses mursing
education administration. .

'I‘l:e “Canadian Association of University Schools of Nursing is
presently in the process of developing a procedure for accrediting
univergity nursing éducation prog'rammes. The model which is being used
attempts to remedy the primary problem in prrevious accreditation models,
namely, the quantitative nature of the criteria, by developing a quali-
tatively based evaluation process. To date, only preliminary effort has
been directed towards the development. of accreditation instruments

i

related to the administrative component of the accreditation process.

This is partly due to the fact that no descriptive, qualitative studies

exist on which to base qualitative evaluation for accreditation

purposes.



Significance of the Study

Significance for Theory

Based on previously publ¥;hgd findings integrated with the
results of his own empirical studies,\Mintzberg (1973) identified the
characteristics of managerial work\and the confent of managerial work.
The characteristics of managerial work were derived from previous
empirical findings and suPported‘by Mintzberg's studies ;f fivéfchief
executives. The characteristics of managerial work identified by
Mintzberg‘(1973:28—53) were as follows:

1} much work at an unrelenting pace;

25 activity characterized by brevity, ;ariety, and

fragmentation;

3) preference for live action;

4) attraction to the verbal media;

5) relationship to a variety of contacts -- superiors,

outsiders, and subordinates; anﬁl

6) interplay between rights and duties.

Based on his inductive analysis of iptensive observation of five
business executives, Mintzberg (1973:54) classified the content of
managerial work into‘;en roles. He (Mintzberg 1973:92-93) then grouped
the ten rolef\.which evolved. from his findings into three areas as
follows: | ’

Interpersonal Roles

i .Figurehead
¢ . Leader
Liaison

-



Informational Roles

Monitor

Disseminator

Spokesman

Decisional Roles

Entrepreneur

Disturbance Handler

Resource Allocator

Negotiator
Mintzberg's characteristics of managerial work And managerial roles
identify commonalities in administrative behaviours among business
executives. March (1974:17-44 and 178:217-251) suggests that Mintz-
berg's work might have applicability and utility for educational admini-
stration. Duignan (1979) studied a population of‘séhool superintendents
in Alberta using a similar methodology to.- Mintzberg's, and reported
findings which were consistent with and supportive of Mintzberg's con-
clusions. To the best ~ the author's knowledge, observational studies
of administrative behaviour in the university 'setting, genera'' . and in
university nursing e;ucation programmes, specifically, have ne.ther been
undertaken nor reported. Additionally, both Mintzberg and Du‘gnan
speculated as to the temporal influencés on managerial work but neither
documented these influences through his observations. No studies
utilizing the technique of repeated observations to include the possible
effects of temporal influences on administrative behaviour were found.
Thus, observational findings of the managerial work of deans of nursing
in Canada at distinctly separated time intervals in theuacademic year
may enhahce the understanding of educational adminiétration theory And

general administrative theory by filling an apparent void in -the

published literature of organizational behaviour.



Significance for Practice

The practical significance of this study lies in its provisioh
of a previously . unavailable qualitative description ofv the admini-
strative behaviour of d%ans of nursing. in the future, the results of
this study might facilitate the development of:

1) evaluation instruments for use by:

a) the proféssion (CAUSN) in establishing accreditation
standards;

b) the institutions in improving merit, promotion, and
recruitment practices and policies;

c) the individual in guiding personal professional
development;

2. curriculum cbntent in doctoral programmes in relation to
those componentsiwhich address the preparation of nursing
education administrators;

3. iméroved organizational environments by exposing faculty
members to an analysis of the decanal role in several

institutions.

Delimitations

In designing the study, the investigator imposed the restric-
tions which are discussed in the following paragraphs as delimitations
on the study.

The population for the study was confined to deans of nursing in
English-speaking Canadian universities. Because of the multiple forms

of tjtles in universities, the title "Dean of Nursing” was defined, for
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purposes of this study, as the senior administrator of the academic unit
charged with the respongibility for the nursing, education programme
within the university. The titles "Director™ and "Chairman"were
considered to be synonymous with the title "Dean." The population from
which the sample was selected included only incumbent dJdeans of those
university nursing education programmes offering generic degree
programmes in nursing, either Baccalaureate or Master's (see Appendix
A).. Thus, acting deans or deans qf programmes offering only post-R.N.
baccalaureate programmes were excluded from the ~population for the
study.

Similarly, the format for labelling academic units iq Canadi&n
universities is highly diverse. Therefore, the 1label "Faculty of
Nursing” was used to designate the university academic unit that is
charged with responsibility for offering the generic course of studies
leading to the conferring of a degree in nursing. Academic wunits
identified as "Departments of Nursing,"” "Schools of Nursing,™ or
“Facultf of Health Science” were considered to be equivalent to the
label "Faculty éf Nursing,” for purpoées of this study.

The focus of the study was on the content of the nursing deans’'
work ‘-- the activities to which they devoted their working days. It
considered only what they did and why they Vdid it, NOT how they ‘did it
or how well they did it. The adminiétrative styles of the deans were
néither considered nor. evaluated in the study.

Since only the deans' administrative béhaviour was considered,
the organizational structure of the universities and of the various

provincial agencies with which the universities interact was judged to
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be Séyond the scope of this investigation. Thus, neither the organiza-
fional structures of the institutions in which the deans functioned nor
the organizational structure of the provincial agencies (e.g., health or
higher education) with which they interacted were considered in the -
study.

The time, distancé,‘ind.expense involved in conducting the study
permitted sampling only two time periods during the calendar‘ year;
therefore, viéits to each subject were conducteg at six month intervals.
The spring visit (April) occurred between academic sessions. The fall
visit (October-November) occurred during an academic session.

The observational field study methodology was chosen because
this technique can provide in-depth daéa for a detailed analysis of “the

,deans' administrative behaviour. However, the use of this methodology
necessitated the limitation of the number of subjects in the study to
five deans and a total of 30 days of observation. :This compared favour-
ably with the observation period used in other investigations. Mintzberg
(1973) observed five executives for a total of 25 days and Duignan

(1979) observed eight school superintendents for a total of 34 days.
Limitations

The investigator recognizes and aéknowledges the limitations of
the study which are discussed in the following section.

The fact that all of the subjects of the study were female was
a limitation of the study. However, at the time that the study was
conducted, there wereino male Deans of Nursing in Canada and, in fact,
there were rarely male faculty members in university nursing programmes

in this country.
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The investigator recognized the potential in this’ type of
methodology for subjective interpretation by the observer of the deans'
activities, for example, as Duignan (1979:9) points out, "another
researcher watching the same behaviours might well produce a different

-
kind of analysis."™ The investigator»1ncorporated the following measures
into the design of the study to minimize the effect of this subjec-
tivity: N
1) the use of established structured obsefvation methods
adapted from Mintzberg (1973) and Duignan (1979);

2) éFructured interviews with the subjects;

3) pilot observations of one dean to test the recording,

éoding, and interview techniques of the investigator;

4) the use of carefully defined operational definitions of all

terminology used in the recording and coding processes; and

5) ' informal checking of the investigator's perceptions with the

subjects.

The presence of the inveifigator might have caused the subjects
to alter their usual pattern of behaviour. However, because many of fhe
deans' activities involved other individuals and because the étudy was
descriptive rathef than evaluativg, the probability of thé deans’'
altering their wusual mode of behaviour, either »consciously or
unconsciously, is low. Iﬂ an effort to minimize any effect of her
presence the investigator unde;éook to:

1) provide the guﬁse;ég with a detailed undérstanding of the

project in advance of their consenting to be subjects (see

Appendix B);
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2) protect the anonymity of each subject;

3) brief each subject at the beginning of each observational

period;

4) maintain an unob£rusive, non-judgmental presence; and

5) use a candid, coop;rative, and amicable approach with each

dean.

Thé delimitations on the size of the sample and on the number of
observational visits with each subject imposed a limit on the generali-
zability of the results. Wevertheless, random selection of the subjects
and the comprehensiveness of the data gathered with the field study
technique warranted the production of propositions concerning the nature

of the work of Deans of Nursing.

Organization of the Thesis

This introductory chapter has presented an historical perspec-
tive; the éurpose, justification, and significance of the study; and its
delimitations and limitations. The next chapter provides a review of
relevant literature and the development of the conceptual framework for
the study. Chapter 3 .outlines the methodology used in conducting the
study. Chapter 4 présents an analysis anq description of what the dean
does and with'whom; Qﬁ;lg‘Fhapter 5 provides an analysis and description
of the purposes of the de;n's activities. 1In Chapter 6 the findings are
discussed and in Chapter 7 a summary of the studx is presented as well
asg a discussion of the study's conclusions ,and Zmplications for future

regsearch and for the theory and practice of educational administration.



Chapter 2
LITERATURE REVIEW

The purpose of the ligerature review was to provide a context
for the present study in relation to prior research and theories. Thus,
the 1literature chosen for inclusion in this chapter was confined to
administrative behaviour. The selection of ljterature was guided by the
following questiops: wha; im it that an administrator of a university
nursing education programme does; what are the responsibilities, tasks,
and functions of the dean in the process of admiﬁistering or managing‘
the nursing unit of a univeisity; to what activities does the dJdean of
nursing devote her working day and more importantly what are the
purposes of those activities? 1In this cﬁgpter the literature which was
reviewed and selected is organized into the three broad areas of general
administration, educational administration, and nursing education
administratiod? Content in each of these three areas was subdivided
into the topiégiéf prescriptive and advocacy,‘leader behaviour, decision
making, and content of administrative work. Figure 1 illustrates the
organization of the topics and their subdivisions within this review of
the literature. The concepts relative to the principles, processes, and
functions of administration are reviewed in the sections eﬁtitled
prescriptive and advocacy literature. These sections present both
empirical studies and the reflections of authors on their own personal
experiences or observations. In the remaining sections, i.e., leader

13
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behaviour, decision making, and content of administrative work, the

author has usually confined the 1literature review to reports on

empirical studies.

TOPICS

Administrative Administrative Administra:® ‘ ve

SUBTOPICS Behaviour Behaviour: Behaviour:
: A Education Nursing Educat.-r

Prescriptive and
Advocacy X ’ X X
Leader 7
Behaviour X X X
Decision
Making X X X

A
Content of -
Managerial X X X

Work

FIGURE 1 The Organization of Topics and their Subdivisions in the
Review of the Literature (X indicates topics and subtopics
discussed in the review of the literature.)

I
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Studies of Administrative Behaviour

Prescriptive and Advocacy
Literature

The principles, processes and functions of administration were
prescribed or advocated in sgveral ancient civilizations. In the
Biblical book of Exodus (Chapter 18, Verses 19~23), Jethro counsels his
son-in-law, Moges, to delegate authority using the exception and scalar
principles. George (1972:viii,11-12) reports that, circa 1100 B.C., the
Chinese constitution of Chow prescribed the use of the principles of
organizing, planning, directing, and controlling in governing the
country. In early Greece, according to George (1972:15-16), Piato
prescribed the principle of specialization And Socrates advocated the
concept of the universality of management. Further documentation by
George .(1972:24-26) indicates that, during the period of the Roman
Empire, Diocletian governed usiqg the principle of delegation of
authority and Cato advocated that farm overseers (managers) should
perform the functions of supervision, discipline, human rel;tions, and
planning ahead. George (1972:27) speculates that the fajilure of these
early civilizations to Dbenefit from the experiences of their
predecessors was probably due to "inadequate records, poor
communication, and failure to analyze the reasons for nonsuccéss."
However, he (George, 1972:27) concludes that:

Evidences of managerial pfactices clearly indicate. . . that some
principles of management were recognized in these early times and
communicated at least locally on a how-to-do=-it bagis.

The medieval period produced 1little documented progress in

managerial thought. However, Machiavelli, diplomat and advisor to
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Florentine princes, recorded his observations of the management of
affairs of state. Machiavelli is credited by George (1972:44-47) with
articulating the management principles of reliance on mass consent,
cohesiveness, leadership, and will to survive. These principlés,
according to George (1972:46), represent "one of the first published
pronouncements of fundamentals basic to all organized endeavours.”

In the modern era of administration and management, Henri Fayol
was the first author to present a comprehensive theory‘of management.
In discussing Fayol's contributions, Pugh et al. (1973:65) state that

Henri Fayol:

is the earliest known proponent of a theoretical analysis of
managerial activities -- an analysis which has withstood . . .
critical discussion . . . and provided a system of concepts with
which managers may clarify their thinking about what it is they have

to do.
In his managerial capacity at the S. A. Commentry-Fourchambault mining
company, Fayol was able to apply and test his ideas about management .
-He believed that his system of management could be both taught and

learned. Consequently, in 1916, Fayol published his ideas in Admini-

stration industrielle at générale in which he outlines principles on

which effective management should be based and the functions of
managers. Fayoi (1949:19-20) states that the principles on which
manﬁgement should be based are asAfollows:

l. Division of work.

2. Authority and responsibility.

3. 'Diécipline.q

4. Unity of command.

5. Unity of direction.
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6. Subordination of individual interest to the general
interest.

7. Remuneration.

8. Centralization.

9. Scalar chain.

10. Order.

1ll. Equity.

12. Stability of tenure.

13. Initiative. .

14. Esprit de corps.
The activities (functions) which comprisé all managerial activity,
according to Fayol (1949:97) are planning, organizing, commanding,
coordinating, and controlling. These five concepts continue to exert
pervasive influence even on contemporary authofs (Sears, 1950; Terry,
1953; Urwick, 1956; Tead, 1959; Newman, 1963; Koontz and O'Donnell,
1964; Robbins, 1976) who continue to include these basic tenets -of
administrative behaviour in their books.

At approximately the same time that Fayol was writing the work
of Frederick W. Taylor, the Father of Scientific Management, w?s
becoming popular in North BAmerica. Taylor equused the virtues of
management based on comprehensiQe analysis rather than intuitive,

\

rule-of-thumb evaluations. Taylor was the first of the classic
theo:ists of the modern era to advocate the use of the scientific method
in the study and practice of management. An engineer by training,
Taylor based his theories on his experience as a foreman and chief

engineer at Midvale Steel Works and on experiments he conducted while
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employed at the Bethlehem Steel Works and while working as an indepen-
dent consultant. In these experiments, Taylor (1947:117-118) first
selected several workers who were particularly skillful at performing
the task to be analyzed. He then studied the precise series of motions
and the implements used, utilizing a stop watch. Having identified the
one best way in which to perform the task, Taylor proceeded to systema-
tically redesign the task; he then offered incentives to the workers who
implemented his method for performing the task. From these experiments,
he developed four management duties which constitute the basic princi-

ples of scientific management. According to Taylor (1911:36-37), the

manager must:

1) develop a science for each element of a man's work, which
replaces the old rule-of-thumb method;

2) scientifically select and then train, teach, and develop the
workman, whereas in the past he chose his own work and trained
himself as best he could;

3) heartily cooperate with the men so as to insure all of the work
being done in accordance with the principles of the science
which have been developed; and

4) equally divide the work and the responsibility between the
management and the workmen. The management take over all work
for which they are better fitted than the workmen, while in the
past almost all of the work and the greater part of the
responsibility were thrown upon the men.

Drucker (1974:24) states that:

It is fashionable today to look down on Taylor and to decry his
outmoded psychology, but Taylor was the first man in the known
history-of mankind who did not take work for granted, but looked at
it and studied it. His approach to work is still the basic founda-
tion. . . . Taylor's hc » =- and it has been largely fulfilled in
the developed countries -~ was to make it possible to give the
laborer a decent livelihood through increasing the productivity of

work. .

Taylor and Fayol worked on different continents, in different
languages, and from different perspectives (Fayol, from the manager

down and Taylor, from the worker up). However, George (1972:115)
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concludes that "their work was complementary.”™ It remained for Gulick
and Urwick to bridge the trangition between the classical and human
relations schools of management thought by codifying the writings of
these and other early authors. Recognizing similarvlines of enquiry and
analogous principles among the works of early authors (Fayol, Taylor,
and Follgtt), Gulick and Urwick (1937) define these similarities,

sav

correlate t.:hem, and consolidate them in a comprehensive fashion. Gulick
(1937) alsfo presents,.‘, for the first time, the well known acronyh
POSDCoRB which was heavily influenced by the wo?k of Fayol. Gulick
coined this acronym to describe the important managerial functions of
planning, organizing, staffing, direct_:ing, coordinating, reporting, and
budgeting.

In the process of analyzing organizations from a sociological
perspective, Barnard (1938:217) defines the functions of executives as.
providing the system of communication, promotion of the securing of
essebntial efforts, and formulating and defining purpose. These
functions, according to Barnard (1938:215-216), constitute executive
work which he defines as "the specialized work of maintaining the
organization in operation.”™

Follett (1941) was first to consider the use of principles from

» d

psychology and sociology in relation to administration. She anticipated

-

.. v
the human relations school’ of thought in administration by some ten
o i
years. Follett emphasizes that the manager's job is to harmonize and

coordinate group efforts. The 'n"umage'r accomplishes this through the use

of four fundamental principles of coordination:



1) coordination by directAcontact;
2) coordination in the early stages of pl&hning or poyédy
making;
3) coordination as the interrelationship among factors; .
4) coordination as an ongoing process.
Pugh.et al. (1973:}04) state that:
The basis of Follett's tﬁinking is the concept of partnership. The
core of her contribution is the proposition that in a democratic

society the primary task of management is “so to range the
situation that people cooperate readily of their own accord.

In spite of Follett's work, the major impetus for the dissemina- \\5
tion and popularization of the human relations school of managerial
thought came as a result of the Hawthorne studies which were conducted
by Elton Mayo. These studies, which prescribed new functions and
processes for management, had a profound and pervasive influence on
administr&tion. In their authoritative review of the Hawthorne studies,
Roethlisberger and Dickson (1939) summarize the results of the studies
in" the following' sigtements: workers respond to management as an
informal group; worker productivity ié controlied by social norms more
than sy\physiological capacity; the informal organizgtion of the workers
is uséd as protection from arbitrary management decisions; and informal
social organizations among workers interact with management. For
management, the implications of the Hawthorne studies, according to
George (1972:137) included assuming "a new role in deﬁlings with
employees”; developing "a new concept of authority and right ¢to
command”; and fostering "a new social order based on the individual's

- cooperative attitude and the system of coordinative organization and

communication developed by management.”
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The resulting fragmentation and lack of integration that
developed among the various schools of managerial thought is deplored by
Litchfield (1956) and Koontz (1961) among others. \Litchfield (1956:11)
proposes a unified theory of administration, in ch he promotes the
conceptualization of the administrative process as:

a cycle of action which includes the following specific activities:

A. Decision Making

B. Programming

C. Communicating

D. éontrolling

E. Reappraising.
Koontz (1961:174-188) identifies six main competing schools of manage-
ment thought: management process; empirical; human behaviour; social
system; decision theory; and mathematical. Like Litchfield, Koontz
(1961:187) advocates a comprehensive and unified theory of management:

Management may be explained, practice may be improved, and the goals

of research may be more meaningful if we encourage attempts at

perceptive distillation of experience by stating principles (or
generalizations) and placing them in a logical gfamework.

Studies of Leader Behaviour

Porter, Lawler, and Hackman (1975:422) imply 'that leader
behaviour is the manner in which "leaderé behave in organi%ational
set 1ings to increase the effectiveness of the individuals and groups for
which they are responsible.” Katz and Kahn (1966:302) define three
major components of leadership: (i) an attribute of an office or
position; (ii) a characteristic of a person; and (iii) a caéegory of
actual behaviour. Similarly, Behling and Schrieshim (1976:295) identify

three areas in the research on leadership:

®
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In the first, researchers attempted to determine the traits and
qualities of effective leaders and to develop a trait theory of
leadership which held in all situations. The second phase, behavior
theory, invpolved both attempts to determine the major types of
behaviors that leaders display towards subordinates and to determine
their effects on group performance and satisfaction. The third and
final phase, situational theory, involves viewing leadership as the
results of interaction among (1) either the 1leader's traits or
behaviors, (2) his subordinates, and (3) the situation.
With reference to the first phase of leadership research noted above,
Stogdill (1974:4); Porter, Lawler, ar: Hackman (1975:423); and Hoy and
Miskel (1978:177) all conclude that the trait theories generally contri-
buted little to the understanding of leadership.
In the second phase of the research on leadership (as defined by
Behling and Schrieshim above), various groups of investigators attempted
to develop the theoretical base and provide insight into the nature of
the relationship between style of 1leader behaviour and subordinate
performance. The most noted of the leader behaviour studies are the
Ohio State Leadership Studies which were aimed at describing the major
dimensions of leader behaviour and determining the relationship between
these dimensions and employee productivity and morale. The instrument
which was developed to measure the dimensions of leader behaviour was
the Leader Behavior Description Questionnaire (LBDQ). After the LBDQ
was administered to a number of subjects in a variety of organizational
settings, such as business, industry, the armed services, education, and
government, two relatively independent dimensions of leadership style
emerged -- initiating structure and consideration. In reviewing the

Ohio State studies, Hoy and Miskel (1978:182) describe these two dimen-

sions in the following fashion:

2
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Initiating structure is leader behavior that delineates the
relationship between the leader and his subordinates and, at the
same time, establishes defined patterns of organization, channels of
communication, and methods of procedure. Consideration is leader
behavior that indicates friendship, trust, warmth, interest, and
respect in the relationship between the leader and members of the

work group.

At the University of Michigan Survey Research Center, leadership
studies were conducted concurrengly with the Ohio State Studies using a
sample drawn predominantly from among the employees of buéiness and
industrial organizétions. These studies also identified two separate
and independent dimensions of leadership -- emgloyee orientation and
production orientation. According to Hoy and Miskel (1978:189), a
leader who is employee-orientated considers emplo&ees as "individuals of
intrinsic worth, takes a pérsonal interest in them, and accepts their
unique need-dispositions and individuality;" whereas, a production-
orientated leader "emphasizes the mission or job to be done and the
technical aspects of the job."

At approximately the same time, the Harvard Laboratory of Social
Relations was studying, wunder 1laboratory conditions, the social
gehaviour of small groups of college students who were assigned problems
to solve. The findings of these studies again revealed two geparate
leadership roles: task leader and social leader. In commenting on this
study, Hoy and Miskel (1978:189) describe the two roles as follows:

The task leader keeps the group engaged in the.w;rk, whereas the
social leader maintains unity in the group and kdeps group members
aware of their importance as unique individuals whose special needs
and values are respected.

~Using different methodology, subject populations, and methodolo-

gies, the three preceding investigations concur in their findings of two
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independent leadership parameters. Hoy and Miskel (1978:180) provide
the table reproduced as Table 1, in support of the following statement:

Theory and research are replete with various frameworks ‘for
examining the important aspects of leadership behavior. Most
conceptualizations of leadership are multidimensional,, that is,
supporting at least two distinct types.

The third phase of the study of leadership, as defined above by
Behling and Schrieshim (1976:295), focuses on the way in which leader
behaviour and leader effectiveness vary in different situations. The
two most prominent theories of situational leadership are the Contin-
gency Theory (Fiedler, 1967) and the Path-Goal Theory (House, 1971).

The basic hypotheses of Fiedler's model (1967:9) are:

1) Leade}ship style is determined by the needs the individual seeks
to satisfy in the leadership situation. '

2) The effectiveness of the group's performance is contingent upon
the appropriate matching of leadership style and the degree of
favorableness of the leadership situation for the leader; that
is, the degree to which the situation provides the leader @th
influence over his workers.

Fiedler identifies two contrasting leadership styles -- effective task
completion and successful interi:ersonal relations. House presents
leader behaviour parameters which resemble those of the Ohio State
studies, i.e., initiating structure and consideration. |

In a critique of the studies of leadership behaviour, Mott

(1972:184) challenges the studies because the categories of leadership

behaviour which were developed we';% not mutually exclusive. He proceeds

—

to state:

Furthermore, any given activity can be interpreted variously,
depending upon the situation in which it occurs. These reasons are
all theoretical, but there is also one very important practical
reason for concentrating on specific activities: the 1leader who
tries to apply social science findings in practice can d& so more
readily and more effectively if he can adopt specific practices,
rather than categories of practices.

‘e
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Studies of Decision-Making

Aéproaches to the study of decisi;n making have included deter-
mination of who makes decisions, how decisions are made, and how to
improve the quality of decisions. Herbert Simon (1957:1-18), one of the
primary- investigators in this area, bclieves that a more sophisticated
abproach than asking who makes the & isions is to ask what decisions a
person 1is allowed to make and wh:« 'ten °s are exerted on him in
reaching each decision. Simon (1S: Cadlds ~at decision making is
hindered by human frailties in judgment, in limited ability to search
for alternatives, in the misinterpretation of information, and in the
incorrect estimatio; of probabilities. Thus, Simon believes, decisions
are made on the basis of being good ‘enough, i.e., "satisficing,"” because
of "bounded rationality." Simon's principle of bounded rationality

statesg that:

The capacity of thé human mind for formulating and solving complex
problems is very small compared with the size of the problems whose
solution is required for objectively rational behavior ih the real
world -- or even for a reasonable approximation to such objective
rationality.

Litchfield (1956) emphasizes the importance of decision making
to the administrative process by proposing that the administrative cycle
of activities begins and ends with decision making. Simon (1977:40)
concurs when he concludes that decision making activities ™"account for
most of what executives do."

Regardless of their Jdifferent approaches to decision making all

of the foregoing authors regard decision making as central to admini-

stration.
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Content of Administrative Work

The earliest empirical gtudy of admini_strative behaviour appears‘
to be the investigation of nine Swedish company presidents by .Carlson
(1951). carlson (1951:10) sfates that the goal of his research was to
identify "certain common behaviour patterns and some general
relationships which characterize these pattérns." Using a diary form
designed by Carlson, the nine subjects of the study recorded their daily
activities. Based on his analysis of the executives' diaries, Carlson
presents results in three areas -- working time, tommunication patterns,
and work content. In the area of work content Carlson's findings are
) extremely iimited, as he (Carlson, 1951549*4points out:

The study of the, kind of action was, as I expected it to be, the
most difficult part of our whole investigation, and neither the
concepts nor the recording technique used are as yet sufficiently
refined in this respect.
Carlson (1951:108) required only one page to report his’ findings
relative to the content of administrative work. His only major
conclusion was that the chief executive's primary activity is keebing
himself informed.

Carlson's work  generated other studies of e; similar nature
(Burns, 1954 and 1957; Dubin and Spray, 1964; Horne and Lupton, 19’65;
Stewart, 1967). All experienced difficultieys similar to those encoun-
teredAby Carlson in'his study of work content using the diary method.
Stewart (1968:8l) summarizes the common problem when she states that
administrative activities have not §een "defined so unambiguously that

different managers recording the same tasks will necessarily classify

them in the same way.”
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Based on these and other previouély published reports, and on
the regults of ‘his own empirical studies Mintzberg (1973) presents
findings about both the characteristics of managerial work and the
content of nanagerial work. According to Mintzberg (1973:28-53), the
characteristics of managerial work, as derived from previous empirical
findings and supported by his own studies, can be summarized as
follows:

1) Managers perform much work at an unrelenting pace.

2) Managerial activity is characterized by brevity, variety,

and fragmentation.

'3) Managers have a preferénce for live action.

4) Managers prefer the verbal media as opposed to the written.

5) Managers maintain relationships with a variety of contacts

-- superiors, outsiders, and subordinates.

6) Managerial activities a¥e a blend of rights and duties.

In describing the content of manage> al work, Mintzberg utilizes
ten roles which he (Mintzberg, 1973:55) indicates were the result of "a
categorizing process, a somewhat arbitrary partitioning - t - nanager's
gctivities into affinity groups.™ Mintzberg evolved +her o .rom
inductive analysis of his observational scudy of _.v. nief executives
and grouped them into three areas. Mintzberg (1973:92-5.,, outlines the
rbles which constitutg the content of managerial work as follows:

Interpersonal Roles

Figurehead

Leader
Liaison
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Informational Roles
Monitor
Disseminator
Spokesman

Decisional Roles
Entrepreneur
Disturbance Handler
Resource Allocator
Negotiator

Each of the Interpersonal roles, according to Mintzberg (1973:56),

derive from the manager's position As the "person formally in charge of

an organizational unit." This formal authority and the status in the

organization wh.: 1 accompanies it, according to Mintzberg (1973:56)
create the Inte- . s rcles of Figurehead (the duty of the manager to
represent the orge Aty tn formal matters), Liaison (the manager's

interactions "wi*h his peers and other individuals outéide the organi-
zation™), and Leader (which "defineg the manager's relationships with
his subordinates"). Arising from the Interpersonal roles is the
manager's opportunity to acquire information which, Mintzbe£g (1973:57)
claimsk makes the manager "the key nerve center of a special kind of
organizational information."™ Thus, the Informational roles emerge -
Monitor (as the "receiver and collector of information" the manager
acquires a "thorough understanding of his organization"), Disseminator
(the manager's “transmission. . . of special information into his
ofganization"), and Spokesman ("the dissemination of the organization's
information into its environment')f Accordi ic to Mintzberg (1973:57),
the manager's position of status and authority and his acceés to
information make him the centre of the organization's decision making

process and thus a manager performs the roles of Entrepreneur (initiator
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of change), Disturbance Handler (crisis intervention within the organi-
zation), Resource Allocator (determining the utilization and distri-
bution of the organization's human and material resources), and
Negotiator (arbitrator among subunits of his own organization or on

behalf of his organization in negotiations with others).

Studies of Administrative Behaviour in Universities

1

The teaching of courses of study in higher education, according
to Burnett (1973:7), was initiated by G. Stanlgy Hall at Clark Univer-
.sity in 1893, but Peterson (1973:22) reports that'the earnest develop-
ment of higher education administration, as a gpecialized - field of
study, had its incepti?n in the post-World War II era of the early
1950's. Peterson (1974) in reviewing over 500 reports on higher educa-
tion, concludes that the role activities,l attitudes and values of
crucial officers in universities and colleges have not been well
researched. He further indicates that studies of such areas as leader-
ship, decision making, and functional impact have been infrequently
attempted. Peterson proceeds to indicate that the dean's role,
especially, has been described primarily through the use of survey
methods, and that little is known about the dynamics of that role or
about interrelationships among societal, institutional, and personal
variables and their effects on:ro}e behaviour. The intervening years
seem to have produced little in theée areas since the author's survey of
the literature revealéd a similar paucity of studies of the administra-
tion of universities generally) and of the deanship specifically.

Cyphert and Zimpher (1980:92) suppoft this conclusion when they state:
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In summary, both the university presidency and the university
professoriate have been the object of numerous studies. However,
university "middle management,” the deanship, represents a woid in
our data . base, even though its importance is increasingly

recognized.

The discussion which follows focuses on studies of administrative
behaviour in universities suppleménted where appropriate by studies from
the broader field of educational administration.

Prescriptive and Advocacy
Studies

The pioneer studies of the deanship seem to be two similar and
related studies by Reeves and Russel (1929 and 1932) who first surveyed
sectarian, private, and public institutions and who, in the second
study, investigated the administration and organization of 35 1liberal
arts colleges funded by the Methodist Epi;copal Church. Reeves and
Russel (1932:87) present the following list of decanal functions which

is almost identical to the list reported in the first work (Reeves and

Russel, 1929:;73~74):

1) To direct the educational activities of the college.

2) To act as chief advisor to the president in matters of college
policy, particularly in academic affairs.

3) To formulate educational policies and to present them to the
president and faculty for consideration. ,

4) To direct the attention of faculty members to changing educa-
tional thought and practice, particularly as they affect higher
education.

5) To transmit to the president the budget recommendations for
academic activities, after details have been worked out with
department heads. .

6) To make reports relating to the work of the college.

7) To supervise curriculums, courses, and methods of instruction.

8) To cooperate with heads of departments in the nomination of new
members for the teaching staff, and to make suggestions to the
president regarding the promotion, demotion, or dismissal of
members of the %aculty.

9) To assist in the recruiting of students.

10)+ To classify students and assign them to classes.
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11) To study the progress and academic welfare of students.

12) To serve as chief disciplinary officer of the college.

13} To represent the college at meetings of educational
institutions.

Milner (1936:96-97) reports findings, based on a study of 100

small colleges, in which the twenty functions most frequently assigned

to the academic dean were:

1) To interview students on all academic matters.

2) To advise failing students.

3) To correspond with parents on all matters of student welfare.
4). To give counsel on all academic problems.

5) To grant permission for changes of courses or study.

6) To supervise the college curriculum.

7) To excuse class absences.

8) To grant permission for extra hours. }

9) To supervise all discipline.
10) To interview applicants for admission.

11) 7To give general advice on all college policies.

12) To help estimate the teaching ability of faculty membexs.
13) To make annual reports on the academic work of the college.
14) To estimate the constructive influence of the faculty members

on -—mpus life.

15) To ' »-ommend all changes in curriculum.

16) With heads of departments to make all changes in courses.
17) To improve instruction.
18) To determine entrance requirements for transfer students.
19) To give social guidance to freshman.

20) To coordinate and improve the grading system.

In considering the role of the academic dean, McGrath (1947:
43-47) advocates thrde major functions for deans: corsideration of the

means and ends of educat}on, selection of faculty members and the

éreparation of budgets.'

\ Gould (1964) undertoék an extensive questionnaire survey of the
academic deanship in which 180 deans of the liberal arts at colleges and
universities in fifty American states participated. He presents
findings from which he (Gould, 1964:27) concludes that the major’

functions of the academic dean are:
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1) PFaculty relations and morale.
2) Recruitment of faculty.
3) Curriculum work.
4) Budget work, promotions, evaluation of personnéi
5) Committee work.
6) Routine administrative duties: correspondence, scheduling,
catalog, reports, questionnaires. ) <
7) Counseling.
8) Work with other adminiatratots, advising the president,
relations with other colleges in the university.
9) Work with department heads.
10) Policy making, planning, goal setting, inatituthonal studies,
study of other institutions.
11) Public relations, alumni relations, speaking engagements,
professional association meetings, college functions.
12) Admissions problems, registration problems, foreign students.
13) Seeing parents, students.
14) Enforcing regulations, discipline.

In discuésing the administr;tive process 1in univers ties,
Litchfield (1971:152) states that it is "a cycle of action composed of
the following activities: a. Decision—making. - + b. Programming. . .
C. Communication. . . d. Control. . . e. Reappraisal.”

One of the most recent studies of the deanship is reported by

Konrad. Based on a questionnaire survey of 280 Canadian deans from a

— ~_ ,

wide cross-section of faculties, Konrad (1980:22-26) presenté; this

finding:

a fairly consistent ordering of [decanal] functions across the
faculties emerged. . . organizing responsibilities. . . responsi-
bilities related to power and leadership activities. . . staff
development, planning, external relations, budgeting, program
development, students development, and other professional duties.

Studies of Leader Behaviour

2

Extensive studies of leader behaviour hqvé' been conducted in
elementary and secondary educational administration; however, no studies
were found of leader behaviour at the highe; educgtion level. Petqfson
(1973:22) and Culbertson (1976:8, 1980:11) concur that an absolute

dearth of information exists in this area.
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Literature on Decision Making

Cohen and March (1974) identified numerous factors which
influence the deciéion making of university presidents. These factors\
dre the nature of the position; problematic goals of the institution,
the unclear technolo(;y of higher’ education; fluid participation *“y and
among the participants in the institution; and the governance factors
unique to universities. These same factors might also influence the
decision making of other university ad:niniétrators, i.e., deans.
However, no studies were found to document this assumption.

Content of Administrative
-Work

The content of administrative work of superintendents of
education in Alberta has been studied by Duignan (1979) who reports
‘ .
findings which indicate that Mintzberg's (1973) findings about admini-
strative behaviour among business executives also apply to school super-
intendents.( However, the only study of a similar nature in higher
education 1is one reported by Alexander (1979) who studied one dean of
social work for a period of three weeks using methodology adapted from
Mintzberg. Alexander's findings also concur with Mintzberg's with one
exception. Alexander (1979:14) states:
A dean's position is also unique and different from other managerial
positions because of the nature of the academic setting. A dean
traditionally holds a dual appointment, as dean and professor, and
is expected to engage in scholarly activities that are vastly
. different from, and sometimes almost inconsistent with, managerial
\‘functions. « « « It is suggested that the role of Professor might
be added to the framework suggested by Mintzberg, precisely to

delineate those functions which are carried out by the top execu&:&ve
but ‘which are unique to the higher education setting.
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Studies of Administrative Behaviour in Nursing Education

A review of the literature which addr»esses nursing education
;evealed that very little has been written about the administrative
behaviour of nursing deans. Most of the articles are highly subjective
in nature anA reflective of the individual author's experiences‘ either
as or with a nursing education administrator. The content of t‘his
section focuses primarily on empirical studies; however, selected
reflective literature has also been included if it considered broader
conceptualizations based on the author's personal, albeit subjective,
observations or reflections.

Prescriptive and Advocacy

Literature
»

Gallagher (1965) produced one of the earliest reference works on
nursing education administrative behaviour. In it, she identifies the
responsibilities of nursing education administra{:grs in the task areas
of curriculiim, student personnel services, fééulty, finance, inter-
relations, research, and programme evaluation. These respon: lities
are related to the functions which Gallagher prescribes fo. nursing
viuzetion administrators, i.e., the functions of planning, coordinating,

"a.:ating, frculty and student development, reporting, budgeting,
policy formation, communicating, collaboration, directing, and facilita-
ting. .

'I‘oPalis (1968) conducted a study of 85 administrators of bacca-
laureate nursing programmes in the United States utilizing a survey
questionna}re to determine the administrators' perceptions of their own

responsibi’iities. She (Topalis, 1968:32-92) reports findings which

~y



36
identify six major administrative functions as perceived by the admini-
strators in her study. These functional areas are the curriculum;
faculty and students; planning; communication; professional expression;
and individualized functions. Within the functional area of administra-
tion of the curficulum, pralis (1968:32-45) identifies perceived task
responsi bilities of administrators as periodic revision of the philo-
sophy and purpose of the programme; development of instructional
policies; contractual arrangements for student practica; and the super-
vision and evaluation of faculty aAa the curriculum. The task responsi-
bilities which Topalis (1968:61-69) identifies in the functional area of
planning involve —resource allocation, budgeting, and long-range
programme and budget planning. The functional area of communication,
according to Topalis (1969:69-80), includes the tasks of two-way
vertical and horizontal communication. These communication channels are
established by the administrator's participation in meetings of senior
administrators of the university, institution~wide committees, andEL
cd%mittee and }aculty meetings in her own umig. The cluster of task
responsibilities which Topalis (1968:81-85) considers in the
professional expression function includes interpreting professional
nursing education to the community; preparing records and reports; and
professional writing for publication. The individualized functions of
the administrators according to Topalis (1968:85-92) include those
functions which are perceived to be the administrator's responsibility
by a minority of the sample. Thesé functions are teaching, counselling,

research, and community service.
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In considering the fesponsibilities of the administrator of
nursing education pr.grammes, Hart (1977:708) identifies three
dimensions of thé responsibilities of deans: humanism, professionalism,
and legalism. Hart (1968:708) maintains that a "sensitive, respectful,
and human" approach, i.e., humanism; "regponsibility to the profession
for ensuring the quality of . . . programmes, for translating
professional standards into a visible reality, an& . . . for improving
the quality and quantity of \professional nursing care available to
consumers,”" i.e., professionalism; .and "schoéls' compliance with all
federal, state and local legislation,” i.e., legalism, are the primary
functions of the administrator of nuréing éducation.

Moreover, Armiger (1976:164-168), based on the work of a
national advisory committee of the American Association of Colleges of
Nursing, advocates the following responsibilities for deans of nursing:
leadership in health care delivery as well as elucation, cooperation and
interdisciplinary sharing in terms of curriculur (. ning, influence on
the quality of life in the community through oper relations with the
community being served by the nursing ~1 :ation programme,
identificﬁtion of future trends through the wide reading of the rese;rch
literature, and budgeting.

In addition, according to Palmer (1975:6-9), the behaviour of a
dean of nursing should include speaking out on social issues, @eveloping
a creative climate in the school, making important decisions regard;ng

faculty selection, finances, and educational programmes.
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Studies of Leader Behaviour

The few studies of leadership in nursing education which were

found all focus on curriculum leadership, and no studies were found

which address a broader conceptualization of administrative leadership.

Repp (1970) reports an exploratory study of five executive officers and

126 full-time faculty members from seven baccalaureate nursing education

programmes in New York and New England. Based on results of a study

which used the critical incident technique involving both faculty

members and administrators, Repp proposes a classification of six

categories for describing the instructional leadership role of the

administrator. According to Repp (1970:80):

The categories are functional activities which comprise the steps or
operations of the processes of curriculum development and instruc-
tional improvement. These categories of providing guidance and
assistance to faculty are:

l. Assessing current practices.

2. Making decisions as to areas needing work.

3. Planning improvement.

4. Executing plans.

5. Evaluating activities.

6. Articulating activities with overall programme objectives.

Within each of the categories, Repp (1970:81) claims that there are six“

behaviours for deans, as follows:

Confers with faculty about curriculum and instruction.
Introduces ideas about and approaches to curriculum and instruc-
tion.

Responds to faculty ideas about and approaches to curriculum and
instruction.

Provides information, resources, and opportunity for activities
related to curriculum and instruction.

Explores issues related to curriculum and instruction.
Participates in activities related ‘o curriculum and
instruction.

Higgs (1978:57-63) reports a study which surveyed 52 deans and

451 faculty membefé from a proportional, stratified, random sdmple of
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baccalaureate nursing programmes in the United States. This study .
compares the perceptions and expectations of administrators with those
of their respective faculty members with regard to the curricular
leadership of the administrators. Higgs reports that,.while there was
congruence regarding the deans' participation in curriculum design and
evaluation, there was no agreement either within or between groups as to
the level of participation, nor was there agreement regarding the dean's
role.iA curriculum implementation. Generally, the deans perceived them-
selves to have greater involvement in curriculum leadership than did
faculty. The size and complexity of the nmursing education programme
were inversely related to the perception of faculty that the deans
provide curriculum leadership.

The remaiging literature sources which were identified in this
area (Schaefer, 1978; Diers, 1979; Kjervik, 1979) were reflective papers

which discussed the authors' philosophy of and opinions about leadership

rather than reporting empirical studies.

Literature on Decision
Making

Geiss (1969) conducted a study of the perceptions of faculty and

administrators regarding the decision-making authority in collegiate
‘nursing programmes. Based on a sample of 781 faculty members and 43
administrators in 43 baccalaureate nursing education programmes, Geiss

(1969:105) reports:’
 The extent of agreement of perception between faculty members and
administrators in regard to the decision-making authority varies
depending upon size and complexity of school and type of decision
under consideration.
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Schlotfeldt (1956:31~33) identifies sources of authority for
decision making in schools of nursing as deriving from higher organiza-’
tional levels or from outsidg experts; from the nﬁrse administrator's
position; from the faculty group; and from the individual specialists or
group of specialists in the faculty.
Again in this area the remaining literature was subjective and
comprised of individuals' reflections upon their own experiences. An
illustrative example is found in Christman's (1978:12) reflections on

his own personal observations in this area while he was dean of

nursing:

There is no easy formula to being a meaningful participant in the
decision4making process. The combination of de- .loping a program of
strength, harmonious relationships with faculty ~embers, strong ties
with the power nexuses in the rest of the campus, articulating with
internal sources of power, and an ability to contribute substan-
tially to the growth of the academic institution are the variables
that demarcate the successful dean from those who are average

performers.

Content of Administrative
Work

No studies were found in the nuréing literatyre which addressed

the administrative work content of the administrator of nursing

education’ programmes.

Summarx

The 1literature reveals studies which provide knowledge and
information about all sections of the topic area labelled Administrative
Behaviour. However, in spite of the contributions made by the pioneers

o

of management and administration, the pPrinciples, processes, or



41

functions which they prescribed and advocated remain global, abstract,
vague and ambiguous generalities subject to individual interpretation.
They are useful as a general description butA are too imprecise to answer
. the questions posed at the beginning of this chapter, i.e., to what
activities does the dean of nursing (an administrator) devote her
working day and what is the purpose of those activities? Similarly, the
studies of leader behaviour have also produced only broad general
descriptions which while useful to a certain extent continue to be
somewhat vague., abstract, and ambiguous. The studies of decision making
began to provide some insights into one of the activities of admini-
strators. HOWe\}er, they fail to Provide a comprehensive or holistic
description of administrative behaviour. The studies of the content of
managerial work provided the first precise, comprehensive, and holistic
description of administrative behaviour which might transfer or apply to
the dean of nursing and might begin to provide some concrete indication
of answers to the questions in élly posed’in this chapter.

A paucity of information exists in the area of administrative
behaviour in universities. The studies that were found, and the
pfinciples, processes, or functions which were prescribed or advocated,
focused exclusively on the "academic"” dean, i.e., the dean of the
Liberal Arts College or Faculty. Only one study was found which
included the deans of all faculties in its population. The author was
unable to find ar;y stu'aj;es of leader behaviour which were conducted in
higher education. Only one study of decision making and one of .the

content of administrative work were found. These studies seemed to

.
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support the previous statement that Mintzberg's conceptualization of
administrative behaviour might apply to the dean of nursing, since they
indicated that it ;Pes apply to educational administrators. However,
neither of the studies answered the questions”posed at the beginning of
the chapter; they merely indicated a fruitful aréa for further
investigation.

The prescriptive and advocacy 1literature in the area which
qddressed administrative behaviours in nursing education was, again,
vageéd, and abstract. The few leader behaviour studies which were found
in 'this area all focused on curriculum leadership and no studies were
identified which addressed the total concept of leadership in university
nursing education settings. The decision nakipg study which was found
dealt with decision mgking authority rather than the activity itself.
No studies on the content of administrative work were found in this

.

area{.

In conclusion, there appears to be a dearth of information about
administrative behaviour in universities generally and about administra-
tive behaviour in university nursing education specifically. Few of the
studies cited provide insight into the actual daily tasks and activities
of the dean of nursing, or the purpose of those activities. In other

\

words, none of the studies specifically addressed the questions “posed

for this study.



Chapter 3

METHODOLOGY

"The content of this chapter is divided into three sections: the

research design; the review of literature related to the methodology;

and the methodology used to conduct this study.

y Research Design

Statement of the Problem

The problem addressed in this study was to obtain a description
of the characteristics and purposes of the administrative  work
behaviours of Canadian deans of nursing. The description is aimed at
indicating what deans of nursing actually do in performing their daily

tasks and at providing the reasons for those activities identified

through the study. .

Sub~-Problems
In addressing the primary problem, the following statements
served as a guide for the investigation:
1) the classification of observed administrative behaviours of

Canadian deans of nursing;

2) the comparison of the administrative behaviours of deans of

nursing as described in the literature with those admini-

strative behaviours identified by structured observation;
3) the comparison of the administrative behaviours of  Canadian

) 43
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deans of nursing with the administrative behaviours of chief

executives as described by Mintzberg (1973);

s pison of the administrative behaviours of Canadian

ng with the administrative behaviours of
igﬁendénts ;s described bf Duignan (1979);

‘t g " ‘ \ u{’llhvﬁion & propositions regarding the administrative
beﬁa;igﬁf of deans of nufsing;

6) thra generation of hypotheses regarding administrative

behaviour relative to ge..ral administration theory.

v

'Design of the Study

This study was undertaken using a structured observation field

study methodology as described by Mintzberg (1973) and Duignan (1979).
Weick (1968:360) broadly defines the observational method as follows:l

"the selection, provocation, recording, and encoding of that set of

behaviours and settings concerning organisms "in situ" which is

consistent with empirical aims." Structured observation focuses the
investigator's attention on certain broad, predetermined categories of

behaviour while continuing to npermit the development of further

categorizations during and subsequent to the observation pefiod.
Mintzberg (1973:227) indicates that structured observation provides the
"inductive power of observation coupled with the structure of, systematic

- recording."” Smith (1975:201) differentiates structured observation from

' ,unstructured observation on the following basis:

. e
[it] is relatively precise in specification of what 1is to be
observed, ignored, and recorded, . . . and may entail the use of
measuring techniques and instruments which are paradigmatically
foreign to common everyday observations.
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Smith (1975:201) further states that “form, duration, frequency,
antecedents, and consequenc#s of particular Dbehaviors and,ﬁ;_,socig:;l“.a
structures" congtitute featﬁres of structured observation.
0 The field study methodology was chosen to permit the type of
research activity which Kerlinger (1973:406.) describes as “preliminary
mef.hodological and measurement investigation . . . aimed at discovering
or uncovering relations.” Also according to Kerlinger (1973:405), field
Iy
studies are. conducted in "life situations” as opposed to laboratory or
simulated situations. In this present study, all observations were
conducted in the subjects' usual work locations.
Classical concepts of experimental research design do not apply
in field research, as Strauss et al. (1964:30) indicate:
Characteristic of fieldwork is its temporally developing character.
The fieldworker usually does not enter the field with specific hypo-
theses and a predetermined research design. To be sure, he does
have general problems in mind, as well as a theoretical framework
that directs him to certain events in the field.
simf{larly, Kerlinger (1973:405) states that in field studies the
researcher "ordinarily manipulates no independent variables."
Williamson et al. (1977:209) state that in field studies "researchers do
not go into the field with a well formulated problem or an explicit set
of hypotheses to be tested."” Rather than the formalized specific design
of experimental research, field studies are characterized as dynamic,
interactive processes. This conceptualization is supported by Coombs
(1964:4), Straués et al. (1964:20), Lutz and Iannaccone (1969:134),
Kerlinger (1973:415), Smi%‘i‘ (1975:23.2); Williamson et al. (1977:202),

and Duignan (1979:49). The field study is dynamic in that its design

evolves as the observations proceed; it is interactive in that several
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phases can occur concurrently. Thus, in this present study, as in that
of Duignan (1979:49), "the processes involved in carrying out this
séudy, therefore, conastituted the design for the study." The process
utilized in conducting this study was the three phase process identified
by Williamson et al. (1977:213):

The first phase would consist of gaiﬁing access to the setting and
beginning one's observations. The second phase would involve recon-

structing past events and seriously collecting data. The last phase
of field research would consist of analysis per se.

Literature Related to the Methodology

Strengths and Weaknesseg of
Field studies

J

In discussing field studies, Kerlinger (1973:406-408) presents
the following strengths of the method: "realism, significance, strength
of variables, theory orientation and heuristic quality.” Williamson et
al. (1977:209) emphasize that "the essential strength. . . is that it
allows the researcher to continuously integrate the processes of data
collection and analysis.™ Lutz and Iannaccone (1969:115) integrate the
work of several authors and preésent the fqllowing extensive list of

advantages for this type of methodology:

l. Areas not open to other researchers are open to the participant
observational roles.

2. ProceggLygriables of human iffteraction which presently defy

quant{figktion are less likely to be distorted.

3. Pre-judgment in terms of hypotheses are not necessary or
desirable as the process is studied.

4. The role is either occupied by the observer, or he can "build” a
suitable role as the research proceeds.

5. The observer is free to move from data to theory and back again.
{This is important and advantageous in theory building.)
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11.

‘ 12'.;:"

14.

15.
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The researcher is freer to “explain® his data. 1In fact, he is
obligated to do so while the experimentalist either supports or
fails to support his hypotheses without the necessity of
explaining the process. .

Living within the system allows the researcher to discard
meaningless questions and data as soon as his mistake is
discovered. The questionnaire survey researcher is not so

fortunate.

Depending on the rese;rcher's role;, thg/hotiveb of the society
are more easily described and explained. " In any case, this
method has the advantage over other methods for getting at
these-.

Classifiéation of behavior is not forced into a preconceived
scale or index of behavior.

Categories of behaviour can be modified and remodified in order
to better account for the data and thus more clearly describe
the process.

Data collection is not limited to a preconceivéd sample of
respondents; rather, it can be extended to all relevant
information appearing in the society.

Process and understanding of process, often called "in depth
study,"” 'is better done through this methodology.

As new hypotheses emerge during the study, data can be sought
that support or refute these new insights. '

Information collected and recorded is wide and varied but
constantly appraised to direct further data eollection. Thus,
what seemed irrelevant at the beginning of the research may
prove to be a major finding and result in e%;ensive data

collection before the research is concluded.™
- -~

important variables in a p to determineé the effect this
has on the "real life phenogtn ." So can, to a lesser extent,
the¢ observer as a participa or even the non-participant
observer. )

A participant as an obaervei can manipulate what seems to be

Referring specifically to structured observation typ# of field study,

Smith (1975:202) identifies five advantages of thi' iethodology:

The

mnsummmdmemuummu,memn' MWtMt&ym

given to a particular theory. Second, the fact ¢hat the form of
observation schemes reconceptualizes a given pheromenon may lead to
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reformulated and serendipitous theory. . . . Third. . . recall of
past behavior and events through questionnaires and interviewg is
often highly unreliable. Thus a preferable alternative may be to
directly observe behavidr or events. Direct observation is often
more reliable than recall. . . . Fourth, structured observation
measures are adaptable to many different settings. . . . Fifth,
subjects often are in no position to introspect.

Weaknegsses of the field study methodology which have been

identified, include those listed by Kerlinger (1973:408): its "ex r

L -

facto character,”™  the "plethora of variables and variance” in the..field
situation, the "lack of precisi-n in the measurement of field

variables," and the "practical problems: teasibility, cost, sampling,
3,

and time." The "major, severe c:iticism of field r?,earch" which
Williamson et al. {1977:216-217) put forward is that:

qualitative research does not easily allow a researcher to produce
reliahle measurements of phenomena, and consequently is of limifed
utility in definitively testing qualitative propositions. . . .
There is no way to easily assess the reliability and validity of the
interpretations made by the researcher.

Williamson et al. (1977:217-218)‘broceed to identify six 'ré;ated weak-
nesses of qualitative field research." These related weaknesses are:

the small size of the social setting which can be examined; the lack of

-
ta
o~

"safegudrds against the particular biases, attitudes}fahd assumptions of

the researcher;" the.potential of the researcher's "selective perception
S ST - :

agdréelective memory possibly biasing the réé&;;s of the study;™ the
Jrépf;sentativeness of’the selected data;Jéﬁ: influence of the obéerver
ontthe situation being observed; and the limited replicability of field
“Bt&aieg. Lutz and Iannaccone (1969;116)»identify similar weaknesses of

‘the methodology:

l. The method is expensive in terms of time and money, particularly
in roles other thﬁn the participant as an observer.

5

w ¥
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2. Competent research requires that the field worker be extensively
ard carefully trained,

3. As a participent observer, the rdfearcher is susceptible to the
*

‘#@lective Bias of the role and may not be able to accurately
report what he sees. This is true to lesser degrees of the

iﬁger two roles.
a

4.vahe'bias that enters into reporting data is even more difficult
to control in data analysis.

50 “ Due to his role in the society, the researcher may not be
’ permitted to view some important interactions.

.6+ Hypotheses usually cannot be tested in the statistical sense by
this methodology.

Additional weaknesses of this methodology, which were not discgfsed by
the preceding authors, are identified by Weick (1968:359):

Observers have spent more time worrying about issues .of categorizing
and training than about issues of the setting for observation or
response meas: s.  As - a result studies involving opbservational
methods have oflten been inconclusive because records are incomplete,
response measures are ambiguous, and settings are needlessly
complex. . . . Thus it is not surprising that, despite the care that
has been applied to categories and training, the conclusions that
emerge from observational studies are often equivocal.
. i
Role of the Observer ‘

+

Gold's.(1958) classificaﬁion of obseryer rolés is commonly used
(Lutz and Iannag%%ye, 1969:106; Smith, 1975:234-235; Williamson et al.,
1977:205). Gold (1958:217L proposes a set of‘%bur possible roles for
%ield study observers: complete qbservér, observer-as-participant,
participant-as—observer, and complete participant. In this
classification sygfem, both the complete observer and the comﬁietb
particifjant are fgt&lly disguised from the subjeczs of the study. Tﬁ%
éomplete participsgz is hidden by his adoption of a role in the setéing;

the complete observer is hidden in some concealed observational

position. The remaining two roles for observers in field studies

'e P
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are between these two ~*re-- . They are both exposed to the dnyszts
but they are differentia... on the basis of the emphasislm the

observer places on his involvement in the observational setting. The

participant-as-observer focuses on becoming affectively involved. in the
t

setting and might withhold some or all of his research objectives from.

the subjects. The ‘observer-as—participant is totally open ‘about his

research objectives, focuses on the observation, and avoids becoming

involved in the situation. Of particular relevance to the preseht study

.

are the folloq@yg statements by Smith (1975:234-235):
]

When contact with subjects is relatively brief, formfl, armi
openly classified as observation, we speak of the observer-as-
participant. Here the major sources of bias are likely to be
outcomes of misperceptions caused by the brief and formal nature of
the field worker's contact. In Schatzman and Strauss s (1973) view
the danger is that the field worker will see "motion" rather than

"action" because the observer-as-participant role makes it difficult
to get at meaning. In part this 1li ion is due to the fact that
the observer-as-participant engages telling himself what he is
seeing as opposed to understanding the action from the point of view
of his study subjects. However, this limitation fs aleo a function
of the fact that the observer-as-particinut role is not as condu-
cive to the establishment of trust relations ips as a more partici-
patory role.

Lutz and Iannacconne (1969:108) propose a similar type of e¢lassification
of observer roles utilizing five components as follows:
1. The participant not acting as écientific observer
2. The participant as an observer (owning group membership)
3. The observer as a limited participant (allowed group member-
ship)
4. The observer as a non-participant (without group membership)
5. The observer {without presence in the group) .
Kerlinger (1973:538) identifies two major effects of observers
on field study resultg: one is the effect of observer-inference; the

other is the effect of observer interference. Observer inference refers

g,
to the necessity, in field studies, for the obserqufto provide the link
fa ; o &

/‘\ .
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between the behaviour which occurs and the construct which is recorded.
Kerlinger (1973:538) states:

The observer must digest the infofmation derived from his‘bbserva-
tions and then make inferences about constructs. . . . The strength
and the weakness of the procedure is [sic] the observer's powers of
inference. . . . One of the fecurring difficulties of measurement is
to bridge the gap between behavior and construct.

Kerlinger (1973:538) proceeds to suggest that faulty observér inference

o

<

might be due to either "human fallibility” or inadequate "kﬁowledge of
that behavior, and even of the meaning of the béhavior."p He fﬁrthe:

indicates that the effect of observer inference might be influenced by

the amount of inference which is expected of the observer. Kerlinger

I'S

(1973:543) also states, with particular relevanceng the esent dy,

that:

Molecular systems require relatively little inference. The observer
simply notes that an individual does or says something. . . . Pure
behavior is recorded as nearly as possible. . . . Since such items
are comparatively .unambiguous, the reliability of the observation
system would be substantial. .

However, observer interference, according to Kerlinger (1973:539),

*

refers to the manner in which an "observer can affect the objects of
observation simply by being part of the observational situation.” Weick
(1968:369) concurs that observer interference might affect resuits“in

field studies, however, he emphasizes . that: .
The real issues are how extensive the impact is, which settings and
Processes are most valuable to its effects, and whether interference
can be detected. -

Both Kerlinger (1973:539) and Weick (1968:373-376) conclude that

observer- interference can be minimized. As Kerlinger ''273:539)

states: = ! N
.h‘. a* ~ .
Indi?ﬁggzls and groups seem to adapt rather quickly to an observer's

presence and to act as‘they would usually act. This does not mean
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that the observer cannot have an effect. It means that if the
observer takes care to be unobtrusive and not to give the people
observed the feeling that judgments are being made, then the
observer as an influential stimulus is mostly nullified.

ObsefvationalvProcedures

Ao by
. KVLN Sy
Williamson et al. (1977:210~213) advocate that the field

researcher co}lect three types of observations: descriptions of the
setting being st;di;d, descriptions of people, and descriptions of
communications. They (Williamson et al., 1977:211) also suggest that,
concurrent with the recording of the descriptions, the researcher should
include in t;e "data collection note-taking process . . . statements of
persoqil feelings, hunches, ideas, or hypotheses." In addition to these
first two types of data, i.e., observations and themes, Williamson et
al. (1977:212) suggest the inclusion of methsdological .notéﬁ which
"consist of a recording of, and commentary on, the success or failure of
our data gathering approach(es).” A similar procedure for recording
field notes . is ‘proposed by Schatzman and Strauss ﬂ1973:99-105) who

suggest the "use of observational (ON), theoretical (TN), and

methodological (MN) notes for labelling the recorded data. Theséﬁlabels

‘aqa..parallelg'to those categories proposed by Williamson et al.

-
,(1977:210~213)%, gﬂe.,,descriptions, themes, and methodology.

~ e .

y Y The actual’c@nﬁént of the field notes in structured observation

£ - v

studies is influenced b¥ithe structure or conceptual framework which is
A

. A 2
utjlized in guiding the observation. Lutz and Iannaccone (1969:119-120)

1
’

state:

The conceptual framework through which the data are collected is
essential to the observer. . . . The framework cannot be allowed to
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restrict the data. The framework should, in fact, tend to free the
observation from the personal bias of the observer since it dictates
the elements-*of behavior to be observed. It makes it possible for
another observer to check the observations of the first since both
are looking at the same elements.

Williamson et al. (1975:201) suggest that the ~"generic facets" of
b

structured observation include the following:

form, duration, frequency, antecedents, and consequences of particu-
lar behaviors and social structures, and relationships between
behaviors, attitudes, and social structures.

Mintzberg (1973) and Duignan (1979) structured their observations to
include form, duration, frequency, anteceéents, and consequences of
particular behaviours by specified individuals in specified organiza-
tional structures and relationships.

The logistics of actually recdgﬁghg field notes varies with each

"

2

iﬁﬁividual situation. However, most authors (Lutz and Ianﬂiccbne,.

1969:121-123; McCall;and Simmons, 1969:73-75; Williamson ét al., 1977:-
212) agreé& that the recording should be consistent with the type of
observer role that the investiéator has assumed, contain more detail
than the investigator anticipates needing, and ;rovide the maximum full-
ness of recording which is possible in the situation. The generally,
recommended and preferred format for recording is the field diary or log
of events which, according to McCall and Simmons (1969:74), "facilitates
the notation of the sequence and context of events, umaerpakinés, data,
hunchés, and changing fiiid relations." The observational deécriptiqns
contained in the field diary or event log are simiiar to the specimen
: L3
record which Weick (1968:416-417) discusses. Weick advocates use of the

definition of the specimen record proposed by Wright (1960:86), i.e., "a

sequential, unselective, plain, narrative description of behavior with
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some of its conditions.” Weick (1968:416-417) suggests that s#pecimen

records have these advantages:

face validity, permanence. . . , theoretically neutral data, exten-
sive detail, isomorphism with behavior, behavior recorded "in situ",
breadth due to lay language, and continuity. Furthermore, specimen
records can be quantified. . . and they can be collected by
unsophisticated observers.

Disadvantages of the specimen record, according to Weick (1968:416), are

L

= the difficulty in recording rapid, ”complex interactions, and the

-

N
deficits of lay language in terms of its lack of richness and lack of

suitability for descriptippff Finally, Lutz and Iannaccone (1969:121)

e

offer practical advice ofvparticular relevance to the present study:

[ ]

>

The observer as a non-participant. .+ . can take notes while
observing without affecting or altering behavior. The observer
should be cautioned, howeVér, not to spend so much time taking notes
that he fails to observe important data:or the meaning of the data
in its social context. In order to combat this, the observer should
develop a code that .'serves as a short hand reminder of what he
observes. His notes must then be written up immediately after the
daily observations are completed.

The Unit of Observed

Behaviour

Many authors (Guest, 1960:225; Lutz and Iannaccone, 1969:120;

r ~

Kerlinger, 1973:542; Duignan, 1979:62) agree that a wuniversally

acceptable definition for the unit of behaviour observed in studtes of

human interaction and social systems has yet to be achieved. Guest |

® (1960:225) and Kerlinger (1973:510) both suggest that the level of

description for behaviour is dichotomous. Guest (1960:225) labels his

perception of the dichotomy according to the "level of inference"

required of the observer:

The lowest level of inference is to observe simply that "A épeaks to
B." A high level of inference involves elaborate explanation of the
reasons why A speaks to B.
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Kerlinger (1973:510) suggests that recording of behaviour can be
Mescribed as being either molar "which takes larger behavioral wholes as
units of observatinn" or molecular "which takes smaller segments of

behavior as units of obsérvation":

The molar observer will start with a general broadly defined
variable . . . and consider and record a variety of behaviors under
‘one rubric. He depends on his experience and intarpretation of the
meaning of the actions he is observing. The molecular observer. . .
seeks to push his own experience and interpretation out of the
observational picture. He records what he sees -- and no more.

Lutz and Iannaccone (1969:121) concur and suggest that the definition of
the observation unit is the researcher's responsibility:

The field researcher must make decisions for his operation concern-
ing what will constitute units of behavior and where more complex
events will be considered as having begun and ended.

Gold (1960:234) reports individual units of behaviour as "incidents" and
A

s

defines these as follows:

an identifiable single event with an integrity of its own: it has an
observable beginning and ending in a time continuum. It ends when
there is a major change in one of the elements or "dimensions" of
the foreman s behavior." :

Mintzberg (1973:271) operationalizes "activity" as beginning at “any

- point at which there was a change in the basic participants and/or the

medium (a meeting, a telephone call, desk work, a tour).

Data Analysis

In field researéh, as indicated in the discussion of regearch
design, classical concepts of experimental design do not apply. While
data gatheriné and data analysis are separated here for purposes of
discussioq, in pracgice they. are not discrete and separate entities.
Rather, data ;nalysis is initiafed in the field when the observer infers

a concept from what he sees, and records it. Simultaneously, the
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observer also records impressions regarding themes which seem to recur
during his observations. when he leaves the field, the researcher
proceeds with further analysis by clustering these observational data
and thematic notes into conceptual categories. Williamson et al.
(1977:214) suggest that the researcRer approach this initial categori-a-
tion by reading throuéh his field notes and creating a list of as many
descriptive categories as it is possible to generate from the data. The
researcher must then "arrange and rearrange" the catego;ies wntil he is
satisfied that they are discrete, mutually exclusive, and c¢ rehensive
of the collected data. - Then,‘ returning to the field notes, the
/
researcher codes each piece of data by the category (or categories) into
which it fits. A particular datum might "properly be coded into a
number of categories.” Haying coded the data, Williamson et al.
(1977:214) recommend that the researcher sort the data by category. The
categories might need to be refined again at this point. The reseggéher
should now have an indication of categories which contain the most data.

Williamson et al. (1977:215) suggest that:

the sheer quantitative volume of data on one or other feature of the
situation studied will almost necessarily influence the organization
and content of the final report.

These technical, procedural aspects of the process of data analysis are
preparatory to the writing of the actual analysis itself. Williamson et

al. (1977:215) submit that the process of writing the analysis in a
»

"coherent fashion. . . causes a re-evaluation of old ideas and leads to

’

the formul&iion of new ideas."™ They further emphasize that:

Analysis . . . 1s not produced in a predictable, serial, 1linear
fashion. There is a reciprocal relationship between ideas, such
that one idea suggests others which in turn reflect upon and change
the original idea, and so on.
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Therefore, the procedures and techniques of categorization are merely
tools which the researcher uses in the iterative process of developing
an analysis which will contribute new insights to the understanding of
the situation being studied. The ultimate goal of the analysis is the

generation of testable hypotheses and propositions.

Reliability and validity

Observational research methodologies have frequently been
subjected to criticism by researchers using other methodologies because
of questions related to reliability and validity. However, Lutz and
Iannaccone (1969:123) emphasize that “all scientific investigation
operates under the same constraints," i.e., the constraints of/: human
observer who perceives through five senses which are "not always as
accurate as we would hope." Lutz and TIannaccone (1969:123) add that
"the researcher must_ & all possible to establish relijability and
validity, but can never ~-tablish his findings as 'Truth'." They (Lutz
and Iannaccone, 1969:124, rurther maintain that:

Once reliability is established, walidity is not so much a
question in field observations . . . . The observer is viewing the
actual behavior. He is not one-step away from the behavior as is
the case when tests are used to measure perceptions of behavior.
Rather, the field obserWer is looking at the actual behavior. In
this method, if the data are reliable, they are usually valid.

According to Smith (1975:223), reliability in structured obser-
vations %affected by the setting, the behaviours, and the coding

ith regard to reliability in the setting, Campbell (1961:340)

- b

arqgues that:

system.

keg

b ‘

The greater the direct accessibility of the stimuli to sense
receptors, the greater the intersubjective verifiability of the
observation. The weaker or more intangible, indirect, or abstract
the stimulus attribute, the more the observations are subject to

distortion.
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With regard to the reliability of observations of behaviour Weick
(1968:406) maintains that "if demands for inference and judgment are
reduced . . . then the problems of reliability also tend to be reduced.”
Concerning the reliability of coding systems, Gellert (1955:194)

contends that:

§‘ The fewer the categories, the more precise their definition, and the
' less inference required in making classifications, the greater will
be the reliability of the data.

This position is supported by Weick (1%.i:.123) who states§

Ca%egory systems vary greatly in the amount of contextual infor-

mation that the observer needs to assign a behavior to a category.

The general rule is that context should be used as sparingly as

' possible, and the immediate situation should be the sole basis for
categorization.

Observer inference and observer interference, as discussed in a
previous. section on the role of the oﬁserver, also represent potential
sources of unreliability or invalidity in structured observational field
studies. However, molecular or specimen recording methods can reduce
the effect of observer inference, while observer interference can be
minimized. Additional sources of observer unreliability, according to

Smith (1975:225-226), are observer "satiation or boredom" and "observer

oversocialization ('going native')."

Ethics ' N

Ethical dilemmas, according fo Williamson et al. (1977:206),
tend to be more pronounced when the observer adopts a role which lies
closer to the "covert,‘pafticipiﬁﬁ;y end of the spectrum."™ Williamson
et al. (1977:206) recommend that the researcher be guided by two ethical

$
“, Principles:

Lo
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First, researchers must never deliberately misrepresent their
identities to enter a private domain where they would otherwise have
no legitimate access. Second, investigators must never misrepresent
their research intentionms.

Lutz and Iannaccone (1969:126) maintain that there is "nothing immoral

about observing and recording data related to human behavior." 1In fact,

they argue that "it is immoral not to attempt to '"scover human
relationships and understand social behavior However, thev (Lutz and
Iannaccone, 1969:126) advocate that the asearcher take certain

precautions including protection of the anonymity of the people and
places observed, and proscription of 1libellous reporting and invasive
methods such as the use of hidden microphones, recorders, or eaves-

dropping.

Methodologx

Operational Definitions

For the purpose of this study, the following operational

definitions applied for terms whose meanings might otherwise have been
ambiguous: |
Behaviour was defined as the conscious thoughts of the subjects as
dégcribed to the investigator and/or the overt actions of the subsects
as perceived by the investigator:
Dean of Nursing was the term for the senior administrator of the
academic unit that is charged .with the responsibility for the nursing
education programme within the uhiversity. The titles Director and
Chairman were céﬁsiéegéd as synonymous.
& University nursing education programme referred to the generic

course of studies which 1leads to the conferring of a university



60

degree, either baccalaureate or masters, in nursinyg.

"Faculty of Nursing" was the term applicu to the academic unit that

is charged with the respongibility for the nursing education programme
within the university. Units known as Departments of Nursing, Schools

»
of Nursing, or Faculty of Health Scigrice were considered equivalent.

Sample

The sample was selected from the anglophone university nursing
education programmes in Canada having incumbent deans (Appendix A). The
sample was restricted to anglophone programmes because of the cultural
variablés, and fhe historical differences in the adminigtrative struc-
tures between French-speaking and English-speaking unjversities in
Canada. One university nursing education programme was selected from
each of the C.A.U.S.N. regions, i.e., Atlantic, Quebec, Ontario,
Western, in an attempt to negate the effects of regional differences.
An additional programme was gelected from the Ontario region because of
the larger number and diversity of the programmes inp _that region
(Appendix A). The selection of the representative programﬁe from each
region was made using a table of random numbers . The deans of the

- selected programmes constituted the sample for thé'study. The deans of
three additional programmes were similarly selected ;s alternates in the

event that one of those chosen initially was unable to Participate.
Entry

Each of the deans of the eight programmes selected was “sent a
. o
LA

'letteg in which the project was explained and tﬁ:;rrparticipation was

solicited (Appendix B). Following this initial contact letté%i each of
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the subjects was telephoned for the purpose of providing additional
clarification of the project; solici:ing their consent to participat’e;
and, if they agreed to participate, to set an appointment for the
initial ol?servation perié?. Of the five deans initially selected as the
subjects, four consented to participate in the study. In bplace of the
one initially selected subject, who anticipated being \n(avqilable for
the full period of the study, the regional alternate who was approached
agreed to participate. The other two alternates were also telephoned to

1

thank them for their consideration of the request &nd to inform them
that the réquired number of subjects had been achi_eye:i. Each of the
subjects’was then sent a letter (Appendix C) which thanked them for
considering the request to participate, confirmed their participation,
and verified the dates of the first observational visit. Similarly,
each of the alternates was sent a letter (Apper:;ix D')‘ wﬁich thanked them

ﬁoq considerinq the request to particip‘te, infot&d*them that the

required number of subjects had been reached, and volunteered to make

s
. P
M

the results of the study available to them. . - ) .

Sequencing and Timipg
of Observations : ' o

3

‘The investigator planned two observatfbnal visits to .each
subject in order to obgserveythe deans' activities at two different time
periods during the academic year.ﬁ\'x'he purpose of two separate periods
of observation was to permit consideration of temporal influences on
decanal administrative behaviour. Within the limitations of gaographi--*s.
cal constraints observational visits were scheduled so that all lubjects

-

wvere observed as closely as possible to a median time-point iri the
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o‘b‘servation Fperviod. Each obsgervational visit was scheduled for‘“g‘
;iuration of three working days. All subjects were observegl for three
working days )dur’ing the period from April g, 1980 :.o April 30, 1980.
This period was chosen because all of the subjects' ingtitutions were
between academic sessions. Following the Completion of thig first round

pPf observational visits, a letter (Appendix E) was sent to each subject

thanking them for their participation in the firs -ound of data~gather-

- ing and requesting confirmation of the scheduyle ot > second obs%rva-‘

middle of an academic Mn when ciasses were meeting and it’ was

©

tional "visit. The second period of observationa,_ visits, was scheduled

’

during the period from October 22, 1980 to November 14,

p ,

subjaﬁts respdnded i.n the - affirmative to the dates sugqg ted for the
‘ . ”

.second visit. This period was chosen because it ~occurred during the

A <

\‘;3\4

'*‘approximately six months after the: initial period of observation.

»
¥

A4

Unfortunately, the sﬁdden, unavoidable, and exteAded unavailabllity of
one of the subjects necessitated last - minute cancellation of the
schedu‘]:aé‘ second observa ional visit with her and made rescheduling
impossible. Therefore only four of the subjects participated in the
eecond observational vperj‘.od. The sequence in which the dJdeans' were
visited during the seeond period of observation was n order to
negete ahy possibjle effect -of obsl‘ervational. se'que;ncvedwdlata. The
4 ’ Y]

pattern of the observational vigits is illustrated in Figure 2. The

v

,total‘ period of observa'tion’fo;' four of the subjects was comprised of

-~

six days; for one of the subjeets the total period of obsetvation was
‘only three days. At the conclusion of t.he jeg:ond observation period
each subject was aeht a letter thaﬁking her fof her participation in the

project (Appendix F). »

80 and all ’

~

\%‘ '

[
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R'ol(e of the Observer
%

3

The 'observer role chb‘ose;h Py investigator was _one which

& ‘,;\ermltted tota]._ openness about tilgfi/” earch objetives, whi\:h focused on

obsgervations, which avoided involvement in the ﬁeuatibn’s, (Jnd which

o permitted the ihvestigator to be present in the group without belonging
to the group. This type of observer ‘  role is ""labelled "observer—as-
participan't"\by Gold (1958:217) and "obg;erver_ag a non-partitipant” by
Lutz and Iannaccone (1969:108)'. This t;rpe of role most ..¢lose1y approxi-
mated 1’:hé" observer role \v;hich was utilized by MiAtzberg (1973) and

ey ) . o )

Duignan (1979).

Observational Procedures ’ ,‘ s
The first type of data which was collected, was that which
Wildliam's‘on,et al, (1 210) 1label "descripfion of the Settinél" and

"

Mintzberg (1973:232) calls "preliminary data.™ - The data which were

gathered included copies of organizational chartf, published documents

describing the organizational _sgug%of the rupec;ive institutions,

Vo
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university calendars, lists of faculty members, and (:%rpies 8t ‘the

provincial l»egislatbion governing the respective universities. These
data permitted the il%/estigatxbr to familiarize herself with the
subjects’' indkvidual work environments and provided an essential
s & .,“ . ‘s v
AV .
organizational cohtext for th I u_u&.

iy »
' The sec¢ond type of ¥

n

>, .
tiv§ data which was gathered was

SCrip
i _ 1 .w x‘_";.
related specificgi-ly to the subjects. " Eagh of them providgd the

4\&;: ) ! * N 5 . ’
résesarcher with a copy of. }%\& Wurriculum vitae. and the-‘r#searcher also

.

» -

N _ oy
‘s%?ught ‘Put copies of matér,i‘_al publishe{}l'iy_ or about the dﬁbjects. T};ese

documents provijed demographic data for téd- study and enabled the

? -+

’ ‘ti‘és.earcher tﬂg faMiliarize herself with the subjects in preparagion for
-

. ‘ e %
the actual observatgions. ) Bt
Observations of all of 4 ;.?ean‘s' activit’ies' throughout the

N wprk'inﬁay v;reré fecorded by the inyes'tigégb‘r. -The‘ recorded observa-
tions descrlt‘d the “gcti\}‘ity as to duration, ;)articiqpants, iocation,
purpose, format, and initiator of the activity. thus, the. éssential
L

"generic facets" of str\tctured observation, which Williamson ss al.
(1975:201) identify, were included in the recorded observations.
Concurrent with the recording of descriptions and ogservations, {:he
fesearchér also noted recurring patterns or themes in the observations.
,Thgse thematic notes incluéed hunches, ideas, or suspici?ns about
possible probositi'ons or hypotheses. 1In acfuality, the thematic” notes
represented the beginning of the analysis.

The forn;at for the recording of the observations was that which
is variously known as the field diary, log of events, ; or specimen

record. Regardless of its label the format facilitated the researcher's

-

[ 4



: o . )
chre .- ogical recording of the "sequence and context of events, under-
) . o :

'tskings, data, hunches, and changing field relations" as described by
s McCall and Simmoﬁs (1969:74). The observations we‘re anecdotally
recorded by hand in the observational setting using personal short-hand
and abbreviations. Telephone calls and mail were recorded in both tﬁe

anecdotal notes and in more detail in the mail and telephone logs which

B ~o?
the researcher adapted from Mintgherg. (1973) and Duignan (1979)

explicitly for that purpose. (Appendix GJ. *The daily anecdotal ~ngﬁés and
logs were then typed into a legible ‘And readable format. ’
A‘, 1) ._ o }'l
At the termination of each observational visit, the investigator
Py . .

A ‘conducted a gtructured interview with each dean. Each intefview was

KS

4 -

"Eape ‘recorfied and the responses transcribed and organized around the

o .

1nterv1e»g/questlons. The questions were~ adapted from Duygﬁ/n 11979:

249-250) Qho states that: i . 3 ‘*

.the intent o measuring each subject's perception osely
his work béhavior corresponded to the 10 managerial roles identified
by Mintzberg (1973). , /’

\ ~

<
of all deans at the completion‘ of each of the
.

Many of t quegtions posed by the interviewer wer%ped with

°,'fhé questidns asked
. . »~ -~ , :

; - ! -2
- two observational visits can be found in BAppendix H. s \

[ 4

The Unit of Observed Behavidur -~ S T/‘

4’

] .
In recording the observational data, the ifivastigator endeavored

to achieve a combination of the low inference. (or molecular) level of
recording and the high inferencé (or molar) 1level of recording. The

- ) .
molecular level of recording was used to address the research problem of .

generating a detailed description of the daily administr. .ve behaviours

of the deans, whereas the molar level of reéording was used to permit
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consider .tion of the research problem of describing the purposes of

administrative work behaviours.

R The definition foY the "unit af observed behaviour" which was

quted for use in this study was taken from Duiqnan (1979:64) and is a

v _ :

combination of the "incident"q as defined by Gold (1960:234) and the
"activity" as defined by Mintzberg (1973:271):

a single event with an identity of its own. It had an observable

beginning andg ending in a time continuum. It ended when a major

change occurred in one of elements or dimensions of the (dean's]

i behaviour, e.g., when there was a change in the basic participants
A . and/or medium of commpnieation.

, . ) p B " ) g N .
. B .v iﬁ-n‘?’.

Defin.itior\i‘ of Terms N )
Used in Coding Data u o
7

* »

The following terms were adopted from Duignan (1979:64-65) and
were used in the coding of phe data: ' I
- ' . '
. Unscheduled meetings. |, These referred to meetings between the
[dean] and others that took place by thance, on the spur-of-the-
moment, or with legs than 30 minutes notice.

(3

Scheduled meetings. "I'heuse/consisted of meetings between the
[dean) and others that were arfanged at least 30 minutes prior to
their occurrence.

‘ > T :
Desk work. Thi} refers to thg times that the [dean] worked . at ‘
v [her] desk, processing mail,. wriki-ng letters and reports, and _ ‘@
reflecting on eventsa. ' ; ' . ‘ )

/ ’

o Telephone calls. These included -both incoming and outgoing )
telephone calls. Any calls placed by the [dean) that were not

-~ P

WY i«dBdipleted, for any " re‘asof’ wefe} ine1hded. ° ,

Tours and yisits. These refer to the time spent by the [dean] . v
in various pa;& of the faculty for the purpose of (1) observing
‘general aspects of the system's operétion, and (2) observing. . .,
teachers for evaluation. ) 4
<

~
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The following finitions were generated for use in _;:% study

for otherwise ambiguous terms: ‘ .
1) Travel refers to time spent by the deaﬂ}}r: moving from-one
location to ano.t;_her for purposes of éonducting or partic;ipa-

4 N (o5

ting in the affairs of the Faculty of Nursing. ' ; sﬁ\& >

¢

2) Evening activities wepe t‘;hose.workurelated activities .awhic,h

-

4x were conductgd duriny the evening hours. Examples of such

activities included attending a meeting of the provincial

3

., nursing agspciation, teaching am evening class, entertaining

a vistt i R ééhlty member from another lmiveréity, or read-

. » .
ing a atudent's paper.%ger}ihg activities could not always

be observed directly by the researcher. Therefore,, the ¢

~

procedure used by Mintzberg (1973£269) was utilized, i.e., ;
A | ‘ X . .

the subjects were asked "to summarize, in a sentence or two,.
Jthe information that was needed." “Evening activities were
considered part of the working day. and ,were.e coded and
" totaled with activities occurring during offi;e hourk;s/.

- L

3) Solitary activities were those activities which the deans o
: e

perfowd alone or maccoppani'gd. This term is ana'logous’to.

-~ ) . the term "desk work™ as used by Mintzberg (1973) and Duignan
. o

IS

< R
/ . -

j’-‘. : Qg"

4) Joint activities were those .activities which the deans per-

Pyl (1979).

A“u

, formed in the company of others. These activities wex:e
sJubdiviae‘:l into intra-institutionala participants .and actra;
‘inst'it:n;:ional parti'cipants. Intra—:@nst‘itutional partici
pant'a in decanal activities were th;se participantg‘ who wefe

Ve
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U

employed by the same university as the dean who was being

obsérved at the time.  Intra-institutional participants were
% .

.- further s’g’nbdiVi’ded into” supefordinates (the subject's

administrative supervisors), subordinates (those members of

}
9 the faculty and support staff 'to whom " ¢%he subjects were

- - . E

administratively seniqr), peers . (the su):ujects administra- .

tive Ekiuq:téfparts within  the fi‘r;st‘itution), students
. (l“earpnei"r:s, either undergfaduate or graduate). Extra-insti-
y - % > ) . o .

: tutional participants _in, decanal . activities were ;all

\,.participants who were employed b_y institutions other than

ﬁ:he one’ by which the subject was employed. These included

representatives'of other institutions such as hospitals or

universities, representatives of professional agpociations,
. N3

’

, L) : : .
government representatives, prospective faculty members or

~ ¥

students, parents of students, or retired faculty members.

ks .

Data Analysis

-

.

As noted in preceding sections which reviewed the literature on

data analysis and on observational procedures used in .conducting this

v

study, data analysis actuéi\ly began in the observational settings with

the recording of thematic notes. After leaying the observational

settings -the investigator divided the daily anecdotal notes into
. -

beﬁavioufal units according to the operational definition which was

presented in the previous - section on the unit of observed behaviour.

.

Each wunit -of behaviour was assigned a unique identifying code number.

PR . ,
The coded observation record was then cross-indexed with the telephone

and mail logs: x:gamples of one day's coded observational 'record and the

A g

Aaa
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. cross-indexed telephpne and mail ld@it_can be found in Appendix 1I.
)Copies were made of all codéd observational records and their accompany-
ing telephone and mail logs. One copy was kept i§tact and the other
copy was cut into individual behavioural units. The pleces of paper on~:
which individuaf] bghavioural units were written were first sorted
according to the tyﬁé of media used in the activity. The definitions
used for the categories in this- classification can be found in a
previous section on the definitign of. terms used in coding the data.

a4 ¢

3 o
115: total pumber of activity units were thenvrec%rded

™
on a daily summary,

'; (Appendix J). Similarly, the same pieces of

i

paper on which individual .behavioural units were written, were sorted

aéﬁin according to the pafticipants in the activity and daily totals of

L .

both time and activity units were recorded on the dailgw summary sheet
for each category inithe classification by participants '(Appendix J).

In order to permit comparison and aggregation of the summarized data,
all raw totals were converted to percentages of the entire day's time

and aétivity (Appendix J). The final sorting @hich occurred was accord-

ing »Uﬁﬁ&ﬁg purpose of the activity: The indi#idual, uniquely coded

.

behavioural units were arranged into groups of activities having similar
: i . .

purposes. Finally, thirteen categories arose in four clustegxs from. the

data and were defined. The clustered categories of administrative’

w

behaviour which evolved from the data were listed as follows:

1) InterpersonalyBehaviourgy

-

i) ‘Figurehead Behaviours

-

r
_1i) Leader Behaviours

iii) Yliaison Behavigurs
. ' ‘7./‘.\: -
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2) Informational Beha.vidss .
. \
)

1) Monitor Behaviours

ii) Dissemjnator Behaviours
iii) Spokeésman Behaviours
3) Decisional Behaviours
i) Entrepreneur Behaviours
i) Disturb}nce Handler Behaviours
1ii) Resource Allocator Behaviours
iv) Negotiator Behaviours w ‘
4) Scholarship Behaviours ' e’
i) Teacher Behaviours
P
ii) Researcher Behaviours
iii) Author Behaviours
The first three clusters comprising ten categories were so similar to
those of Mintzberg (1973:58-945 that his definition§. we adapted for

1 . <
use in further analysis of the data. ‘The last cluster qf three cate-

gories. was unique tb these data and required initial definition. In
coding the units Of behaviour by the purpose for /which the activity was

performed, the thirteen categories were defined in four clusters as
™ . .
follows: : :

1) 1Interpersonal behaviours deal primarily with relationships

and are: subdivided into: figurehead, leader, and liaison
. Y \\ “ )
“behaviour Figurehead behaviours pctur when the dean
N ‘ - -
functions as the-symbolic head of the Faculty of Nursing and
]
is obliged to perform a number of rodtine duties of a legal,

social or éeremonialékature, such as distributing degrees at
AN
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convocation »OF sending letters on behadf of an alumni fund

raising drive. Leader behaviours involve the motivation and

activation of subordinates towards the achievement of the
: [

goals of the Faculty of Nursing, the responsibility for
recruiting and staffing, facilitation of subordinates'
career development, role modeling, staff development, and
associated activities. ‘Li;ison behaviours are those which

include maintenance of a self-developed network (local,

provincial[&

sources whd?

nd nati ) or <contacts and information
w/ Kala S "
\ﬁe favours and information. v

2) Informationéi behaviours are those activitied which geal

. with information processing and contain the subdivisions of

Q

monitor, disseminator, and spokesman behaviours. Monitor

behaviours refer to seeking and receivﬁng a wide variety of.

special information, (m@ }pfoﬁ current) to develop a°

o

thorough understandihg of the organization and its\Aenvi‘ton—
- .

ment, thus permitting the dean to emerge as the nerve centre

’ ;2
for the Faculty of Nursing. Disseminator beh%vigrg are «

VN th£se activities in which the dean transmits information
reveived from outsiders’ or from other subordinates to dppro-

priate members of\ the Faculty.. In the pefformance of

- -

spokesman be‘haviours, the dean transmits information

concerning the Faculty's plans, policies,  actions, results,

-42tc. " to individuals and groups outgide the Faculty of

. o

Nursing. ]

3) Decigional behaviourg are those actix;itieg which involve the
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making of significant declisions and may be subdivided into
the categories. of entrepreneur, diﬁturbance handler,
resource allocator and negotiator. Behaviours in the entre-

preneur category are those in which the dean searches the

Faculty of Nursing and its environment for opportunities and

initiates improvement projects to bring about change. .
s S )
L L T Y

Disturbance handler behaviouig’re those in which the dean
ow

initiates corrective actiqu“w. the Fac‘ty of Nursing

faces important, unexpeéted dJ. k.
v 'a;~

tor behaviours occur when the dean%llocates organlzatiolﬁal

H
>
N

OCps ,“.mourCe alloca—

resources of all kinds, in effect, making or appr?ving all
significant decisions within the Faculty of Nursinc;. Thé
category of behaviours "lapel"lei; n'ég.otiator\ inclu
behaviours in which the dea(ﬁ! rebresents the Faculty of

)
Nursin#)at major negotiations.

- 4, PR s
Scholarship behaviours are@se learned academic activities

and are subdivided into ﬁeacher, regearcher, and author
. > ' :
activities. Teacher behaviours are those collected.

hd L]

activities which contribute to.learning, including compuni-

cation of information and.concepts to. students, counseling,

evaluation, mentoring, etc. Researcher behaviours are thoges

L

in which the’ dean participates at the leading edge of the
development of new knowledge either as a subject, catalyst, .
facilitator, principal or co—-investigator, resource person,

-

or consultant. Author ;:behaviours are those activities which -

resﬁ% in written, published communication about matters of

Vi

e \<,//
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concern to the profession; they may be of a research,
philosophical, or 'advocacy ~nature and published in a
journal, proceedings of a conference, or as an address to a
professional gathering.

Following the generation 4nd definition of the categories
for classifying the data by purpose‘ of thg beha'viour, the data were
coded, ‘totaled, recorded, .and converteg(_fto ‘perﬁentage's -in  the s;me
fashion as for the other two cate?ories (Al;pgndix J). |

The small sample size and‘.‘the qﬂ‘&q{j:tativé characgeristics of the
datd prohibited the use of statiétical,treatment’ of the data for pur-

o . -
poses of geheralizing_ to the! total population f"fxfc;m whic;\x 1he sample w}xs
drawn. However the use of compoéite totals, the interview t\;'anscript;\!,
and molar dAta :iid permit tfﬁé admihistrativs.behaviour -of'a typical

Canadian Dean of Nursing to be described. .

Reliability and validity

4

\\ In corisidering‘ the :eliabili'ty,am} v;alidity of the .study the

researcher was'aware of the work. of Williamson et al. (1977:215) which
| o \ ~ :
stated that: -

It is pérfectly plausible that two researchers indepegckntly enter-
ing the same spcial situation might emerge with two quite Aifferent™
- analyses, of data collected. We would add to this idea” that each of
these analyses ‘might be equally cogent. . . . Qualitative reéearch» ,
.seeks. to discover ﬁneric "forms® of social life and. . . any one
context may potentially display a number of these forms.
~ ) : ‘
" The researcher also recognizéd Lutz and Iannaccone's (1969:124) argument -
’ v 3 ' -
that, in observational. fielg research, reliable data ordinarily are
valid data. However, the researcher 'incorporated measures into the

conduct of the study to enhance its reliability and validity to the

\ A

i
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greatest possible extent. During the periods of field observation, the
investigator utilized the‘ non-participant, sf:ructured observation
methods adapted from Mintzberg. ('1973)»/ and Duignan (1979). The use of

these established reco‘ing and coding protocols and procedures provided
- -
theﬁ.ﬁ%’rst measure of reliability. Additionally, structured interviews

- % .
were conducted with each of the subjects. The first interview was

—

,/b

designed to solic}t;}th‘ subjaects' perceptions; of the ten mariagerial

Lo,

roles which' Mintzberg (1973:58-94) proposes. he structured interview

&

Wthh was used, was adapted "from Duignan {1979:249- 250)"‘ ~ The second

nterview which was conducted at the completion of the aecond and final

'vi it with each ,subject, was essentially unstru«.t:ured and was designed

3. .
; !
to abhmpt to valldate thi‘é researcher's. perceptions of the data cate-—
gories which had emerged from the data gathered during the first round

»

_of obsejrvatlonal visits. Further measures to enhance the intrarater

» N /7
reliability of the study were pilot observations using videotapes and
' IO ‘\

obgservation og one dean to - test and refine thf skills whitch the

' researcher required during the conduct of the study'.' * These pilot-
observations were not included in the results of the study. The final

. reliability measure was the use of carefully defined operational

definitions for all terminology used in the recording and coding
processes. While interrater: reliability was. not a concern since the
investigator performed the observations dnassisted, every effort was

made by the investigator to provide intrarater reliability by

eliminating personal bias and by maximizing objectivity. The use of

: predominanﬁly molecular (low 1level) recording supplemented by molar

(high level).recording served to facilitate the 'researcher"s achieving

AP



75

.

her goal of minimal subjectivity. The researcher was also able to , - -4
utilize frequent ?ppottunities to validate perceptions ard impressions
with the subjects. Additionally, the investigator undertook to utilize

the following techniques to minimjize the observer-interference effect on

-4

validityv D;‘“ s )
1.@:provieion of\:a detailed 'gescription of the project in ~ -
- " advance .of tne subjects’ consenting to participate (Appendix ' .
J B); o ~ |

gy

i/ 2) protection of the anonylnity of each subject;
S
& 3) briefing ¢f each subject at the beginning of each observa- . o

i
Ry

tional period in order to mintg}n continued uréderstanding
¥ of the project. ) ‘ j' N —
. v i ~.
4) maintenance qf an unObtrusive, non—judgmental pu:esence: and

5) use of a candid, codperative, ‘and amicablf apptoach with
o

&>,

each subject. : oo ,
’ l ‘ ) o, . 7
The final valildity measufe that” was incorporated 'in t;he study -was
expressed by Duignan (1979:86): "the use of many item/s of evidence,
|

together with a wide range of evidence, allowed for interpretations to-

;

be made with a greater degree of confidence."”

.

Ethics

,avoided involvement in the observationaa. situation and permitted . the

investigat.or to be present without helonging o the group. Therefore,

the ethical dilemmas of a oovett, plrticipltoty obodrver tole vere

‘-..' . - . . ——— oy, ,,’,,,Q',

N T . o1
\



TS

76
avoided. All subjects gave fully informed consentkcp their participa-
tion in the study. Evéry precaution ;;s taken to protect the anonymity
of the subjects and t£e institutions 'by which they are employed. At no
time were hidden recording devices’ of any kind used in the study.

Of obvious concern was the matter of the invest;gator's access
to the mail of the subjects without the prior consent of the sender of a
specific piece of mail. Before the beginning of the observations, the
investigator negotiated with each subject. The specific content and
details of mail contacts were noF relevant to the study. Only the

primary purpose of the contact, the title or position of the sender, and

i

*the action precipitated by the contact needed to be recorded.

Therefore, at the discretion of the individual deans, the mail was
either directly viewed for recording purposes by the ;nvestigator or
verbally reported, as to sender (by title), purpose, and action taken,
by the dean to the investigator. Also‘included in the initial negotia-~
tions with the subjects was the less obvious concern regarding confiden-
tial or sensitive discussions with faculty or students. If at any time
either the subject of .re study or a discussant believed that the
presence of thé investigatuor would violate confidence or hinder the opén
and positive nature of the discussion, the investigator willingly with-
drew from the sit;ation for the duration of the meeting. aAll
discussants, like the subject deans, were informed that observations
were made in strictest confidence by the investigator and that their
anonymity would be carefully guarded by the investigatc: in all reports

of the study.
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Chapter 4
DATA ANALYSIS: PART I

The puypose fn this chapter 1is to present thé results of the
analysis of the low inference level data (see Chapter 3) generated by
the structured observation of five Deans of Nursing at Canadian univer-
sities. The chapter is divided into two sections: the deans'
characteristié ac-ivities and the participants in those activities. The
first section begins 4ith an overview of the findings related to the
deans' characteristic activities followed by consideration of the manner
in which the individual deans distributed their time among the various
categories of activities. Next comes a comparison of the amount of time
which the individual deans devoted tp each of the categories. The first
section concludes with the presentation of composite and aggregate
summaries of the use of time by the five deans collectively. The second
section begiﬁs with an overview of data related to the classification of
the deans' activities according to the type of participants. This is
followed by the presentation of the individual dean's distribution of
time among the various categories of participants. Thereafter, a
comparison of the amount of the deans' time attributed to each of the
various categories of participants is reported. The sect;on concludes
with presentation of composite and aggregate summaries of the
proportions of time that the deans of nursing spent on each of tﬁé
categories within the classification of participants.

77
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The Deans' Use of Time

Overview

The ways in which the deans used their time during the Spring
observation period are summarized in Table 2. Each dean was obéerved
throughout her entire working day for three days. The total number of
minutes worked was used as the basis for other calculations which occur

.

later in this chapter and in the following chapter. Interactions with
gecretaries, personal telephone calls, organizing Athe desk in
preparation for work, and other like Activities were included in t;he
daily total of time wérkéd; however, these activities were designated as
unclassified activities and do not appear in the ';ummary tables.
Therefore, the daily total time worked may be slightly higher than the
sums of the figures shown for the activities. Similarly, Table 3
provides a summary of the deans' use of time during the Fall observation
period and Table 4 presents data which results when the data on the two
previous tables are combined.

As shown on Table 2, the deans averaged between 7.1 hours per
day and 10.9 hours per day. Of the six categories in the classification
of types éf activities, most of the Deans' time was devoted to
unscheduled meetings, scheduled ‘meetings, and desk work.- A relatively
minor portion of time was used in making teiephone calls and travelling
to the various locations at which actiyitie's occurred. of particular

note is the fact that no tours were taken by any of the dJdeans. The

total number of activities in which the deans engaged during their

P

working' day ranged from 75 (Dean 3) to 140 (Dean 1), while the
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average number éf activities per day ranged from 25 to 47. The average
duratio_x?. of activities ranged from 10 minutes (Dean 5) to 20 \minutes
(Dean 3). } “

During the Fall observation period, as shown in Table 3, all of
the deans worked a greater total number of hours over the three day
period of observation and a higher average number of hours per day.
Mosf of the deans' time continued to be occupied by the activities of
unscheduled meeﬁings, scheduled meetings, and desk work‘. The time spent
in meetings, both‘scheduled and unscheduled, was slightly higher in the
Fall than in the Spring. There was a somewhat greater amount of time
spent on desk work during the Fall obsé&rvation. Telephone calls and
travel again claimed only a:relatively modest amount of the deans' time
during the Fall; however, a small increase in the amount. of travel timg
was shown. Again, none of the deans engaged in the activity labelled as
Tours. Both the total number of activities by whi;:h tht_a;i\eans' time was
occupied and the average number of' activities per day increased very
slightly in two cases and decreased considerably in two cases during the
Fall observation period. The average Quration of activities increased
in all cases during the Fall observation.

The data predanted in Table 4 combined the data from Tables 2
and 3 to provide a composite summary of the two observation periods.
Four of the deans were observed for six da}s each and one of the deans
was observed for three days. Thus the total observation time was 27

days or 15,405 minutes 1256.75 hours). The composite average time

worked per day, as shown in Table 4, ranged from 442 minutes for Dean 5
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to 663 minutes for Dean 4. In all cases the largest amount of time was
consumed by attendance at scheduled meetings, followed by desk work and
then ungcheduled meetings. These three activities occupied the major
portion of the deans®' time during observation. Time spent on telephone
calls and travel represented a relatively minor proportion of the deans'
time during observation. The average number of activities per day
ranged from 25 (Dean 3) to 47 (Dean 1), while the average duration of
each activity varied from 11 (Dean 5) to 20 (Dean 3).

Individual Deans' Digtribution

of Time Among the Categories
of Activities

ot

Dean 1. Figqure 3° graphically represents the manner in which
Dean 1 distributed her time among the six categories during the two
observation periods. During both thg Spring and the Fall the largest
amount of time was devoted to scheduled meetings. In the Spring these
meetings required 55.7% of the Dean's working time and in the Fall they
required a somewhat reduced but still substantial 46.5% of her time.

;

The least amount of time during both observation periods was used by
travel (0.3% in the Spring; 1.5% in the Fall). .Unscheduled meetings
consumed 19.5% of the Dean's working time in the Spring and, a little
less, 15.5% in the Fall. Telephone calls demanded slightly less time in
the Fall, 4.7%, as opposed to the Spring, 6.8%. The only activity which
increased in the proportion of time that it required in the Fall was

desk work. Fall desk work required 31.7% of the Dean's time, whereas

Spring desk work required only 17.5% of her time.
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Dean 2. The distribution of b.’gn »2'(.{;“’—“""

a

gories during the two observation periods’»“ﬁ;'f}éihoﬁn

RN ,

) e
greatest amount of time in bith' {:;bservat?i‘x}T‘\r\‘;‘:‘i’,{iods was required by
scheduled meetings. Scheduled méet;;\’gs in the é\;)bring used 62.3% of Dean

A -

2's time and in the Fall 62.9; of her time was used in this manner.
Telephone and travel utilized simflar amounts Sf time with Spring tele-
phoning using 2.0%, Fall telep}loning using 2.1%, Spriné travel using
3.2%, and Fall travel using 2.3‘./' Unscheduled meetings in the Spring
dFmanded -14.6% of the Dean's tix)e and in the Fall required 9.5%. The
amount of Fall desk work was greater than the amount of Spring desk
work, 23.0% versus 17.7% respectively.

Dean 3. Only Spring data are available for Dean 3 due to her
sﬁdden, unavoidable, and extended unavailability during the Fall. This
unexpected situation made rescheduling of the visit impossible for a
variety of methodological and logistical reasons. Figure 5 illustrates
Dean 3's use of time during the Spring observations. Desk work (54.8%)
required the gfeatest amount of time, followed by scheduled meetings
which utill‘ized 24.5% of Dean 3's time. Time s8pent on unscheduled
meetings was‘16.6%. Travel and telephone required 1.2% and 2.8%
respectively of the Dean's time.

Dean 4. Figure 6 diagrams the distribution of Dean 4-"'3 time
among the six activity categories during the Spring and Fall observation
periods. 1In the Spring period the greatest portion of time was required
by scheduled meetings (74.1%) followed by desk work which required 16.2%

of the Dean's time. In the Fall, the activity which required the

greatest portion of Dean 4's time was desk work (43.6%) while scheduled
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meetings required only 40.5% of her time. Unscheduled'meetings occupied
: R

5.9% "of working time during the Spring and 2.2% of wotking time in the
Fall. Telephone calls in the Spring used 2.9% of the Dean's time
whereas Fall telephone calls required only 1.7% of her .time. Travel
increased from 0.5% in the Spring to 12.1% in the Fall.

Dean 5. The data in Figure 7 illustrate the way in which Dean
5's time was distributed during the two observation periods. The
activity which consumed the greatest amount of time during the Spring
was scheduled meetings (52.7%) and desk work used the second greatest
amount of time in the Spring (33.7%). 1In the Fall these two activities
reversed their positions, i.e., desk work required 43.3%.of Dean 5's
time and scheduled meetings required 35.9%.: The portion of time devoted
to unscheduled meetings increased from 2.2% in the Spring to 16.4% in
the Fall. Teleph. :e c 1ls decreaseq from 8.2% in the Spring to'5;4% in
the Fall. Simila-ly, travel also was reduced from Spr:ng <o Fall (2.5%
and 1.9% respective./).

Distribution of the Deans' Time
by Individual Category of

Activity

Time Spent in Unscheduled Meetings. Data concerning time spent

by each of the deang in unscheduled meetings are summarized in Table 5.
The number of unscheduled meetings that the deans participated in ranged
from 5 to 24 in the Spring and from 14 to lé in the Fall observational
period. The average number of unscheduled meetings per day varied from
1.6 to 8 in the ,Spring and 4.6 to 6 in the Fall. Time spe6£ in

unscheduled .meetings during the Spring spanned a ge between 26
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minutes and 307 minutes. The average duration of unscheduled meetings
was between 3 minutes and r36 minutes. Figure 8 provides a comparison of
the proportion of time spent by each dean in unscheduled meetings during
Spring and FAll observation periods. Means for each observation peripd
are also shown. The only case in which the percentage of time spent.: was
lower in the Spring than in the Fall was Dean 5 (1.97% and 15.22%
respectively). In all other cases where there were two sets of data,
the percentage of time was greater in the Spring than in the Fall. The
largest percentage‘ of unscheduled meetings was Dean 1 who spent 18.85%
of her time in the Spring, 14.58% of her time in the Fall, and 16.69% of
all observed working time in unscheduled -meetings. Dean 4 spent the
least amount of time on this category of aétivity (5.03% Spring; 1.79%
Fall; and 3.18% combined). Dean \spent 15.01% of her time during the
Spring, 8.59% .of her time during tlhe Fall for a combined percentage of
11.72% of her time in unscheduled meetings. Iv)ean' 3, for whom there is
only Spring data available devoted 11.77% of her time to this type of
activity.

Time in Scheduled Meetings. Table 6 summarizes the data related

to ‘the scheduled meetings which the deans attended during the Spring and
Fall obse;'vational periods. The combined figures for each dean are also
shown. The range in the number of meetings over a three day observa-
tional period extends from 10 to 18. When the two periods were combined
the total number of scﬁéduled meetings attended varied from 22 t6 30.
The average number of meetings per day ranges between 3.3 ‘and 6. The

amount of time which the deans spent 'in scheduled meetings varied a

great deal from Dean 2's Spring total of - 1088 minutes to Dean 5's Fall
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total of 453 minutes. Similarly, a wide r&nge is found in the average
duration of meetings (a low of 41.2 minutes per meeting to a high of
77.2 minutes per meeting). Figure 9 illustr§tes the percentage of the
deans' time which was spent in scheduled meetinqs. The mean percentage
of time spent in scheduled meetings for all deans during the Spring
observations was 48.27s. For the Fall observation period the mean
bpercentage of time spent in scheduled meetings for all deans was 42.44%.
The mean was 45.13% when all data were combined. In three cases (Deans
1, 4, and 5) the percentage of time spent in scheduled meetings during
vthe Spring (53.7%, 62.4%, Qna 38ﬂ3% respectively) was greater than the
Fall (43.5%, 36.0%, and 5333% ;eépectively). Only Dean 2 spent a
smaller portion of time on scheduled meetings in the Spring (56.4%) than
in the Fall (64.1%)., Again only Spring data is available for Dean 3 who

spent 17.3% of her time in scheduled meetings.

rime Spent on Desk Work. The data presented in Table 7

summarizc~ the deans' desk work activities. The total number of desk

work sessin wheerved in the Spring varied from 26 tq 44 whil¢ those in
the Fall variec- - 29ﬂt° 63. The Spring range for the averége number
of desk work sec per day was 8.6 to 14.6 and for Fall the range was
9.6 to 21. Tim . - .. des  work ranged from a’high of 586 minutes to
a low of 234 rinute: . - ~- the Spring and a high of 881 minutes to a
low of 368 minutes ‘'~ -he Fal_ The ghest average duration of each

desk work session 'n thne & *gpgkjas 14.3 minutes and the lowest was 7.4.
In the Fall the highest average dur *ion of each work session was 30.3
minutes and the lowest was 8.9 minutes. Figure 10 illustrates the

comparison of the percentage of time which the deans spent at desk work.
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During the Spring, as shown in Figure lg‘, the mean time spent at desk
work by all of the deans was 21.9% while‘ in the Fall dmsk work occupied
32.3% of their time. The mean time spent at desk work by all Adeans when
the data from the two observational periods were combined was 27.9%. In
all four cases for which there is a full set of observational data the-
percentage: of desk work increased in the Fall asg compared to the Spring.
Dean 1 spent 16.8% of her time in the Spring at desk worK and 29.8% in
the Fall. In the Spring, Dean 2 spent 18.2% of her time at desk work
and, in the Féll, she spent 20.6% of her time in thisg activity. Only
Spring data is available for Dean 3 who spent 38.7% of her'time at desk
work. This activity demanded 13.7% oé Dean 4's time in the Spring and
38.8% of her time in the Fall. In the Spring Dean 5 was occupied by
desk work for 24.5% of her time and in the Fall desk work required 40.2%

of her time.

Time Spent on Telephone Calls. Table 8 presents a summary of

the deans' activities which involved telephone calls. The number of
telephone calls in which the deans were involved in the Spring varied
from 13 to 36. The Fall number of telephone calls ranged between 9 and
29. The daily average for telephone calls in the Spring was between 4.3
and 12; for the Fall it was between 3 and 9.6. The highest amount of
time spent on telephone calls in the Spring observation period was 108
minutes and the lowest was 30 minutes. In the Fall the highest amount
_of ‘time spent on telephone calls was 84 minutes and the lowest amount of
time was 31 minutes. The average duration of telephone calls in the

Spring ranged from 2.1 minutes to 3.2 zinutes. In the PFall, the

duration of telephone calls was between 1.& and 3.8.
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Figure 11 graphically compares the percentage of time which the deans
spent on ' telephone calls. The mean percentage of time apent on
telephone calls by all deans in the Spring was 3.7% and in the.Fall it
wags 2.5%. The combiMed percentage of time spent in this activity was
3.09%. In all four cases when there was a\full set of observational
data, the dean spent more time on telephone calls in the Spring than in
the Fall. Dbean 1 was oécupied by telephone calls 6.6% of the time in
the Spring and 4.5% of the time in the Fall. In the Spring, Dean 2
spent 2.1% of her time on telephone calls while she spent only 1.8% of
her time on thi.;a activity in the Fall. Dean 3 was occupied by telephlme
calls for 1.9% of her time during the Sp?ing, which is the only
observational period for which data is available. Dean 4 used 2.5% of
her time in the Spring observational period and 1.5% of her time in the
Fall for telephone calls. Dean 5 devoted ©.9% of her time during Spring

and 2.2% of her time in the Fall observation to telephoning.

Time Spent on Travel. The data related to the activity ‘imifs

which were designated as travel are summarized in Table 9. The number
of units of travel in the Spring ranged from 2 to 5 and in the Fall they
fanged froml3 to 7. The average number of travel units per day in the
:sg;j.ngY- vatied from .6 to 1.6 and in the Fall the daily average was
) ‘flge-t’wé‘en.,l‘and, 2.3. The amount of time which the deans spent on travel
J“in the S’pri’ﬁquaried between 5 minutes and 57"minutes. In the Fall the
amount vof ‘time spent’ on travel varied between 24 minutes and 245
minutes. The highest a;rerage for duration of a travel unit in the

Spring was 11.4 minutes and the lowest was 1.6 minptes. The highest

Fall average for the duration of 4 travel unit was 8l1.6 minutes and the
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lowest was 3.8 minutes. A graphic illustration of the percentage of
time which the deahs spent on travel is presented in Figure 12. 1In the
Spring, the mean percentage of time spent on travel was 1l.3%. This
figure increasec; to 4.5% during the Fall observation period. When the
two sets of data were combined the mean time spent on travel was 2.7%.
Two of the deans (Deans 1 and 4) increased the amount of time which they
spent on travel from the Spring (.3% and +5% respectively) to the Fall
{l1.4% and 10.8% respectively). Deans 2 and 5 reduced their percentage
of travel from the Spring (3.35% and 1.85% respectively) to the Fall
(2.0% and 1.75% respectively). Only Spring data were available for Dean
3 who spent .8% of her time on travel.

Time Spent on Tours. During the entire 27 days of observation

not one of the deans made any tours or visits as this term was opera-

ionally defined for purroses of this study (see Chapter 3).

The Nursing Dean's Use of Time:

A _Composite

In this section, the data from the preceding three sections of

this chapter are synthesized into a composite of the manner in which the
deans of nursing in the sample which was observed, spent their working
time. Figure 13 provides a comparison of the total time worked by the
deans during the observation periods. The mean number of minutes worked
by the deans during the Spring observation was 1568 minutes or 26.13
hours. In the Fall observation period the mean number «of minutes worked
was 1826 minutes (30.43 ho-urs). The combined mean over both observa-
tional periods‘was 73394 minutes (56.56 hours). Deans 1, 4‘,’ and 5

increased their total time worked from the Spring (1630 minutes, 1709
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minutes, and 1292 minutes respectively) to the Fall (1893 minutes, 2207
minutes, and 1360 minutes respectively). Dean 2 decreased her total
time worked from 1957 minutes (32.61 héﬁrs) in the Spring to 1781
minutes (29.68 hours) in the Fall. Dean 3 worked a total of 15;2
minutes (25.2 hours) during the Spring.

Average time worked per day, as illustrated in Figure 14, showed
a Spring mean of 522 minutes (8.7 hours), a Fall hean.of 609 minutes
(10.15 hours) and a combined mean over the two periods of 565 minutes
(9.41 hours). Contrastiné the Spring observation period to the Fall
observation period shows that Dean 1 increased the average length of her
day from 543 minutes (9.05 hours) to 631 minutes (10.51 hours). Dean 2
showed a decreas- from 652 minutes (10.8 hours) to 593 minutes (9.8
hours). Only Spring data is available for Dean 3 who worked an average
of 504 minutes (8.48 hours). Deans 4 and 5 also showed increases from
Spring (569 minutes and 430 minutes respectively) to Fall (757 minutes
and 453 minutes respectively).

Figure 15 provides a graphic representation of the total number
of activities in which the deans engaged during the observational
.periods. The mean number of activities for the Spring was 125 and in
the Fall it was 111 while the combined mean over both periods was 236.
In two of the cases (Deans 1 and 4) for which there is a complete set of
data, the total number of activities increased very slightly from Spring
(140 and 91 reépectively) to Fall (144 and 93 respectively). ‘Deans 2
and 5 showed a decrease in the number of activities from Spring (118 and
130 respectively) to Fall (85 and 121 respectively). Dean 3 showed a

total of 75 activities during the Spring observation.
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The average number of activities per day, as illustrated by
Figqure 16, showed exactly the same means for the Spring and Fall
observation periods and for the combined period. Dean 1 increaged the
number of activities per day in the Fall by 1 (47, Spring; 48, Fall).
Dean 2 decreased her average number of activities per day from 39.3 in
the Spring to 28.3 1in "the Fall. Dean 3 ghowed an average of 25
activities per day during the Spring. In the Spring, Dean 4 showed an
average of 30.3 activities per day. This figure increased slightly to
31 during the Fall observation. Dean 5. performed an average of 43.3
activities per day in the Spring and 40.3 in the Fall.

Figu;e 17 is an illustration of the average duration of an
activity. The means for Spring, Fall and the two periods combined were
15 minutes, 17 minutes, and 16 minutes respectively. In all cases for
which there is a complete set of" data,vthe average duration of an

activity was greater in the Spring than in the Fall. Dpean 1 increased

from 11.6 minutes in the Spring to 13.4 minutes in the Fall. In the

in the Fall iﬁ was 21 minutes. Dean 3 showed an average duration of 20
minutes. Deans 4 and S had an average duration of activity of 18.8
minutes and 10 minutes respectively for the Spring observation and 24.4
minutes and 11.2 minutes: respectively for the Fall observation.

Table 10 summarizes the, mean times and numbers of the deans'
activities for the Spring and Fall observations and for the combined
data fro?n the two observation periods.

Figure 18 graphically illustrates the manner in which the five

deans of nursing collectively spent their time during the Spring. The
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Desk Work

Scheduled
Meetings

Figure 18

. Proportions of the Nursing Deans' Time Spent on
Six* Categories of Activities During the Spring:
A Composite

* Only five categories are shown because no tonrg were taken by any
of the subjects during this period of observat:on. ~
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classification system used included six categories of activities:
unscheduled meetings, scheduled meetings, desk work, telephone calls,
travel and tours. The deans were found to devote a percentage of their
time to all of those activitieé except tours. No time at all was spent,
by any of the 'subjects who contributed to the generation of the
composite model, participating 1in tours, as operationally defined for
this study. During the Spring, the subject deans were found to use
12.5% of their collective time in unscheduled meetings, 56.03% of their
collective time in scheduled meetings, '25.46% of their time at desgk
work, 4.3% of their time on telephone calls, and 1.5% of their time on
travel. Three activities (scheduled and unscheduled meetings and desk
work) occupied 94% of the subject deans' time during the Spring.

During the Fall, as shown in Figure 19, the deans again did not
utilize any of their coilective time in making tours. Unscheduled
meetings demanded 10.16% of the deans' collective time during the Fall.
Scheduled meetings accounted for 46.69% of tﬁéir composite time while
desk work absorbed 35.47% of their time. Again, these three activities
occupied the majority of the subject deans' available working time,
i;e., 93%. Travel required 4.99% of the subjects' composite time during
the Fall and telephone calls required 2.76% of ;peir time.

When the data from these two separate time periods were.combined
to create an aggregate of the subject deans' use of time then the
graphical ‘illustration represented in Figure 20 emerged. The aggreg;te
indicates that the Deans of Nursing in this study spent 11.28% of their

time in unscheduled meetings, 10.99% Af their time in scheduled



116

Unscheduled
Meetings
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gcheduled
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. Figure 19

Proportions of the Nursing Deans' Time Spent oﬂ
Six* Categories of Activities During the Fall:
A Composite

* Only five categories are shown because no tours were taken by any
of th subjects during this period of observation.
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Figure 20

Proportions of the Nursing Dean's Time Spent on
Six¥* Activities: An Aggregate

*Only five categories are shown because no tours were taken by any
of the subjects during either of the observation periods.
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meetings, 31.09% of their time on desk work, 3.49% of their time on
telephone calls, and 3.12% of their time on travel. Again, no time
would be spent on tours since the subjects who comprised the sample on
which this aggregate 'is based did not elect to utilize their time in
that activity. Also, the majority of the subject deans' time in the
agdgregate model, as in the two composite models, was devoted to three
activities, namely unscheduled meetings, scheduled meetings, and desk

»

work, which would occupy 93% of their time.

Participants in the Deans' Activities

-«

Overview

Time by classification of people with whom the deans had contact
during the Spring observation period is summarized in Table 11. The
categories which were used in presenting the data are those which
evolved from the data, as discussed in Chapter 3. Interactions with
secretaries, and contacts of a personal nature were not included in this
classification system. 1In some cases the sum of the times given might
be greater than the total time worked during the Spring observation as
showr. in Table 2. This is due to the fact that when the participants in
a given activity were of multiple categories then each category was
coded. For example, when a Faculty meeting attended by both faculty
members and students was coded, one activity and its duration would be
tallied in both the student column and the subordinates column. In
other words activities having multiple categories of participants were
multiply coded. Similar data for the Fall observation period are

summarized in Table 12 and Table _.3 presents a summary which resulted
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when the data from the two observation periods are combined.

Dur'ing the Spring observation, as Table 11 shows, all of the
deans spent more time on and devoted a greater number c;f activities to
activities in which others were also involved (joint activities) than on
solitary activities. When joint activities were sﬁbdivided intf;o those
activities which involved participants from inside the institution
(intra—instituﬁional) and those .from outside the- institution
(extra-~institutional), then the greater amount of time and the greater
number of activities were spent with the intra-institutional
participants. Only two of the deans participated in any éctivities in
which their administrative superordinates wer; also involved. By far
the largest amount of time was spent on activities in which the deans'
administrative subordinates also pa‘;rticipated. The amount of time that
the deans spent in activitie ith their administrative peers varied
from Dean 5 who spent ;/mi’;ﬂz on activities that involved her
administrative pee-rs to aln 1 w spent 435 minutes on activities which

involved her peers. Ali deans spenE some\ time on activities involving

students but again there was a widex\range‘ within the figures. Dean 2
%_ s

spent 8 minutes on activities in whichﬁ udents also participat}d and

Dean 5 spent 231 minutes on activities involving students. Only one of

the deans had contact with representatives of either a professional

association or the government. The greatest _amount 'pf contact with

extra-institutional participants was in the category involving

representatives of other institutions. The category labelled "other"™

required only a minor amount of the deans' total time and activity.
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As shown on Table 12, during the Fall all of the deans again
devoted more of thei; time to Jjoint activities than to solitary
activities,l and to intra-institutional activities , as opposed to
extra-institutional activities. Among the intra-institutional
sub-categories, subordinates required tbe most time with a range from
211 minutes to 492 minutes. Contact with peers varied from 5 minutes
to 511 bminutes. . Students utilized the deans' time in a range from 75
minutes (Dean 5) to 344 (Dean 2). The least amount of contact between
the deans and intra-institutional participants was with the dean'sfv'
administrative superordinates. Among the e.xtra-institution;l'
sub-categories, the greatest amount of contact by the deans in the Fall
obgervation period was with those who were representatives of other
institutions. ,. None of the deans had contact with government
representatives. - Only one dean had contact with representatives of a
professional association and only two deans utilized a minor amount of
time in, interactions with individuals who were determined to belong in
the "other" category. |

‘Table 13 presents data which result when the data from the
Spring and Fall observation periods are combined. ' The data provide a
composite‘ summary of participants in the activities during the observa-
tion of four deans for six days each and one deaﬂ for three days. These
ob-servations occurred over a total of 27 working days. In all cases
joint activities exceeded solitary activities in terms of the amount of

time and the number of activities which the deans invested. Similarly,

intra-institutional activities exceeded extra-institutional activities
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in all cases. Of the four deans for whom there is a complete set of
data, all had at least 1 interaction with h?r administrative super-
ordinate although the length of time involved varied from 4 minutes to
275 minutes. The greatest amount of contact among~a11 of the partici—
pant sub-categories was the subordinate category. The amount of time
and the number of interactions with peers ranged from Dean 5 with 9
minutes to Dean 4 with 851 minutes. All deans had contact with stqdents
as shown in the combined Spring and Fall observational data in Table 13.
The category among the extra-institutional participants which showed the
greatest amount of contact by the deans was with representatives of
other institutions. Only one dean had int%factions with representatives
of professional assqciations. A different dean had the only contact
with government representatives. All deéns except one had minimal
interactions with categories of individuals who were classified as

.

belonging in the "other" category.

Individual Deans'.Distribution
of Time Among the Categories
of Participants

Dean 1. Figqure 21 illustrates the maﬁner in which Dean 1}
distributed her time among the categories of participants during the’two
periods of observation. In the Spring observation period Dean 1 spent
17% of her time on solitary activities whereas in the Fall she spent
30% of her time on solitary activity. In the Spriﬁg, joint activities
demanded 72& of Dean 1%s time and, in the Fall, this figqure increasgd
slightly to 74%. Intra-institutional and extéaiinstitutional activities

required 46% and 27%, respectively, of the Dean's time during the Spring
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whereas they required 54% and 20% respectively in the Fall. Dean 1
spent no time with her administrative superordinates during the Spring
and only 8% of her time with them during the Fall observations.
Subordinates utilized 13% and 23% of Dean 1l's time during the Spring and
Fall resgpectively. Peers demanded 27% lof Dean 1's Spring working time
but only 9% of her Fall working hours. Dean 1 devoted 7% of her time
during the Spring to interactions with students and 13% of her time in
the Fall to them. Extra-institutional participants utilized 27% of the
Dean's time during the Spring but this figure was reduced to 20% during

a

the Fall. Time spent w~ith representatives of professional associations

stayed relatively =h san from Spring to Fall (l4% and 15%
respectively). “epres: 5 of other 4dnstitutions were given 8%; of -

Dean 1's time during tne Spr ..g and 5%. of her time during the Fall. ‘ No
time was spent with government representatives during either\
observational period. - Only 2% of Dean 1l's Spring working time was spent
with others not classified among the preceding categories; during the
Fall, no time was spent with anyone not clagsified above.

Dean 2. The categories of participants on which Dean 2 chose
to spend her time during the Spring and Fall observational periods are
compared in Figure 22. There were more joint activities than solitary
activities during both the Spring and@ Fall observations. Similarly,
there were more Spring and Fall interactions with intra-institutional
participants (68% and 49% respectively) thaa «with extra-institutional
participants during Spring and Fall (24% and 2¢s, regpectively). Dean 2
spe_nt ‘2% of her Spring working hours and 13% of her Fall working hours

in activities which also involved her administrative superordinates.
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Administrative subordinates demanded 62% of Dean 2's timékduring the
Spring observations but only 15% of her time during the Fall observat-
ions. Only 4% of the Dean's time in the Spring was occupied by intgr-
actions with administrative peers. This figure was reduced even lower
invthe Fall (0.2%). Contact with students during the Spring was only
0.5% of Dean 2's time; however, this increased to 19% during the Fall.
No time was spent with representatives of professional organizations or
the government during either of the observational periods. Representa-
tives of other institutions occupied 24% of the Dean's time in the
Spring and 26% of her- time in the Fall. No one was seen during either
of the observation periods who could not be classified in one of the
categories above.
Dean 3. As noted previously, o;ly Spring data are available for
Dean 3. As illustrated in Figure 23, solitary activities were exceeded
by join; activities in the Spfing observation of Dean 3 and intra-
institutional interactions exceeded extra-institutional ones. Dean 3
spent no time with her administrative superordinates and only 5% of her
time with her administrative subordinates. The gréatest amount of
contact (22%) with participants classified in the intra-institutional
sub-categories occurred with those categorized as being peers. Students
received 9% of Dean 3's time. Her remaining time was occupied by
representatives of other institutions (28%) and by individuals not
fitting the operational definitions of the previous categories (1%)., No
time was spent with representatives of either professional associaﬁions

A
or the government during the period of observation.
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Dean 4. The distribution of Dean 4's time among the various
categories of participants is shown in Figure 24 for the Spring and Fall

N

obgervation periods. During the Spring Jjoint activities required a
great deal more of the Dean's time than did solitary activig}es. In the
Fall, joint activities continued to require the larger -percentaqe of
time but not to the same extent as in the Spring. Intra-institutional
activities in the Spring demanded 64% of the Dean's tim& as opposed to
extra~ingtitutional activities which required 32% of Dean 4's time.
Among the Intra-institutional sub—-categories of participants in Dean 4's
activities, the greatest amount of time in the Spring was devoted to the
Dean's subordinates who received 32% of her time in contrast to the 10%
which they received in the Fall. Dﬁring the Fall the intra-ingtitu-
tional sub-category which received the greatest amount of Dean 4°'s time
was her administrative peer group which received 23% of her time as
opposed to‘the 20% which they received in the Spring. Students occupied
approximately the same amount of the Dean's time in both the Spring and
the Fall observation periods (9% and 10% respectively). No time was
spent with administrative superordinates during the Spring and only 6%
of Dean 4's Fall working hours Qere spent with her administrative super-
ordinates. Among the categories which represent extra-institutional
contacts the great;st amount of time in both the Spring and Fall
obgervations was spent with representatives of other institutions_(30%
and 9% resgspectively). Only 2% of Dean 4's time_‘ in the Spring was
occupied by contact with government representatives and none of her,.time
was used in this manner during the Pall. No time was spent duging

either period of observation with representatives of other institutions
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and only 0.5% and 0.3% of Dean 4's time was spent in interactions with
people who were outside the operational definitions for the preceding
cdtegofies. - «w

Dean 5. Figure 25 presents a graphic illustration of the manner
in which Dean 5's time was distributed among the various categpries of
participants. The percentage of time spent on joint actiQities, in both
the Spring.and the Fall observations, was larger than the percentage of
time spent on sglitary activities. Likewise, time spent in intra-insti-
tutional interactions was greater than that spent in extra-institutional
interactions during both observational periods. Dean 5 spent. the
greatest amount of her time, in both Spring and Fall (32% and 36%
respectively) with her administrative subordinates. Students received
1;%'of Dean 5's time during the Spring and 6% of her time during the
Fall. Administrative -superordinates and peers occupied so little of
Dean 5's time during the Spring (0.1l% and_.OS% respectively)Aand during
the Fall (0.l1l% and 0.5% respectively) that they fail to show on the
graph. No contact was experienced with representatives of e’ “er pro-
fessional associations or the gpvernment during the two .. vation
» ~i»ds. Interactions with individuals who did not conform to the
~c-:tional Adefinitions established for the preceding categories

ccupied 2% cf Dean 5's working time during the Spring and 1% during the
Fall.
Distribution of the Deans'

Time by Individual
Category of Participant

Solitary Activities. Data related to the time spent by each of

S the deans in solitary activities are summarized in Table 1l4. The number
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of times that the deans were engaged in solitary activities during the
Spring ranged from 26 to 44 and from 29 to 63 in the Fall. The deans
averaged between 8.6 and 14.7 periods of solitary activity during the
Spring and during the Fall they averaged betwen 9.6 and 21.0 periods of
solitary activity. The range of time which the deans devoted to soli-
tary activity during the Spring observations varied from 234 minute_s to
586 minutes. The Fall range of time for this activity was between 368
minutes and 881 minut%s. During the Spring the average duration of each
period of solitary activity varied from 7.2 minutes to 14.3 minutes.
In Figure 26, the percentage of/{jyné/ which each of the deans devoted to
solitary activity during the oLo observat’ion periods is compared. Each
dean's cumulative percentage for the two periods is also shown. The
graph illustrates the fact that the deans spent more time at solitary
activities during the Fall (32.3%) than they did during the Spring
(21.4%) with £he cumulative mean being 27.9%. In all individual cases
for which there is a complete set of data the deans spent more t‘ime on
solitary activities in. the Fall than they did in the Spring. During the

Spring, Dean 3 spent the greatest percentage of time (38.7%)" on solitary

-

activities of all the deans. Dean 4 spent the least amount of time\\‘

(13.7%) of all the deans on solitary activities. Deans 1, 2, and 5§
spent 16.8%, 18.2%, and !4.5% of their time re‘spectively on eol'i;t:ary
activities during the Spring observation period. In the Falll the
largest percentage of time spent on solitary activities was 40.2% (Dean
5). Dean 4 followed cloéely with 38.8% of her Fall working hours spent
in solitary activities. Dean 1 was occupied with solitary activities
for 29.8% of her time during the Fall., The lowest percentage of time

spent on solit&ry activities during the Fall was 20.6% (Dean 2).
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~

Joint Activities. As shown in Table 15, the number of the

deans' activities which involved other partici[;ants ranged from 31 to 56
in the Spring and from 35 to 52 An the Fall. The deans averaged between
10.3 and 18.6 joint activities per day during the Spring. 1In the Fall
observation period, the range for the average number of joint activities
per day varied between 11.6 and 17.3. The amount of time spent on joint
activities in the Spring varied from a high of 1791 minutes to a low of
911.minutes. In the Fall the highest amount of time spent in joint
activities was 1399 minutes; the least axhount of ‘time spent in joint
activities was 888. The longest average duration of a Joint activity in
the Spring- was 34.4 minutes; the shortest was 18.2 minutes. The Fall
average duration for joint activities varied from 19.3 to 36.8 minutes.
Figure 27 represents the percentages of time spent by t.c deans on joint
activities. The mean amount of time allocated to joint activities by
the deans was 80% in the Spring and 67% in the Fall with a cunmulative
mean over both periods of 73%. The graph shows that the greatest
percentage of time spent on joint 'acbtivities during the Spring was 97%
'(Dean 4) followed closely by Dean 2's 92%. Deans 1, 3, and 5 utilized
72%, 69%, and 70% iespectively of their time on joint activities during
the Spring. In the Fall, the percentages of time spent on joint
activities declined in three cases (Deans 2, 4, and 5) to 74%, 57%, and
65%, respectively, as opposed to the Spring observations. Dean 1's
joint activities increased modestly to 74% in the Fall.

Intra-Institutional Participants. In Table 16 the summary of

time spent by the deans in activities involving intra~institutional

participants 'is shown. This. category was comprised of the
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sub~categories of administrative superordinates, administrative subordi-~
nates, administrative peers, and students each of which will be

discussed separately in the following paragraphs. The purpose in this

paragraph is M“- collectively those activities in which the

k]

deans wewe" jrivy ntra-institutional participants. The Spring
€ ! o

-3

- Je;‘ncounters with intra-institutional participants

3.

ranqe‘,-foi"“‘

N ' . N ~
While the Fall .range was between 34 and 41. The

was between "20° a.n.d;.%’

deans had averages for the number of intra~-institutional encounters per
day ranging from 6.6 to 17.3 durinc the Spring and from 9.3 to 13.6
during the Fall. The total amount of time devoted to these.intra-insti—
tutional encounters in the Spring observations was from 682 minutes to
1331 minutes and in the Fall from 562 minutes to 1086 minutes. During
the Spring, the highest average duration of these encounters was 30.5
minutes and the lowest average duration was 18.9 minutes. The highest
average duration for encounters with intra-institutional participants in
the Fall was 38.8 minutes and the lowest average duration Qas 1_5.6.
minuteg. As Figqure 28 shows, the mean percentage of time spent on
intra~institutional encounters by all the deans during the Spring was
54%7 and during the Fall it was 48% with a combined mean over the tv{o
periods of 51%. Dean 2 spent the greatest amount of time (68%) on
interactions with intra~institutional participanﬁs during the Spring
observations followed closely by Dean 4 who spent 64% of her Spring
working hours on this activity. Dean 5 was occupied in this fashion for
53% of her time during .t}}d Spring. Intra~institutional encounters
required 46% of Dean 1's time and 37% of Dean 3's time. In the Fall

De_ans 2, 4, and 5 all reduced their time commitment in this area to 49%
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48%, and 41% respectively, while Dean 1 increased hers to 54%.

Superordinates. Table 17 shows that all deans for whom there 1ig

A complete set of data spent at least some time on interactions with
their superordinates during the two observation periods; however, the
amount of time involved was minimal. During the Spring three of the
deans had no contact with their superordinates and the other two had
only one contact each with theirs. In the Fall all ‘.Of the deans
observed had contact with their superordinates} three had 1 contact each
and the fourth had three contacts. During the Sbring, those deans who
had contact with their superordinates all averaged 0.3 contacts per day.
The Fall observations revealed an ave'rage number of daily contacts of
either 0.3 or 1. The time spent with superordinates in the. Spring was
35 minutes for one subject and 2 minutes for the otfher‘ During the Fall
the timg spent in this fashion ranged fromb 2 minutes to 240 minutes.
The two deans who hag Spring encounters with their superordinates had
average durations for their interactions of 35 minutes and 2 minutes.
In the Fall the average durations of encounters with superordinates
ranged from 2 minutes to 240 minutesg, As Figure 29 illustrates, the
Spring mean for percentage of time spent in contact with superordinates
by all of the deans was 0.5% while the Fall mean was 7% and the combined
mean over both periods of obgervation was 4s. Dean 2 gpent 2% of her
time in the Sm‘;tqu with her superordinates and Dean 5 spent 0.1% (an
amount too small to register on the graph). In the Fall, Dean &
fmintainea the same percentage as in the Spring. The other three deans
H(Doans 1, 2, and 4) all increased the percentage of time which they

spent with their superordinates to 8%, 13%, and 6% respectively.
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Subordinates. Table 18 summarizes the A=t~ related to the

‘deans' interactions with subordinates. The highest number of inter-

. N Al
actions duxing the 8pring was 44 and the 1Bwest number was 6. During

the . Pall observat.llon period the number of interactions with subordinates
. : .

varield ngLéh 14 and 32. The Spring range for the average number of
i"ntéractio'ns per Aay was from 2 to 14.6 while the Fall range was 4.6 to
10.6. ~'1‘}’1e amount of time that the individual deans spent with their
sﬁi;orvz‘ii\‘riates was between 79 mi’nuﬁés and 1220 minutes for the Spring and
betwe;an 211 minutes and 492 ;ninutes in the Fall. The average duration
of each encounter with subordinates varied from 9.1 minutes g 27.7
minutes in the Spring and from 10.7 minutes to 16.5 minutes in the Fall.
Figure 30 presents percentages of time spent by each’of‘ th:a deans with
subordiﬁates during the Spring and Fall observational periods and a-

cumulative percentage over the two periods combined for comparative

purposes.. The mean time spent by all the deans with their subordinates

during the Spring was 30%, wherqa;i‘ the Fall mean was 19% and the
cumuiative mean, over both periods waié: 25%. Dean 2 gpent the greatest
portion of time .(62%) with administrative subordinates during t'he
Spring. Deans 4“Q;d 5 each utilized the same percentage (32%) of time
131 this manner. Deans 1 a.nci 3 spent 13% and S%Qrespectively, of their
Spring working hours in encounters with subordinates. During the Fall,
36% of Dean 5's time was devoted to her subordinates. Dean 1 required

AL

23% of her Fall worki'xg hours for interactions with her subordlnates.

» During the Fall, 15% of Dean 2 s time and 10% of Dean 4's time were used

>?

in contact with their subordinates.
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Peers. All deans had some, albeit modest, amount of contagt

with those who conformed to the operational definition of peers as shown
in Table 19. The greatest number of interactions with peers during the

Spring was 12 and the lowest was 1. The number of Fall interactions
’ } {{:‘}f\/ Sy
with peers ranged from 1 to -io0. The range among the deans for the

average number of encounters per day during the Spring was 0.3 to 4 and
during the Fall it was 0.3 to 2.6. The Spring observatiéns showed a
wide range from 1 minute to 435 minutes for the total amount of time
spent by the deans with their administrative pedrs. Similarly, the Fall
range for the total amount of tim‘g spent in this area was from 5 minutes

to 511 minutes. As would be expected, on the basis of the foregoing
3

statements, both the Spring and Fall observational periods also varied
widely. The Spring average duration for peer interactions rang®d from 1
minute to 43.5 minutes and the Fall range was 4 minutes to 51.1 minutes.

Figure 31 permits comparison among the deans as to the percéntage of

time spent on interactions with their peers. The mean percentage of
interaction for the Spring observation period was 13% while the mean

- percentage w‘as 10% for the Fall and the mean over the two ‘f:eriods

combined was 1l.5%. The greatest amount of time spent with péers during
:,34 E

the Spring w%’g Yp (Dean 1); the least amount of time was 0.05% (Dean

. e

,’3‘)‘, a}l’amount too mall to show on the graph. Deans 2, 3, and 4 were
. ) .

observed to spend 4%, 22%, and 20% resspectively of their Spring working

-y
B 9

. caw
hours with their peers. The lowest Fall percentage of time spent with
peers was Dean 5 with 0.5%, again an amoumt too small to be perceptible
on the graph. Deans 1 and 2 both decreased the amount of time they

spent with their peers to 9% for the former and 0.2% for the latter

~

during the Fall. :
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Students. Table 20 shows that the range for interactions
@etween the deans and their students was from 2 to 7 in the Spring and
from 1,to 7 in the Fall. Daily student interactions averaged in the
range between 0.6 aﬁd 2.6 during the Spring and between 0.3 and 2.3 in
the Fall observation period. Time spent by the deans in interactions
wit'h students during the Spring varied widely from 8 minutes to 231
minutes and during the Fall from 75 minutes to 344 minutes. Correspond-
ingly, the average duration of each student interaction during the
Spring ranged from 4 minutes to 78.5 minutes and during the Fall from
49.1 minutes to 78 minutes. Figure 32 provides a graphic comparison of
the percentage of time that the deans spent with students. The mean
percentage of time during the Spring that the deans spent with students
was 8% whereas the Fall mean time for the same group of é’rticipants was
12% with the mean time over the combined observational periods of 10%.
Dean 1 spent 7% of her time during the Spring with students and 13% of
her time during the Fall. During the Spring, Dean 2 spent 0.5% of her
time with the ;atudents and during the Fall she spent 19% of her time
with them. For Dean 3, only Spring data is available and during that
time she spent 9% of her time with students. Dean 4 spent 9% and 10% of
her time with students during the Spring and Fall, respectively.
Students required '18% of Dean 5's time during the Spring and. 6% during
the Fall.

Extra-institutional Participants. The summary of the amount of

time that the deans spent in encounters with extra-institutional
participants is found in Table 21. Extra~institutional participants

were subdivided into the categories of representatives of professional
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associations, other insf:itutions, and government as well as a category
iébelled "other"™, ;These subfpategories will be discussed in the follow-
ing four paragraphs. The purpose here is to discuss them collectively.
The number of encounters with extra-institutional participants ranged
from 4 to 16 in the Spring and from 5 to 11 in the Fall. The resulting
average number of encounters per day was betvsen 1.3 and .3 in the
S-pring and between 1.6 and 3.6 in the Fall, ™ - highes' amcunt of time
spent in this fashion was 553 minutes in the Spring and 458 minutes in
the Fall. The lowest times were 229 minutes for the former and 205
minutes for the lattér. The daily average of time spent in this type of
encounter varied from 17.6 minutes to 115.3 minutes in the Spring and
from 29.3 minutes to 91.6 minutes in the Fall. Figure 33 permits
comparison of the percentage of time spent by the aeans in extra-insti-
tutional encounters. The mean percéntage of time utilized in this
fashion in the Spring was 26% while the Fall percentage dropped to 18%
and the mean-percentage over both time periods combined was 22%. During
the Spring observation period, Dean 1 devoted 27% of her working time to
encounters with extra-insgtitutional participants. —;ﬁis figure déclined
Lgliqhtly to 20% during the Fall. Dean 2's percen£ages of time for
extra-institutional participants were very close to each other for both
Spring and Fall (24% and 26% respectively). Dean 3 spent 29% of her
time duriﬁg the Spring, the only per%o'a for which data are available.
Dean 4 was involved in acﬁivities with extgé-institutionﬁl participants
for 32% of her time dur{ng the Spring but for only 9% of her time during
the Fall. The Spring ;ncounters with extra-institutional participants

>

- required 18% of Dean 5's time but the Fall required 22% of her working

. hours. 7 -ﬂ'I.L
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—

Representatives of Professional Associations. As shown on Table

22 the only one of the deans who was observed to have any contact with a
professional association during either visit was Dean 1 who had’3
contacts with professional associations during the Spring and 7 contacts
during the F&ll. 'I‘hes\é\ contacts resulted ipn a daily average ‘of 1
' contact per day in the Spring and 2.3 contacts per day during the Fall.
The total time which Dean 1 spent in contact with representat_:iwies of a
professional association was 220 minutes in the Spring and 282 minutes
in the Fall. The average Spring duration of these encounters was 73.3
minutes and the average Fall duration was 40.3 minutes. Figure 34
. .
demonstrates that Dean 1 spent 14% of her Spring working‘ ‘time with

répreaentatives of professional agsociations and 15% of her Fall working

time with a combined percentage over the two periods of 14.5s.

Representatives of Other Institutions. Table 23 shows that all
of the deans had contact with representa: ves of other institutions

h‘;ﬁring both observation pei'iods. The m,ulb.t of suéi encounters ranged

“

from 4 to 9 during the Spring observation period and from 4 to 8 durj:ng

" <4
ASS

th;: Fall. The average daily number of .ﬂ!u;untégs' wi'th representatives//\s—
of otHer institutions varied betwesn 1-3:.and 3 in the Spring and betweens:
1.3 and 2.6. for the Fall. The range for the botal" ‘tilpe spent in these
encounters was 136 minutes to 506 minutes in theQSpri:g' and 102 mi;nutes
to 458 mirintes in the. Fail. The resulting average durations for__
encounters with representati:; of other institutions were between 17
minutqs and 115.3 minutes in ﬁhé Spring and between 25.5 minutes and

91.6 minutes in the Fall. Figure 35 offers an illustrative comparisqpy

of the percentages of time that the deans ,spent in interactions with

-
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representatives of other institutions. The mean Spring percentage of
time spent in this manner was 21%; the Fall mean was 14% and “t‘:he cumula-
ti:re mean over the two periods was 17.“5%. Dean 1 spent 8% of her time
d‘uring the Spring in encoupters of this sort and 5% of her Fall time.
"?’ : Dean 2 spent 24% and 26% of thé time 'during the Spring and Fall, respec-
~tively, in interactions with representatives of other institutions.

Dean 3, for whom only Spring data are available, devoted 28% of her

gL
working time during the Spring to this"\:ype of participant. Encounters

IR

i
4 of this type requied 30% ofi Peaq 4's time in the Spring but only 9% ?@'
v, “ " S

\

g
her time”in the Fall. Dean 5 spent 15% and 21‘% of her time i
f N & )
actions with representatives of other institutions during thg Spring and

x

-

Fall, respectively. i » ’
" N . > .
™ Government Representatives. - Only Dean 4, as Table 24 shows, had

C g
contact during the observational periods with representatives of govern-

W% ment. This sirgle Spring encounter required 36 minutes or 2% of the

3 -

3

Dean's time. )

Other. As operftionally defined, this catégory was reserved for
" ~
v those extra-institutional partic panﬁi in the deans activities who d.ld 1€

-

not conform to the operational definltions established for the other

su)&,—p&tegories which were considered above. Table 25 shows that only

EEIY b I
Dean 2 had no encounters of this type. Dean 1 had 3 encounters_‘during g
the Spring and zbne in the Fall. The greatest number of encounters ‘

observed in this category in the Spring was 5 followed by numbers of 4
<

and 1. The range for average daily encounters in the-s-pring was 0.3 to

1.6 and in the Fall it was 0.3 to 0.6. .The time spent with participants

in this cateqory ranged from 1l minutes to 31 minutes in the Spring. 1In
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_which emerged from the data.

166
the Fall the times for the two deané&xo were observed to have such
contacts were 7 minutes and 20 minutes. The average duration of Spring

encounters of this nature varied between 3.4 minutes and 11 minutes.

The Fall result;é were 7 minutes and 10 minutes. Figure 36 presents a

graph. showing the miniscule percentages of time in which the deans were

involved with participants who were classified as "other". The Spring

mean for this sub-category was 1% dnd the Fall mean was 0.4% resulting
e . , p
i a cumulative percentage of 0.7% over the two combined periods of
’ & .
X y~‘. . . ‘ 2w
' s;gent 2% of her time in the Spring with these
S ) _ »

observation. De,

participants and ne
not spend any time with this caﬁe'gory of participant during either the

Sﬁfing or the Fall. Dean 3, for whom only Spring data are Available,

L)

spent 1% of her time in this fashion. Dean 4 was required to commit
0.5% and 0.3% of her time to this category during the Spring'&n.d Fall

respedtively. Dean 5 utilized 2% and 1% of her time in this way during

P

it

the Spring and Fall respect“.iveiy.‘ . ~ .

Jlassification of the Type of
Partt¥ipants in the Nursing
Dean's Activities: A Composite .

The purpose of this section is to provide a synthesis of the

data presented in the preceding three sections. A cbmposite. of the

o
types of participants involved in the Deans' activities is presented.
: , - 3 ]

v

Table 26 summarizes the mea;ms for the time spent by the subject deans

. ~
with each of the categories of particigants in the classification scheme
4

<

. her Fall working hours with them. Dean 2 did

L]
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As shown in Table 26, the five deans from the sample observed spent more
time 1in the Fall on solitary activities than in the Spring and,
conversely, a greater amount of time on joint activities during the
Séring than in the Fall. Activities involving intra-institmtional

: participants were quite constant during both Spring and Fall, while the

-

greater amount of contact -with extra-institutiogal participants in the

Spring over the Fall accounted for most of,xﬁf difference in the amount .

- u..

of joint activities between the two observabq’nal peériods. As shown- in

Table 26, a greater amount of time iq ;Qe Fall wi' spent with
4 EL

W

representatived of profess rial associationr\
group in the Spring. Cofitact with represehtat&

"_;v’s mnt with this

' 33 other 1nstitution$1

was greater for the subject deans during the Spring. Governméent

contacth occurred in the Spring rather than the Fall. Others who do not
e R Ny
conform to the operational definitions developed for‘ evious categorie

contacted the subjects in this study moretgn the Spring than in the
)

Fall.l ) i} ' .
) . The percentages of time that thel¢) Sjécé deans devofed to each

of the categories in the classificatioﬂ during the Spring and the Fall
are shown in Fi§ure 37. During the Sp;an,'the deans spent 21.4%'of °

their tifre in soiitary_activities, while joilt activities occupied.:he ‘
remnindeg of their time. Joiet activities, when divided into |
intra-institutional and extra-institutional required 54% and 26%
reSpectively of the subject deans' time. The sub;categories of e
intra-institutional participants, i.e., superordinates, subordinatee,
peers, and students, required 0.5%, 10%, 13%, aﬁd 8% respectively, of

the subjects' time during the. Spring. Representatives of the
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Figure 37

Pfopgreions of the Nursing Deans' Time Spent on the
Categories Within the Classification of Aetivities
by Participants: Composite Summaries for Spring and Fall
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professional associations occupied 3% of the deans' time during the
Spring. As Figure 37 shows, representatives of other institutions
constituted ®he majority of the subjects' extra-institutional contacts

during the Spring becauseﬁ;y occupied 21% of the deans' time. Contact
. -

/

N with girnment representatives required 0.4% ‘of the time: of the

' , .
'subjects in this study, with othérs who did not conform to the three

)

preceding categories req‘uiﬂng 18 -of their time, during—the/pring. ‘In

)

' the Fall, the population of deans, studied dist’&buted time slightly

&
‘

erently among’, the classification of perticipants‘“;in -their

L

vities. The percentage of -time spent in solitary activities in the

as 32, 3% while the remaining joint activities comprised 67% of the

b
deans é%he. ' Time devotes to’ the sub-categories within the joint

activities categoryb i. e., intra-institutiopal and extra-institutional,
I

during the Fall wezp 48% and 18% respectively. The percentages of time
A

that the subject deans spent on the sub-categories which constitute
'S . 1 _

intra-institutionsl perticipants are 7% of their &Zime for

superordinates, 19% for subordinates, 10%- for peers,. and 12% for
students. The ° sub-categories within the extra-institutional

participants received 3.5% of the deans' time for representatives of

professional associations, 14% for representatives of other

institutions, and 0.4% for tiose who were not otherwise classified.

The data from ‘these- two seéarate time periods, i:e., Spring
and fall, were combined and the results arg:imovided in Figure 38. "The
deans of nursing, based on the sample stndied; spent 27.9% of their.time

in solitary activities and 73% of their time in joint activities.

K

Within the joint activities, intra-institutional activities required Slt :

&P

LR
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Figure 38

t

" Proportions of the Nursing Deans' Time Spent on the
Categories Within the Classification of Ac¢tivities
’ by Participants: An Aggregate
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of their time and extra-institutional ac¢tivities required 22w, Amanc
the intra-institutional participants, superordinates took 4% of the
subjects' time, subordinates_ZS%, peers 11.5%, and students '10%. Withir
"the - extra-institutional participant gfoup, ’repreaentativeé" of
. ) i 3
profes;ional associations received; 3.5% of the dean's time,
representatives: of other institutjons’17.5%, government representatives

0.2%, and others not previously classified 0.7% of her time.



Chapter 5
DATA ANALYSIS: PART II

The purpose of this chapter is to present the results of the
analysis of the high inference level data, as defined in Chapter 3,
related to the purpose for which an activity was performed. These data
were generated by the structured observation of five Deans of Nursing at
canadian universities. The chapter is divided into four sections. The
first section presents' an overview of the data. The seéond section
contains a report of the manner in which each of the individual deans
distributed her time among the purposes for which activities were
performed. A comparison of the amount of time which the deans devoted
to each of the categories is found in the third section. The chapter
cbncludes with a section which presents composite and aggregate
summaries of the proportions of time that ;ﬁe five Deans of Nursing

spent on each of the categories within the classification system.
Overview

As discussed in the data analysis section of Chapter 3, when
Sehavioural units were arranged into groups of activities having similar
purposes, thirteen categories falling into four <clusters were
jdentified. The first three clusters, comprising ten categories, were
so similar to those identified by Mintzberg (1973:58-94) that his
definitions were adapted for use in preparing the data for presentation

174
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in this . apter. The last cluster of three cag_egories was unique to the
data in this study and required initial definition before being dsed to
prepare the data for consideration in this report. The operational
Adefinitions for all four clusters and thirteen categories can be found
in Chapter 3 on pages 70 to 73. :

Table 27 contains a summary of the deans' Spring activities by
purpose for which the activities were performed. The amount of time
related to each category of purpose is shown as well as means for the
-amount of time in all categories. During the Spring, the time which the
deans devotgd to in£erpersonal behaviours varied from 270 minutes to 853
minutes with a mean of 466 minutes. The figurehead category of
behaviours, within this cluster of activities, required contact which
varied from 65 minutes to 412 minutes. The mean for figurehead
activities was 173 minutes. The range for leader behayiours during the
Spring observation period was between 5 minutes and 412 minutes.
Liaison behaviours required from 29 minutes to 279 minutes with a mean
of 147 minutes. The informational behaviours constituted the second
cluster within the classification system and required commitments from
the deans which ranged from 201 mir}_ut_:\_es, to 395 minutes with a mean of
307 minutes. Within this cluster, the monitor behaviours ranged from
156 minutes to 289 minutes; disseminator behaviours ranged from 24
minutes to 85 minutes; and spokesman behaviours ranged from 5 minutes to
52 minutes. The decisional behaviours, which made up the third cluster

of behaviours required commitments from the deans which ranged from 165

minutes to 461 minutes. During the Spring, only two deans were observed
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to engage in activities which were classified as being entrepreneurial
in purpose. The mean for entrepreneur behaviou¥s during the Spring was
78 minutes. @®isturbance handler behaviours ranged from 6 minutes to 272
minutes. The range presented for resource allocator behaviours was 15
minutes to 293 minutes. Four of the deans were obs'erved to, perform
activities for which the purpose was to .n'egotiate. The range for this
category of activities extended from 14 minutes to 90 minutes. The
fourth cluster of activities was comprised of those activities for which
the dominan; purposé was scholarly. These scholarship behaviours

]
required commitments from the deans which ranged from 154 minutes to 507

.

minutes. During the Sérinq, the teacher beh;viou'rs within this cluster
of activities varied from 6 minutes to 412 minut:es.Q Behaviours classi-
fied as researcherﬂ‘ranged from 95 minutes to 154 minutes. The mean for
this category was 130 minutes. Only two deans were observed during the
Sprin?g period to engage in behaviours which were classified as author.
The mean for this category of activity was 32 minutes.

. The éata related to the Fall observations of four deans are
preéented in Table 28. The f.irst cluster of behaviours, . the
interpersonal behaviours, occupied a range from 427 minutes tov 849
minutes. The mean for the interpersonal cluster of activities was 600
minutes. The figurehea&."i:ehaviours within the interpersonal cluster
required commitments frem the dJdeans ranging from 31 minutes to 355
minutes. Leader behaviours demanded between 2 minutes and 370 minutes.
The range for liaison behaviours was from 159 minutes to 405 minutes.

Collectively, the infyomational cluster of behaviours utilired between

478 minutes and 1079 minutes of the deans' time. The mean for this

N e
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cluster of behaviours was 704 minutes. Fw1thin #he decisional cluster,
those activit.ies whose purpose was judged to be of an entrepreneurial

)

nature re~quired commitments from the deans which ranged from 20 minutes
to 116 minutes. One dean did not demonstrate any activity in this
-category. Also, in the cate\;ory which conéidere'd activities ' whose
purpose waé-the handling of disturbances, one dean did not demonstrate
any activity during the three day Fall observat‘ion. The other three
deans were occupied i)y disturbance handler activities in a range“ between
18 minutes and 59 minutes. Resource allocator behaviours ranged from 5
minutes to 131 minutes. During the Fall observational period, none of
the deans was obéerved to commit ’any time to activities whose purpose
was -negotiation. The fourth cluster of behaviours, those whose purpose
was scholarship, varied fro‘;n 72 minutes to 464 minutes during the Fall
observations. Teach?‘ behaviours ranged from 41 minutes to 411 minutes
while researchep. beh.av;.o'urs were conducted in a range from 31 minutes to .
59 minutes. During the Fd11l, none of the deans engaged in activities
whose purpose could be classified as author.

Te'able 29 pres;ants data which are the result of combiningethe
findings of the two observational periods and considering them as a
whole. The data indicate that the interpersonal cluster of behaviours
required a greatAer amount of time than the other clusters in two cases;
in two cases it required the second greatest time commitment; and in the
fifth case “it required the third greafest time commitment of the four
clusters of behaviours. Thé mean for the intgrpersonal cluster of

behaviours was 533 minutes over the two combined periods of Observation.

Within the interpersonal cluster, figurehead behaviours required the
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greatest amount of time in one case; leader behaviours required the most
time in one case; anc?'_j;n three cases the greatest amount of time in this
cluster of behaviours was .devoted to liaison behaviours. The means for
figurehead, leader, and liaison behaviours were 180 minutes, 144
miﬁutes, and 213 minutes respectively. Among the five deans, two
devoted the greatest amount of their time to informational beh;viours
over the two combined observation periods; one dean gave informational
behaviours second priority on heAr time; and two gave this cluster of
behaviours third priority. The mean for this cluster of behaviours was

505.5 minut'es. ‘Within the informational cluster of behaviours, all
deans gave highest priority to monitor behaviours. Two deans gave
second priority on their time to the disseminator behaviours and three
deans gave second priority for time within this cluster of behaviours to
sggkesman behaviours. Mean times for this cluster of behax;iours over
the two combined periods of observation were 832 minutes for monitor,
73.5 minutes for.disseminator, and 102 minutes for spokesman behaviours.
Decisional behaviours ranked fourth among the clusters for four of the
deans according to the amount of time which they devoted to this cluster
of categories; one dean placed it third in priority for her use of time.
The mean for the decisional cluster of behaviours was 214 minutes. The
categories withiﬁ the decisional cluster of behaviours varied in the
order of their priority for the deans. As judged by the amount of time
devoted to them, one dean ranked entrepreneur behaviours of highe;t
priority among the categories within the decisional cluster; one dean
rated disturbance handler behaviours highest; three rated resource

allocator highest and one ranked negotiator highest. The means for the

four cateqories within this decisional cluster of behaviours, i.e.,



“« 182

//
entrepreneur, disturbance handler, resourqe allocetor, d‘”ncgotiator,

were 59 minutes, 58 minutes, 78.5 minutes, anq!l”ﬁ m nutes respec-

I
tively. Over the two combinedd pe%iods of oblervation, scholarship

-\ N

\k' \

behaviours received the greatest. g\ﬁgunt of t‘ﬁ]le among the four
clusters, from one dean; the second greatest ;mount of time from two
deans; third greatest amount of time from one dean; and the least amount
of time from one dean. The mean amount of time for the scholarship
 cluster of behaviours was 348.5 minutes'. Among the categories within
the scholarship cluster foﬁr of the deans devoted the greatest amount of
time to teacher behaviours and one of the deq‘_ns devoted the greatest
amount of time to researcher activities. During the periods of observa-
tion only two of the deans spent any of their time in activities which
were consistent with the operational definition for author behaviours.
The means for each of the categories with_in the scholarship cluster
were: teacher, 246 minutes; researcher, 86 minutes; and author, 16
minutes. Among the thirteen categories in the classification system,
the teacher behaviours received the highest mean for the amount of time
devoted to it by the deans. The category to which the deans devoted the
least amount of time, as judged by the mean time, was author behaviour.

Individual Deans' Distribution of
Time Among the Categories

Dean 1

Figure 39 represents the percentage of time that Dean 1 spént,
during the Spring and Fall obgervations, on each of the categories
within the clusters of behaviours in the classification which considers

administrative activities according to the purpose for which they were
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performed. Among the four clusters of behaviours, Dean 1 spent the
greatest percentage of her Spring working time (33%) on interpersonal
behaviours. During the Fall, this figure declined to 30% which placed
the interpersonal "cluster of behaviours second among the four categories
in the percenta'ge of Dean 1's time which it occupied. During the Spring
and Fall, figurehead behaviours occupied 118 and 7% respectively of Dean
1l's time. Leader behaviours occupied’ the same percentage (4%) of the
Dean's time during both the Spring and the Fall. Liaison behaviours
'increased from 17% during the Spring observation to 19% during' the
Fall.

The cluster of behaviours which had an informationﬁl purpose
required 19% of Dean l's time during the Spring observation, but during
the Fall observation this increased to 40%, the greatest proportion of
;:ime required by any of the four clusters. Within the informational
cluster of behaviours, monitor behaviours required 14% of Dean 1l's time
during the Spring increasing to 20% during the Fall. Disseminator
behaviours occupied only 1.5 of her time during the Spring but
increased to 118 during the Fail observation. Simillarly, spokesman
behaviours. increased from 3% in the Spring to 9% in the Fall.

Decigional behaviours occupied 29% of Dean l's time during the
Spring but only 9\. during the fall. Three of the four categories:within
this cluster of behaviours were lower in the Fall than in the Spring::

entrepreneur behaviours went from 8% of Dean 1's time to 1%; resource

.

allocator from 18% to 7%; and negotiator from 2% to ON. The only

category among the decisional cluster of behaviours to be greater inh the
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Fall than in the Spring was the disturbance handler category which was

0.5% during the Spring and 1% Auring. the Fall.

'

Scholarship behaviours also were observed to require a lower

-

porcentage of Dean 1's time during the &11 (21%) as opﬁo.cd to the

Spring (23w). Howcver, within this cluster of behavliours the teacher

cateqm behaviour was 10% in the Spring and 198 in the Pall, while
researcher behaviours and author behaviours both were obierved to bak

fewer in the Fall (0% and 5% renp‘ct’ivelj) than in the S#ing (2% and 9%
' ]

respectively). p /

Dean 2
Figure 40 presents a graphic comparison of the percentage of

time spent by Dean 2 on each of the clusters and categories in the

system which classifies activities according to the purponé for which
]

they were conducted. Data for both Spring and Fall obarva’tion periods
are presented. Among the four clusters of behaviours, Dean 2 -pent the

most time, during both the _Spring . and the Fall ob.ervations, on
N

activities whose purpose was interporsonal (44‘ and 48s respectively).
Within this cluster of activities*Dean 2 was occupied for ‘218 of her

Spring vorking time with figurehead activities. and 208 ©f her.. Fallv

PR

working time was so occupied. Leader behaviours required 21% of@ean
2's time during the Spring but only 5% of her time during the Fall.
Liaison behaw;iours were only given 1.58 of Dean 2's time during the

‘ Spring -but this ﬁ.gufé "togve to 23% during the Fall.
The cluster of activities' which 'conformed to the operational
ey -< -

definition of informational behaviours required 178 6f available working

SRS
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time during the Spring and 27% of available Fall working time. Within
this cluster of behaviours, Dean 2 devoted 12% of her Spring time to
monitor behaviours, and 20% of her Fall time. Disseminator behaviours
received time amounting to 4% during the Spring but only 0.5% during the
Fall. During the Spring, 1% of Dean 2's time was given to spokesman
behaviours, while 6% was uséé for this category during the Spring.

Decisional behaviours occupied 8% of Dean 2's Spring working
time and only 2% of her Fall working time. Within this cluster, no time
was spent on entrepreneur behqviours during the Spring observation but
1.5% was spent on this category during the Fall. In the Spring, 2% of
Dean 2's time was spent on disturbance handler activities while no time
was spent on this category of behaviour during the Fall. Resource
allocator behaviours required 6% of available working time during the
Spring observation but only 0.5% during the Fall period. No time was
used by Dean 2 during either of the observation periods to engage in
negq&iator behaviours.

The cluster of behaviours which was labelled as scholarship
required 20% of Dean 2's time during the Spring and 26% during the Fall.
Dean 2 devoted 10% of her time during the Spring observation to teacher
behaviours and 23% during ;he Fall observation period. Researche:
behaviours received 6% of Dean 2's time during the Spring and 3% durinc
the Fall obgervation. Those behaviours which were cgnsistent with the

operational definition of author received 4% of Dean 2's time during the

Spring but none of her time during the Fall observations.
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Dean 3
As stated previously, only Spring data are available for Dean 3.
Figure 41 1illustrates th;t 188 of Dean 3's time was spent in
interpersonal behaviours. Figurehead, leader, and liaison behaviours
required 8%, 0.3%, and 108, respectively, of Dean 3's time. The
informational cluster of behaviours utilized 13% of Dean 3's time during
observation. Within this cluster, the categories of monitor,
disgseminator, and spokesman required 10%, 2.5%, and 2.5%, respectively,
of the dean's time. Activities whose purpose was decisional required
13% of Dean 3's time. No time was spent on entrepreneur behaviours
during observation. Disturbance handler, Tresource allocator, and
negotiator behaviours required 4%, 3%, and 6% respectively of her time.
The scholarship cluster of behaviours utilized almost twice as much of
Dean 3's time (34%) as any other single cluster of behaviours. Teacher
behaviours and researcher behaviours utilized 27% and.7% respectively of

the Dean's time. No time was spent on author behaviours by Dean 3.

Dean 4

During the Spring, as shown in Figqure 42, Dean 4 spent 20; of
her time on/ interpersonal behaviours, and during the Fall she spent 19%
of her time on this cluster of behaviours. Within the cluster, figure-
head behaviours changed from 4% in the Spring to 10% in the Fall;
whereas leader behaviours were 2% in the Spring and 0.1% in the Fall.
Liaison behaviours also decreased from 14% during the Spring observation

to 9% during the Fall observation.
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Informational behaviours required 17% of Dean 4's time during
the Spring but, during the Fall, the figqure for this cluster of
behaviours rose to 48%, the largest percentage for 'any category \dﬁring
that three day observation period. Spring monitor behaviours occupied
13% of Dean 4's time whereas Fall monitor behaviours occupied 28% of her
time. Disseminator behaviours were 2% in the Spring and 0.4%‘ during the
Fall observations. During the Spring observation period, spokesman
behaviours took 2% of.Dea.n 4's time but in the Fall the figure for this
category of'behayiour rose to 19%.

Decisional behaviours required 27% of available working time
during the Spring but only 3% during the Fall, During the Spring, the
categories within the decisional clu;ter ’ i.e., entrepreneur,
disturbance handler, resource allocator, and negotiator, required 15%,
3%, 5% and 4%, respectively, of Dean 4's time. 1In the Fall observation
period, no time was spent on either entrepreneur or negotiator
behaw_riours and exactly equal percentages (1l.5%) were spent on
disturbance handler and resource allocator behaviours.

The percentages of time that Dean 4 allocated to scholarship
beha(iours during the Spring and the Fall were nearly the same (19% and
208 respectively). During the Spring, teacher behaviours and reseafche;
behaviours received 10% and 9% respectively of the Dean's- time. During
the Fall these two categories received 18% gnd/ 2% respectively of Dean

4's time._ No- time was speht, during either observation period, on

author behaviours.
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Dean S ' \

Interpersonal be.haviours, as shown in Figure>43, occupied 25% of
Dean 5's working tirﬁe during the Spring observation period and 41s
during the Fall observation period. The cJategories wi'thin this cluster
of behaviours required the following percent;ges of Deain 5's time during
the Spring: figurehead, 6%; leader, 16%; and 'l;alson, 3%. During the
Fall observation, figurehead behaviours requifed less (2%) of the Dean's
timg, whereas, both leader and 1liaison behaviours requir;ad larger
percentages of time (27% and 12% respectively).

';'he cluster of behaviours which had informational purposes
required 31% of Dean 5's time during the Spring and 27% of her time
during the Fall observations. Monitor behavj_.ours accour;ted for 22% and
26% of the Dean's time during the Spring and Fall, respectively. In the
$pring, 7% of Dean 5's time was devoted to dAisseminator behaviours while
il% was devoted to this category during the Fall. Spokesman behaviours
received 2% of the Dean's time during the Spring but none of her time
during the Fa.. observation period. . |

Decision.” bvehaviours occupied 23% and 13% of Dean 5's time
during the Spring - ' -all, regpectively. No time at all was spent on
entrepreneur behavic.. . during the Spring observations but 9% of the
dean’'s time was ailock-~ed to this category during the Fall, The
'percentage of time ut¥lize” _.r behaviours which conformed to the
operational definition of disturbance handler was 21s during the Spring

*but declined to 4% during the Fall. Resource allocator behaviours

occupied 1% of Dean 5's time during the 3pring and an almost negligible
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0.03% during the Fall. The Spring observation demonstrated that 1% of
this Dean's time was spent in negotiator behaviours whereas no time at
all was spent on this category during the Fall observations.

During the Spring and Fall, the scholarship cluster of
behaviours received 12% and 5% respgctively of Dean S'Q attent;on, asv
detérmined by the percentage of time. Teacher behaviours only required
0.5% of Dean S'Q\time during the Spring but they required 3% of her time
during the Fail. \Besearcher behaviours received 11% and 2% of Dean 5's
time during the Sp;ipg and Fall, respectively. Dean 5 spent no time at
all on author behavigsrs during either observation period.

Distribution of the Deans' Time
by Indivi@ual Categoxry of Purpose

-]
Interpersonal Behaviours

The interpersonal cluster off behaviours is comprised of those

behaviours which deal primarily with relationships. The categories of
behaviours found within this cluster were figurehead, leader, and
liaison behaviours. Table 30 presents a summary of the amount of time
and the number of activities which-the deans committed to this cluster
of behaviours. During  the Spring observation period, the number of
interpersonal activities that the individval deans were involved in
varied from 14 to 27, whereas in the Fall the range was widef, extending
from 10 to 36. The resulting average number of interpersonal behaviours
per day ranged from 4.6 to 9 during the"Spring observations and from 4.6

to 12 during the Fall. The amount of time that the deans spent on

interpersonal behaviours, during the Spring and Fall observations,

b
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varied from 270 minutes to 853 minutes and@ from 427 minutes to 849
minutes respectively. The average Spring duration of each interpersonal
behaviour ranged from 19 minutes to 27 minutes\i,i""‘while the Fall average
duration varied between 23  minutes and 61 minutes. Figure 44
illustrates the percentage of time committed by each of the deans to
this cluster of behaviours during the Spring and Fall observation
periods, as well as for the two periods combined. The mean percentage
of time utilized by the deans in this fashion during the Spring was 29%.,
during the Fall was 33%, and over the two periods combined was 31%.
During both the Spring and Fall observations, Dean 2 used a greater
percentage of her time for interpersonal behaviours ?44% and 48% respec-
tively) than did any of the other deans. The least amount of time used
in this way was 18% (Dean 3, Spring observation). Dean 1 committed 33%
and 30% of her time to interpersonal behaviours during the Spring and
Fall observation periods respectively. Dean 4 requirecj 20% of her
Spring working time for interpersonal behaviours and 19% for this
clugter during the Fall. During the Spring, Dean 5 was occupied for 25%

P

of her time with interpersonal behaviours but in the Fall this figure

roge to 41ls. ’

Figurehead Beha{riours. The data presented in Table 31
summarizes those activi\ties of the deans' which conformed to the
operational definition of figurehead behaviours. The Spring range fc;r
the number of figurehead behaviours was 3 to 9 and the Fall range was
similar, 3 to 8. The average number of figurehead behaviours per day

during the Spring was between 1 and 3 as opposed to the slightly

narrower Fall range of 1 to 2.6. Time spent on figurehead behaviours
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during the Spring varied from 65 minutes to 412 minutes thile the Fall
range for time spent on this category of behaviour was 31 minutes to 7’3
minutes. The deans varied in the Spring average duration for each
figurehead behaviour from 20 minutes to 82 minutes while the average
Fall duration was between 8 minutes and 46 minutes, Figqure 45 graphi-
cally illustrates the percentage of time _spent by the d4aeans, during
observation, on figurehead behaviours. The means for figurehead
behaviours during the Spring, Fall, and the two periods combined are all
identical (10%). Dean 2 devoted the most time of all the deans to this

TN A~ -

type of behaviour, 21%, 20%, and 20.5% for the Spring, Fall, and
combinéd periods respectively. The lowest amounts of time designated
for this category were 6%, 2%, and 4% for Spring, Fall, and the' twvo
periods combined respectively (Dean 5). Dean 1 was ocr::upied for 1ls, 7%
and 9% of her time during the Spring, Fall, and combined periods respec-
tively. Dean 3, for whom there is onl.y Spring data available, spent 8%
of her time in this category of behaviour. Dean 4 allocated 4% of her
working time during the Spring observation to figurehead behaviours and
10% of her time during the Fall observation to this type of behaviour

resulting in 7% over the t\;lo periods combined.

leader Behaviours. Table 32 gummarizes the data related to the

leader _behlaviour category within the interpersonal cluster of
behaviours. The number of behaviours that the deans utilized for leader
behaviour during the Spring varied from 3 to 21; during the Fall they
varied from 1 to 27. The average number of leader behaviours per day
for Spring was be};veen 1 and 7 while the Fall range was .3 to 9. The

deans spent between 5 minutes and 412 minutes on the category of
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behaviour during the Sprin and maintained a similarly wide distribution
of time, 2 minutes to 370 utes, during the Fall observation period.
The highest average duration of each leader behaviour was 20 minutes for
the Spring and 23 minu?es for the fall. The lowest average duration of
each leader behaviour was 1.6 minuées in the Spring and 2 minutes in the
Fall. Figure 46 illustrates the percentage of the deans' time used for
leader behaviours. The mean percentages of time used during the Spring,
Fall, and combined observation periods were 10%, 8%, and 9% respec-
tivély. Dean 1 used exactly the same percentage of time (4%) for both
the Spring and Fall observation periods. Ieader behaviours required 21%
of Dean 2's time during the Spring but only 5% during the Fall. Dean 3
used 0.6% of her time for this purpose during the one period‘that she
was observed. Dean 4 allocated 2% and 0.1% of her time to leader
behaviours during the Spring and Fall observation periods respectively.
Dean 5 spent more time than the other deans on this category of
behaviour in both the Spring and Fall observations (16% and 27% respec-

tively).

Liaison Behaviours. As shown in Table 33, the number of liaison

behaviours in which the deans wexe involved during the Spring observa-
tions varigd from 2 to 14, and the Fall observations demonsgstrated a
range which varied between the same figures (2 and 14). Obviously, the
Spring ;nd Fall averages for the number of liaison behaviours per day
were also within an identical range, specifically 0.6 to 4.6. The
amount of time which the deans devoted to this category of behaviour
ranged from 29 minutes to 279 minutes during the Spring and from 159 to

405 minutes during the Fall. The average duration of liaison behaviours
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during the Spring was between 15 minutes and 56 minutes, whereas during
the Fall observations the range was 25 minutes to 202 minuteg. Figure
47 permits comparison of the percentage of time that the deans spent on
liaison behaviours. The mean percentages of time devoted to this
category of behaviour by all of the deans was 9% for the Spring observa-
tion perioa; 15% for the Fall observations, and 12% over the two periods
of observation combined. Dean 1 used 17% of her time.in this fashion
during the Spring observations and 19% during the Fall. Dean 2 used
oﬁly 1.5% of her Spring working time on 1liaison behaviour but this
increased to 23% during the Fall. Dean 3 was observed to spent 10% of
her time in this manper during the Spring obsgrvations, which is the
.only period for which data é:e available. During the Spring, 14% of
Dean‘4's time was spent on liaison behaviours while 9% of her fime was
cémmitted to this category of behaviour during the Fall. Dean 5 used 3%
of ‘her available working time during the Spring for liaison behaviours

and 12% of available Fall working time.

Informational Behaviours

Data related to that cluster of behaviours which deéiéwvéi%;f$
information processing are ‘found in Table 34. The c;tegories of
behaviour which'afe included in this cluster are monitor, diéseminator
’and spokesman. The number of informational behaviours in which the
deans were engaged rangéd from. 19 to 46'during the Spring and from 35 to
47 during the Fall. The average number of behaviours occurring -in this
cluster per day in the Spring observatio; vafied from a high of 15.3 tb

a low of 6.3. The highest average daily number of informational

behaviours in the Fall was 15.6 and the lowest was 11.6 The deans
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committed between 201 minutes and 395 minutes to informational
behaviours during the Spring and between 478 minutes and 1079 minutes in
the Fall. The average duration of an informational behaviour ranged
from 7 minutes to 12 minutes during the Spring and 11 minutes to 26
minutes in the Fall. Figure 48 illustrates the percentage of time that
the deans spent on informational behaviours. In  all Ao the
percentage of time increased from Spring to Fall. The mean: .. ~he
percentage of time spent on informational activities by all the dear:
during the Spring and Fall observation periods were 19% and . %
respectively. Dean 1 increased her Fall commitment to 40% from the
Sprify commitment of 19%. Dean 2 used 17% of her Spring working -tir‘ne
for informational behaviours and 27% of her Fall time. Dean 3 spent 13%
of herutime during the Spring observation on the informational cluster
of activities. The greatest increase from Spring to Fall . was
demonstrated by Deanb4 who used 17% of her Spring time for informational
behaviours but .use‘d 48% of her Fall working time for this cluster of
behaviours. ‘Dean 5 increased the amount of time that she spent on
informational behaviours from 31% to 37% for the Spring and Fall
respectively.

Monitor Behaviours. The data presented in Table 35 summarize

the deans' monitor behaviours. The number of monitor behaviours in the
Spring observation period ranged from a }ligh of 33 to a low of 12 while
the Fall figures varied from 28 to 24. .\'(The average daily number of
monitor behaviours during the Spring was between 4 and 11 while in the
Fall it was between 9.3 and 11.3. The amount of time allocated by the
Aeaqs to this category of behaviour was between 156 minutes and 289

minutes in the Spring and between 349 minutes and 646 minutes in the
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Fqll. The average duration of monitor behaviours ranged from 7 minutes
to 13 minutes during the Spring and from 10 minutes to 14 minutes in the
Fall. Figure 49 illustrateé the percentage of time that the deans spent
on monitor behaviours during the study. The means for Spring and Fall
observation periods were 14% and 24s respectively, resulting in a mean
of 21.5% over the two periods combined. ?quin, all of the deans demon~
strated an increase in the percentage of time devoted to monitor ,
behaviours in the Fall as opposed to the Spring observation period.
Dean 1 increased her commitment‘f;om 14% to 20% for the Spring and Fall
respectively. During the Spring Qbservation, Dean 2 used 12% of her
working timg for monitoring behaviours and increased this figure to 20%
during the Fall. Monitor behaviours required 1.0% of Degn 3's time
during observation. Dean 4 devoteq_l3% and 28% of héf time to monitor
behaviours during the Spring and F?ll regpectively. During the Spring,
Dean 5 spent 22% of her working time on monitor behaviours akd 56% of
her Fall working time on them. Y

Disseminator Behaviours. The data predented in Table 36

Ssummarize those activities of the deans which conformed to the opera-

tional definition of disseminator behavioursg. The number of such

tion period. The daily average for disseminator behavioars varied from
0.6 to 5 in the Spring and from 0.3 to 4.3 during the Fall. The deans
spent from 24 minutes to 85 minutes on disseminator behaviours during

the Spring and from 8 minutes to 202 minutes during the Fall. The

average duration of monitor behaviours exhibited an equally wide range: -
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6 minutes to 16.5 minutes during the Spring, and 3.6 minutes to 22
minutes during the Fall. These figures actually represent very small
percentages of the deans' total working time, as illustrated in Figure
50.. The mean percentages of time spent by all the deans during the
Spring,. Fall, and two combined obser\;;ation periods were 3%, 5%, and 4%
regpectively. Dean 1 allocated 1.5% and 11% of her working time to
disseminator behaviours during the Spring and Fall respectively. This
category of activities required 4% and 0.5% Uf Dean 2's time in the
Spring and Fall respectively. Dean 3 used only 2.5% of her time for
this purpose and Dean 4: used only 2% in the Spring and q.4% in the Fall
for disseminator behaviours. This category of behaviour occupied 7% and

4

11% of Dean 5's time during the Spring and Fall respectively.

Spokesman Behaviours. Table 37 contains data which is related
to the hspokesn?an behaviours of the deans. The number on behaviours in
@hig category that were observed ranged from 1 to 6 during the Spring.
During the Fall, Dean 5 did not spend any time on this category. The
Fall ra;hge for number of beha;riours, excluding Dean 5, was 4 to 8. The
Spring dai.ly _average for ‘the number of spokesman behaviours was between
0.3 and 2., ‘while the Fall daily average was between 0 and 2.6. The
deans spent between 5 minut;es and 52 minutes on spokesman behaviours in
the Spring and between 0 minutes and 425 minutes in .the Fall. The
average duration of a spokesman behaviour during the Spring varied from
2.5 minutes to 36 minutes. The lowest average duration in the Fall,
;side from 0 for Dean 5, was 28 minutes, while t};‘e highest average
duration was/ 53 minutes. The percentages of the deans' time that

spokesman. behaviours required is illustrated in Figure 51. The three
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means for spokesman behaviours by all of the deans during the observa-
tion periods considered in this study were 2%, 10% and 6% (Spring, Fall,
and the two pe';'iods combined, respectively). Deans 1, 2, and 4 all
utilized more time for spokesman behaviours during the Fall (9%, 6%, and
19% respectively) 'than they did during the Spring (3%, 1%, and 2%
respectively). Dean 3, for whom only Spring data are available, used
2.5% of her time in this fashion. Dean 5 used 2% of her time for
spokesman- behaviours during the Spring but none of her Fall time was

required for this éategory of behaviours.
Pecisional Behaviours
Decisvional behaviours were ose activities which involved the
making of significant decisions and were ° divided into the categories
» .
of entrepreneur, disturbance handler, resource allocator, and negotia-

tor. Table 38 summarizes the data related to the decisional cluster of
behaviours. The number of decisional behaviours in which the deans we‘g
engaged varied from 12 to 27 during the Spring observations and from 5
to 9, & much lower and narrowér range, during the Fall. The average
daily number of decisional behaviours yaried from 4 to 9 in the Spring
and from-1l.6 to 3 during the Fall. The amount of time that the dJdeans
spent on this category of behaviours was between 165 minutes and 461
minutes in the Spring .and between 35 minutes and 180 minutes in the
Fall, The average duration of decisional behaviours during the Spring
was in a range which extended from 9.7 minutes to 24 minutes. During
the Fall, the range for the average duration of decisional behaviours

was from 7 minutes to 22.5 minutes.- The means for the percentage of

time “spent by the deans on decisional behaviours during the Spring,

o
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Fall, and two observational periods combined were 19%, 6% and 12.5%
respectively.l In all cases, as shown in Figure 52, the percentage of
time used for decisional behaviours declined in the Fali as opposed to
the Spring: Dean 1 went from 28% to 9%; Dean 2 went from 8% to 2%; Dean
4 went from 27% to 3% and Dean 5 went from 23% to 13%. Dean 3, for whom

onl,y’ Spring data are available, used 3% of her time for decisional

behaviours.
Entrepreneur Behaviours. Tab. . pL " es a summary of the
deans' entrepreneur behaviours. Only two deans were engaged in

entrepreneur behaviours during tﬁe Spring. = Both devoted 3 activity
“units to this category of behaviour. During the Fall, one of the deans
devoted 1 activity unit to this categobry of behaviour and two others
each devoted 2 activity units to entrepreneur behaviours. . The daily
average for the number of entrepreneur activities was 1 fér each of the
two deans during tixe Spring and 0.3 and 0.6 for the three deans in the
Fall. During the Spring one of the deans spent 128 minutes on entre-
preneur behaviours and the 'Q;her spent 260 minutes. During the Fall,
two of the deans spent 25 minutes each on this 'typef of activity and one
dean spent 116 minutes. The"two' deans had average durations for their
eﬁtrép,;ceneur behaviours of 43 minutes andv87 minutes during the Spring.
'The"‘tﬁhree deans who were engaged in entrepreneur behaviours during the
Fall had average durations for each acfiyity in this category of 20
minutes, 13 minutes and 5‘8 minutes. As shown in Figure 53, the collec-
tive means for the percentage of time spent by/all of the deans on this

category of behaviour were 5% for Spring, 2% for Fall, and 3.5% for the

two periods comhgned. Dean 1 was occupied by entrepreneur behaviours
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for 8% of her t;me in the Spring, and for 1% of her time in the Fall.
Deans 2 and 5 did not utilize any of their time for entreprenear
behaviours in the Spring but utilized 1.5% and 9% respectively in tﬁe
Fall. Dean 4 spent 15% of her Spring working time on entrepreneur
behaviours but none of her Fall working time. Dean 3 spent no time,
during the only period in which she was observed, on this type of

behaviour.

Disturbance Handler Behaviours. Table 40 summarizes the deans’

disturbance handler behaviours. During the Spring, the number of
disturbance handler behaviours ranged from 1 to 8 while the .JFall distur~
bance handler behaviours varied from 1 to 4 with one of,the deans not
displaying any behaviours of this sort. The daily average for this
category of behaviour was 0.3 to 1.6 during the Spring and 0.3 to 1.3
during the Fall. The time spent on disturbance handler behaviours was
from 6 minutes to 272 minutes during the Spring observation period and
from 18 minutes to 59 minutes in the Fall observation period. The
average duration of this type of behaviour varied from 3 minutes to 34
minutes in the Spring and from 15 minutes to 18 minutes during the Fall.
Figure S4 shows that tﬁe means for the time spent by all of the deans on
disturbance handler behaviocurs was 5% in the Spring, 1% in the Fall, and
3% for the two periods combined. Dean 1 was occupied with disturbance
handler behaviours for 0.5% of her time during the Spring and for 1% of
her time Auring the Fall. Dean 2 spent 2% of her Spring working time on
this category of behaviour buti;one of her Fall working time. ’During
the Spring, the only time for which there are data available, Dean 3

spent 4% of her time'on disturbance handler behaviours. Deans 4 and S
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spent 3% and 21% respectively of their Spring time in this type of
behaviour and 1.5% and 4% respectively of their Fall time.

Resource Allocator Behaviours. The number of resoyrce allocator

\

behaviours used by the deans was between 3 and 17 during the Spring and
between 2 and 7 during the Fall, as shown in Table 41. The \gange for
the daily average for resource alloc-ator behaviours wag 1 to 5.6 during
the Spring observation period and 0.6 to 2.3 during the Fall. The deans
spent between 15 minutes and 293 minutes on this type éf behaviour
during the Spring and between 5 minutes and 131 minutes during the 'Fall.
The resource allocator behaviours averaged durations from 5 minutes to
17 minutes during the Spring observations and from 2.5 minutes to 19
minutes during the Fall. Figure 55 demonstrates the percentage of time
that the deans devoted to resc;urce aliocator behaviours. The means for
the Spring, Fall and two periods combined were 7%, 3% and 5% respective-
ly. In all cases where there are two complete sets of observations, the
deanél decreased the amount of time spent in this category of behaviour
during the Fall observation period as opposed to the Spring. Dean 1 was
observed to devote-l8% of her Spring working time‘ to resource allocator
behaviours and 7% of\)-.er Fall working time. Dean 2 decreased the
proportion of time she spent on resource allocator behaviours from 6% in
the Spring to 0.5% in the Ball. Dean 3, as indicated previously, was
only available during the Spring and at that time. she used 3% of her
time for resource allocator behaviours. Deans 4 and 5 used 5% and 1% of
their time for resource allocator behaviours in tmdfépring and 1% and

0.03% of their time for this purpose in the Fall.

Negotiaf.or Behaviours. The data relat;ed to the category which
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considers negotiator behaviours are contained in Table 42. Four of the
deans were observed to engage in negotiator behaviours during the Spring
period. Among those four deans the number of negotiator behaviours
ranged from 1 to 7 in the Spring. None of the déans were observed to
engage in any negotiator behaviours during the Fall. The average number
of negotiator behavioﬁrs per day during the Spring observations varied
between 0.3 and 2.3. The time spent by the deans.on this category of
Activity during the Spring was between 14 minutes and 90 minutes, and
the negotiator behaviours had average durations, during the Spring, from
6 minutes to 14 minutes. Figure_56 illustrates the proportions of time
that the deans devoted to negotiator behaviours. The means for the
Spring, and combiné&d periods were 2% and 1% respectively. There is no
mean shown for\ the Fall period since none of the deans engaged in
negotiator behaviours during that observational period. During the
Springy‘;‘observation period, Dean 1 spent 2% of her time in negotiator
behaviours, Dean 3 spent 6%, Dean 4 spent 4% and Dean 5 spent 1l%. Dean
2 didfnot allocate any of her'time during either observation period to

negotiator behaviours.

Scholarship Behaviours

This cluster of activities was characterized as being learned
academic endeavours and was found, in this study, to be comprised of the
categories of teacher, researcher, and author behaviours. As shown in
Table 43 which summarizes the deans' scholarship behaviours, the number
of times that scholarship behaviours were conducted ranged between 6 and
27 during the Spring and between 7 and 21 during the Fall. The average

daily number of scholarship behaviours during the Spring yas between 2
L,

—
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~

and 9 whereas, during the Fall, the range narrowed to between 2.3 and 7.
The deans allocated from 154 minutes to 507 minutes to this type of
behaviour during the Spring and from 72 minutes to 464 minutes during
the Fall. The average duration of a scholarship behaviour was between
14 minutes and 56 minutes during the Spring and between 10 minutes and
41 minutes during the Fall. The graph in Figure 57 permits comparisons
regarding scholarship behaviour between and among the deans. The means
‘for the Spring and Fall observation periods were quite similar, 22% and
19% respectively, and 'Fesulted in a combined mean over the two
observﬁtion periods of 10.5%. The greatest percentage of activity (34%)
in this cluster of behaviours was observed during the Spring observation
of Dean 3. Deans'l and 5 were observed to decrease their commitments to
this type of activity from Spring (23% and 12% respec' ‘vely) to Fall
({21% and 5% respectively). Deans 2 and 4 were found to increase t};e
éortion of time which they spent on scholarship behaviours during the
Fall (26% and 20% respectively) as opposed to the Spring (20% and 19%
respectively). |

Teacher Behaviours. In Table 44, the teacher behaviours which

the deans exhibited are summarized. The number of teacher behaviours in
which the deans were observed to be engaged was between 1 and 14 during
the Spring and between 2 and 17 during the Fall. The daily averages for
the number™ bf teacher behaviours was similar, ranging from 0.w3 to 4.6
during the Spring and from 0.6 to 5.6 during the Fall. The amount of
time spent on teacher behaviours was between 6 minutes and 412 minutes
during the Spring and between 41 minutes and 411 minutes during the

Fall. 'rhe average duration of teacher behaviour varied from 6 minutes

R
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to 42 minutes in the Spring observation period and from 21 minutes to 59
minutes during the Fall. The proportions of time that the deans devoted
t4 teacher behaviours vare illustrated in Figure 58. The Spring, Fall,
and combined means for this category of behaviours were 12%, 17%', and
14.5% respectively. 1In all cases where there are data for both obsefva—
tion periods the deans increased the proportion of time spent on teacher
behaviours during the Fall as compared to the Spring. Du‘ri‘ng the
Spring, Deans 1, 2, and 4 spent identical percentages of time on teacher
behaviours (10%%. This category of behaviour required 27% of Dean 3's
Spring working time and 0.5% of Dean 5's. During the Fall, the percen-
tage of teacher behaviours increased in all cases where there were data
for both observation periods; Dean 1 increased to 19%, Dean 2 to 239;,

Dean 4 to 18% and Dean 5 to 3%.

LS

Researchér Behaviours. The number of researcher behaviours in
which the deans engaged, as shown in the summar)}- in Table 45, ranged
from 2 to 6 during the Spring and from 4 to 7 during the Fall. The
daily average for the number of researcher behaviours varied between 0.6
and 2 during the Spring and between 1.3 and 2.3 during the Fall. This
category of behaviour required time commitments ranging from a low of 95
minutes to a high of 154 minutes during the S'pring observations and from
a low of 31 minutes to a high of 59 minutes during the Fall. The
average duration of a researcher behaviour varied from 23 minutes to 77
minutes during the Spring and from 6 minutes to 29 minutes during the
Fall. The percentage of time that these figures represent are

illustrated in Figure 59. The Spring, Fall and combined means for the

percentage of time devoted to this cateogry of behaviour by all of the

B
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were 8%, 2% and 5% respectivefy.' Deans 1 and 4 utilized identical
percentages of time on this category of behaviour for both Spring (9%)
and Fall (2%). Research behaviours received 6% of Dean 2's time during
the Spring and 3% during the Fall. 'De;n 5 spent 118 of her Sl;ring
working time on research behaviours and 28 of her Fall time. Dean 3,
for whom only .Sprinq data are available, used 7% of her time in this
manner. In all cases for which ‘there are two sets of observational data
the deans decreased the percentage of time which they committéd to thisg

category of behaviours during the Fall as compared to the Spring.

. Author Behaviours. During the two observation periods, as Table

~

46 shows, only two of the deans engaged in author behaviours dIing the

Spring and none. of the deans engaged in this sort of behavioyr during

the Fall. 1In the Spring, the two deans en;gaged in 11 aufhor behaviours
and 1 a‘:lthor behaviouf each with resulting daily Spring averages of ;!.6
and 0.3 ‘muthor behaviours. They spent almost identical (80, and 81
minutes) v'total Eimc‘mnts of time on this category of bkehaviour but the
average durations of their author behaviours were considerably different

(7.2 minutes and 81 minutes). These figures are illustrated in Figure

60 as percentages of total time worked and represented 5\. of Dean 1l's

. " ’ ‘
Spring working time and 4% of Dean 2's. The mean gmrcentage of time
) -~

spent in this category of behaviour by all the deans during the Spring

®
was 2%. ' "
”«. N

The Purposes of the Nursing Degns' Activities:
Composite and Aggregate Summaries a

~

¥

Based on data in the preceding sections B£} this chapter, this

¢
section presents composite and aggregate summaries of ghe proportions of
: i
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_ _ime that the deans in tI. - 2 spent on each of the categories jﬁ%
classified activities according to the .purpose for whid"iﬂpée
y
activities were gerformed. Table 47 s‘ummarizes the mean amount of time
that all of the deans spent on each of the categories of behaviour
during the Spring( Fall, and the two observation periods combined.
These means were used to calculate both of the follqwing c.omposite
summarieé and ﬁhe aggregate summary of the distributiop of the subject
‘deans' time among the categories of behaviour according to pdfpose.
) .
Figure 61 illu%ates the distribution of time by the deans in the
study among the purpose categories during the Spring. As the ’fj.:gurel
illustrates the deans allocatéd 29% of their time'to interper.s‘ona'l
behaviours, 19% to informational behaviours, 19% to decisional
betaviours, and 22% to scholarship behaviow;s during the Spring. The
Oy

re.nainder of the deans' time was unclassified. Within the interpersonal

PN

<
cluster of behaviours 10% of the subject deans’ time was allocated for
: o

figurehead behaviours, 10% for leader behaviours, ‘and 9% for 1liaison
behaviours. Among the informational cluster of behaviours monitor
behaviours required 14%, dissemina}:or behaviours reguired 3% and
spokesman behaviours required 2% during the Spring. The distribution of
time among the decisional cluster of behaviours was observed to be 5%
for entrepre-nem:' behaviours, 5% for disturbance ‘handler behaviours, 7%
for resource allocator behaviours, and 2% for negotiator behaviours.
Within the schplarship cluster of behaviours, teacher behaviours
receivéd 12% of t';he deans' time during the Spring, researcher behaviours

received 8% of Spring working time and author behaviours received 2%.
Q‘:
Ia

- ' E 3

s “ ~J



245

*93jNUTW 3EIIVSBU BYJ O3 PIPUNOI 3IP puw

§ajnulw U I3IR SIWII [IVs

91 e, 43 0L .
5°98 , ..wQ 0€T uwcouﬁ0mem i
) 44 S0t 881 Iayoway,
S°8v¢ LYE . c“ . dyysaetoyos
G°6T 0 h..‘n 6€ i 103eT3069N
S°8¢L 14 T11 I03BDOTTY ¥0xNOSAY

89 Le 68 . I8TPURH ¥dURQINISIQ

6S ov 8L anauasadeajug

viz s €11 (> " TrPUOT8TORQ

20T LLT . Lz . uewsayods
S°EL ve €9 uo.uu:ﬂEOmmao

(4% vey (11 ¥4 103 TUOW
5*50S voL LOE 4 .Hn:o«ugu0ucu

€T 6LC LY 1 " UOBTRTT

1A AN PET St i9prva]

omH ] (8T €LT . pesyaxnb g

£ES 009 99¥ Teuosxadaajur

pouTquod - TTed ' Bujads sInoyavyeg ~.n._.,.m

pPOTIad UOT3RAISSQQ

sa1I0baje) pue sI83SNIY

asodang jo sataobajed ays JI0J 4S3WTL ueay a3ebaxbby

LY °1qey

T



.

ReSearcher

Teacher
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Disseminator

Rsfource Allocator

Disturbance Handler

Monitor
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Figurehead

Leader

B Figure 61

Distribution of the Nufsing Deans' Time Among the
.‘Categories of Purpdéé Dhring the Spring: A Composite
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Figure 62 illustrates how the deans from this sample
distributed their time during the Fall. The four clusters of behaviours
received 33% of working time for interpersonal, 39% of working time for
informational, 6% of working time for defjisional and 19% of working time
for ‘scholarship. Within the interpersonal cluster, the distribution of
time was 10% for figurehead behaviours, 8% for leader behaviours and 15%
for 1liaison behaviours. Within the informational cluster, it was
observed that 24% of the subject deans' time was used for ‘monitor
behaviours, 5% was used for disseminator behaviours, and 10% was used
for spokesman behaviours. The entrepreneur behaviours of tl"xe decisional
category received 2% of the deans' time during the Fall, while the
disturbance handler and resource ,%ocator rgceived 13 and 3%
respectively. The figure does not egahow any negotiator behaviours
because none of the deans in the sample utilized any of their time in

o~

- this fashion. ‘DurinJg the Fall, teacher behaviours received 17% of the
subject deans' time and researcher behaviours received 2%. No time was
spen't on author behaviours by any of the deans durin'g the Fall.

The distributior; of deans' time over the two periods of
‘observation combined is illustrated in Figure 63.A ) The interpersonal
cluster of behavioufs received 31% of the sibject deans' aggregated
t_ime, i.nforma'tional behaviours required 29\% of their time, decisional
behviours 12.5% and‘sclholarship behaviours 20.5%. Figureheac’{ behaviours
were observed to be alfécated 10%, leader béhaviburs 9% and 1liaison

behaviours 12% of the deans' aggregated time. Within the informational

behaviours, 19.2% of the time of the deans in the sample was used for

monitor behaviours, 4% for disseminator behaviours and 6% for spokesman
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. Figure 62

Distribution of the Nursing Deans' Time Among the
Categories of Purpose During the Fall: A Composite
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Figure 63

Distribution of the Nursing Deans' Time Among the
Categories of Purpose Over Both Spring and Fall
Observation Perfods Combined: An Aggregate
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behaviours. The decisional behaviours of entrepreneur, disturbance
handler, resource allocator and negotiator received 3.5%, 3%, 5% and 1%
respectively. Time spent on scholarship behaviours was distributed
among teacher, researcher and author behaviours as 14.5%, 5% and 1%

respectively.
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Chapter 6

DISCUSSION OF FINDINGS

content of this chapter focuses on discussion of the

findings in relation to the problem addressed in this study, i.e., the

development of a description of the characteristics and purposes of the

administrative work behaviours of deans of nursing. The content is

structured around the following six areas of investigation which were

used to guide this study:

1)

2)

3)

4)

5)

6)

the classification of observed administrative behaviours of
Canadian deans of nursing;
the comparison of the administrative behaviours of deans of

nursing as described in the literature with those admini-

strative'behaﬁigurs identified by structured observation;

the comparison of the administrative behaviours of Canadian
deans of nursing th the administrative behaviours of chief
executives as described by Mintzberg (1973);

the comparison of the administrative behaviours of Canadian
deans of nursing :;;th the administrative behaviours of
school superintendents as described by Duignan (1979);

the formulation of propositions regarding the administrative
Wiours of deans of nursing;

fhe g;neration of testable hypothgses regarding administra-
tive behaviour relative to general a§g§nistra;ion theory.

251
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Each of the four sections of the chapter addresses one or more of the
areas of investigation. The first section reviews the three classifi-
cation Bysﬁems ugsed in the gtudy (area 1l). Section two considers the
comparison of the administrative behaviours of deans of nursing as
described in the literature with those administrative behaviours identi-
fied in this study (area 2). Are.as 3 and 4 are addressed together in
ghe third section of this chapter. Section four presents propositions
N
anh hypotheses which relate to areas 5 and 6.

The Classification of tne Observed "

Q: Administrative Behaviours

r

Observations ‘of all of the deans' activities during the working
day were recorded according to accepted format for structured observa-
tion, i.e., duration, participants, location, purpose, format, and
initiator of tl.ue act:l.yity. From these ‘observat:ions evolved the three
ela‘ssificat‘.ion systems used in this study, namely classification of
activities by media used, by participants in the ‘activity, and by
purpose for which thé activity was performed. The process b}; which
these clagsifications, the categories within them, and the operational
definitions for each were evolved is described in detail in Chapter 3.
The first two classiﬂfication systems, i.e., media and participants, were:

used to analyze low inference level data, whereas, the classification by

purpose was used to analyze data of a higher inference level.

’

Administrative Behaviours of Deans of Nursing
as Described %n,the Literature
and as - Identified-4n thisg Study

As the lit?rature review in Chapter 2 demonstrated, there is a

R
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paucity of information about the administration of universities
generally and an absolute dearth of information about the administration
of university nursing education specifically. Descriptions of the
administrative behaviours of deans of nursing werevsought in the litera-
ture of the past 25 years. The results of this search were meager and
are summarized in Table 48. As the t;ble shows, only ei. *® authora'Qho
had addressed the general area of the administ..tive behavipurs of deans
of nursing could be identified. Of the 20 fun- ons of deans of nursi;g
which these eight authors identified, not one function was agreed upon
by all of the authors. Curriculum development‘generated agreement among
fivg of the authors, the greatest number ofjall of the functions. Only
three writers overtly identified decision making as a decanal function
and threé different writers agreed that budgeting wa;.an administrative
function of deans of nursing. All other functions in Table 48 received
support from only one or two of the authors. In addition, these
fungtions are all‘reldiively broad and vaguely defined processes rather
than tasks or activities.

This present study attempted to generate a description of the
administrative behaviours of a dean of nursing. The structured observa-
tion of five Canadian Deans of Nursing generated the following list'of
thirteen behaviours in fouf\clusters:

Interpersonal Behaviours

Figurehead B;haviours

Leader Behaviours

Liaison Beﬁaviours
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Informational BQQQ‘ rs

Monitor Behaviours

Disseminator Behaviours . ’

$pokesman ngavioura
Decisional Beﬁa%iours
Entrepreneur Behaviours
Disturbance Handler Behaviours
Resource Allocator Behaviours
Negotiator Behaviours
Scholarship Behaviours
- Teacher Behaviours
Researgpor Behaviours
Author Sehaviours
Operational dnfinitionq for each of the clusters and eategories on the
list of behaviours of deans of nursing are “ound i;'tgapter 3.  This

ltl\ of behaviour- was used -extensively in- ptclentingxfindings related

to the high level inference data in Chapt;t 5.. Tho lidt above includes

»

all of the behaviours observed during thoﬂyrgo.nt'itﬁdy and incorporates
all of the functions presented in Table 48. Thus, the list of decanal
behaviours generated in this study appears to provide categories for
conceptualizing the work related behaviours of n‘rlinébhnans that are
more extensive, comprehensive and mutually exclusive than any previously

. — i
available in the literature. :

Comparison of the Administrative Behaviours
of Three Different Types of Administrators

L

4

- o

R

The purpose of this section of the chapter is to compare the
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administrative behaviours of Canadian deans of nursing with the admini-

. strative behaviours of chief executives (Mintzberg, 1968) and scvhool

superintendents (puignan, 1979), i.e., the purpose of this section is to

)

: W '
consider sub-problems 3 and 4 of this study. The administrative

behaviours of the three different types of administrators will be

d\izcussed in the areas of work characteristics, participants in the

,administrators' activities, and the purpose of the activities. The data

presented in this section were drawn from Mintzbe (.N"68 and 1973) and °

2
Duignan (1979) and from this présent study. ,

work Characteristics . ) - . ‘ \ . . z
u’, v ’.

Comparisons among the work characteristics of the’
> : ’ o

Lef execu-

t'ive, the superintendent of - schools and: the dean of nursing are'

S “ o
- -a-'\u/‘) .

presented in Table 49. The av\grgge length of ‘the day for the chief

executive and the school wrintendent were very similar (8.08 hours

and 8.2 houts respectivply) but the® averLge day fOL the . &an of nursing

was more than an hour longer (9.41 hours) than either of the other
’

administrators. The average daily number of activities in which each

administrator was engaged ‘wa's very similar for the school superintendent

and"the dean of nursing (38 ‘and. 37 respectively) while the chief execu-

tive's average number of activities per day was consiw lower at
rintendent

22. The durations of the activities\ in vhich the school

kY
¥

“and the dJdean of nursing were each engaged were more similar to each

other (13 linutel and.‘16 minutes -respectively) than either of them was

o

- to those of the chief executive (22 -inutes).

e

-

nursing was grutor '(13) than that required of either chief exeg:utive

The na-b‘r of sessions of desk work requ.ired of the dsan of

A
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&

(7) or the school superintendent (10).. Similarly the percentag%{e of time
which the dean of nursing devoted to this type of activity was greater

(27.9%) than the percen@age of time that the other two administrators

, oo . : '
spent on desk work,(_chie‘f executivem*22%; school superintendent, 20%).

L
P

. However, the ran)gj;ng of the thrmo adminint‘tatora changed when the

g\ Jo

avegage duration of desk work se chsidered. ""The desk work

& ‘N,

]
sessions of the chief executive wez"e shown to be aof 15 minute;; durati?»n_

Y

while thosg,-bf the deap of nursig\g and the school superintendént were 12

1
Y
. ~

%
minutg and 10 minutes, respectively. . .
# . ‘_\‘ \E}\ é)

v

A, &

'vtelwghone calls ger day while the dean of “nursing had 8 calls per day

and the chief executive had only 5. The proportions ~of working tt;?
:zb 9

'that these telephone calls required were 2%% for the school superinten—

: dent, 3. 09% for the dean of nursing%d/ 6% for the -chief executive.

F e

T‘*p‘ avera ation of the chief executive's calls was the longest. (6

l!'

minutes) and the n‘urs‘g dean's was the shortest (2.25 %:Lnuﬁes) with the

The superintendent of schools was involved in an average of 114

P

school superintendent's calls lasting an average of 5 minutes. ‘I'husﬁ

the chief executive, who had éhe fewest daily number of telephone calls,
)
Spent the greatest average amount of time on each call.
The chief executive and the cean of nursing participated in the
same average number of scheduled, meetingsr per day (4) while the school
superintenclent.participate'd in cne less. The percentages of tin]xe that

sach spent in these meetings were 59% for the chief executive, 31% for

the school superintendent, and 45.13% for the dean of mursing. The

-average durations B{ the meetings attended by .the chief executive and

. 1
the dean of nursi{é were very similar (68 minutes .and 64 minutes

2 -,
/
- e

pes
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4 - . FETE
respe . -ely), whereas, the ave’rai; Mxation of the meetings attended by

the ;‘erintendent of schools was much greager (83 minutes).

>

-The dverége number of u.nsc':\h‘eduled meetings, like scheduled
meetings, was very similar for the chief executive and the nursing .dean

(4 and { respectively), while the school superintendent exceeded them

both congiderably with an average of 12 unscheduled meetings per. day.

For the proportion of working®time spent_iJ on this category of activity,
. T e :
the pef;:entages of working time for ,t-,he' iief executive and the nursing

a »

dean wedre again virtually identlcérl '(lﬂ% and_9. 98% respectivelyp The

school superintendent spent 25% of his working time on unscheduled
; o y

o

meetdings. However, the avergge duration of unscheduled meetings was

very sn.milar #or all three adm:.nistrators (chief executive, 12 minutes,

b1

échool ‘s:?rintendent, 10 minutes; nursihg dean,, 11 minutes).

- R

mparisons in the category Tours, Visits and Trawel might be

somewhat misleading since Mintzberg reports on only Tours and Visitsjp

Duignan reportkOn ﬁ:urs, Visits, and Travel, and this present study

also reports on Tours and Visits with Travel reported separately. The

‘ghief executive was épund to tour or visit once each day. This required~

s

.

.3% of his ‘time and each, lasted, an average of ll m’inu‘tes.' Thei detin of

C - N
LT

nursing, as opposed to the chief ex_ecutive, did‘ not undertake any tours
or visits during tne entire\'time of observation. The dea; of nursing
4id however travel trom‘ one work location to another® an average of 1.6
times each day. This activity requi:;:ed 2.7% of her working time and
each 5uch acti\;ity lasted for 10 uzinutes. When the travel category and
the tour or visit category ﬁor the dean of nursing ar ~ombined the

results can be compared with those of Duignan who reported on a category:

e e e i e a1 et B e A B ot s he -
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labelled Tounrs/Visits/Travel for the school superintendent. Thus, for a
Tours/Visits/Travel category, the data for the dean of nursing would be

1.6 activities per day, 2.7% of her time, and an average- duration of 10
. » .

N 5
minutes as. opposed to the school superintendent for whom the data show 3

»

activMies of this nature per Jiay, usind 13% of his tin‘\e‘ and averaging

19 minutes duration. The signifiéant observations are that the dean of

ngrsing spent no tifrle on tours and visits and t}'mt she spent an amount
of time on travel which is roughly equivalent to the time which the
b'?,-“chief executive spent on tours fr?d visits,™and which is roughly half of
’,i':’» the amount of time ktxa‘t"th;“sclpol superintendent spent on tours,

visits, and travel. oo
Kh a

. ) +
Y. ~ . » < LW B
F' S i ! : :
. )

‘*v

The data presented in Table 50 permits comparison of the percen-

tage of activities which lasted less. than Q“minutes and those ‘which

N -

,’ :
lasted mere than 60 minutes. As the table shows, the dean of nursing -

had the highest percentage of act'iw}ities lasting less than 9 minutes ‘and

L~“?€"‘~"€11e median percentage of activities lasting longer than. 60 minutes.

2 e
4

Table 50,
3 . .

Selected Comparisons Among the Durations of the Activities of the
¥ Chief Executive, the School S'uperirtenaent, and the Dean of Nursing

R - -
» 7

- J,q}; jold ) . Chief . , School Dean of
ch:ivit‘ies Exécltivé™ “# 3 ™ ‘guperintendent . Nursing
' (Mintzberg) - " (Duignan) ) ®
Less than 9 \ 49% . . 62% ‘ ’ 73%
minutes
More than 60 10% 3% 4 7.6

- minutes N -

A .

”

S .

ST e
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i

' Thus, in compar% on to the chief executive and the school super-

intendent, the dean of nursing worked a ‘longer day, spent ;ﬁi&arger

percentage of time on a greater number of sessions of desk work, spent g

greater proportion of . time in scheduled meetings‘\‘gnd hhd a higher
~" Y -

percentage of activities lasting less than 9 minutes. ' Conversely, of

the three administrators,‘ thre dean of. nursing utilized the amallest

e

proportion of (L’ime for telephoﬂ calls which were ,of the shogtest

duratfgn, attended scheduled 'meetings wwhich were of the shortesgt

<

duration, spent no , time.’on tours, and the least amount of time on

travel, visits, ‘and } ‘combined. In all’ other areas of comparison,

the data for the déan nursing were fowxd to be the median between the

‘data for the other -two administrat , nnd, in fact, the data for all
three administrators were remarhkably s}wflar in nearly all areag of

comparison. N
) ,

Participants in the Activities ~
of the Administrators

— ‘ .
Activities in which the administrators were in verbal contact
L

with other people required 78% of the chief executive's working time,
* 4 . 5
69% of the school superintendent's workin? time, and 73% of the dean of

_ \ .
nursing's working #ime. Tible 51 prOsentém these percentages as well,as

-

data which permits comparisons among the three administrators as to/the

. I8
aver‘ﬁge n\nuber of contacts per &y Aad t.he sverage -duration of each

contact. The school superintendent had a higher number of verbal

contacts (referred to as Joint activities elsewhere in this study) than
oy
did the chief executive and the dean of nursing, both of whom had the
> .

same number. The,average duration of the verbal contacts of the dean

RN

gy :
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) S of'nursing‘waq. higher +har :hat of both the chief executive and the

3

school superintendent.

5w T Table 51
. 55
d

“ The Verbal Contacts ‘of the Chief Executive, the
- School Superintendent and the Dean of Nursing ;
d:i . Fl o s E . }
% 4 5 : ' . B LI é -
o T Chief School ; Dean of
N o Executive Superintendent’ . Nuraing '
‘ . “(Mintzberq) __(Duignan)
.-( LY X
Pt o : - . .
'Avk‘fage Number of . * ' * ° 15 , 26 15
Contacts pq pay BT T ) o .
- . * ) . . ) . U
Average Duration . 26 minutes ’ ‘13 minutes © 2716 minutes
of Each Contact oo g ’ ' ‘
Percentage ofs o . 78% 69% 73%
Working Time . :
Spent on Verbal N E
o Contacts — _r
‘ e ' y - TEaT
vt c! . % * ’,)' .
" W

Data related to the categories of people that were involved in
verbal contact (joint activiti‘&s) with the three 'administratora is

“presented in Table 52. In the four categories of'particigants which
- ° ’ /.

were common to all three administrators, the dean of nursing, as

. \}f

compared “¥o the other two administrators, spent the smallest percentage

'of tin:e with. superordinatzd,\u subordinates, and .::hose classified as
"otﬂer;." In the pergenﬁage of tixne spent in contygct with students, the
dean of nnrping far vexceed_e the school superintendent, but the percen-
ta'qe of time spent in' conMtact with gbvernn:ent was slightly .greater for
the school supe-rintende,nt. Both the chief executive and the dean of
.nursing had ‘contact .with other mstitutions, the dean of nursing's

8 w
percentage of time spent in this manner being much larger than that of

\

the chief executive. f\

¢ \ [EN
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Purpose of the Administrators’
Activities -

®

\
)
As indicated earlier in the data analysis section of Chapter 3
(pp.69-73), when the individual, uniquely coded behavioural umits were

arranged into groups of activities having similar purposes,‘@hirteen
. ' v
categories of administrative behaviours arose in four clusters from the

data in this study. The first three clusters of ten categories were so
similar to the manageri’l roles which Mintzberg (1973:58-94) proposed
tha-t his labels And -definitions were adapted for use in this study.
However, the investigator found, as did Duignag (1979:134) that:

The use of the categories for tHe "gurpose of the contacts"”
developed by Mintzberg restricted the researcher in drawing forth
from the data the full richness of their meaning.

In fact, three categories of behavioural units comprising an entire
»
cluster of the nursing deans' work behaviours was excluded when only

Mintzberg's ten role categories were considered. Thus, Mintzberg's

proposed roles ~ for managers (administrators) were nadequate for
1 b .

thoroughly classifying the data which were gathered during  the

)
3

strugtﬁi:ed \obaervatign of deans of nursing. ' “In order to completely
clagsify all of 'these data according to purpose an entire additional

cluster of categories of behaviours was required.’ This cluster was

/’

B ‘ . ,
labe’led scholarly behaviours and the categories of ‘behaviours within it

-

were labelled teacher behaviours, researcher behaviours, and author
behaviours. : . ;

A ~
Takble 53 presents data wiiich' permit ‘limited-comparison among the
\J . - -

three administrators according to the purposes nfor which activities were
) 7

performed. These comparisons are predented solely for interest due to
8
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Table 53

Comparison of the Percentage of Time* Spent by the Chief
Executive, the School Superintendent, and the Dean of
Nursing on Behaviours Clustered According to Purpose

perform activities, are not possible.
3 :

14

Chief School : Dean of
Purpose Executive _ Superintendent Nursing
{Mintzbergq) (Duignan)
Informational 40% 39% 29%
Decisional - C21% ‘ 35% 12.5%
Secondary 11% -
Interpersonal * 31%
Scﬁolarly L0453
p

* Mintzberg and Duignan report time for the purposes as a percentage of
verbal contact‘:s. In this study, purposes and the time for each were
considered on' the basis of the deans' total working time.

v

the fact that Mintzberg and Duignan:gmstdeéeb the purpose of verbal

contacts only whereas this present study considered the purpose of all
" 1

- activity. They also calculated the time spent on each purpose as a

¢
percentage of the amount of time spent on verbal contacts,' while the

i

present sthay cqﬁulated purpose as a percentage of total working t:lme.

Thexefore, reliaﬁ‘le and valid comparigons of the purposes for which the

-

thief executive, the schgol suRerintend.ent,A and the dean of nursing
™
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Propositions Regarding the Administrative
Behaviours of Deans of Nursing

The purpose in this section is to present proposii:ions regarding
the administrative behavioixrs of deans of nursing. These proposdtions
are put forward with the aim of generating future (discussion. By simply
‘rewording the proposk(ons,v tﬁey couldeec?me the working hypotheses for

future research studies. The propositione 'Qe based on the structured

v-s !u

observations of five Canadian deans of. m&ing, on the structured

s

interviews with the five @ns, and on h?ﬁ dmgeriptive ‘ta which was

gathered during the study., o "‘g‘“ ) n{.
L PONT § '. ;’ ’{‘

Proposition l. The dean of nursing wor

fillled with many activities of short duration and high intensity. Thése
activities are characterized by frequent inte’r‘ruptiowd fragmentation

i , 5 SR } .
which require what one dean termed the "constant shifting of menta

gears."” The dean of nursing on average works 9.41 hours per 8ay on 37

activities which laspan average of 16 minutes each. One dean suggested

L]

that, for her at least, a consequence of brief intense nature of her

work has been a shorter but sharper span of attention and that her "mind
N . >
begins to wander™ and she becomes "bored and impatient™ with meetings or

. W : -

_people who "drag things out." Another congequence of this charactker-

istic off the dean of nursing's work was ‘axpressed by one of the subjects

3

as follows:.

Sometimes it interferés with my personal life. Up uwntil now it's
[her work] 'been chaotic in terms of having any time for myself. You
feel guilty when you go to a play, but I'm determined that I'm goling
to that play because it's ridiculous not to go; for my mental health
it's necessary. Work does cut into my plans. I plan to &
something and somebody calls an evening meeting.

long days which are

e

‘

3

dar
=
-t .

AL
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Several of the subjects tried to control the interruptions by reserving
one day a week for activities which required longer periods of concen-
tration; they make it widely known within their faculties that on a
specific aay of the week they do not accept appointmanté. However, this
plan breaks down when the prasident or v}Ce-president calls a meeting or
summons the dean to an appointment. As one dean put it, "you can't tell
your boss that he is interfering with a day that you have set aside for

.

a project of your own." £3~

Proposition 2. The dean of nuiaing demongtrated a definite

. LSO
predilection for joint activities and tﬁair accompanyiﬁg "real time"
communications ® which imparted current’ informagkon and, Epstantaneous
feedback. Over 27 days of observation, the mean amount of time that all
of the deans in the study spent on joint activities was 73% vhich repre-

sented a mean of 2528 minutes of the deans' comgbsite working time over

a six day ‘period of time. During this amount of time the dean of

nursing typically condﬁctad 105 'different activitiea‘resulting 1h,fn'

average duration for each activity of 24 mingteé. Of the time spent on

joint activities, over two-thirds ﬁas spent with people from witﬁin the
‘

dean's own institution, and the majority of those contacts were with the

dean's own administrative subordinates (25% of the dean'ssquire working
C - ' B
time). Over a 6 day observation period the deans spent 934”minutes out

of 3446 minutes of wbrking time on desk work which was the only activity

in which,1hilbfmation was documented, and which was the only solitary
activi;y- All othei time vas gspent inijoipt activitiaa‘uhich involved

oral undocumented information.

L4
’

-
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Proposition 3. Definite uaeonal variations exist in the
administrative behaviours of deans of nursing. The same character-
isti¢s, participants, and purposes are present in both Spring and Fall
observations ¥ of decanal behaviour, but variations occur in the

)

proportions of time end actiwity that each category within these three

G‘k e clasaif??‘tions receives. The dean' L4 working day was, longer in the Fell
Sl _>: w
" . ‘than in the Spring but the average number of activities was the same_for

‘L"?@ both periods. The axhetﬁge duration of eu.ch activitx, vas observed ho
e ‘
‘differ by only 1 minute. The amount of time spent on‘desk work wasg
. | R (~ - A.
ear in the Fall. as were the amounts of time spent on travel and

.

s of. nursi% remained the qme during the two obeervation periods.
cOneideration of the .participants in the dean’'s activities reveals that
\’mre time #is spent)n solitary activifies during the Pall than in the

»

Spring, the reverse is true, as- \vould be expected, for the joint
) * «ﬁ

activities. Almosb all of the decline in the. amount a,', time spent on
joint activities during the Fall, ‘as opposed to the Spring, is accounted
fox; by the decline in the amount of contact with subordinates and \;rith
representatives of other institutions. With regard to the purpose for
which activitiegs were psrformed, seasonal variations again were evident,
particularly for informational behaviours and dec¢isional behaviours.
Informational behaviours doubled in the amount of time that they
.‘required during‘ the Fall as oppoaed o th; _Spring, and. decisional
behaviours required only one-third the amount of time during the Fall

than' they had during the sPrinq. Interpern\onal behaviours were

R S DTN

g T A et
«
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relatively consistent from Spring to Fall as were scholarly bshaviours.
However, within scholarly behaviours it. is ~i.ntei‘eetinq to note the
increase in teacher behaviours during the Fall nnd the eorruponding
decline in relearcher‘and author behaviours. Similarly, desk work,

teacher behaviours and contact'vith students all show an increase in the

N

Fall over the‘J Spring.

ProEliQion 4. suchJ of the time epent by theudean of ‘mrsinq on
leaderahip bel@iour was used for £aculty development . One dean upent
27 minutes of a ome hourpeting ,ctplaining to her faculty the budgeting

process within the university. Another dean spent a large portion of a

meeting ﬁplaining to her faculty the ;irgceegle for curriculum revision

o

within their particular univernity. A third dean spent one hour -

explaining and interpreting the concept of collegiel q:vernan&e to her

faculty. On several occasioni the :ﬂanl acted as, nentors for* ﬁculty

members who were attempting to make career decieions such as undqrtaking
4

further gradyate studies, . selection "of an eppropriatg dpctoral

k . Y B ‘ ..: ‘ : /‘ .

programme, or the 'dev‘lopnent of- a research project. This is/ not to
N I

imply that other -upects of leaderehip behavicur were either neglected _

or ignored, rather that they were performed as expected whi,{e faculty
development received an emphasis which had not pteviously- heen found in

the literature.

Proposition 5. Deans of nursing mke relatively few unaided

decisions related to the Paculty of Nursing. Reaource ellocation

behaviours vefe' gregter in the Spring, when anmial budgets were heing

.

vork load u.ignnent: for the coming year ‘were being ¢hter-ined. But

prepared, studentt wer?being admitted for the ocning yeu', and faculty.
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even in the Spring resource allocator behaviours only required 7% of the
- ' .

b

dean's working time and in the Fall this was only_3%.‘ .Similarly,
negotiator behaviours were higher 'in ﬁhe Spring when ‘négotiations were;
held regarding contracts for clbinical f;cilities for student practica
during the coming academic Year and regarding contracts for ne;«"‘ and
returning facult’:y. No negotiator behaviours were observed during the
Fall. . Also, disturbance handler behavidurs were more frequent during
the Spring when appeals (or threats of appeals) were launched by
students who were é‘issatisfied with grades or by faculty members who
were denied tenure or whose contracts were not renewed. Likewise entre-
preneu; behaviours were greater in the Spring when planning for new
courses or pi‘ogrammes was underway. Howeve;:, collectively these four
categories within the decisional cluster of behaviours énly required 19%
of the dean of nursing's time during the Spring and 6% of her time
during the Fall. Even these decisions were not made unaide-. Because
of the collegial governance system in Canadian universities, the dean of
nursing is advised by a committee of faculty members about virtually
every decision which is o¢* any consequence at all to the F"acﬁlty of
Nursing.

Proposition 6. Much of the entrepreneurial activity‘"‘ of the dean

!
of nursing invci~:s finding or generating alternative sources of funding

to expand the Faculty of Nursing budget. Faculties of Nursing in this
sample were generally dependent on the global budget allocated by the
2 v
. I
university to each of its academic units. There is ~ son to believe

that this is true of all Faculties of Nursing in Canada. Rarely do they

have continuing sources of funding within their budgets which can be
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o
used for research equipment or special programme= Wwhen a Faculty of
Nursing wishes to develop a new progra'mme of + ther ai. ~ucational or a
service nature, the dean of nu?sinq must “ide-ti:, snu s of funding.
These may take the form of research grants, gran.: ..om foundations}, or

corporate or private donations. whatever the source, the additional

B,

funds must be soliciteid and secured or else the new programme does not
go forward. At this particular time of financial retrenchment and
declining enrolments in universities, this type of entrepreneur
behaviour seems to be of particular relevance because most Faculties of
Nursing seem to be experiencing an increasing number Of, ;pplicants to
their undergraduate programmes, both generic and Post-R.N. bacca-
’
laureaté, and an increasing pressure to develop or expand graduate

programmes . This modest growth trend in Faculties of Nursing is

contrary to the general trend of retrenchmgnt in the universities/and

therefore requires that a considerable/ portion of the entrepreheur

behaviours of the dean of nursin be devoted towards locaking

aslternative sources of funding for e budget. This emphasis withfn the

entrepreneur .behaviours .on the cating, or soliciting of alternative

q
sources of budgetary funds is fnot mentioned in any of the 1literature

which was reviewed. In fact t literature seems to imply that the
major activity within the entreprenedr behaviours would be associated
wit.‘h curriculum development. This." may be anosher of thev factors which
is reflectgive of changing trends in higher education.

Proposition 7. Currently, the dean of nursiﬁg seems to be

focusing on short-range planning rather than 1ong—ra;1ge planning. The
declining enro.lments, budget constraints, and fiscal retrenchment which

many universities are currently experiencing are forcing short-range
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plann..g and inhibiting long-range planning. As one Dean stated:

It's difficult to plan for the future with so much uncertainty
regarding the continuation of programmes and what might happen with
engolment. So, all we can do is plan for the current budget vear.

Propdsition 8. Deans of nursing do not tour their domains as do

-

the chief.executive and school superintendent. This observation might
be influen;;d by the concept of "academic freedom" which is revered by
university facufty members. Perhaps this particular characteristic of
administrative work is not found in university environment’s because the
dean's dropping into a classroon unannou;ced and uninvited might be
viewed as an invasion of academic freedom as well as being potentially
disruptive to the educational enterprise by iﬁterfering with the rapport
between faculty member and students or w;th the dynamics of interaction
established by the faculty member. The absence of tours might also be
related to the concept of university faculty members asm; gr;up of peérs
and colleagues who are all professional and function autonomously within
their classrooms. However, deans of nursing appeaf to use other media
to achieve the same purposes which executives and school superintendents

accomplish using the tour media.

Proposition 9. Deans of nursing consciously commit themselves

to scholariy behaviocurs. It may be that, in a universit& milieu, both
the legitimate authority and the professional credibility of the indivi-
dual are essential factors in establishing énd maintaining the power and
influence of the deap. Alterﬁjfively, it might be that" since the
decanal appointment is generally made for‘a limited term, that the dean
feels the need to maintain her scholarly expertise in the event that the

decanai appointment is not renewed. However, for these f;ﬁ,léSSLbly
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other reasons thg dean of nursing deliberately chooses to incorpbrdte
into her job an entire cluster of behaviours which are extra to the
managerial roles identif;gd by Mintzberg (1973).

Proposition 10. The nursing dean, just as the school super-

intendent, is frequently in the éos;tion of being torn between the local .
interests of the Faculty of Nursing and the broader interests of the
university as a whole. She frequently is in the position where she is
called upon to speak on behalf of the Faculty of Nursing to the wider

university community and visa versa. As one of the subjects stated with

s

regard to this matter:

I am, in a sense, a front man for my Faculty in terms of presenting
my Faculty's case to the University but by the same token I am the
univergity spokesman in presenting the case to the Faculty and I
guess there is always some conflict in that.

Another of the deans in the study presented her thoughts as follows:

I think Deans are in a somewhat awkward position being administra-
tors’ but also being closely associated with the academic wmit. So,
in a sense you are always wanting to represent the unit's best
interests but if you only do that you have a very narrow view of the
expectations of the job because every unit is a part of the univer-
sity 80 a dean has to have some knowledge, understanding and a feel
‘for the university and what is best collectively for the university.
So there is potential for conflict there.

All of the deans concurred that being the ‘intermediary between the
univergity as a whole and tﬁé Faculty of Nursing presented the dean with

the potential for personal internal conflict and divided loyalties.
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Chapter 7 ¥ ¥

SUMMARY, CONCLUSIONS AND IMPLICATIONS
» .

Summary of the Study

Purpose of the Study

[}
The purpose of this study was to develop a descriptive profile

of the adminigtrasive work behaviczurs of deans {n Canadian university
nursing education programmes. A structured observation field study
approach“was used to generate a description of the work  behaviours of
deans of Canadian university nursing ed"ucation programmes . The study
was undertaken in the conte).(t of devveloping insights and generalizations

to contribute to the theory base of organizational behaviour in both

educational administration and general administration.

Statement of the Problem \\

S

The problem addressed in this study was to obtain a description
of the characteristics and purposes of the adminiétrative work
behaviours of Canadian deans of nurging. The description would indicate
what deans of nursin? actually do in.»performing their daily tasks and

would identify the purposes of those activities identified through the
L]

study.

Sub-Problems

~—

Y S
In addressing the primary problem, the following statements

served as a quide for the investigation:

274
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1) the classification of observed administrative behaviours of
Canadian deans of nursing;

2) the comparison of the administrative behaviours of deans of

4 B
nﬁrsing as described in the literature with those admini-
strative behaviours identified by strhctured obsérvation;

3) the comparison of the administrative behaviours of canadian
deans of ndrsing with the™administrative behaviours of chief
executives as described by Mintzberg (1973});

4) the comparison of the administrative'behaviours of Canadian
deans of nursing with the administrative behaviours of
superintendents as described by Duignan (1979);

5) the formulation of propositions regarding the administrative
behaviour of deans of nursing;

6) the generation of hypotheses regarding administrative

behaviour relative to general administration theory.

Justification for the Study

The chief administrative officers of the Canadian univera}ty
nursing education programmes hold ke} positions ig thé nation's post-
secondary system and influence the nation's heal;h care ;ystem.
However, the literature reveals little about the administration of
universities and even 1less about the administration of university
nursing education programmes. The literature, thch is available
regarding the administrative behaviour of administrators of university
nursing education p;ogra;mes, focuses on the prescription or adv9cacy of
specific tasks or processes, and on the leadership and decision making

components of administration. No studies have been reported which
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investigated the university administrator's or the univérsity nursing

" education administrator's daily managerial activities,’ the purpose of

L
) ~

those activities or how those activities compare with the activities of
other types of managers. This study u;ed a non-parﬁiéipant, structured
observation, field study approach to geherqte a desqription of the work
beha;iours of deans of Canadian university nursing education programmes.
This descriptive profile of one group of university administrators
provides insights into a previqgsly unexplored aspect of higher
education administration by providing information of a qualitative

nature.

Researcﬁ Design

"Accepted techniques and methods for structured observation field
studies were used }n this study to obtain a description of the charac-
teristics and purpgdes of the administrative work behavioufs of Canadian
deans of nubsing. In field r;search, classical concepts of research
design do not apply. 'Thus, in conducting this study a three phase
process was enployed: gaining access to the settings and subjects of the

study; collecting descriptive and observational data; and analyzing data

including the development of propositions.

Methodology

Five deans of nursing at Canadian universities agreed to ;ermi£
thevinvestigator to observe them for two periods of three.days each.
Both descriptive and observational data were collected. The observa-
tional data recorded all of the deans' activities throughout their work-
ing days and included descriptions of each activity as to duration;

participants, location, purpose, format, and initiator of the activity.
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Structured’ interviews wi&h all subjects were conducted at the end of
each visit. Concurrent with the recording of descriptions and observa-
tions, the researcher also noted recurring patterns or themes in the
observations. The resulting thematic notes included hunches, ideas, or
suspicions about possible propositions or hypotheses. The thematic
notes actually represented the beginning of th"analysis.

The data analysis required anviteratige process of sorting from
which three clagsification systems evolved: classification of the
characteristics of the deans' work (low inference level data), the
participants in the deans' work (low inference level data), and the
purposes of the deans' work (high inference levei data). Profiles of
each dean were formulated for each of the three classification gsystéms.
Composite and aggregate summaries of the deans' collective activities
were prepared for each of the three classification systems. Finally,
the obsgervational and descriptive data, the thematic notes, the struc-
tured interviews and the composite and aggregated summaries were used to

generate a series of propositions concerning the administrative

N
behaviours of deans of nursing. ia
Conclusions

The small sample size and the qualitative characteristics of the
data prohibit the use of statistical treatment of the data for purposes
of generalizing to the total population from which the sample was drawn.
However, the use of composite totals, the igterview transcripts, and

molar data permit the administrative behaviour of the Deans .of Nursing

in this study to. be described collectively.
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The Dean of Nursing works long dayg which are filled with many
activities of short duration and high intensity. 'I'hesé activities are
characterized by frequen't interrup{;ions and fragmentation over which the
Dean appears to have little control. Most of the dean's working day is
spent in joint activities with other ‘individuals, predominantly those
from within her own institution. The preferred forms of communication
for the deans are those which provide current information and instan-
taneous feedback, 1.e., verbal. Communication via the print media is
given relatively low priorify in the amount of time the dean devotes to
it. Similarly, the Dean of qusing does not spend any of her'time
touring the academic institution in which she works.

Definite seasonal variations exist in the administrative
behaviours of the Dean of Nursing. The same characteristics, partici-
pants and purposes are present at various times of the ypar"i but the
amount of time and the number of activities requir;;d by each’citegory
within the three classification systems varies with the time of the
year.

The Dean of Nursing devotes a large nurher of her leadership
activities to faculty development. In this study the various Faculties
which were involved required information (or instruction) about the
universities' curriculum revision processes, budgeting processes, and
the concept of collegial governance and shared responsibility. The
deans also act;ad as mentors for individual faculty members on mmerous
occasions.

The Dean of Nursing makes relatively few unaided decisions

related to the Faculty of Nursing. Virtually, all decisions, which are
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of consequence to the Faculty of ljuraing, »ate ‘mde —'t.he basis of the

i

advice of a committee of faculty l\embers. 'l’}ﬂ Mn of Nursing remains
)

responsible for the decisions \and pr;bably infl\\}ences the advice of the

committees to some extent. However, collegial governance at Canadian

universities 1limits, to a large extent, the ability of the Dean of

Nursing to make unilateral decisions.

Much of the entrepreneurial activity of .the Dean of Nursing
involves finding'or generating alternative sources of funding to extend
the Faculty's budget which is allocated from the university. This is
not to say that the Dean of Nursing does not engage in entrepreneur
behaviours of other sorts, such as curriculum Adevelopment; rather that,
in this period of economic retrenchment and fiscal restraint, the Dean
must spend more time and energy on locating sufficient funding for new
programmes than she does on the content of the new programmes .
Currently the economy is less buoyant, university enrolments are
Qeclining, and universities are experiencing fiscal restraint as opposed ,
to the 1960's and early 1970's- when growth and expan.sion were
predominant. Most of the previous studies of Deans of Nursing were
conducted during the latter period and ‘this might account for the
emphasis on the decanal function of curriculum development at that time.
Thus, it appears that factors in the external environment, over an
extended period of time, might be influencing the manner in which the
Dean of Nursing distributes her time and effort among vari‘ous aspects of
entrepreneur behaviours.

The Dean of Nursing currently seems to focus on short-range

planning as opposed to long-range planning. Again, this appears to be
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attributed to the budgetary uncertainty and instability under which most
Canadian universities are presently functioning. |
The scholarly activities of teaching, researcn;,and writing for
: o '
. publication are deliberately and consciously practised by the Dean of
Nursing. This cluster of activities incorporates an entire cluster of
behaviours into her job which is exﬁra to the managerial rolés.which
Mintzberg (1973) identified.

The Dean of éursing occasionally experiences personal conflict
arising from her position as senior administrator of the Faculty of
Nursing and her position as a member of the senior managemen{-team of
the university as a whole. »

Implications .

\
Implications for Practice '

The findings and conclusions of the study which demonstfate the
long days filled with activities which are of short duration, high
intensity, frequently interrupted, and fragmented might provide some
reassurance to administrators of university nursing education programmes
that these factors are characteristic of the position rather than being
characteristic of the individual in tn; position. At the same time,
selection committees and individuals contemplating acceﬁting decan#l
appointments in nursing faculties would be well advised to consider the
health and temperament of candidates for appointments as Deans of
Nursing. Those with poor health or temperaments which prefer
uninyérrupted concentration on an activity until it is completed will

find the hectic pace and the frequent interruptions onerous.
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Deans or candidate}s for deanships who have either experiential
or academic preparation (preferably both) in \iniverity finance will
have a distinct advantage in the competition for secondary sources of
funding f<;r their Facdltigs. The Canadian Association of University'
Schoolas of Nursing (C.A.U.S.N.) might be prevailed upon to provide a
forum for the continuing professional dqveiopment of the Canadi;an deans -
of nursing who perceive a personal need in this aspect of administra-
tion. Alternatively C.A.U.S.N. might serve as a resource for informa-
tion about 'alternative funding reéources 8o that an agency or foundation
is not inundated with funding requests and another 18 ignored.
Similarly, each Dean of Nursing should consider establishing a file of
proposals submitted by faculty members to various agencieg. In this
way, a pattern of successful grant applications could be established for
future reference in grant writing as well as a pattern of funding among
various agencies.
Deans of Nursing should not assume that faculty members are
familiar with the concepts of collegial governance and ghared responsi-
bi{ity or that they share the Dean's perception of these two concepts.

Some ‘time spent in a dialogue between faculty and dean would appear to

AN
be well spent as a preventive measure against misunderstandings.

. Similarly, the deanashould assure that her own orientation to the
university and that of her new faculty members includes gome discussion
of the processes of and procedureés for curriculum revision, budgeting,
t‘imetabling, space allocation, and negotiations: for clinical placement

of students. An up to date Faculfy of Nursing policy manual that is

available to faculty members and support staff also would prevent many
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misunderstandings. Policies which are .‘buried in minutes of Faculty
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-

meetings are of little use in decision making by either faculty members’

v

or deans. ,
. v

Implications for Further Research -

Each of -the propositions proposed from this study . c‘mld be
reworded and expres*ed as an hypothesis upon ich deductive research
studies could be based. * There wculd alco be m&t in (éplicating ‘this
study on a different population in order“to eet!ablish a broader base in
order to permit qeneralrization.‘ |

The scholarly cluster of activities, which 4s extra to the
managerial roles proposed by Mintzberg 1\(_.1973), suggests that there'are
core elements of administration whicB are universal almong all types of
administration but that there are. also additional “elenents “which are
unique to specific types of administration. This i.osition vwould iugges'\t
a compromise between the general theory of adminjistration propoqed by
‘Litchfield (1956) ax;d Koontz (1961) and the contingency theories, of
administration proposed by Fiedler (1967) and House (1971). This wounld

- *

indicate a fruitful area for further administrative research.

g ¢
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Anglophone University Nursing Education Programmes

in Canada Having Incumbent Deans

>

Universitz

University of British Columbia
Faculty of Nursing

University of Calgary
Faculty of Nursing

Lakehead University.
School of Nursing

Laurentian University
School of Nursing

McGill University
School of Nursing

Memorial University of
Newfoundland
School of Nursing

University of New Brunswic)g',
Faculty of Nursing

University of Ottawa
Faculty of Health Sciences

Queen's University
Faculty of Nursing

St. Francis Xavier University
Department of Nursing

University of Toronto
Faculty of Nu-; g3

University of Western Ontario
Faculty of Nursing

University of Windsor
Faculty of Nursing -

Dean d

Dr. Marilyn D. Willman
Dean

Dr. Margaret Scott Wright
Dean

Margaret Page L
Director

Wendy J. Gerhard
Director

John M. Gilchrist
Director

Margaret D. McLean
Director

Irene Leckie
Dean

Marie des Anges Loyer
Director

Alice J. Baumgart

Dean

Ellen Murphy
Chairman

Phyllis Jones
Chairman

Dr. Beverlee Cox
Dean

Anna Temple
Dean

Source: The Canadian Nurse, Vol.76, No.l,

January 1980, pp.36-39.
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7 - 130E, Doctoral Suite

Department of Educational
Administration

Faculty of Education

University of Alberta

Edmonton,, Alberta

March 17, 1980

In partial fulfillment of the requirements for the dJdegree Doctor of
Philosophy in Educational Administration at The University of Alberta,
Edmonton, I am undertaking a descriptive study of a stratified rand-n
sample of the chief administrative officers of Canadian Nursi.g
Education Programmes. You were one of the deans who was randomly
selected. The purpose of this letter is to familiarize you with the
project and to invite you to consider participation in the study as a
subject. " 7

The project proposes a non-partiéipant, observational field study of
subjects for two periods of three days' duration. The purpose of the
study is to gather data concerning the administrative activities,
behaviours, and roles of the Deans, Directors, or Chairmen of Faculties,
Schools, or Departments of Nursing at Canadian universities. Your
participation would involve permitting me to act as your "shadow"™ for
two periocds of three days and responding to a structured interview of
approximately one hour duration at the conclusion of each of the two
observational periods. Please be assured that the identity of the
participants in the study will NOT be disclosed. All observations will
be treated with strictest confidence. A copy of the final thesis will
be provided to you at the conclusion of the study.

The first round of observational visits will occur April 9 to April 30,
1980. The second round. of observational visits will occur during

October, 1980.

05002
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I will telephone you on March 25, 1980, for the purpose of discussing
the project with you and soliciting your participation in the study. An
excerpt from the methodology section of my proposal is enclosed to
agsist you in making you decision. Should you decide in favour of
participating, I will also ask you during our telephone conversation to
indicate which of the following time periods would be most convenient
for me to visit you# . : '

A April 9 - 11;
;) April 14 - 16;
April 17, 18, 21; ;
‘April 23 - 25; or
April 28 - 30. . v

Thank you for considering this request. Hopefully, your response will
be affirmative since, as You are well aware, in a random sample from a
total population the size of the one in this study, .the. participation of
the selected subjects is crucial to conducting the study. I shall look
forward to talking with you on Marh 25, 1980. ) ‘

‘Sincerely

Kathryn J. Hannah, R.N., M.S.N.

tkjh
Encl.
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Methodology ¢

Operational definitions. Por the purpose of this study,/ﬂe

following operational definitions will apply for terms whose ma)nings
might otherwise be ambiguous:

Behaviour -- the conscious thoughts of the subjects as described
to the investigator and/or the overt actions“ of the subjects as
perceived by the investigator. 7

Dean of Nursing -- the senior administrator of the academic unit
that 1is charged with the responsibility for the nursin'g education
programme within the university. The titles Director and Chairman will

’

be considered as synonymous.

* University nursing education programme -- the generic courge of’

studies which leads to the conferring of a university degree, either
baccalaureate or masters, in nursing.

Faculty of Nursing ~- the academic unit that is charged with the
responsibility for the nursing education programme within the univer-
sity. Units known as Departments of Nursing, Schools of Nursing, or
Faculty of Health Science will be considered equivalent.

: +

Sample. - The sample will be selected from the anglophone univer-

sity nursing education programmes in Canada having incumbent deans

(Appendix A). The sample has been restricted to anglophone programmes

because of the cultural variables, and the historical differences in the
2 /‘

administrative structures between Prench-speaking and English~speaking

universities. One university nursing education programme will be

selected from each of the CAUSN regions, i.e., Atlantic, Quebec,

Ontario, Western, in an attempt to negate the effects of regional

I

N\ . (

«d
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differences. An additional programme will be selected from the Ontario
region because of the larger number and diversity of ghe programmes in
that region (Appendix A). The selection of the representative programme
from éach region will be mad; using a table of random numbers. The
deans of the programmes selected will constitute the sample for the

study. -

Observational procedure. The study will be undertaken utilizing

a non—participént, structured observation, field study approach as
described by Mintzberg (1973) and Duignan (1979). Tentatively, the
investigatdér intends to make two observational visits to each subject.
The two visits will be separated by a time interval of sgveral months in
order to permit observation of the degns' activities at separate time
periods during the academic vyear. Two visits should permit
congiderétion of temporal influences on decanal administrative
behaviour. Each observational visit is tentatively scheduled to be of

three days’ duration. Thus, a total period of observation for each

DY

subject will comprise six days. The research>£gsign is iilustrated in
Figure‘2.
Figure 2 /
Research Design
-
Time
Dean 1 ‘ - 2

A | Ob#ervation 1l . Observation §

B Observation 2 Observation 7

C Qbservatibn 3 Observation 8

D Observation 4 Observation 9

E Observation § Observation 10
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Observations of all the deans' activities throughout the working
day wiil be récorded by the invc?s{t\:\'}gator. The recorded observations
will ’‘describe the activity as to duration, p\:articipants, location,
purpose, format and initiator of the act}vity. Recording procedures
adapted from b:lintzberg ('1973) and Duignan (1979) will be utiiized. The
initial recording and gcoding process will occur concurrently with the
observation process. Two types ofﬂ c-iata will be recorded and coded:
anecﬂotal data and s£ructured data. Mintz;(erg (1973:232) defined anec~
dotal data as "materials on specific actiy ties.” 1Illustrations of this
type of data might include tape recordings of structured interviews with
the deans, examples of letters, detaiYed r_10tes of a particular incident
including direct quotations. Structured data, according to Mintzberg
(1973:232), document "the pattern of activity throughout every minute of
the work#lay and [in~"de] all mail and verbal cont:acts." These data
have been  recorded by bpoth Mintzberg- (1973) and Duignan- 1979) usi-ng\
three types of records -- a chronology record, a mail 1 ord, and a
contact record. Examples of these types of reéords can be found in
Appendix B. Each of these records will be cross-referenced with each of
the others after the pattern established by Mintzberg (1973) and Duignan
(1979) (see Appendix B).

-

Reliability and validity. Lutz and Iannaccone (1969:124) main-

tained that, in field research, reliable data ordinarily are valid data.

“4

They argued that:

As Kerlinger has said when writing about the field study method,
'There is no complaint of artificiality here.’ The observer is
viewing the actual behaviour. He is not one step away from the
behaviour as is the case when tests are used to measure perceptions
of behaviour. Rather, the field observer is looking at the actual
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behaviour. this method, if the data are reliable, they are
usually valid.

Recognizing that, as Duignan (1979:85) points out, "anothér researcher
watching the' same behaviours might well produce a different ‘kipd of
analysis,"” this investigator will attempt ¢ incorporate measures<into
the design of the study to enhance its rel;ability. During the periods
of fiéld study the investigator will wutilize the non-participant,
structured observation methods adapted from Mintzberg {(1973) and Duignan
(1979). The use of these established recofding and coding protocols
should provide the first measure of reliability. Additionally,
structured interviews with the subjects will be conducted, utilizing the
patfern established by Duignan (1979:249-250). A further. 'measure to
enhance the intrarater reliability of the study will’ be pilot
observations ﬁsing videotapes and observations of one dean to test the
recording, coding, and interview techniques of the investigator. The
final reliability measure will be the use of carefuily defined
operational definitions of all terminology to be used in the recording
and coding process. While interrater reliability is not a concern since
the investigator will perform the investigation unaésisted, every effor=
will be made by the investigator to pmovidejintrarater reliability by
eliminating personal bias and by maximizing objectivity. ?épefully,
informal opportunities will §xise that will permit the investigator to
check her perceptions with the subjects. -

Data analysis. While no hypotheses are being explicitly stated

and no inferential statistical procedures are proposed in field research

studies, the investigator currently intends to utilize either content
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analysis or semiotic analysis in sorting and classifying the raw data
for individuals and for the sample as a whole. The process under
consideration at the present time is the one utilized by Duignan (1979:-
70-85). Simultaneously with the analysis, the investigator will attempt
to identify trends in the data which might lead to the devc;lopment of
propositions. This aspect of the data analysis, as(‘ presently
coqceptualized by the investigator, will be that proposed by Schatzman
and Strauss (1973) and modified by Duignan (1979). *

Ethical considerations. Of obvious concern is the matter of the

investigator's access to the mail of the subjects without the prior
consent of the sender of any specific piece of mail. Before the
beginning of the observations, the investigator intends to negotiate
with each subject. The specific content and éetails of mail contents:
afe not relevant to the study. Only the primary purpose of the contact,

the title or position of the sender and the action precipitated by the

contact need be recorded. Therefore, at the discretion of individual

deans, the mail could either be directly viewed for recording purposes

by the investigator or verbally reported, as to sender (by title),
pufpose, and action taken, by the dean to the investigator. Also
included in the initial negotiations with the subjects will be the less

obvious concern regarding confidential or sensitive discussions with

T

fagdulty or students. If at any time either a subject of the study or a
iscussant believes that the presence of a third party would violate
confidence or hinder the open and positive nature of a discussion, the
investigator is prépared to withdraw from \the situation for the duration

of the meeting. All subjects will be assured that all activities will

=Y
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be held in strictest confidence by the investigator and that their

anonymity will be carefully gquarded by the investigator in all reports.



Table 8. The Mail Record

Tahle 7. The Chronology Recand
Duraiin
Timne Mcdium Reference? [TNITEITIRY |
#:20 Call A 0.02
H:22 Desk work 1-7 0.
8:40 Unseheduled meceting ] 0.2
8:55 /Tl : c 0.1
9,00 Scheduled meeting D 05
1;30 Unscheduled mecting L 0.s
10,00 Desk work (5) 0.2
10:10 Tous I 0.1
10 40 Tour : G 02
10.45 Call 1 0.2
10:55  Call I 0.1 {
11:00 Schedided mecting J 2.0 o
1:00 I'nd of mecting - -

o . . . -
Crossrelerences to itemns in Tables B and 9,
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Attention

Action Taken

Reference Form , Scnder Purpose
1 Letter " Trade organization Request to speak Rcad Reply: decline
2 Clipping Salcsman Solicitation Skim -
3 Letter E xicrnal board Notice of mecting Rcad -
4 Penodical - Busincss ncws Skim Forward advertisement to
. production supenisor
5 Mcmo loreign vice president Request resolve staff conflict Rcad Reply: eaplain
6 Rcport Controller Financial data Skim -
7 Letter R&D vice president Request signature - Sign
Table 9. The Contact Record
Reference Mcedium Puipow Participants Imitintion Duration Place
A Call fntormed (event) Manufactunny manager Oppostie 0.02 Office *
B Unscheduled Informed (1.C) Assistant Opposite 0.2 Office
mceting 2
C Call N Iatorming (1.C.) Chairman Self 0.1 Office
D Scheduled Ceremony Retiring employee: Oppostte (pesonned 0.5 Office
meceting 3 Personncl staffer statfer)
E Unscheduled Informed Treasurer Self 0.5 Otfice
mecting 2 (action taken)
F Tour Obscrvation Plant employces Sclf 0.5 Mecdical plant
G Tour Informing (idea) Assistant superintendent Self 0.1 Plant
3] Cali Strategy Exccutive vice president Opponite 0.2 Office
! Call’ Informing Controller Self 0.1 Offite
. (dcdision)
J Scheduled Neyotiating Assistant, consultants Clodk 20 Bouard room

nueting 4

Source: Mintzbcrg, 1973:235-238.
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LETTER CONFIRMING SUBJECTS' PARTICIPATION
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7 - 130E, Doctoral Suite

Department of Educatiocnal
. Administration

Faculty of Education

University of Alberta

Edmonton, Alberta

March 27, 1980

Dear

Further to my telephone call to your office today, I am writing
to confirm your participation in my doctoral research study on the
administrative behaviors of Deans of Nursing at Canadian Universities.
My first observational visit with you will occur from April to April

+ 1980 inclusive. I shall arrive at your office at approximately
9:00 a.m. on the first day.

Thank you for your willingness to participate. I shall look
forward to sharing this experience with you.

Sincerely,

—

Kathryn J. Hannah, R.N., M.S.N.



r—
8
A

Appendix D

LETTER TO ALTERNATES THANKING THEM FOR CONSIDERING

v

THE REQUEST TO PARTICIPATE IN THE® STUDY
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~

7 - 130E, Doctoral Suite

Department of Educatijonal
Administration

Faculty of Education

University of Alberta

Edmonton, Alberta

March 15, 1980

Dear

Further to my telephone call to your office today, I am writing
to thank you for considering my request that you consider participating
in my doctoral research study of the administrative behaviors of deans
of nursing at Canadian universities. I have been able to secure the
participation of the required number of subjects to enable me to conduct
the study. In spite of the fact that you will not be participating, I
would be pleased to supply you with a copy of the completed disserta-
tion, if you would be interested.

Again, my sincere appreciation for time and effort spent on-my
request. I shall look forward to meeting you at some time 1in the
future.

Cordially, .

Kathryn J. Hannah, R.N., M.S5.N.



Appendix E

LETTER REQUESTING CONFIRMATION OF SECOND

OBSERVATIONAL VISIT

~
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5728 Dalcastle Cres. N.W.
Calgary, Alberta

) ' T3A 1S4
July 3, 1980

Dear

First, my belated thanks for your gracious hospitality as well
as your cooperation and candor during my data gathering visit with you.
The rest of the tour was equally successful and I finally returned home
to Calgary on April 30 -- just in time to begin the Spring Session in
Edmonton on May 2! With three courses in a six week seggion I have yet
to begin studying the data but I am looking forward to beginning next
week.

My second reason for writing is to ask if it would be convenient
for me to make my second observational visit to you on November ’ y
and inclusive. I have waited until after the CsA.U.S.N. Council
meeting in the hope that I can visit everyoné on the same trip. Could
you please let me know if these dates are satisfactory to you?

Again, my -sincere appreciation for your participation in my
doctoral research project.

4

J Cordially,

Kathryn J. Hannah, R-Nu, MOS-N-V



~

Appendix F

LETTER ACKNOWLEDGING AND THANKING THE SUBJECTS FOR THEIR

PARTICIPATION IN THE PROJECT
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5728 Dalcastle Cres. N.W.
Calgary, Alberta

T3A 1S4

December 1, 1980

Dear

I'am writing to express my appreciation for your participation
as a subject in my doctoral research project on the administrative
behaviours of deans and directors of Canadian baccalaureate nursing
programmes . Without the participation and cooperation of you and the
other four subjects, the project, 1literally, would not have been
possible.  An additional benefit was the opportunity to become

¥4 acquainted with you. I shall look forward to future opportunities to

interact with you both pe¥®w®nally and professionally.

In my initial contact with you I  made a commitment to provide
you with a copy of my dissertation when it is completed. I want to
assure. you that I intend to honour this commitment.

L]

Again, my sincere thnaks for sharing this experience with me.

Cordially,

Kathryn J. Hannah, R.N., M.S.N.



Appéndix G

EXAMPLES OF MAIL AND TELEPHONE LOGS
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Appendix H

CONTENT OF STRUCTURED INTERVIEWS

[C
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Structured Interviews

S

The questions aske . . +2ch o at - end of the first
observational period were as follows:

1. what is your basic administzativc vhilosophy in dealing wifh
your faculty members and support staff?

2. Are there unique features of the health care system in this
province which influence your work as dean?

3. Are there unique features of the higher education system in
this province which influence your work as dean?

4. Are you often required to represent your Faculty -on
ceremonial and social occasions?

5. Do various community or professional groups make demands on
your time for such things as speaking engagements?

6. Afe you expected to be the public relations officer for your
Faculty? For the University? )

7. Do you try to monitor community moods, expectations, and
demands regarding nursing education? Nursing practice? If 80, . how?

8. What sources of information do you usually use when
gathering information and/or seeking advice cohgerning every day
problems? Are there different éources for major issues which develop?

9. What means do you use to disseminate information throughout

your Faculty?

3

10. Ho'- often and in what depth do you keep your assistants

and/or subordinates informed and briefed about important information?
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11. It is sometimes stated that the Dean is caught between the
inferesté of the Faculty and the broader interests of the uniéersity.
How do you respond to this statement?

12. 1Is the Dean's position "lonely”, in terms of being the one
who has to make many of the importar = decisions and take responsibility
for their consequences?

13. Are you often invol - re >lving conflict situations?
Within the-Faculty? Between the Fc cy ai * University?

!

1l4. What are the main pressures of the Dean's job?

15. What are the political activities involved in the deanship?

16. Do you have either formal or informal plans for your Faculty
for the next three to five years?

17. Do you continue to teach? 1If sao, what is your motivation?

18. Are you the primar; chanéé agent for your Faculty?

19. Do you feel that you are in control of your time?

20. Do the demands of your wnrk interfere withj;he time that YOu
have available for'your private life?

_21. Do you get sufficient time oh—the-job to think over problems
and issues?

22, Many believe that the Dean is usually well paid. How
important is salary to you.

23. What would you regard as a promotion?

24. Would you say that the time during which I have been
observing you has been typical of your usual activities?

A? the end of the second observationalAvisit each of the subjects

was shdﬁﬁ the Daily Summary Sheet and the accompanying operational
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definitions which were utilized in analysis of round one data and which
are found on the following five pﬁges. Each subject'wasvthen asked the»
following ;juestions: |

1. Do the media classifications utilized in summarizing the
first round of observations reflecg all of the media in your personal
repertbire?

2. Does the <classification of ‘activities by parﬁicipants
adequately reflect your personal experience? |

3. Do the classifications of behaviour identified in the first
round of data collection appear to be 'consistent with your role as
Dean?

4. I; an organizational sense, hoﬁﬂho you perceive the role of
students in the faculty/school of nursing? Are they ;ubordiﬁates in the
same sense that faculty and support staff are? Are the ;raw materials”™
being processed by the curriculum to produce the product -4 B.N. or
B.Sc.N.?

5. Do you feel that your wogk days are "fragmentéd" i.e.
frequent interfuptions requiring change of train oé thought or inability
to complete an activity without distraction by the phone, your
secret;ry, ér a visit? ’

6. Do you believe that much of the information which you use in
decision ‘making is verbal or non-documented and therefore makes
delegation of decision making difficult?

7 Has the time that I have spent observing your activities

~

during this second visit been typical of your usual activities?
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DAILY SUMMARY SHEET

DEAN . .
DURATION OF DAY (in minutes) TOTAL NUMBER OF ACTIVITIES FOR DAY

RANGE OF DURATION OF ACTIVITIES FOR DAY

AVERAGE DURATION OF ACTIVITIES FOR DAY

CLASSIFICATION OF ACTIVITIES BY MEDIUM:

Total time spent Time spent as a

(in minutes) % of total day
Mail
Telephone . ]
Unscheduled meetings ‘ .
Scheduled meetings
Tours

CLASSIFICATION OF ACTIVITIES BY PARTICIPANTS:

Total time Time spent as a
Y (in minutes) | % of total day.

Solitary activities

Joint activities

Intra-institutional Participants

Subordinates

Superordinates ' ;

Peers

Extra-Institutional Participants

Professional Associatioh
Representatives

Representatives of Other
Institutions

Government Representatives

Other (specify) J
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DAILY SUMMARY SHEET

ROLES PERFORMED*

\

Total time spent Time spent as a
(in Minutesg)! % of total day

Interperéonal

Fiqurehead

Leader

Limison
N

Informatiodnal

Monitor

Disseminator

Spokesman

Decigional

Entrepreneur

Disturbance Handler

Resource Alldécator

Negotiator

Scholarship

Teacher 3

Researcher

Author

Other (specify)

UNCLASSIFIED ACTIVITIES:

Total time % of total day

Travel

Other (specify)

*See explanation on following pages.
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OPERATIONAL DEFINITIONS

CLASSIFICATION OF BEHAVIOURS

Interpersonal* - deal primarily with relationships.

1.

2.

3. Liaison* -
Informational*
processing.

4. Monitor*

5.

Figurehead* - symbolic head: obliged to perform a number of

duties. of a legal or social nature.

- e.g. ceremony, status requests, solicitations,
or authorizations (e.g. grant proposals),
submitting forms for leave of absence for
faculty member.

Leader* - responsible for the motivation and activation of

subordinates toward the achievement of the goals of
the Faculty of Nursing and the university,
responsible for recruiting and staff training,
facilitation of subordinates' career development,
role modeling, staff development, and associated
activities. ‘
€.g. counselling faculty reéarding their personal
graduate education, teaching faculty about
university governance or budget process,
stimulating faculty research interests,
appointments, faculty evaluation.

maintenance of a self-developed network (local,
provincial, and national) of contacts and

information sources who provide favours and

information.

£ those activities which deal with information

— Seeks and receives a wide variety of special

information (much of it current) to develop a
thorough understanding of the organization and its
environment; emerges as the nerve centre of
internal and external information of the
organization.

- e.g. handling all mail and contacts categorized as

concerned primarily with providi-g information
inputs.

Disseminator* - Transmits information received from outsiders

<

or from other subordinates to members of the
organization; some information factual, some
involving interpretation and integration of
diverse value positions of organizational
influencers in the organizational
environment.

* Adapted from Mintzberg, Henry, The Nature of Managerial Work.

M 4 g
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-~ e.g. forwarding mail to organization for
informational purposes, verbal contacts
involving information flow to subordinates,
directing attention of faculty to memos re
interviews.

Spokesman* -~ Transmits information to outsiders on

organizational ans, policies, actions,
results, etc.; sdrves as the expert on the
organization's "industry".

e.g. campus-wide cymmittees, representative to
government departments or commissions soliciting
or accepting briefs, any professional
association position in which she acts as the
official representative of her faculty (e.q.
C.A.U.S.N. Council), responds to unviersity,
government or professional association position
papers.

IIY. Decisional* - those activities which involve the making of
significant decisions.

7.

8.

9!

Entrepreneur* - Searches the Oorganization and its environment

for opportunities and initiates "improvement
projects" to bring about change; supervises
design of certain projects.

= e.g. appointment of ad hoc study (or
advisory) commjittees, strategy and review
sessibns involving the initiation of change
or the design of improvement projects, i.e.
curriculum change, programme modification,
policy initiation or major policy
modification, analogous to "change agent".

Disturbance Handler* - Responsible for corrective action when

the organization faces important,
unexpected disturbances.

~ e.g. a student appeal or suit against
the faculty, student impropriety,
tenure appeals, faculty unrest or
discontent, budgetary crises, faculty
name change.

Resource Allocator® - Responsible for the allocation of

organizational resources of all kinds -~
in effect making or approval of all
significant organizational decisions.

* Adapted from Mintzberg, Henry, The Nature of Managerial Work.
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~ e«g9. scheduling; requests for
authorization of expenditures; all
budgeting activities; programming of
subordinates' work; student selections,
student awards, facilities and space
- assignments.

'10. Negotiator* - Responsible for representing the organization
4t major negotiations between faculties.
~ e.g. clinical facilities negotijations,
establlsh‘bnt of intet~institutional sharing of
research resources, preparing contract offers
to new faculty, univer51ty~wide budget
meetings. ,

IV. sScholarship
1l. Teacher - those collected activities which contribute to
learning, including communication of information
and concepts to students, counselipg, evaluation,
mentg{ etc. ; .

12. Researcher - leading edge of knowledge, development of new
knowledge, participation in the discovery of new
information either as subject, catalyst,.
facilitator, principle or co~investigator,
resource person, consultant.

13. Av. or - written communication about matters of concern to
' the profession. May be of a research,
philosophical, or advocacy nature and published in a
journal, proceedings of a conference, or address to
a professional gathering..

* Adapted from Mintzberg, Henry, The Nature of Managerial Work.




Appendix I

CODED OBSERVATIONAL RECORD WITH

CROSS-INDEXED TELEPHONE AND MAIL LOGS FOR ONE DAY
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Appendix J

DATILY SUMMARY SHEET
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