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CHAPTER I

INTRODUCTION

The purpose of t h i s  study was to  review and evalua te  ind iv idua l 

l e a d e r s h ip  s t y l e s  in  th e  h e a l t h  c a re  f i e l d  as w e l l  as to  e s t a b l i s h  

and p ro v id e  an aw aren ess  and r e f l e c t  th e  v a r i a t i o n  in  l e a d e r s h ip  

s ty le s  as viewed by h o s p i ta l  management. In t h i s  in s tan ce , the  study 

explored leadersh ip  perspectives  through board o f f ic e r s  and compared 

t h a t  d eg ree  o f  s t y l e  to  t h a t  o f  a d m i n i s t r a t i v e  o f f i c e r s  w i th in  a 

h o sp ita l  s e t t in g .  This em pirica l study was l im ite d  in  scope to  the 

s ta t e  of Ohio inasmuch as the in te n s i ty  and t r a n s i t i o n  o f  h ea l th  care 

a c t io n  v a r i e s  from s t a t e  to  s t a t e .  The purpose  o f  l i m i t i n g  th e  

p r o j e c t  to  th e  s t a t e  was to  have th e  i n d i v i d u a l s  t e s t e d  e x p e r ie n c e  

s im i la r  ex te rn a l  in fluences  and time frame re a c t io n  p ressu res .

Background

In  th e  U nited  S t a t e s  th e r e  a re  j u s t  over 7,000 h o s p i t a l s  con

t a i n i n g  more th an  1.5 m i l l i o n  beds. They employ more th an  2.5 

m i l l i o n  p e rso n s  and ad m it over 33 m i l l i o n  p a t i e n t s  a n n u a l ly  fo r  

i n p a t i e n t  c a re  and p ro v id e  o v er  200 m i l l i o n  o u t p a t i e n t  v i s i t s  per  

y e a r  (Fuchs, 1974).

In  t h i s  e r a  o f  r a p id  change, e s c a l a t i n g  h e a l t h  c a re  c o s t s ,  and 

growing pressures  from business , government, and consumers as w ell ,  

the ro le  of the h o sp ita l  c h ie f  executive o f f i c e r  is  a sub jec t worthy 

o f  a d i s c i p l i n e d  and focused  s tudy . A re v ie w  o f  th e  p r o f e s s i o n a l

1
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p o s it io n s  would be in  order.

The genesis of h o s p i ta l  management began fo llow ing  the c i v i l  war 

in  th e  1870s. During t h a t  p e r io d ,  h o s p i t a l s  f i n a l l y  began to  grow 

and f lo u r ish .  P r io r  to  th a t  tim e, the public  viewed general hospi

t a l s  w ith  fea r  and suspicion . The reasons were: the  m o r ta l i ty  r a te s

were h ig h  and h o s p i t a l s  were in te n d e d  p r i m a r i l y  f o r  th e  c a r e  o f  

p eo p le  w i th o u t  f a m i l i e s  o r  f o r  th e  poor. With th e  p o p u l a r i t y  o f  

h o s p i ta l s ,  volumes grew and h o sp ita l  t ru s te e s  en tered  in to  h o sp ita l  

o p e r a t io n s ,  d e c id in g  which p a t i e n t s  to  adm it and d e te r m in in g  what 

type of p a t ie n ts  would be rendered care and what type of physicians 

and s t a f f  would be involved in  th a t  care. The need was id e n t i f i e d  to  

have a c h ie f  executive o f f i c e r  who would manage the b as ic  respons i

b i l i t i e s  o f  th e  h o s p i t a l  o p e r a t io n s .  This  in c lu d e d :  c l e a n l i n e s s ,

v e n t i l a t io n ,  hea ting , and basic  serv ices  th a t  were requ ired  to  pro

vide bas ic  h o sp ita l  care  a t  th a t  time (S ta r r ,  1982).

Davis (c i te d  in  Weil, 1984), considered a p ioneer in  the devel

opment of the h o sp ita l  a d m in is tra t iv e  p ro fess ion , in  h is  w r i t in g s  of 

1929, viewed the ro le  o f  the h o sp ita l  a d m in is t ra to r  as growing out of 

need for c a p i ta l  and s p e c ia l iz e d  p e rso n n e l  management. He p o in te d  

out th a t  the function of the ad m in is tra to r  was to  execute organiza

t io n a l  po licy , e s ta b lish e d  by the governing board. The term adminis

t r a to r  evolves from the need to  r e f l e c t  the im plied i n i t i a t i v e  r e f e r 

r in g  to  leadersh ip  as w ell  as coordinator.

The need o f  h e a l t h  c a re  as w e l l  as th e  r o l e  o f  a d m i n i s t r a t o r  

continued to  grow u n t i l  the time of the g rea t  so c ia l  l e g i s l a t i o n  of 

m ed ica re  and m ed ica id  which were p assed  in  th e  mid 1960s. The
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h o sp ita l  a d m in is tra to r  had e s t a b l i s h e d  an ag reed  upon r o l e  in  t h i s  

new o r g a n iz a t i o n .  He was in  charge  o f  a l l  i n t e r n a l  management 

( S t a r r ,  1982).

S t a r r  (1982), in  h i s  s tu d y ,  was a b le  to  exam ine th e  r o l e  o f  th e  

h o s p i t a l  a d m i n i s t r a t o r  and d e te c te d  a g row ing  t r e n d  tow ard  more 

a d m i n i s t r a t i v e  c o n t r o l  and s t r u c t u r e  w ith in  the h o sp ita l  organiza

t i o n .  In  S t a r r ' s  v iew , t r u s t e e s  and m e d ic a l  s t a f f s  c o n t in u e d  to  

m aintain  th e i r  a u th o r i ty  and the organ iza tion  of h o sp ita ls  remained 

loose ly  coordinated (Weil, 1984).

T his  b r i e f  o r g a n i z a t i o n a l  e v o lu t io n  has t r a c e d  th e  s h i f t  and 

power re la t io n sh ip s  among t ru s te e s  and ad m in is tra to rs .  The trend has 

been to  move away from a m onolithic approach of power toward a p lu

r a l i s t i c  view of power r e la t io n s  based on cu rren t issues  and s t r e s s  

fa c to rs  brought on by ex te rn a l  forces.

Health care makes up the la rg e s t  growth industry  in  the United 

S t a t e s  w i th  e x p e n d i tu r e s  h o v e r in g  around 10% of the gross n a tio n a l 

p ro d u c t  (GNP). With a l l  t h i s  expense , many h o s p i t a l s  a re  f in d in g  

themselves in  f in a n c ia l  s t r a i t s  and fu r th e r  com petition fo r  su rv iva l  

i s  becoming overwhelming (Betjemann, 1984).

The American so c ie ty  has decided th a t  h e a l th  care i s  a r ig h t  not 

a p r iv i le g e  and w i l l  in c reas in g ly  c a l l  upon the fed era l  government to  

make th a t  concern a r e a l i t y  by whatever e f f o r t  i s  necessary  (Torrens,

1978).

Although there  are  some v a r ia t io n s  along s ta te s  and geographic 

r e g io n s ,  th e  h o s p i t a l  in d u s t r y  has come to  be h e a v i ly  r e g u la t e d  as 

w ell as exposed to  f ree  e n te rp r is e ,  not un like  the banking and auto
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i n d u s t r i e s  o f  the  U n ited  S t a t e s .  Two m ajo r  p ie c e s  o f  l e g i s l a t i o n  

which were r e c e n t l y  p assed  a re  p ro fo u n d ly  a f f e c t i n g  th e  h o s p i t a l  

i n d u s t r y :  The Tax E q u i ty  and F i s c a l  R e s p o n s ib i l i t y  Act o f  1982

(TEFRA) and T i t l e  VI o f  the  Social Security  Amendments of 1983 (Pro** 

spec tive  Payment fo r  Medicare In p a t ie n t  H ospital Service); they be

came e f f e c t i v e  O ctober 1, 1982, and O ctober 1, 1983, r e s p e c t i v e l y .  

This l e g i s l a t io n  has c rea ted  the atmosphere th a t  any opera ting  cos t 

t h a t  exceeds  th e  s t i p u l a t e d  amount p a id  by th e  governm ent m ust be 

abso rbed  by th e  h o s p i t a l .  On th e  o th e r  hand, any s u rp lu s  o f  funds 

are re ta in e d  by the h o s p i ta l .  This c rea tes  tremendous p ressu res  on 

management and th e  bo ard  to  promote p r o d u c t iv i t y .  The d e g re e  to  

which team management now must be developed i s  overwhelming as w ell 

as compelling. Assurance th a t  the h o sp ita l  m aintains v i a b i l i t y  r e 

l i e s  h e a v i ly  on th e  s t a f f ,  b o a rd ,  and a d m i n i s t r a t i v e  c o o p e ra t io n  

(W eil,  1984).

Johnson (1984) a l s o  o u t l i n e d  th e  e v o lu t io n  o f  a u t h o r i t y  and 

r e s p o n s ib i l i ty  involving the c h i e f  e x e c u t iv e  o f f i c e r  and t h a t  p a r 

t i c u l a r  r e la t io n s h ip  w ith  the board of t ru s te e s .  In the a r t i c l e  he 

ind ica ted  th a t  from around 1900 u n t i l  the mid 1940s, h o sp ita l  c h ie f  

executive o f f ic e r s  ty p ic a l ly  held the t i t l e  simply of superin tendent 

w ith  the  r e s p o n s ib i l i t i e s  and the emphasis being placed on the so lv 

ing and involvement o f the day-to-day opera tiona l challenges. This 

r e s u l t e d  in  an o c c a s io n a l  m ee tin g  w ith  th e  board  o f  t r u s t e e s  to  

rev iew  f i n a n c i a l  m a t t e r s .  In  th e  mid 1940s and e a r l y  1950s, th e  

superin tendent became the adm in is tra to r .  He not only involved him

s e l f  w i th  i n t e r n a l  o p e r a t i o n a l  prob lem s b u t f r e q u e n t ly  l e f t  th e
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f a c i l i t y  to  a t t e n d  s t a t e  and lo c a l  m e e tin g s .  By the  1960s, th e  

a d m in is t ra to r  had acquired the t i t l e  of executive d i r e c to r ,  the word 

d i r e c to r  r e f le c t in g  the ever-grow ing c o m p le x i ty  o f  th e  h e a l t h  c a r e  

industry  and the h o s p i ta l  i t s e l f .  Cost reimbursement was the  s t a t e -  

o f - t h e - a r t  w ith  h o sp ita l  payments being determined by the co s t  p lus 

concept, a small p r o f i t  which was id e n t i f ie d  w ith  the medicare l e g i s 

la t io n .  By the 1970s the executive d i re c to r  had become the executive 

v ice  p res id en t.  The c h ie f  executive o f f ic e r  was s t i l l  a f a c i l i t a t o r ,  

b u t  more o f  th e  t im e  was tak en  up w i th  r e g a rd  to  r e p r e s e n t i n g  th e  

f a c i l i t y  o f f  the premises. With the in troduc tion  of the 1980s, the 

t i t l e  o f  th e  c h i e f  e x e c u t iv e  o f f i c e r  had changed once a g a in  to  th e  

now popular term of p re s id en t and with th i s  new term the industry  was 

changing as w ell.

The C o n g re s s io n a l  Record (1965) i n d i c a t e s  t h a t  d u r in g  th e  mid 

19608 Congress passed medicare which in i t i a t e d  h ea l th  care support to  

a l l  U.S. c i t i z e n s  who were 65 and over. In  t h a t  same l e g i s l a t i o n ,  

medicaid was passed which has to  do with the r e d i s t r ib u t io n  of fed

e r a l  money to the s ta te s  for h ea lth  care support to  the needy. With 

t h i s  d e lu g e  o f  s t a t e  and f e d e r a l  money to  h e lp  the  aged and needy, 

th e  U.S. F e d e ra l  Government became th e  l a r g e s t  s in g l e  p u rc h a s e r  o f  

h e a l th  ca re  in  the world (Somers, 1971).

This in t e r e s t  brought about a whole new myriad of laws promul

g a te d  to  change th e  h e a l t h  c a re  d e l i v e r y  system . H o s p i ta l s  were 

p la c e d  under h e a v i ly  c o n t r o l l e d  f e d e r a l  reg u la t io n s .  From the mid 

1960s to  p resen t,  fed e ra l  and s t a t e  h ea lth  l e g i s l a t io n  has put hos

p i t a l s  in  a complex economic and r e g u la to r y  en v iro n m en t.  T h is  i s
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r e f l e c t e d  by P u b l ic  Law 9 3 -6 4 l — th e  N a t io n a l  H ea lth  P la n n in g  and 

Resources Development Act o f  1974. This p a r t i c u la r  ac t  i n i t i a t e d  and 

e s ta b lish e d  h ea lth  systems agenc ies  and c o o r d in a t in g  c o u n c i l s  t h a t  

provided fo r  d i s t r i c t  and reg io n a l ,  as w ell as s t a t e ,  reg u la tio n s  and 

co n tro ls  o f  h ea lth  care . Following th a t  l e g i s l a t io n ,  in  1979, Public 

Law 96-79 was e n a c te d  in  th e  form o f  th e  H ea lth  P lan n in g  and 

R esources  Development Amendments to  c o n t r o l  th e  spend ing  o f  a l l  

c a p i t a l  expenses  and th e  f u tu r e  p la n n in g  f o r  h o s p i t a l s  in v o lv in g  

ex p a n s io n ,  r e n o v a t io n ,  and m o d e rn iz a t io n  (C o n g re s s io n a l  R ecord .

1979).

Apparently, the fed e ra l  government has now drawn the conclusion 

t h a t  r e g u l a t io n  does n o t  c o n t r i b u t e  to  c o s t  c o n ta in m en t and has 

con tr ibu ted  l i t t l e  toward the q u a l i ty  of care to  the American people. 

Following years of fed e ra l  r e g u la t io n s ,  th e  f e d e r a l  government has 

now turned i t s  d i re c t io n  toward com petition in  the  h ea lth  care indus

t r y  ( S t a r r ,  1982).

This can be best i l l u s t r a t e d  w ith the in tro d u c tio n  of reimburse

ment by d i s e a s e  o r  d ia g n o s i s .  In  1982, Congress p assed  P u b l ic  Law 

9 7 - 2 4 8 ~ th e  Tax E q u ity  and F i s c a l  R e sp o n s ib i l i ty  Act (TEFRA). This 

new approach to  h o s p i ta l  reimbursement i s  re fe r re d  to as d iagnostic  

r e l a t e d  groups (DRGs). In  t h i s  i n s t a n c e ,  each h o s p i t a l  i s  p a id  a 

sp e c i f ic  amount of money fo r  each p a t ie n t  i t  t r e a t s  regard less  o f the 

time the p a t ie n t  is  in  the  bu ild ing . I f  the p a r t i c u la r  p a t ie n t  cos ts  

the h o sp ita l  more money than i t  w i l l  get for the DRG, the i n s t i t u t i o n  

would experience a lo ss  for th a t  p a t ie n t .  On the  o ther hand, i f  the 

p a t i e n t  can be d is c h a rg e d  e a r l y ,  th e  h o s p i t a l  i s  a b le  to  r e t a i n  th e
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fund8 betw een  i t s  a c t u a l  c o s t  and th e  amount o f  money re im b u rsed  

th rough  th e  DRG. T h is  new concep t p la c e s  a trem endous amount o f  

emphasis on p ro d u c t iv i ty  and com petition w ith in  h o sp ita ls  (Congres

s io n a l  Record. 1982).

H osp ita ls  have now en tered  an en tre p re n e u r ia l  era. I t  i s  a time 

of opportun ity , a tim e o f  u n ce r ta in ty ,  a time when f i s c a l  considera

t io n  becomes more prominent among our medical and so c ia l  responsi

b i l i t i e s .  H ea lin g  a t  any c o s t  i s  no lo n g e r  f e a s i b l e  nor  t o t a l l y  

acceptable as a r e s u l t  o f  the  congressional ac tion . Caring must now 

be j u s t i f i e d  f in a n c ia l ly  as w ell as e th ic a l ly .  I t  i s  an e ra  of rap id  

challenges and new choices fo r  h o sp ita l  leadersh ip .

There i s  a need to  b a la n c e  th e  m a t e r i a l  wonders o f  tech n o lo g y  

w ith  th e  s p i r i t u a l  demands o f  our human n a tu r e .  A c o n s id e r a t io n  

toward the concept o f  a high tech-h igh  touch environment i s  th a t  the 

p r i n c i p l e  sy m b o liz e s  th e  need fo r  a d e l i c a t e  b a la n c e  betw een our 

physical and s p i r i t u a l  r e a l i t i e s  (N a isb i t t ,  1982).

A new network s ty le  of leadersh ip  and management i s  now emerg

ing . I t s  v a lu e s  w i l l  be ro u te d  in  i n f o r m a l i t y  and e q u a l i t y .  I t s  

communication s ty le  w i l l  be not only l a t e r a l  and diagonal, but v e r t i 

ca l  as w e ll ,  and i t s  s t r u c tu re  w i l l  be c ro s s -d is c ip l in a ry .  Only now 

are the h ie ra rc h ie s  th a t  worked w ell in  the c e n tra l iz e d  in d u s t r ia l  

e ra  beginning to  be abandoned. In t h e i r  p lace, the network model o f  

o rgan iza tion  and communication is  being su b s t i tu te d  (N a isb i t t ,  1982).

Today, h e a l th  care  f a c i l i t i e s  are being run more l ik e  commercial 

t r a d i t io n a l  businesses . The industry  needs physic ians , c h ie f  execu

t iv e  o f f i c e r s ,  and t ru s te e s  who are wise in  the way of marketing and
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managing, as w ell  as s t r a t e g ic  planning. The need for these q u a l i 

f ied  people begins w ith  the governing board i t s e l f .  The ro le  o f the 

t r u s t e e  w i l l  change w i th  th e  r o l e  o f  th e  h e a l t h  c a re  e x e c u t iv e .  

Today's top h o s p i ta l  management needs in te rp e rso n a l  s k i l l s  in  order 

to  dev e lo p  i n t e r r e l a t i o n s h i p s  w i th  each  o th e r  as w e l l  as w i th  th e  

medical s t a f f .

F lo ry  and Wesbury (1984) in d i c a t e d  t h a t  in  th e  y e a rs  to  come 

in te rp e rso n a l  s k i l l s  w i l l  be even more va luab le  to  the i n s t i t u t i o n  as 

the need fo r  c lo se  cooperation  between t ru s te e s  and c h ie f  executive 

o f f ic e r s  (CEOs) become more demanding and the r e s u l t s  more im portant. 

"The h e a l t h  c a re  sy s tem  has changed d r a m a t i c a l l y  and p e rm an en tly .  

Both t r u s te e s  and ad m in is t ra to rs  are performing according to  a new 

s e t  o f  r u l e s "  (p. 33).

Gregory (1984) confirmed the rap id  growth and numerous changes 

th a t  are being experienced by the h e a l th  care  industry . Competition 

p e n e t r a t e s  th e  e n t i r e  m a rk e tp la c e  and w ith  i t  h o s p i t a l  e x e c u t iv e s  

w i l l  be exposed to  c r i t i c i s m .  In the p as t ,  c h ie f  executive o f f ic e r s  

have been s h ie ld e d  from s c r u t i n y ;  b u t as new h e a l t h  c a re  d e l i v e r y  

s t r a t e g ie s  develop to  confron t th i s  v o l a t i l e  marketplace, the ac tions  

o f  th e  c h i e f  e x e c u t iv e  o f f i c e r  w i l l  be more c l e a r l y  e v a lu a te d  

(Gregory, 1984).

C o m p e ti t iv e  and r e g u l a t i v e  fo r c e s  maneuver for con tro l in  the 

h ea lth  care  market. Federal laws governing h e a l th  care planning p u ll  

in  a l e s s  r e g u l a t o r y  d i r e c t i o n  w h ile  s t a t e  o f  Ohio o f f i c i a l s  seek 

more co n tro ls  and r e s t r i c t io n s .  This i s  documented by the c e r t i f i 

ca te  o f need l e g i s l a t io n  and what the h o sp ita l  leadersh ip  must seek
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to  p ro v id e  in  needed s e r v i c e s  w ith o u t  s a c r i f i c i n g  th e  q u a l i t y  o f  

care. As a r e s u l t  of t h i s  com petition , compounded w ith the r e a l i z a 

t i o n  t h a t  h o s p i t a l s  a re  b e in g  g iv en  l e s s  d o l l a r s  to  f u n c t io n  w i th ,  

these f a c i l i t i e s  are  looking fo r  new o p p o r tu n it ie s  to  generate funds 

in  order to  su s ta in  t h e i r  ex is tence  (S ta r r ,  1982).

When the economy i s  growing and the o rgan iza tio n 's  bottom l in e  

i s  s t r o n g ,  a d m i n i s t r a t i v e  work i s  r e l a t i v e l y  easy  and e n jo y a b le .  

However, when un lim ited  growth i s  not in  the fo recas t  and i t  becomes 

c le a r  th a t  revenues w i l l  not keep up w ith expenditures, adm in is tra 

t iv e  dec is ions  need to  be made th a t  w i l l  l i k e ly  r e s u l t  in  d isag ree

ments, c o n f l ic t s ,  and in tra o rg a n iz a t io n a l  w arfare (Veninga, 1984).

The h ea l th  care environment in  th i s  country, during the period 

o f  1963 to  1978, co u ld  be l a b e le d  as e i t h e r  t u r b u l e n t  o r  a t  l e a s t  

d is tu rb ed ,  but hard ly  p la c id  to  use environmental d e sc r ip to rs .  Since 

1978, th e  en v iro n m en t o f  h e a l t h  c a re  d e l i v e r y  o r g a n iz a t io n s  has 

continued to change. There has been a perceived in te n s i f i c a t io n  of 

the problem involving the cost of h e a l th  care. With th i s  change in  

perception  there  has a lso  been a major change in  the ro le  and respon

s i b i l i t i e s  of the a d m in is t ra to r  from one o f a simple manager to  the 

ro le  of a c h ie f  executive o f f i c e r  (Berry, 1984).

Both o p p o r tu n i t i e s  and prob lem s a r i s e  a s  h o s p i t a l s  v iew  new 

serv ices  ou ts ide  t h e i r  t r a d i t io n a l  purview—home h ea lth  ca re ,  h ea lth  

m a in ten an ce  o r g a n i z a t i o n s ,  and h o t e l - t y p e  accom m odations fo r  

p a t ie n t s '  fa m il ie s ,  to name a few. Each new opportunity  c rea te s  new 

c h a l le n g e s  and t im e  f ram es .  These c h a l le n g e s  p la c e  a g r e a t e r  need 

fo r  c o o p e ra t io n  and i n t e r r e l a t i o n s h i p  be tw een  th e  top  management
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leaders  of the o rg an iza tio n . The d i re c t io n  th a t  a h o sp ita l  takes i s  

f a r  more d i v e r s i f i e d  th a n  i t  was s e v e r a l  y e a rs  ago and th e  o p t io n s  

av a ilab le  are  l i m i t l e s s .  Accordingly, the sc ru t in y  and evalua tion  of 

the c h ie f  executive o f f i c e r  of a h o sp ita l  in  today's environment is  

looked a t  w ith  f a r  more v e r s a t i l e  c r i t e r i a  (Kinzer, 1982).

The h o s p i t a l  and o t h e r  h e a l t h  c a re  i n s t i t u t i o n s  by d e f i n i t i o n  

are concerned w ith  problem solving. Georgopoulos' (1972) d e sc r ip t io n  

i s  appropria te :

The h o s p i t a l  i s  a p ro b le m -s o lv in g  system whose p r in c ip a l  
components are purposive human beings who have the a b i l i t y  
to  a c t ,  i n t e r a c t ,  and com m unicate a t  w i l l ,  to  th in k  and 
fe e l  in  both conscious and unconscious ways, to  reason and 
solve problems, and to  make dec is ions  th a t  may be r a t io n a l  
o r n o n r a t i o n a l ,  c o r r e c t  o r  i n c o r r e c t ,  s e l f  o r ie n te d  o r  
a l t r u i s t i c ,  and o r g a n i z a t i o n a l l y  r e l e v a n t  o r  i r r e l e v a n t .
(p. 14)

The h o sp ita l  func tion  is  concerned with c l i n i c a l  problem solving 

as w ell as a d m in is t ra t iv e  problem solving. A dm inistrative problem 

so lv in g  i s  s p e c i f i c a l l y  a t a s k  o f  th e  c h i e f  e x e c u t iv e  o f f i c e r  and 

o ther  executives w ith in  a h o s p i ta l  or complex h e a l th  serv ice  organi

z a t io n .  A d m in i s t r a to r s  d ev o te  most o f  t h e i r  t im e  to  t h i s  p ro c e ss .  

Simon p r e f e r r e d  th e  te rm  d e c is io n -m a k in g  p ro c e s s  to  d e s c r ib e  t h i s  

c e n tra l  ad m in is t ra t iv e  function , but in d ica te s  th a t  decis ion  making 

and problem so lv ing  a re  e s s e n t i a l l y  in terchangeable  (Simon, 1977).

The p u b lica t io n  U n ivers ity  Education fo r  H ospital A dm inistration  

(Association of U n iv ers ity  Programs in  Hospital A dm inistration, 1954) 

r e f l e c t s  th a t  the review of h o sp ita l  c h ie f  executive performance i s  

viewed as a governing board r e s p o n s ib i l i ty .  However, cu rren t p rac

t i c e s  vary widely among h o s p i ta ls .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

H o s p i ta l  a d m i n i s t r a t i o n  v a r i e s  from b u s in e s s  and in d u s t r y  in  

five  major areas:

1. The se rv ices  produced and th e i r  consumers.

2. The producers o f  the  se rv ices  to  the consumers.

3. Education and t r a in in g  r e s p o n s ib i l i t i e s .

4. The a c c o u n ta b i l i ty  of the ad m in is tra to r .

5. Unique public  r e la t io n s  problems.

These c h a l le n g e s  have le d  to  a g r e a t e r  need f o r  u n d e r s ta n d in g  

the in te r r e a c t io n  of top leaders  in  a h o sp ita l  s e t t in g .

Agreement between the governing board  and th e  c h i e f  e x e c u t iv e  

o f f ic e r  about expec ta tions  is  an important ingred ien t in  the success 

o f  th e  i n s t i t u t i o n .  T h is  type  o f  u n d e r s ta n d in g  e n su re s  t h a t  a l l  

p a r t ie s  are th ink ing  on the same wavelength and are committed to  the 

same g o a ls  as w e l l  as s i m i l a r  methods o f  a c h ie v in g  them (Adams, 

1984).

D e f in i t io n  o f Terms

A number o f  te rm s  have been used in  th e  p u r s u i t  o f  t h i s  rev iew  

and survey. This survey was intended for an audience which included 

la y  board  members and o t h e r s  who may n o t  be t o t a l l y  f a m i l i a r  w i th  

hea lth  care vocabulary and terms. Therefore, id e n t i f i c a t io n  of some 

terminology would be in  order a t  t h i s  point.

American College o f  H osp ita l A d m in is tra to rs : The American Col

le g e  o f  H o s p i ta l  A d m in i s t r a to r s  (ACHA) i s  a n a t i o n a l  o r g a n iz a t i o n  

made up o f  c h i e f  e x e c u t iv e  o f f i c e r s  and a s s i s t a n t  a d m i n i s t r a t o r s ,  

p lanners, and o ther a d m in is t ra t iv e  re p re se n ta t iv e s  o f h o sp ita ls  and
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r e la te d  h ea l th  o rgan iza tions. The American College of Hospital Ad

m in is t r a to r s  i s  viewed as an o rgan iza tion  th a t  rep resen ts  p ro fess ion 

a ls  inasmuch as member s ta tu s  req u ire s  a w r i t te n  and o ra l  examina

tio n . The prime purposes include: n a t io n a l  l e g i s l a t i v e  ac tio n  and

lobbying, a d m in is tra t iv e  educational programs and seminars, and da ta  

process o ffe r in g s  th a t  include da ta  base and survey techniques.

Behavioral sc ience : A knowledge th a t  the ex is tence  o f c e r ta in

d escribab le  conditions in  the human being and/or in  h is  or her envi

ronment are followed by c e r ta in  describab le  consequences in  h is  o r 

ac tions  (Rogers & Skinner, 1978).

C h ie f  board  o f f i c e r : An in d iv id u a l  who holds the p o s it io n  of

leader  of the board o f  t ru s te e s  or board of d i re c to rs .  The p o s it io n  

commonly i s  r e f e r r e d  to  as chairm an  o f  th e  board . The p o s i t i o n  

usua lly  includes p res id ing  over board  m e e t in g s ,  o f t e n  c h a i r i n g  th e  

board  e x e c u t iv e  c o m m it te e ,  and a s s ig n in g  board  members to  board  

committees (Wilson & Neuhauser, 1982).

Chief executive o f f i c e r : Various t i t l e s  are  a lso  used, such as:

a d m i n i s t r a t o r ,  e x e c u t iv e  d i r e c t o r ,  e x e c u t iv e  v ic e  p r e s i d e n t ,  and 

p res iden t.  The c h ie f  executive o f f i c e r  has the planning, corporate  

c o o r d in a t in g ,  and d a y - to -d a y  r e s p o n s i b i l i t i e s  f o r  managing and 

d i re c t in g  the h o sp ita l  or f a c i l i t y  (Wilson & Neuhauser, 1982).

Governing b o a rd : The go v ern in g  and l e g a l  r e s p o n s ib le  body o f

the h o sp ita l .  Also r e fe r re d  to as the board o f  governors or board of 

overseers. Board membership ranges ty p ic a l ly  from 5 to  15 members 

and meets monthly, functions w ith bylaws, and e le c t s  i t s  own o f f i 

ce rs .  The r e s p o n s ib i l i t i e s  include the appointment and s e le c t io n  of
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an a d m i n i s t r a t o r  and approves  th e  a p p o in tm e n ts  o f  p h y s ic ia n s  and 

o th e r  p r o f e s s i o n a l s  to  th e  h o s p i t a l  m e d ic a l  s t a f f  (W ilson  & 

Neuhauser, 1982).

H ospita l-beds: The average number o f  beds, c r ib s ,  and p e d ia t r ic

b a s s i n e t s  r e g u l a r l y  m a in ta in e d ,  s e t  up, and s t a f f e d  fo r  use  fo r  

in p a t i e n t s .

L e a d e r s h ip : L e a d e rsh ip  i s  a p ro c e s s  o r  s e r i e s  o f  a c t i o n s  in  

which one or more persons exer t  in f luence , a u th o r i ty ,  o r  power over 

one o r  more o th e r s  in  moving a s o c i a l  sy s tem  tow ard  one o r  more o f  

fo u r  p r im ary  g o a ls .  These g o a ls  a r e  th e  s a t i s f a c t i o n  o f  w ants  o f  

system  members, in n o v a t io n ,  p r o d u c t i v i t y ,  and m ain ten an ce  o f  th e  

system (Boles, 1980).

L e ad e rsh ip  s t y l e : L eadersh ip  s ty le  d escribes  a c h a r a c te r i s t i c

manner o f  b e h a v io r .  Weber ( c i t e d  in  Boles & D avenport,  1975), in  

1922, ind ica ted  th a t  leadersh ip  s ty le  i s  a p e r so n a l i ty  c h a r a c te r i s t i c  

ro o te d  in  th e  l e a d e r 's  p e r c e p t io n  as to  th e  so u rc e  o f  h i s  o r  h e r  

a u th o r i ty .

M ed ic a id : M edicaid  i s  a m u tu a l ly  funded s t a t e  and f e d e r a l

com prehensive  h e a l t h  s e r v i c e  p ro v id e d  to  th e  i n d ig e n t .  In  many 

s t a t e s  known as m ed ica l  w e l f a r e .  R e fe r re d  to  as T i t l e  XIX o f  th e  

1965 Social Security  Amended Act (Coe, 1978).

Medical s t a f f : The medical or p ro fe s s io n a l  s t a f f  c o n s is ts  p r i 

m a r i ly  o f  p h y s ic i a n s ,  b u t  may in c lu d e  d e n t i s t s ,  p o d i a t r i s t s ,  and 

psychologists . The organized s t a f f  u s u a lly  has an e lec ted  p res iden t 

or c h ie f  of s t a f f  (Wilson & Neuhauser, 1982).
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M ed ic a re : A f e d e r a l l y  funded, co m p reh en siv e ,  m e d ic a l  h e a l t h

insurance program passed by Congress in  1965 o ffe r in g  comprehensive 

medical support to  a l l  people 65 and over. Also known as T i t le  XIII 

as amended to  the Social Security  Act (Coe, 1978).

Ohio H o s p i ta l  A s s o c i a t i o n : This  a s s o c i a t i o n  r e p r e s e n t s  th e

h o s p i t a l s  in  th e  s t a t e  o f  Ohio. Each h o s p i t a l  i s  a member in  th e  

a s so c ia t io n  fo r  the purposes o f education, lobbying, re p re se n ta t io n  

w ith  the s t a t e  l e g i s l a tu r e ,  and being a c t iv e ly  involved w ith ongoing 

i n - s e r v i c e  and e d u c a t io n a l  program s fo r  a l l  l e v e l s  o f  management. 

The s t a t e  a sso c ia t io n  c a r r ie s  a fu l l - t im e  s t a f f  in  order to  coordi

na te  a l l  functions requ ired  to  m ain tain  education, p o l i t i c a l  con tac t ,  

and e d u c a t io n a l  s e r v i c e s  to  th e  h o s p i t a l s  as  w e l l  as to  p ro v id e  a 

data  base for de term ina tion  of l e g i s l a t i v e  and reimbursement r e f e r 

ences .

Statement o f  the Problem

T o ff le r  (1980) ind ica ted  th a t  in  the th i rd  wave environment (the  

coming s o c i e ty ) ,  c o r p o r a te  r e s u l t s  w i l l  in c lu d e  many d i f f e r e n t  

face ts .  That concern toward s o c i a l ,  e n v i ro n m e n ta l ,  i n f o r m a t i o n a l ,  

p o l i t i c a l ,  and e th ic a l  fa c to rs  w i l l  c o n tr ib u te  to  des ired  corporate  

performance.

H ospita ls  in  the United S ta tes  have moved from what was re fe r re d  

to  as a c o t t a g e  i n d u s t r y ,  i n d iv id u a l  h o s p i t a l s  o p e r a t in g  in d ep en 

den tly  of each o th e r ,  in to  a mass h ea l th  care  d e l iv e ry  system th a t  i s  

under th e  in f lu e n c e  and d i r e c t i o n  o f  th e  f e d e r a l  and s t a t e  govern 

m ents. From th e  1960s th ro u g h  th e  1970s and i n to  th e  1980s, th e
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fed e ra l  government has placed more and more emphasis on f ree  e n te r 

p r i s e  o f  h e a l t h  c a r e  to  U.S. c i t i z e n s .  The governm ent has a l s o  

placed in  com petition  physic ians , c l in i c s ,  la b o ra to r ie s ,  and hospi

t a l s  each vying and competing for a share of the market. To compound 

th i s  challenge, time frames have been compacted a llow ing very  short 

lead time in  order fo r  management to  make reasonable and long-range 

p la n s .

These ex te rn a l  p ressu res ,  placed on h o s p i ta l s ,  w i l l  continue to  

increase  over the course of the decade. Hospital leaders  w i l l  have 

to  work in  a c lo se r  re la t io n s h ip  in order to  ensure success through

o u t th e  1980s. Th is  fo r th c o m in g  r e l a t i o n s h i p  can c o n t r i b u t e  to  a 

more e f f e c t iv e  f a c i l i t y ;  however, these in te r re a c t io n s  w i l l  p lace  new 

concerns and s t r a in s  on the in te rp e rso n a l r e la t io n s h ip s  of in d iv id 

u a ls .

H ospital ad m in is t ra t iv e  s t a f f s  are t ra in e d  with a keen awareness 

o f opera tio n a l and medical r e s p o n s ib i l i t i e s  coupled w ith public  ex

p e c t a t i o n s .  Board o f  t r u s t e e  in p u t  in c lu d e s  business , government, 

and in d u s t r y  e x p e r t i s e .  A s u c c e s s f u l  outcome i s  dependen t upon 

t a l e n t s ,  t a k in g  i n t o  accoun t i n d iv id u a l  l e a d e r s h ip  t e c h n iq u e s  and 

s ty le s ,  to  ensure harmony and communication between h o s p i ta l  board 

members and the ad m in is t ra t iv e  s t a f f .

H o s p i ta l  a d m i n i s t r a t o r s  and board  members must respond  w i th  

leadersh ip  guidance and in fluence in  order to  rearrange or r e d i r e c t  

h o sp ita l  operations  to  meet changing h ea lth  care demands. H ospital 

l e a d e r s h ip  m ust r e c o g n iz e  t h a t  th e  most a g g re s s iv e  changes in  th e  

h ea l th  care f i e ld  in  decades have suddenly emerged and are  compounded
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w ith  a h igher degree o£ frequency.

The h o sp ita l  ad m in is t ra to r  holds a unique leadersh ip  ro le  in  two 

c o n te x t s :  in  th e  governance  f u n c t io n  o f  g o a l  s e t t i n g  and p o l i c y

fo rm a t and in  th e  e x e c u t iv e  management o f  ongoing i n t e r n a l  opera-* 

t io n s .  The challenges o f leadersh ip  s ty le  and a p p lica t io n  a re  e v i

dent when cons ide ra tion  i s  given to  the r e s p o n s ib i l i t i e s  o f  the c h ie f  

executive o f f i c e r  in  o f fe r in g  guidance, d ire c t io n ,  and leadersh ip  to  

the  board of t ru s te e s  while on a s ta tu s  b a s is  remains subordinate  to  

th a t  forum.

As a r e s u l t  of th i s  tu rbu len t environment, i t  i s  im portant th a t  

c h ie f  executive o f f ic e r s  (CEOs) and c h ie f  board o f f ic e r s  (CBOs) work 

in  c o n f lu e n c e  tow ard  th e  g o a ls  o f  th e  i n s t i t u t i o n .  Because o f  th e  

com pressed  t im e  fram es  t h a t  in f lu e n c e  r e sp o n se s  to  c u r r e n t  c h a l 

le n g e s ,  i t  i s  im p e ra t iv e  t h a t  th e s e  i n d iv id u a l s  be s e n s i t i v e  and 

aware o f  th e  t e c h n iq u e s — in  t h i s  i n s t a n c e ,  in d iv id u a l  l e a d e r s h i p  

s ty le  th a t  is  applied  toward a t ta in in g  the agreed upon o rg an iza tio n a l  

goals. I t  was not the in te n t  o f  th i s  research  study to  change or to  

in f lu e n c e  th e s e  l e a d e r s ,  b u t to  i d e n t i f y  th e  v a r i a t i o n s  in  t h e i r  

leadersh ip  s t y l e s .

The co n cern s  o f  t h i s  s tu d y  c e n te r  around i d e n t i f i c a t i o n  and 

comparison, but do not n e c e s sa r i ly  a l lude  to  any c o r re c t iv e  ac tion . 

The co n cep t i s  e x p re s se d  w ith  th e  fo l lo w in g  th o u g h t ,  t h a t  f o r t u 

n a t e l y ,  s c ie n c e  does n o t  demand t h a t  b ia s  be e l im in a t e d ,  b u t  o n ly  

th a t  our judgment take i t  in to  account (Kaplan, 1964).

Boles  and D avenport (1975) in d i c a t e d  t h a t  l e a d e r s h ip  i s  a 

p ro c e s s  r a t h e r  th an  a s im p le  p e rso n a l  a t t r i b u t e .  F u r th e r ,  th e
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leadersh ip  process req u ires  Chat Che leader be able to  understand as 

w e l l  as i n t e r p r e t  h i s  o r  h e r  and o t h e r s '  b e h a v io r s  in v o lv in g  th o se  

r e s p o n s ib i l i t i e s .

I t  i s  im p o r ta n t  to  p o in t  o u t t h a t  t h e r e  i s  no one model o f  

successfu l leadersh ip  th a t  w i l l  f i t  a l l  s i tu a t io n s  or in s t i t u t i o n s ;  

how ever, l e a d e r s  a re  a l i k e  in  t h e i r  a b i l i t y  to  b r in g  t o g e th e r  th e  

d i f f e r e n t  ty p e s  o f  p eo p le  fo r  a common g o a l o r  m is s io n  (MacCoby,

1981).

This study attem pted to  s u b s ta n t ia te  th a t  the s iz e  o f h o s p i ta ls ,  

age of the CEOs and th e i r  formal education, as w ell  as th e i r  years of 

experience a f fe c t  the h ierarchy  of the management form and co n tr ib 

u t e s  to  an i n d i v i d u a l ' s  a t t i t u d e  tow ard  i n t e r p e r s o n a l  l e a d e r s h ip  

s ty le .  I t  should be kept in  mind th a t  the CEO o f  la rg e r  in s t i tu t io n s  

serves more in  the ro le  of the  s t a f f  functions than in  the day-to-day 

opera tions. That s t a f f  p o s i t io n  places the CEO in a s im i la r  s e t t in g  

w i th  th e  CBO. T h e re fo re ,  t h i s  s tu d y  s p e c i f i c a l l y  ad d re sse d  th e  

f o l lo w in g  p o in t s  Chat e s t a b l i s h e d  f iv e  h y p o th e se s .  To d e te rm in e  

whether a d m in is tra to rs  o f  sm alle r  f a c i l i t i e s ,  dealing  with the day- 

to -d a y  o p e r a t i o n s ,  p e r c e iv e  t h e i r  i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e  

d i f f e r e n t ly  than th a t  o f  CEOs of la rg e r  h o sp ita ls .

Further , the study attem pted to  id e n t i fy  whether the age of the 

c h ie f  executive o f f i c e r  i s  a fa c to r  with regard to  d iffe ren ces  w ith in  

i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e  ( r e l a t i o n s h i p  b e h a v io r  v e r su s  t a s k  

b eh av io r) .

Another c h a r a c te r i s t i c  th a t  could be o f s ig n i f ic a n t  importance 

is  the du ra tion  of time involving the degree of formal education th a t
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the c h ie f  executive o f f i c e r  has obtained. F in a l ly ,  a considera tion  

was given to years of experience th a t  the c h ie f  executive o f f ic e r  has 

acquired and i f  th a t  in f lu en c in g  fa c to r  c o n tr ib u te s  to  the d if fe ren ce  

in  in te rp e rso n a l lead e rsh ip  s ty le .

The following in fo rm ation  c o n tr ib u te s  to  th a t  concern.
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CHAPTER I I

A REVIEW OF THE LITERATURE

H ospita l  Boards and CEO's Concerns 
and Challenges

Board a t t i tu d e s  toward g re a te r  a c t iv e  involvement in  the organi

z a t io n  have been g e n e r a l l y  b e n e f i c i a l  f o r  th e  o r g a n iz a t io n s  con

ce rn ed ;  how ever, th e y  have c r e a te d  a number o f  c o o r d in a t io n  and 

con tro l problems fo r  management. An increasing  amount of the admin

i s t r a t o r ' s  a t te n t io n  must be d ire c te d  toward problems assoc ia ted  with 

p ro p e r  f u n c t io n in g  o f  h i s  o r  h e r  board  and as a d i r e c t  r e s u l t  p rob

lems associa ted  w ith governing boards have become more important for 

ad m in is tra to rs  (Carper, 1982; Hickey, 1972).

" S i t t in g  on a board o f  d i r e c to r s ,  as l i t t l e  as 15 years ago, was 

s im i la r  to  a ttend ing  a men's club" (M ille r ,  c i te d  in  Koepp & Zagorin, 

1985, p. 69). He i n d i c a t e d  t h a t  c u r r e n t l y  th e  d i r e c t o r ' s  job  has 

become much more c h a l l e n g in g .  Government r e g u l a t i o n s  have begun 

ta k in g  d i r e c t o r s  to  t a s k  f o r  f a i l i n g  to  p e rfo rm  t h e i r  d u t i e s  p ro p 

e r ly .  Boards now are  being forced in to  a sharper awareness of t h e i r  

r e s p o n s ib i l i t i e s .  Board members are beginning to  take a more ac tiv e  

ro le  in  th e i r  r e s p o n s ib i l i t i e s .  F urther , these d i re c to rs  are spend

ing more time on board a c t i v i t i e s  in  order to  meet th a t  o b liga tion . 

The ty p ic a l  board member o f  a la rge  corporation  puts in approximately 

196 hours  a y e a r .  T h is  i s  up 40% from o n ly  6 y e a rs  ago (Koepp & 

Zagorin, 1985).

19
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The t r u s t e e s  o f  the  community h o s p i t a l s  a re  v e ry  im p o r ta n t  in  

th e  c o n t r o l  and o p e r a t io n  o f  th e  f a c i l i t y .  I t  can be assumed t h a t  

most, i f  not a l l  o f  them serv ing  as board members, serve v o lu n ta r i ly  

and seek to  serve w ell .  U nfortunately, most o f  them have very  l i t t l e  

personal experience w ith  the operation  of a h o sp ita l  or any type of 

h ea lth  care o rgan iza tion . This co n tr ib u te s  to  a d m in is tra t iv e  concern 

and involvement (Weeks & DeVries, 1978).

The r e la t io n s h ip  between a h o sp ita l  board and a c h ie f  executive 

o f f ic e r  today is  an unusual challenging assignment. On one hand i t  

i s  a unique o r g a n i z a t i o n a l  r e l a t i o n s h i p  and, on th e  o t h e r ,  a p ro 

nounced personal r e la t io n s h ip  (Umbdenstock & Hageman, 1984b).

Mickey (1984), in  h e r  a r t i c l e  p u b l ish e d  by th e  American Col

lege o f  H ospital A dm in is tra to rs , i n d i c a t e d  t h a t  a m ajo r  d i f f i c u l t y  

th a t  e x is t s  in  the f i e ld  of h o sp ita l  a d m in is tra t io n ,  when compared 

w i th  b u s in e s s  and i n d u s t r y ,  i s  th e  la c k  o f  ad eq u a te  b a se s  o r s t a n 

dards for evalua ting  the performance of top management or the success 

of the i n s t i t u t i o n  in  achieving i t s  o b jec tiv es .

"The h o sp ita l  CEO has been ca s t  in  a leadersh ip  ro le ,  the p r in 

c ip a l  agent of the board of t ru s te e s  in  both ex te rn a l  r e la t io n s  and 

i n t e r n a l  management" (ACHA, 1984a, p. 13). T h is  e x p e c ta t io n  was 

confirmed by the ro le  study conducted recen tly  by the American Col

lege o f  Hospital A dm inistra to rs  (1984a).

In 1973, a sp ec ia l  ta sk  force of the College (ACHA) revealed the 

p o s it io n  th a t ,  the h o s p i ta l 'a  ro le  in  the new h ea lth  care  environment 

i s  one o f  t r a n s i t i o n ,  as i s  the  c o n v e n t io n a l  r o l e  o f  a c h i e f  execu 

t iv e  o f f ic e r  in  the top lev e l o rg an iza tio n a l s t ru c tu re  (ACHA, 1984b).
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T h e re fo re ,  th e  CEO has r e s p o n s i b i l i t y  and a c c o u n t a b i l i t y  fo r  a l l  

leadersh ip  functions including  management p o licy  making and planning.

Alexander (1984) r e f le c te d  h is  opinion on t ru s te e  r e la t io n s  in  

h i s  a r t i c l e  in  Modern H e a l th c a r e . The a u th o r  p o in te d  o u t t h a t ,  

" T ru s te e s  a re  th e  f i n a l  ju d g e s  o f  a CEO's pe rfo rm an ce"  (p. 204). 

However, th e  CEO's p o s i t i o n  in  a n o t - f o r - p r o f i t  h o s p i t a l  does not 

n ec e ssa r i ly  p a r a l l e l  th a t  o f  a CEO in  the  business  or indus try  world 

in  t h a t ,  in  many i n s t a n c e s ,  th e  scope o f  th e  CEO's r o l e  depends 

d i r e c t ly  on the a c t iv i t y  of the  board of t r u s te e s  i t s e l f .  The author 

a lso  pointed out the very important aspect o f  the working r e l a t io n 

ship. The new CEO must e s ta b l i s h  a productive  working re la t io n s h ip  

with the chairman of the board. The key elem ents in  the re la t io n s h ip  

must include in te rp e rso n a l  s ty le ,  a v a i l a b i l i t y ,  method of communica

t io n ,  and meeting frequency.

Weil and Wesbury (1984) a l s o  v o ic e d  some m ajo r  concerns  and 

focused a t te n t io n  on the r e la t io n s h ip  o f c h ie f  executive o f f ic e r s  and 

boards of t ru s te e s  in th e i r  a r t i c l e ,  "The S h if t in g  Roles o f  CEOs and 

Trustees." They re f le c te d  the fo llow ing s a l i e n t  po in ts .

The c h i e f  e x e c u t iv e  o f f i c e r ' s  agenda has  become more and more 

demanding in  the 1980s. In add it ion  to  the  many dec is ions  involving 

balancing budgets, r e la te d  cos ts  w ith needed se rv ic e s ,  the CEO must 

now manage human resources and b u ild  a dynamic as w ell as a cohesive 

o r g a n iz a t io n .  They i n d i c a t e  f u r t h e r  t h a t  more th a n  97% o f  c h i e f  

executive o f f ic e r s  in  n o t - f o r - p r o f i t ,  f re e -s ta n d in g  h o s p i ta ls  repo rt  

to  a board of t ru s te e s  or i t s  executive committee. The a t t i tu d e  th a t  

i s  r e f l e c t e d  in  th e  a r t i c l e  by th e  c h i e f  e x e c u t iv e  o f f i c e r s  i s
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b a sica lly  Che hope and desire Co creaCe a parCnership wich Che board 

in pursuic of Che success of Che organizacion (Weil & Wesbury, 1984).

The d eg ree  o f  c h a l le n g e  and cooperaC ion  be tw een  board  r e p r e -  

senCaCives and ho sp iC a l a d m in ia tra C io n  i s  r e f le c te d  fu r th e r  in  the 

a r t i c l e  which ap p ea rs  in  T ru s te e  e n t i t l e d  "Why Boards Need F resh  

In fo r m a t io n ,  Not Warmed-Over Management Reports" (Bader & Beneman, 

1983). The a u th o rs  i n d i c a t e d  a m ajo r  change in  Che env ironm en t o f  

Che h o s p i t a l  i n d u s t r y  and r e v e a le d  th a t  indeed major environmental 

fo rc e s  in v o lv in g  p r i c i n g ,  c o m p e t i t io n ,  and ag in g  p o p u la t io n ,  com

pounded with expensive medical technology, p laces a heavy burden and 

t i g h t  t im e ta b le  on h o s p i t a l  management. The a r t i c l e  a l s o  r e v e a l s  

th a t  today's h o s p i ta ls ,  to  be managed e f f e c t iv e ly ,  need tim ely  in fo r 

mation and tim ely  response in  order to  remain com petitive.

Johnson (1984) pointed out th a t  t r u s te e s  need to  lea rn  a "second 

lan g u ag e ,"  no t r e a l l y  th e  language o f  h o s p i t a l s  o r  h e a l t h  c a r e ,  b u t 

r a t h e r  th e  language o f  "boardsm ansh ip ."  T h is  in c lu d e s  th e  a r t  o f  

asking the proper questions , in te rp re t in g  da ta ,  and making governing 

dec is ions  on a t im ely  b as is .  CEOs and boards are  only now beginning 

to recognize th a t  they must adopt and organize an e f f i c i e n t  process 

for channeling meaningful inform ation in to  t im e ly  outcomes th a t  con

t r i b u t e  to  t h e i r  c o m p e t i t iv e  p o s i t i o n .  P h ra se s  used fo r  over  80 

years, such as ded ica tion , public se rv ice ,  and c h a r i ty ,  have now been 

replaced with common terms known in  economics as market share, p rof

i t a b i l i t y ,  p ro d u c tiv ity ,  and the concern fo r  bond ra t in g s  and e f f i 

c ie n c y .  The r e l a t i o n s h i p  o f  th e  board  o f  t r u s t e e s  to  th e  c h i e f  

executive o f f ic e r  today has changed. The author ind ica ted  th a t  the
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governing board members must now form ally acknowledge the CEO as the 

head of the e n t i r e  o rgan iza tion . Further, he voiced a concern with 

re g a rd  to  th e  a b i l i t y  o f  t h i s  new c h i e f  e x e c u t iv e  o f f i c e r  r o l e  to  

meet a l l  th e  needs and c h a r a c t e r i s t i c s  o f  th e  p o s i t i o n  o f  l e a d e r  

(Johnson, 1984).

Bays 's  (1984) a r t i c l e  in  T ru s te e  Magazine e n t i t l e d  "A Common-* 

sense Approach to P ro d u c tiv i ty ,"  o f fe rs  another perspective  involving 

board input to the d i r e c t io n  and goals of the in s t i t u t i o n .  "H is to r i

c a l ly ,  h o sp ita l  t ru s te e s  have often  believed th a t  i t  was th e i r  duty 

to  m in im ize  u n c e r t a i n t y  and r i s k "  (p. 32), b u t  th e  f u tu r e  h o ld s  a 

g re a te r  challenge inasmuch as the t ru s te e s  w i l l  have to  assume more 

r i s k  on b e h a l f  o f  th e  h o s p i t a l  as i t  e n t e r s  a more c o m p e t i t iv e  e r a .  

What th i s  poin ts  out i s  the g re a te r  challenge to  the i n s t i t u t i o n  and 

realignment and c lose  a l l ia n c e  th a t  must e x is t  between board involve

ment and CEO a c t iv i ty .

Umbdenstock and Hageman (1984a) a l s o  c o n t r ib u te d  to  th e  new 

managing r e s p o n s i b i l i t i e s  o f  board  and CEO a c t i v i t i e s  in  t h e i r  

a r t i c l e  e n t i t l e d  "Governance and Management: Where Do You Draw the

Line?" T h e ir  open ing  q u e s t io n  i s ,  " I s  th e r e  a c l e a r - c u t  d i v i s i o n  

between the r e s p o n s ib i l i t i e s  o f  governance and management? Or, w i l l  

the ro le  of both p a r t ie s  vary depending on the issue  and the circum

s ta n c e s "  (p. 19)? In  th e  c o m p e t i t iv e  env ironm ent t h a t  now e x i s t s ,  

the industry  has moved away from issues th a t  are  c le a r ly  handled a t  a 

board  l e v e l  as compared to  i s s u e s  t h a t  were ad d re sse d  s o l e l y  by 

adm in is tra tion . The fa c t  i s  th a t  there  i s  no longer one po in t where 

you can draw th e  l i n e  and ap p ly  t h a t  a t t i t u d e .  R a th e r ,  th e r e  i s  a
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need to  view governing boards and ad m in is tra t io n  as a r e la te d  func

t io n  as w ell as a continuum of corporate  leadersh ip . The func tions ,  

th e re fo re ,  cannot be in  i s o la t io n  one from the other.

The p r in c ip le s  of management to  p lan, lead , organize, and con

t r o l  the opera tions o f  an organ iza tion  with i t s  s t a f f  i s  f a m i l ia r  to  

a l l  h o sp ita l  execu tives; but board t ru s te e s  and ad m in is tra to rs  have 

fuzzy perceptions concerning what c o n s t i t u t e s  t h e i r  i n d i v i d u a l  i n 

volvement. Many o f these problems can be minimized through an appre

c ia t io n  by each party  o f the o ther 's  proper ro le .

The a r t i c l e  (Umbdenstock & Hageman, 1984a) goes on to  in d ic a te  

th a t  many t ru s te e s  seldom seem to  view the h o sp ita l  executive in  the 

same way t h a t  th ey  v iew  th e  bank p r e s id e n t  o r th e  m a n u fa c tu r in g  

tycoon and th i s  re in fo rc e s  the concern th a t  the  governing board and 

a d m in is tra t io n  must blend together to d i r e c t  a h ighly  so p h is t ic a te d  

se rv ice  such as a h o sp ita l .

F in a l ly ,  they (Umbdenstock & Hageman, 1984b) in d ica ted ,

F ru s tra te d  observers might be tempted to ask, where do you
draw th e  l i n e  be tw een  governance and management? But 
t h a t ' s  th e  key i s s u e ,  th e  f a c t  t h a t  t h e r e  i s  no one p o in t  
where you can draw the l in e  and apply to  a l l  issues .  Gov
ernance and management are two functions w ith in  the same 
sphere, namely, co rporate  leadersh ip , (p. 5)

Almost a l l  h o s p i ta ls  share a common c h a r a c te r i s t i c  which compli

ca tes  the a d m in is tra t io n  and o b s tru c ts  the o rd e rly  process o f  change. 

That s in g le  c h a r a c te r i s t i c  is  the ad m in is tra t iv e  powers and resp o n s i

b i l i t i e s  which a re  sh a re d  among s e v e ra l  i n d iv id u a l s  in  such a way 

th a t  no s in g le  ind iv id u a l or group can act d e c is iv e ly  to  s e t  goals  or

induce the change of the organ ization . Simply s ta te d ,  power does not
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re s id e  in any one ind iv idua l .

The board  o f t r u s t e e s  o f  a h o s p i t a l  i s  commonly composed o f  

businessmen and community leaders  w ith  a u th o r i ty  over both h o sp ita l  

a d m i n i s t r a t i o n  and th e  m ed ica l  board , but u n fo rtu n a te ly  not having 

th e  background o r  th e  t e c h n i c a l  knowledge to  e x e r c i s e  th e  power 

w is e ly .  I t  ap p ea rs  th ey  have th e  l e g a l  r e s p o n s i b i l i t y  fo r  m ed ica l  

care , but in  r e a l i t y  have l im ited  influence because o f lack of back

ground and knowledge. For these reasons, the h o sp ita l  may be r e a l i s 

t i c a l l y  viewed as a r a th e r  loose a f f i l i a t i o n  o f  h ie ra rc h ie s  of power 

(Rushmer, 1978).

Summers (1984) i n d i c a t e d  t h a t  l e a d e r s h ip  i s  more th an  j u s t  

a d m in is tra tio n .  The m iss ion  of the new h o sp ita l  f a l l s  to  the c h ie f  

e x e c u t iv e  o f f i c e r  and he o r  she must r i s e  to  the  o c c a s io n .  The 

a d m in is t ra to r  must not only take but a lso  earn the r ig h t  to a leader

s h ip  r o l e .  Openness i n s t e a d  o f  m a n ip u la t io n  seems to  be h ig h ly  

valued as an ing red ien t  in  bu ild ing  the confidence base fo r  recogni

t io n  and acceptance as a leader.

Livinson (1979), a noted management consu ltan t in  o rg an iza tio n a l 

th e o ry ,  m o t iv a t io n ,  and th e  management o f  change, p o in te d  o u t t h a t  

value concerns have a lso  been re la te d  to  top management of h o s p i ta ls .  

In  o rd e r  f o r  th e  a d m i n i s t r a t o r  to  succeed , he o r  she m ust b u i ld  a 

values consensus w ith the board of t ru s te e s ,  the medical s t a f f ,  and 

o ther  employees. I t  i s  necessary  for the c h ie f  executive o f f i c e r  to  

e s ta b l i s h  h is  values by achieving a consensus on the m ission o f  the 

h e a l th  se rv ice  f a c i l i t y  and seek to exemplify the e th ic a l  id e a ls  o f  

th a t  mission and personal conduct.
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Summers (1984) p o in te d  o u t t h a t  t h i s  i n c r e d i b l e  d i v e r s i t y  o f  

c o n f l ic t in g  r e s p o n s ib i l i t i e s ,  which puts the c h ie f  executive o f f i c e r  

in  a p o s i t i o n  o f  a u t h o r i t y  to  be l e a d e r ,  i s  n e c e s s a ry  in  o r d e r  to  

p u ll  toge ther  a value consensus and how the in s t i t u t i o n  s h a l l  rep re 

s e n t  i t s e l f  i n t e r n a l l y  and e x t e r n a l l y .  I t  i s  im p o r ta n t  t h a t  t h i s  

v a lu e  system  be in  acco rd  w i th  board  members in  o rd e r  to  i d e n t i f y  

v a lu e s ,  remove r o l e  c o n f l i c t s ,  and en su re  sh a red  g o a ls .  Or, as th e  

a u th o r  pu t i t ,  " en co u rag in g  a sen se  o f  common g o a ls  r e s t i n g  on a 

foundation of common values  between the board and the c h ie f  executive 

o f f i c e r "  (p. 87)

Values are not the only fa c to r  co n tr ib u tin g  to  a top management 

re la t io n sh ip .  Decisions as w ell as s t r a te g ie s  and plans are molded 

by the ind iv id u a ls  who c o n s t i tu te  the i n s t i t u t i o n s ,  governing board, 

and top  management. T h is  n o t on ly  r e f l e c t s  th e  p e r so n a l  v a lu e s ,  

p references , and b e l i e f s  o f  the in d iv id u a ls ,  but o f ten  are the d i r e c t  

re la t io n s h ip  or r e f l e c t io n  of the ind iv id u a ls  themselves, the h ie r 

a rc h ic a l  p o s it io n s ,  and th e i r  influence with the organ iza tion  (J. P. 

P e te rs  & Wacker, 1982).

The r e a l  i s s u e  th e n  i s  i n s t i t u t i o n a l  l e a d e r s h i p — how to  
d e f in e  i t ,  how to  o rg a n iz e  i t ,  how to  c o o r d in a te  i t ,  and 
how to  d eve lop  i t .  L e a d e rsh ip  b eg in s  and ends w ith  th e  
ind iv idua ls  involved and the degree to  which th e i r  under
s ta n d in g s  and e x p e c t a t i o n s  a re  sh a re d .  (Umbdenstock & 
Hageman, 1984a, p. 22)

The a u th o r  b e l ie v e d  t h a t  what s e p a r a te s  e f f e c t i v e  l e a d e r s h ip  from 

simple turm oil i s  the mutual respec t between the board and the admin

i s t r a t i o n .  He pointed out fu r th e r ,  "There i s  an i n f i n i t e  v a r ie ty  in  

th e  l e a d e r s h ip  s t r u c t u r e s  and s t y l e s  in  our  n a t io n 's  h o s p i t a l s .
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D e s p i te  th o se  d i f f e r e n c e s ,  th e  b a s ic  p r i n c i p l e s  o f  l e a d e r s h ip  a re  

ap p licab le  to  a l l "  (Umbdenstock & Hageman, 1984a, p. 24).

P r io r  Studies and Research

No major s tu d ies  d escrib ing  the ac tua l serv ices  o f ad m in is tra 

t o r s  were perfo rm ed  u n t i l  1945 when, in  F eb ruary  o f  t h a t  y e a r ,  th e  

American College of H osp ita l A dm inistrators (ACHA) and the American 

H ospita l A ssociation  (AHA) c rea ted  a Jo in t  Commission on Education. 

With f in a n c ia l  support from the Kellogg Foundation, they attem pted a 

sp ec ia l  study o u t l in in g  the ro le  of the adm in is tra to r .  This em pir i

c a l  e f f o r t  was p re p a re d  and r e p o r te d  by P r a l l  (1948) and has proven 

to  be the b es t  documentation of h o s p i t a l  a d m i n i s t r a t i o n  a c t i v i t i e s  

through the mid 20th century  (Weil, 1984).

Wentz and Moore (1981) re f le c te d  th a t  the m ajo rity  of a s s i s ta n t  

and a s so c ia te  ad m in is t ra to rs  asp ire  to  be CEOs; however, very l i t t l e  

i s  documented in  what c o n tr ib u te s  to  the success of th a t  goal. They 

i d e n t i f i e d  a s tu d y  p e rfo rm ed  by F i e d l e r  and Chemers (1974) t h a t  

o f fe r s  some guidance to  th i s  sub jec t.

F i e d l e r  and Chemers (1974) developed  a q u e s t i o n n a i r e  t h a t  i n 

volved 10 fa c to rs  c o n tr ib u t in g  to  a d m in is tra t iv e  success. To apply 

th e  f a c t o r s  to  th e  h e a l t h  c a re  i n d u s t r y ,  a su rvey  was conducted  

involving c h ie f  executive o f f ic e r s  of h o sp ita ls  of varying s iz e s  in  

Kansas, Wisconsin, and Minnesota. The number to ta le d  180 p a r t i c ip a t 

ing a p p lican ts .  The 10 fa c to rs  were de linea ted  r e f le c t in g  what would 

determ ine th e i r  success in  the f ie ld .  The 10 fac to rs  were put in to  

p r i o r i t i e s  i n c lu d in g  v e ry  s t ro n g  a f f e c t ,  m odera te  a f f e c t ,  o r  no
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s ig n i f ic a n t  a f f e c t .

The s tu d y  r e v e a le d  t h a t  th e  s in g l e  most im p o r ta n t  f a c t o r  con

t r ib u t in g  to  ind iv id u a l success was the support o f  superio rs  or board 

o f f ic e r s .  The p a r t ic ip a n ts  had ind ica ted  th a t  the s trong support of 

t h e i r  boards  had been o f  g r e a t  s i g n i f i c a n c e  in  t h e i r  c a r e e r  g o a ls .  

I t  would be appropria te  here to  point out th a t  the second most impor

ta n t  item surveyed proved to be support of subordinates which again 

has a d i r e c t  bearing on leadersh ip  r e la t io n s h ip  and s ty le .  The th i rd  

and f i f t h  items of importance proved to be speaking s k i l l s  and w r i t 

ing s k i l l s  which are d i r e c t ly  re la te d  to  e f f e c t iv e  communication and 

paramount in  leadersh ip  e ffec t iv en ess .

Another p e r s p e c t iv e  o f  the  r e l a t i o n s h i p  betw een board o f  

t ru s te e s  and top a d m in is t ra to r  p o s it io n s  is  i l l u s t r a t e d  with a study 

th a t  was performed by the New Jersey  H ospital A ssociation documenting 

t h a t  th e r e  were 46 top  a d m i n i s t r a t o r  job  changes in  103 h o s p i t a l s  

over  a 5 -y e a r  p e r io d .  The t im e  frame in v o lv ed  1975 th ro u g h  1980. 

The ex te rn a l  forces which include big government and com petition from 

the  chains of p r o f i t  making h o sp ita ls  have made the boards of these 

h o s p i t a l s  p a i n f u l l y  in s e c u re  and as a r e s u l t  th e  boards  a re  hav ing  

d i f f i c u l t y  in  making a determ ina tion  on how to accu ra te ly  assess  the 

e f fe c t iv e n e ss  o f the c h ie f  executive o f f ic e r  (Kinzer, 1982).

K inzer  (1982) p o in te d  out f u r t h e r  t h a t  board  i n s e c u r i t y  i s  a 

major fa c to r  and although in se c u r i ty  i s  a concern, the boards in  the 

pas t had a g reat deal o f influence on the d i re c t io n  and opera tion  of 

th e  f a c i l i t y  and t h a t  th e  p r o f i l e  o f  the  board  was to  s e l e c t  an 

a d m i n i s t r a t o r  who was easy  to  d i r e c t .  Now, how ever, a l l  t h i s  i s
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changing with the r e a l i z a t io n  th a t  h o sp ita l  management has become so 

complex th a t  boards cannot handle the mainstream governance, but need 

th e  d i r e c t i o n  and c o o r d in a t io n  o f  a dynamic CEO. There i s  "a new 

d e s ire  for s trong leadersh ip"  (Kinzer, 1982, p. 17).

Kinzer (1982) id e n t i f i e d  the ascending complexity and challenge 

o f  h o s p i t a l  a d m i n i s t r a t i o n  by id e n t i f y in g  the f i r s t  phase or f i r s t  

wave o f  c h i e f  e x e c u t iv e  o f f i c e r  p o s i t i o n s  w i th  som ething  t h a t  was 

f i l l e d  by a m i n i s t e r  o r  a nun o r  p o s s ib ly  an ag ing  p h y s ic ia n ,  c e r 

ta in ly  someone who was a respected  c i t i z e n  in  town. The second phase 

was th a t  of a t ra in e d  ind iv idua l as d is t ingu ished  from the educated 

a d m in is tra to r .  Education and t ra in in g  were a mandate in  the second 

phase o f  h o s p i t a l  a d m i n i s t r a t i o n ,  b u t now what i s  em erging i s  the  

t h i r d  phase. As th e  a u th o r  i n d i c a t e s ,  the  new wave of CEOs a re  

b e t t e r  educated in d iv id u a ls ,  but not n ea r ly  so w ell prepared. This 

new group is  being shaped and developed out of an on-the-job  experi

ence t h a t  may have n o th in g  in  p a r t i c u l a r  to  do w ith  t h e i r  fo rm al 

education.

The a r t i c l e  in d ic a te s  th a t  the dominating model of a successfu l 

c h ie f  executive o f f i c e r  includes the following c h a ra c te r i s t i c s :

1. He or she w i l l  be systems o r ie n te d ,  more than in s t i t u t i o n 

a l ly  o rien ted . This i s  a key to  the marketplace.

2. He or she w i l l  have more in  common ra th e r  than le ss  with the 

b u s in e s s  le a d e r s  who s e rv e  on th e  h o s p i t a l  board . There c e r t a i n l y  

w i l l  be an in te r r e a c t io n  fa r  g re a te r  than i t  was experienced in  the 

p a s t .
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3. The new CEO w i l l  have much more a u t h o r i t y  because  o f  the  

capac ity  to  exe rc ise  a u th o r i ty  and w i l l  be one of the main a t t r ib u te s  

a board search committee w i l l  now be seeking.

4. The ind iv idua l w i l l  have to  be much s tronger  in  communica

t io n  s k i l l s ,  both speaking and w riting .

The c h a r a c te r i s t i c s  r e f l e c t  a s trong need for in te r r e la t io n s h ip  

between the board and the  ad m in is tra to r .

The a r t i c l e  c lo ses  w ith  the emphasis th a t  a need to  reduce the 

a t t r i t i o n  and turnover o f  c h ie f  executive o f f ic e r s  must include the 

exposure of the lead ersh ip  of the board to  an in tensive  o r ie n ta t io n  

w ith  regard to  the c lo se  proxim ity  of the CEO and the challenges in  

which he i s  f a c in g .  In  o th e r  w ords, th e  message th a t  must be s e n t  

th ro u g h  to  th e  h o s p i t a l  board  i s  t h a t  th ey  have an o b l i g a t i o n  to  

support the main r i s k  ta k e r ,  th a t  of th e i r  leader—the c h ie f  execu

t iv e  o f f i c e r  (Kinzer, 1982).

The American College of Hospital A dm inistrators  (1984b) in  1982 

compiled a comprehensive study involving 651 ind iv idua ls  with an 81% 

response ra te .  The purpose of th i s  study was to  in terv iew  h o sp ita l  

c h ie f  executive o f f ic e r s  w ith regard to  th e i r  ro le  as the f a c i l i t y ' s  

top  e x e c u t iv e  o f f i c e r .  T h is  s tu d y  was a b le  to  r e v e a l  t h a t  o n ly  25% 

o f  th e  CEOs th in k  th e y  shou ld  adopt a p a s s iv e  r o l e  o f  d e f e r r i n g  to  

th e  board  in  c h a r t i n g  th e  co u rse  o f  th e  h o s p i t a l .  The m a jo r i t y  o f  

th e  CEOs in  th e  s tu d y  see  a p a r t n e r s h i p  r e l a t i o n s h i p  in  h o s p i t a l  

governance be tw een  th e  board  o f  t r u s t e e s  and th e  CEO. I t  should  be 

k ep t  in  mind t h a t  th e  l e a d e r s h ip  s t y l e  as i t  a p p l i e s  betw een  th e  

board  and th e  CEO i s  n o t l i m i t e d  to  th e  r e l a t i o n s h i p  betw een them,
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but should be considered in  the operation  and d i re c t io n  o f the hospi

t a l  i t s e l f  w ith the understanding th a t  a h o sp ita l  i s  a se rv ice  o r i 

ented o rgan iza tion  and th a t  over 60% of the opera ting  budget involves 

manpower concerns.

The summary of the study revealed th a t  CEOs believe  th a t  t h e i r  

ro le  req u ire s :  (a) a s trong leadersh ip  r e la t io n s h ip  with the board,

as w e l l  a s ,  (b) a t t e n t i o n  to  long range  p la n s  fo r  th e  h o s p i t a l ,  and 

(c) cons truc ting  a budget which must be s trong ly  adhered to. Leader

ship s ty le  would have a d i r e c t  r e la t io n sh ip  w ith the f i r s t  and th i rd  

of these concerns.

The 1982 American C o lleg e  o f  H o s p i ta l  A d m in i s t r a to r s '  (1984b) 

summary a lso  concluded w ith  a very s trong opinion by the c h ie f  execu

t i v e  o f f i c e r ' s  r o l e  to  in c lu d e  th e  s e l e c t i o n  and i d e n t i f i c a t i o n  o f  

p o t e n t i a l  new members to  th e  board  o f  t r u s t e e s .  This  i n t e r e s t  

c le a r ly  id e n t i f i e s  the c lose  re la t io n s h ip  of management a p p lica t io n  

involving the board and the c h ie f  executive o f f ic e r .  The study a lso  

asked the ind iv idua l CEOs to  compare th e i r  a c t i v i t i e s  conducted with 

th e i r  board chairman today w ith  s im i la r  a c t i v i t i e s  o f  only 5 years 

ago. The m ajo rity  of the CEOs reported  th a t  more time i s  c u r re n t ly  

sp en t  in  d i s c u s s in g  s t r a t e g y  w ith  board  cha irm en  today  th an  in  th e  

past.  The conclusion—most CEOs have been drawn c lo se r  to  the gov

ernance of t h e i r  h o sp ita l  in  recen t years.

The s tu d y  a l s o  r e v e a le d  a grow ing r e l a t i o n s h i p ,  s p e c i f i c a l l y  

between the two in d iv id u a ls ,  th a t  o f  the CEO and the CBO. In recent 

y e a r s ,  CEOs have deve loped  c l o s e r  t i e s  to  t h e i r  boards  and board  

chairmen. Together they plan s tra te g y  and a tten d  so c ia l  functions.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

Chief executive o f f ic e r  r e l a t i o n s h i p s  have grown to  th e  p o in t  t h a t  

o v e ra l l  38% are voting members on the board in  which they serve. The 

CEOs r e p o r te d  in  th e  s tu d y  t h a t  a s t r o n g  w orking  r e l a t i o n s h i p  w ith  

th e  board  w i th  n e i t h e r  th e  CEO nor th e  b o a rd  as  a dom inant f a c t o r  

best describes the CEOs id e a l  of h o s p i ta l  governance. The question

n a ires  responded fu r th e r  w ith , in  f a c t ,  CEOs and th e i r  boards ac t  as 

p a r tn e rs  in  devising the h o s p i ta l  s t r a t e g ie s  and fu tu res .

The American C o lleg e  o f  H o s p i ta l  A dm in is tra to rs ' (1984b) study 

made the following suggestions w ith  regard  to  the  successfu l h o sp ita l  

c h i e f  e x e c u t iv e  go ing  i n to  th e  end o f  th e  1980s. T h e ir  1 0 -p o in t  

recom m endations w i l l  n o t  be d is c u s s e d  in  t h e i r  e n t i r e t y  f o r  th e  

purpose  o f  t h i s  s tu d y .  However, fo cu s  shou ld  be p la c e d  on th e  f o l 

lowing. The Point 3 recommendation i l l u s t r a t e s  the importance of the 

a b i l i t y  not o n ly  fo r  d e c i s io n  m aking, b u t a l s o  f o r  th e  o p p o r tu n i ty  

and e f fec t iv en ess  of convincing and persuading o thers  of the v a l i d i ty  

o f  t h e i r  id e a s .  "Boards and m ed ica l  s t a f f s  w i l l  look  to  CEOs fo r  

q u a l i f i e d  ev id en ce  as th ey  fa c e  c r i t i c a l  d e c i s io n s  to  i n i t i a t e  o r  

expand p r o f i t a b i l i t y "  (p. 90). This  c l e a r l y  r e f l e c t s  a g row ing and 

challenging in te r r e la t io n s h ip  of a c t i v i t i e s  and rapport between the 

b o ard ,  m ed ica l  s t a f f ,  and CEO. F u r th e r ,  P o in t  8, CEOs w i l l  need to  

c o n s id e r  th e  human s id e  o f  th e  o r g a n i z a t i o n  as w e l l  in  o rd e r  to  

a f f e c t  change, a n o th e r  way of em phasizing in te rp e rso n a l  leadersh ip  

needs.

The CEO w i l l  indeed  have to  g iv e  new meaning to  th e  r o l e  o f  

com m unicator. He o r  she w i l l  have to  l i s t e n ,  m e d i t a t e ,  m o t iv a te ,  

p robe , and respond to  chang ing  c o n d i t i o n s .  Today, American h e a l t h
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care providers and purchasers a l ik e  find  themselves with an emerging 

h ea lth  care c r i s i s  due in  p a r t  to  a complex combination of fa c to rs ;  

such as, in f la t io n ,  recess ion , increased u t i l i z a t i o n  of s e rv ices ,  and 

d e c l in in g  i n d u s t r i a l  p r o d u c t i v i t y  w i th  l e s s  d o l l a r s  to  spend fo r  

h e a l t h  c a re .  These and a v a r i e t y  o f  o t h e r  f a c t o r s  have le d  to  th e  

p o in t  where h e a l th  c a re  i s  a m ajo r  co n cern  and consumes 10Z of th e  

gross n a tio n a l product which t o t a l s  c lo se  to  $280 b i l l i o n  in  expendi

tu re s .  Even the fed era l  government i s  beginning to  s tagger  under the 

burden which approaches 11X o f  the fed e ra l  budget (Betjemann, 1984).

As was o u t l i n e d  e a r l i e r ,  th e  P r a l l  (1948) r e p o r t ,  a s tu d y  p e r 

formed in  1948 under the auspices o f the J o in t  Commission on Educa

t io n  o f  th e  American C o lleg e  o f  H o s p i ta l  A d m in i s t r a to r s  and the  

American Hospital A ssociation , in terv iew ed approximately 100 p ra c t ic 

ing  h o s p i t a l  a d m i n i s t r a t o r s .  I t  sh o u ld  be p o in te d  ou t t h a t  th e  

sampling procedure was anything but random; however, P r a l l  did not 

f e e l  t h a t  t h i s  b ia s  s e v e r e ly  compromised th e  goa l o f  h i s  o v e r a l l  

p r o je c t .

In th a t  study, "governing board problems" were id e n t i f ie d  as 8th 

in  an order of 1 to  10 r e f l e c t in g  the 10 ca te g o r ie s  o f  a d m in is tra t iv e  

concern to  the well renowned p ra c t ic in g  a d m in is tra to rs .

A second study of ad m in is t ra t iv e  problems was conducted as p a r t  

of Cornell U niversity 's  1963 comprehensive an a ly s is  of the f i e ld  of 

h o sp ita l  adm in is tra tio n . The 1963 in v e s t ig a t io n  used a random se le c 

t i o n  o f  a d m i n i s t r a t o r s  t h a t  y ie ld e d  o v er  200 r e s p o n s e s .  Again r e 

viewing the rank order,  the "governing board challenges and problems" 

moved from e ig h th  to  s e v e n th  as v iew ed  by th e  c h i e f  e x e c u t iv e
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o f f ic e r s  (Dolson, 1965).

Following these two s tu d ie s ,  a contemporary h o sp ita l  adm in is tra 

t o r ' s  v iew  was e x p lo re d .  The s tu d y  was conducted  by th e  American 

College of Hospital A dm inistra to rs  during the f a l l  o f  1978. The 1978 

e d i t io n  of the American H ospital A ssocia tion 's  "Guide to  Health Care 

F ield" was used to  id e n t i fy  and ob ta in  the re lev an t population in  a 

random n a tio n a l  sample o f  200 h o s p i t a l  a d m i n i s t r a t o r s .  The su rvey  

was accomplished through a mailed ques tionnaire . One follow-up m ail

ing was made to  the nonrespondents a f t e r  a 2-week period—an autonomy 

was guaranteed. A t o t a l  of 66 usable responses were re tu rned—a 33% 

re sp o n se  r a t e .  The 1978 su rvey  r e f l e c t i n g  th e  10 p r i o r i t i e s  moved 

the "governing board problem" area  to  5th in the ca tego ries  (Carper,

1982).

The problems were evaluated and compared to  the P r a l l  (1948) and 

C o rn e l l  (Dolson, 1965) s tu d i e s .  A rev iew  o f  th e  com parison  o f  the  

th r e e  su rv ey s  r e f l e c t  o n ly  one c a te g o ry  o f  a scen d in g  concern  and 

problem to the CEO, th a t  category being, "governing board challenges" 

moving from e ighth  in  1948 to seventh in  1963 and f in a l ly  to  f i f t h  in  

1978. C learly  th i s  p o in ts  out the need fo r  g re a te r  open communica

t io n  and re la t io n s h ip  between the CEO and the governing board. This 

proven major challenge should be addressed■and evaluated.

A recent h o sp ita l  study, conducted by Arthur Anderson and Com

pany (1984) through the cooperation of the American College of Hospi

t a l  A dm inistra to rs ,  a lso  revea ls  some in te re s t in g  concerns regarding 

CEO and board  r e l a t i o n s h i p s .  S ix p a n e ls  o f  e x p e r t s  were su rveyed . 

The panels include: h o sp ita l  leaders , physic ians, o ther prov iders ,
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l e g i s l a to r s / r e g u la to r s ,  su p p lie rs ,  and f in a l ly ,  payers or consumers. 

One thousand  e x p e r t s  were in v o lv ed  in  t h i s  com prehensive  r e s e a r c h  

evalua tion . The r e s u l t  o f  th i s  study revealed th a t  the panels p re

d i c t  g r e a t e r  in v o lv em en t fo r  h o s p i t a l  boards  in  th e  coming decade . 

The h o sp ita l  and physic ian  panels s p e c i f i c a l ly  fo recas t  s u b s ta n t ia l ly  

g re a te r  involvement fo r  boards o f h o sp ita ls .  A p r io r i ty  ranking was 

p ro v id e d  to  th e  h o s p i t a l  p an e l to  i d e n t i f y  th e  top  f iv e  c h a l le n g e s  

o v er  th e  co u rse  o f  1984 th ro u g h  1995. Two c a t e g o r i e s  were c l e a r l y  

d e l in ea ted ; those of in te rp e rso n a l  s k i l l s  and governing board r e l a 

t i o n s .  F u r th e r ,  b o th  were i d e n t i f i e d  as a concern  now as w e l l  as 

i n t o  th e  mid 1990s. The im p l i c a t i o n s  and c o n c lu s io n s  o f  th e  s tu d y  

r e v e a l  t h a t  a h o s p i t a l ' s  need fo r  q u a l i f i e d  management in  th e  n ex t  

decade b e g in s  a t  th e  to p  o f  th e  o r g a n iz a t io n — th e  govern ing  board . 

F urther , the panel r e f l e c t s  th a t  an organized process of governance 

w i l l  be r e q u i r e d  in c lu d in g  such th in g s  as i n - s e r v i c e  t r a i n i n g  and 

s trong , ac t iv e  committee s tru c tu re .  They p re d ic t  th a t  g re a te r  board 

in v o lv em en t w i l l  be e x e r c i s e d  in  th e  a re a s  o f  p o l ic y  d e c i s io n s  r e 

garding s t r a t e g ic  planning, c a p i ta l  expenditure , and o ther opera tions  

n o rm a l ly  l e f t  to  th e  CEO. This  w i l l  c o n t r i b u t e  to  a need o r  an 

e s s e n t i a l  partn e rsh ip  between the board and the CEO. The leadersh ip  

o f  th e  CEO w i l l  be c r i t i c a l  to  th e  e f f e c t i v e n e s s  o f  the  board . The 

r e s p o n s ib i l i ty  to  prepare board members for t h e i r  expanded ro le  w i l l  

a l s o  be th e  r e s p o n s i b i l i t y  o f  th e  CEO. A p o l i c y  o f  pe rfo rm an ce  

eva lua tion  must be developed in  order to  id e n t i fy  and determine the 

goals o f  the i n s t i t u t i o n ,  the in te r e s t  and concerns of the board, as 

w e l l  as th e  e f f e c t i v e  management invo lvem en t o f  th e  CEO (A rth u r
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Anderson and Company, 1984).

The study a lso  supports  the concept th a t  the in te r r e la t io n s h ip  

between the  CEO and board w i l l  become more c r i t i c a l  toward the suc

cess of the o rgan iza tion . F urther ,  i t  a lso  in d ic a te s  the  importance 

o f  th e  e v a lu a t io n  o f  th e  board  in  th e  b o a rd 's  r o l e  tow ard  th e  c h i e f  

executive o f f ic e r .  That c r i t e r i a  d i r e c t ly  or in d i r e c t ly  id e n t i f i e d  

w i l l  include in te rp e rso n a l  leadersh ip  s ty le  as a behavioral condition  

of performance.

Schnacke (1985), in  h i s  a r t i c l e ,  "What 1985 Holds in  S to re  fo r  

T rustees ,"  b u t t re s se s  the  involvement of e f f e c t iv e  c r i t e r i a  fo r  CEO 

performance eva lua tion  by the board of t ru s te e s  where he in d ic a te s ,  

T r u s te e s  w i l l  f in d  i t  n e c e s s a r y  to  pay c lo s e  a t t e n t i o n  to  t h e i r  

ad m in is t ra t iv e  team and i n i t i a l l y  to  i n s t a l l  and s treng then  methods 

for the  eva lu a tio n  of the ch ie f  executive o f f i c e r  and r e la te d  admin

i s t r a t i v e  s t a f f .

The f in d in g s  c o n t in u e  to  su p p o rt  th e  s i g n i f i c a n c e  o f i n t e r 

re la t io n s h ip  of the c h ie f  executive o f f i c e r  to  the board of t r u s te e s ,  

s p e c i f i c a l ly  the chairman of the board. I t  i s  important to  note th a t  

as the  d i f f e r e n t  approaches and concerns o f board/CEO re la t io n sh ip s  

a re  e x p lo re d ,  l e a d e r s h i p  s t y l e  i t s e l f ,  a m a jo r  c o n t r i b u t o r  to  th e  

o v e ra l l  outcome, has not been id e n t i f ie d  nor has i t  been considered 

by th e  a u th o r s  as a component c o n t r i b u t i n g  to  th e  su ccess  o f  t h i s  

jo in t  e f f o r t .

Umbdenstock and Hageman (1984b) r e f le c te d  th a t  the approach to 

l e a d e r s h ip  in v o lv e s  two b a s ic  i s s u e s ,  one o f  su b s ta n c e  and one o f  

s ty le .  The issue  of substance has to  do with o rg an iza tiona l policy .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

The i s s u e  o f  s t y l e ;  t h a t  i s ,  how and what p o in t  does th e  board  want 

to  be a p p r i s e d  o f  an i s s u e  and how does a CEO b e s t  p r e s e n t  in fo rm a 

t io n  in  order to  help the board in  i t s  decision-making process. The 

e f fe c t iv e  s i tu a t io n  would allow  the CEO to  enjoy a good and e f fe c t iv e  

r e l a t i o n s h i p  w i th  each o f  th e  t r u s t e e s .  This  r e l a t i o n s h i p  m ust be 

based  on an u n d e r s ta n d in g  o f  each o t h e r ' s  r o l e  and a w i l l i n g n e s s  to  

work together toward a common purpose. In order to  accomplish th is  

we must address both o rg an iza t io n a l  leadersh ip  as w ell as ind iv idua l 

l e a d e r s h ip .  O r g a n iz a t io n a l  l e a d e r s h ip  i s  b u i l t  on a fo u n d a t io n  o f  

m utual t r u s t  and r e s p e c t .  W ith in  t h a t  s p h e re ,  a t  i t s  v e ry  c o re ,  i s  

what i s  re fe r re d  to  as the ind iv idua l leadersh ip . Ind iv idual leader

s h ip  g u id es  and d i r e c t s  as w e l l  as c r e a t e s  th e  p e r s o n a l i t y  o f  the  

board and, in  some cases, the e n t i r e  organ iza tion .

The success o f any human endeavor r e l i e s  la rg e ly  on a successfu l 

r e la t io n s h ip  of the in d iv id u a ls  involved. The h o sp i ta l ,  by the very 

n a tu re  o f  i t s  m is s io n  and i t s  h i s t o r y ,  c r e a t e s  g r e a t e r  t e n s io n s  

w ith in  these  r e la t io n s h ip s  than perhaps in  many o ther  types of orga

n i z a t i o n a l  s t r u c t u r e .  I n d iv id u a l s  whose leadersh ip  w i l l  determine 

th e  s u r v iv a l  o f  th e  h o s p i t a l  m ust work h a rd e r  th a n  e v e r  a t  e a s in g  

these tensions and making these re la t io n s h ip s  succeed (Umbdenstock & 

Hageman, 1984b).

Based on th e  n a tu r e  o f  th e  h e a l t h  c a re  i n d u s t r y  and th e  rev iew  

o f  l i t e r a t u r e  t h a t  r e f l e c t s  th e  need fo r  com m unication  and i n t e r 

r e a c t i o n  betw een board members and CEOs in v o lv in g  a t t i t u d e s  and 

values, th is  study w i l l  a ttem pt to  revea l the hidden element in  the 

concept, th a t  of in te rp e rso n a l  leadersh ip  s ty le .
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. 3 8

Leadership Concerns

T. J .  Pe ters  and Waterman (1982) o f fe red  dynamics to  leadersh ip  

in  the d e f in i t io n  of lead e rsh ip  being the a b i l i t y  to  a l t e r  agendas so 

th a t  new p r i o r i t i e s  get enough a t te n t io n .  They re f ined  the process 

by p o in t in g  ou t t h a t  i t  in c lu d e s  th e  a b i l i t y  to  be v i s i b l e  when 

th in g s  a re  going  awry and i n v i s i b l e  when th ey  a re  working w e l l .  

These c h a r a c te r i s t i c s ,  of c o u rse ,  would su p p o r t  th e  p h ilo so p h y  and 

concept of s i tu a t io n a l  leadersh ip  behavior.

Burns (1978)- a lso  b u t t re s se d  t h i s  approach by in d ica t in g  in  h is  

book L e a d e rsh ip  in  which he r e f e r s  to  t r a n s a c t i o n a l  l e a d e r s h i p - - a  

leadersh ip  o ffe r in g  th a t  b u ild s  on man's need fo r  meaning, a leader

ship th a t  c rea tes  i n s t i t u t i o n a l  purpose as w e ll .  Transforming lead

e rsh ip  a c tu a l ly  occurs when one or more persons engage w ith  o thers  in  

a way t h a t  r a i s e s  th e  l e v e l s  o f  m o t iv a t io n  and m o r t a l i t y  among th e  

leaders  and fo llow ers  as w ell.

Zaleznick (1977), a business p sycho log is t ,  pointed out the d i f 

fe re n c e  in  th e  c o n t r a s t i n g  c h a r a c t e r i s t i c s  o f  l e a d e r s  v e r su s  man

agers. Managers p re fe r  working w ith  people; leaders  s t i r  the emo

t io n .  This r e s u l t s  in  th e  l e a d e r  a ro u s in g  th e  c o n f id e n c e  in  h i s  

fo llow ers and the fo llow ers  f e e l  b e t t e r  ab le  to  accomplish whatever 

g o a ls  have been i d e n t i f i e d  and s h a re  in  th e  s a t i s f a c t i o n  o f  the  

r e s u l t s .

Bennis (1976) o f f e r e d  a v e ry  a c c u r a te  m etaphor fo r  th e  t r a n s 

fo rm ing  l e a d e r .  "The le a d e r  i s  a s o c i a l  a r c h i t e c t  whc s tu d i e s  and 

shapes what is  ca lled  the cu l tu re  o f work" (p. 15).
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Selznick (1957) has advocated th a t  the inbu ild ing  of purpose is  

the g re a te s t  challenge to  c r e a t iv i ty  because i t  involves transform ing 

p eop le  from a d i f f e r e n t  o r  n e u t r a l  s t a t e  i n t o  p a r t i c i p a n t s  w i th  a 

v e ry  p a r t i c u l a r  i n t e r e s t  o f  s e n s i t i v i t y  and t o t a l  commitment. The 

e f f e c t iv e  leader  must know the  meaning and m aster the technique of 

th e  e d u c a to r .  This  l e a d e r s h ip  approach  i s  im p o r ta n t  i f  he o r  she 

wants to  co n tr ib u te  to  the promotion and p ro te c t io n  o f values.

R. S c o t t  (1978) o f f e r e d  an i n t e r e s t i n g  approach  to  c o r p o ra te  

leadersh ip  and the in fluences  bearing on the decision-making process. 

R. S c o t t  has fo rm u la te d  a m a t r ix  o f  fo u r  m ain a r e a s  o f  developm ent 

and management p r a c t i c e  and th e  i n f lu e n c e s  on i t .  The m a t r ix  i s  

r e f le c te d  in  a two dimensional g r id  with the v e r t i c a l  r e f le c t in g  or 

i n d i c a t i n g  a "c lo se d "  to  "open" approach  to  th e  env ironm en t w i th  a 

h o r izo n ta l  in d ica to r  from " ra t io n a l"  to  " so c ia l ."  The f i r s t  aspect, 

"c lo se d "  to  "open," would r e f l e c t  th e  a t t i t u d e  o r  d e c is io n -m a k in g  

process of the top management as being influenced by the environment, 

the com petition, the m arketplace, or o th e r  in fluenc ing  ex te rn a l  fac

to rs .  An aspect or component th a t  was given l i t t l e  cons ide ra tion  in  

the e a r l i e r  generations o f  management concept.

T. J .  P e te r s  and Waterman (1982) r e f l e c t e d  t h e i r  concerns  i n 

volving s tra te g y  and s tru c tu re .  The concern po in ts  out th a t  ex te rn a l  

forces do indeed influence the  dec is ion  process and techniques used 

by management in  o r d e r  to  cope and r e a c t  to  th e  e x t e r i o r  and i t s  

consequences. The authors were concerned w ith the major change in 

our c u ltu re  which s ta r t e d  approximately 1970 and continues in to  the 

p resen t.  The point being th a t  businesses which were in su la ted  from
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Che outside world are now superseded by Che business being inundaCed 

by a fa st-p a ce d  and ever-ch an gin g  array o f  exCernal fo r c e s . They 

indicaCe ChaC in Che view of Coday's leading CheorisCs, everyChing is  

in f lu x — Che ends, Che means, as w e ll  as Che in flu e n c in g  fo rc e s  o f  

exCernal change.

R. ScoCC (1978) c le a r ly  poinCed ouC ChaC inCernal organizacion  

dynamics are currenCly shaped, influenced, and pressured by exCernal 

evenCs. As indicaCed in Chis sCudy by sCaCe and federal governmenC 

in te r v e n tio n , the oth er s id e  o f  R. S co tt's  g r id  r e f l e c t s  " ration a l"  

to "social." This concept Cakes in Che spectrum of c lear  purpose and 

o b je c t iv e s  for an org a n iza cio n  Co Che oth er end, Che s o c ia l  v iew  

involving value choices and s ty le s . That includes so c ia l c o a lit io n s ,  

past h ab it p a tte rn s , and oth er dynamics ChaC in flu e n c e  p erson al or 

people's individual ch a ra cter istics  and s ty le s  as re flec ted  by in ter

personal leadership s ty le .

The rev iew  o f l i t e r a tu r e  in d ic a te s  that e x tern a l and in te r n a l  

fo rces  are co n tr ib u tin g  to  the ch a llen g es  o f  o r g a n iz a tio n s . These 

forces, being brought to bear, influence the d irection  and perform

ance o f h o s p ita ls  w ith in  the U nited S ta te s . The rev iew  has a lso  

supported the concern involving a c lose  and harmonious relationsh ip  

between top management in health care, s p e c if ic a lly  the ch ie f execu

tiv e  o ff ic e r  and board members, as w ell as the ch ie f board o ff ic e r .

Further, an attempt has been made to id en tify  the elements that 

co n tr ib u te  to that s u c c e s s fu l r e la t io n s h ip . The elements include: 

m ission or goal, values, and s o c ia l  and b eh a v io ra l c h a r a c t e r is t ic s  

th a t are harmonious between the cen tra l in fluencing figu res. This
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s tu d y  a t te m p te d  to  focus  in  on th e  s o c i a l / b e h a v i o r a l  te c h n iq u e s  

involved with in te rp e rso n a l  leadersh ip  s ty le .

R ela tionsh ip  of L i te ra tu re  to  Hypotheses

H o s p i ta l s  a re  c u r r e n t l y  under g r e a t  e x t e r n a l  p r e s s u r e s  from 

government and commercial payers, as well as consumers w ith regard to  

cost containment and reduction  o f medical se rv ices  w ith in  the commu

n i ty .  This challenge has re su l te d  in  the g re a te s t  impact on h o sp ita l  

boards  and a d m i n i s t r a t i o n s ,  as w e l l  as m e d ic a l  s t a f f s  (G rayson, 

1978).

T h is  s tu d y  w i l l  p ro v id e  an i d e n t i f i c a t i o n  and co n cern  to  top  

management and governance  o f  th e  h o s p i t a l s  in v o lv in g  th e  i n t e r 

r e la t io n s h ip  and importance of in te rp e rso n a l leadersh ip  s ty le  in  an 

o rg an iza tio n a l  s e t t in g .  The review of l i t e r a t u r e  has ind ica ted  and 

s u b s t a n t i a t e d  th e  i n t e r r e l a t i o n s h i p  and need fo r  c o o p e ra t io n  and 

respec t between board governance and h o sp ita l  ad m in is tra tio n .

The rev iew  p o in t s  o u t f u r t h e r  t h a t  th e  t im e  c o n s t r a i n t s  and 

p ressu res  th a t  are being brought upon these management bodies w i l l  

c o n t in u e  to  in c r e a s e  c r e a t i n g  a more s e n s i t i v e  i n t e r r e l a t i o n s h i p .  

This favorable r e la t io n s h ip  can r e s u l t  in  the o v e ra l l  success of the 

h o sp ita l  corporation  in  the cu rren t tu rbu len t environment.

The review of l i t e r a t u r e  has supported the  concern fo r  a c lose  

in te r r e la t io n s h ip  between top management o f h o s p i ta l s  in  order to  be 

c o m p e t i t iv e  and s u c c e s s f u l  as h e a l th  c a re  e n t e r s  th e  1980s and th e  

1990s. The purpose of t h i s  study was to  address one area  of concern,
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namely, id e n tify in g  in te rp e rso n a l  leadersh ip  s ty le  and how th a t  iden

t i f i c a t i o n  serves as a b en e f i t  in the h o s p i ta l 's  m ission or goal.

The Research Hypothesis 1

As a r e s u l t  o f  in te rp e rso n a l  leadersh ip  s ty le  being perceived by 

each ind iv idual as a unique approach based on corporation  p o s it io n ,  

th e  fo l lo w in g  h y p o th e s i s  i s  in d i c a t e d .  There i s  a d i f f e r e n c e  o f  

im p o rtan ce  p laced  on i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e  ( r e l a t i o n s h i p  

behavior versus ta sk  behavior) as perceived by h o sp ita l  adm in is tra 

to rs  (ch ie f  executive o f f ic e r s )  and c h ie f  board o f f ic e r s  (chairmen of 

th e  board ).

The Research Hypothesis 2

A second f a c t o r  t h a t  can c o n t r i b u t e  to  a d i f f e r e n c e  in v o lv in g  

the a t t i tu d e s  o f perceived leadersh ip  s ty le  has to  do with the envi

ro n m e n ta l  d e t e r m in a t io n ,  t h a t  b e in g  th e  s i z e  o f  th e  h o s p i t a l  i n 

volved. The day-to-day functions of an ad m in is tra to r  or c h ie f  execu

t i v e  o f f i c e r  in v o lv ed  in  d i r e c t i n g  a s m a l l  i n s t i t u t i o n  can indeed 

a f f e c t  the c h a r a c te r i s t i c s  o f  in te rp e rso n a l leadersh ip  s ty le  as com

pared to  a la rg e r  in s t i t u t i o n .  Chief executive o f f ic e r s  functioning 

in  a l a r g e r  i n s t i t u t i o n  have job  c h a r a c t e r i s t i c s  t h a t  a re  more 

c l o s e l y  a l ig n e d  to  t h a t  o f  a c h i e f  board  o f f i c e r .  The p o s i t i o n s  

re se m b le  each o th e r  in  r e g a rd  to  th e  c o m p o s i t io n  o f  t h e i r  r o l e s  

tow ard  p la n n in g ,  c o o r d in a t in g ,  and e x t e r n a l  i n t e r e s t s .  The c h i e f  

executive o f f ic e r  of a la rg e r  h o sp ita l  f inds h im se lf  removed from the 

n o rm a l  o p e r a t i o n s  on a d a y - t o - d a y  b a s i s  o f  a u t h o r i t y  and
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r e s p o n s i b i l i t y  t h a t  a re  u s u a l l y  e x p e r ie n c e d  by a c h i e f  e x e c u t iv e  

o f f i c e r  o f  a sm alle r  h o sp i ta l .  Therefore, the  c h ie f  executive o f f i 

cer o f  a la rg e r  i n s t i t u t i o n  functions p r im a r i ly  in  a s t a f f  ro le  th a t  

concerns i t s e l f  w ith  peer and committee a c t iv i ty ,  a ro le  s im i la r  in  

r e s p o n s ib i l i ty  and a u th o r i ty  to  th a t  of a normal c h ie f  board o f f ic e r .  

Therefore, the second hypothesis  i s  in  order. There i s  a d if fe ren ce  

of importance placed on in te rp e rso n a l  leadersh ip  s ty le  ( re la t io n s h ip  

behavior versus ta sk  behavior) as perceived by h o sp ita l  adm in is tra 

t o r s  o f  s m a l l  h o s p i t a l s  as compared to  h o s p i t a l  a d m i n i s t r a t o r s  o f  

l a r g e  f a c i l i t i e s .

The Research Hypothesis 3

The chronological age of an ind iv idual involving personal back

ground, f a m ily  s i t u a t i o n s ,  and r e l a t e d  r e s p o n s i b i l i t i e s  w i l l  a l s o  

provide a r e la t io n s h ip  to  in te rp e rso n a l leadersh ip  s ty le .  Management 

a t t i tu d e s  toward e f f e c t iv e  leadersh ip  s ty le  have continued to  become 

more so p h is t ic a te d  with regard  to  m otiva tional behavior and communi

c a t io n  s k i l l s .  As a r e s u l t  o f  th i s  evolu tionary  regard fo r  leader

s h ip  s t y l e  and a p p l i c a t i o n ,  th e  age o f  th e  in d iv id u a l  would be a 

f a c to r  in  perceived lead e rsh ip  a t t i tu d e .

Because of the l im i te d  s ize  of the survey, i t  would be d i f f i c u l t  

to  e s t a b l i s h  g ra d u a te d  p o in t s  o f  y e a r s .  T h e re fo re ,  in  o rd e r  to  

c l a r i f y  the chronological f a c to r ,  th i s  survey attem pted to e s ta b l i s h  

a dichotomy in  order to  r e f l e c t  the possib le  d if fe ren ce  or v a r ia t io n .  

T h e re fo re ,  th e r e  i s  j u s t i f i c a t i o n  to  rev iew  th e  t h i r d  h y p o th e s is .  

C h ie f  e x e c u t iv e  o f f i c e r s  under 50 y e a r s  o f  age p e rc e iv e  a g r e a t e r
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d iffe ren ce  of in te rp e rso n a l  leadersh ip  s t y l e  ( r e l a t i o n s h i p  b e h a v io r  

v e r su s  t a s k  b e h a v io r )  th an  c h i e f  e x e c u t iv e  o f f i c e r s  a t  50 y e a rs  o f  

age o r  o v e r .

The Research Hypothesis 4

L e a d e rsh ip  s t y l e  co n c e p ts  and t h e o r i e s  have changed over th e  

co u rse  o f  a few y e a r s .  G re a te r  em phasis  has been p laced  on the  

m o tiv a tio n a l in fluence of management. E ffec t iv e  communication s k i l l s  

have been a r t i c u la te d  during  th i s  same period o f  time. Therefore, i t  

would appear th a t  formal education has a re la t io n s h ip  to  management 

a t t i t u d e s  in v o lv in g  l e a d e r s h i p  s t y l e .  F u r th e r ,  th e  t im e  e le m e n t ,  

when th a t  formal education was acquired, w i l l  a lso  impact the per

ceived lead e rsh ip  s ty le  or ro le .  Therefore, the following hypothesis 

addresses t h i s  concern. Chief executive o f f ic e r s  who obtained th e i r  

h ig h e s t  e d u c a t io n a l  d eg ree  p r i o r  to  1975 w i l l  p e rc e iv e  a g r e a t e r  

d i f f e r e n c e  o f  i n t e r p e r s o n a l  leadersh ip  s ty le  ( re la t io n sh ip  behavior 

v e r s u s  t a s k  b e h a v io r )  th a n  c h i e f  e x e c u t iv e  o f f i c e r s  who o b ta in e d  

th e i r  h ighest educational degree during or a f t e r  1975.

The Research Hypothesis 5

Many to p  m anagers in  th e  f i e l d  o f  h e a l t h  c a re  a d m i n i s t r a t i o n  

have en tered  the f i e ld  a t  d i f f e r e n t  times throughout recent h is to ry .  

The e v o lu t io n  o f  th e  h e a l t h  c a re  in d u s t ry  has changed d ram a tic a l ly  

over the l a s t  20 years. I t  would be important to  id e n t i fy  the char

a c t e r i s t i c s  and r e l a t i o n s h i p  o f  y e a rs  of experience with perceived 

in te rp e rso n a l  lead ersh ip  s ty l e  t h a t  has  r e s u l t e d  from t h a t  im p ac t.
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Because of the r a th e r  tu rb u len t environment th a t  has been o u tl in ed  in 

th e  rev iew  o f  l i t e r a t u r e ,  a com parison  o f  l e a d e r s h ip  s t y l e  by lo n 

g e v i ty  would be a p p r o p r i a t e .  Once a g a in ,  b ecause  o f  th e  l i m i t e d  

sam ple s i z e ,  i t  would be d i f f i c u l t  to  p la c e  th e  c h i e f  e x e c u t iv e  

o f f i c e r s  i n t o  any continuum  o f  t e n u r e ;  t h e r e f o r e ,  th e  e s t a b l i s h e d  

po s it io n  of 10 years to  make the determ ina tion  of young or sh o rt- te rm  

CEOs was used.

Accordingly, the f i f t h  hypothesis would concern i t s e l f  w ith  the 

following. Chief executive o f f ic e r s  w ith  le s s  than 10 years of CEO 

experience w i l l  perceive a g re a te r  d if fe ren ce  of in te rp e rso n a l  lead

e rsh ip  s ty le  ( re la t io n s h ip  behavior versus ta sk  behavior) than c h ie f  

executive o f f ic e r s  w ith  10 years or more.
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CHAPTER III

RESEARCH DESIGN AND PROCEDURE

The r e s e a r c h  was conducted  in  a f i e l d  s e t t i n g  in  o rd e r  to  p ro 

v id e  a r e a l i s t i c  env ironm en t in  which to  t e s t  f o r  th e  e f f e c t s  p r e 

d i c t e d  by the  th e o ry .  A ll  th e  f a c i l i t i e s  in c lu d e d  in  th e  s tu d y  a re  

engaged in  providing acute  care i n s t i t u t i o n a l  se rv ices  to  p a t ie n ts  in  

t h e i r  g eo g rap h ic  l o c a t i o n s .  The pu rpose  of focusing on sh o rt- te rm  

acute care f a c i l i t i e s ,  s p e c i f i c a l ly  h o s p i ta ls  involved in  h ea lth  care 

and g eo g rap h ic  l o c a t i o n s  r e s t r i c t e d  to  s t a t e  in fluences  as w ell as 

the random s e le c t io n  involving 50 in s t i t u t i o n s  out of 200, are d e te r 

mined fo r  the  purpose  o f  p ro v id in g  a n a t u r a l  c o n t r o l  o f  e x tra n e o u s  

v a r ia b le s .  Considerable a t te n t io n  was given to  sample s e le c t io n  in  

o rd e r  to  meet and f i t  w i th in  th e  c h a r a c t e r i s t i c s  sought as common 

c r i t e r i a  and base l in e  c h a r a c te r i s t i c s .

Population

The c h i e f  board  o f f i c e r s  and c h i e f  e x e c u t iv e  o f f i c e r s  were 

se lec ted  for the study in  f a c i l i t i e s  located  throughout the s ta t e  of 

Ohio. These ind iv idua ls  are respons ib le  fo r  the governing and man

agement of 50 acute care f a c i l i t i e s .  The s e le c t io n  was drawn on the 

b as is  of s ize  of the h o s p i ta l  as ou tlined . The population contained 

two subgroups for each h o sp ita l ;  s p e c i f i c a l ly ,  c h ie f  executive o f f i 

cers  and c h ie f  board o f f ic e r s .  Geographic lo ca t io n  was not a fac to r  

with regard to  the random sampling s e le c t io n .

46

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

Currently , there  are 200 acute care h o s p i ta ls  functioning  w ith in  

th e  s t a t e .  The sam ple groups were d e te rm in e d  by e s t a b l i s h i n g  a 

dichotomy co n s is t in g  of h o s p i ta ls  of 200 beds and le s s  and those of 

300 beds and g re a te r .  From those two ca te g o r ie s ,  a random sampling 

was used to  s e l e c t  25 f a c i l i t i e s  from each g ro u p in g . H o s p i ta l s  o f  

201 to 299 beds were removed from the study fo r  the purpose of more 

accu ra te ly  r e f l e c t in g  the two c a t e g o r i e s  to  be t e s t e d .  P r im a r i l y ,  

th e  sam p lin g  c o n s i s t e d  o f  c h i e f  board  o f f ic e r s  and c h ie f  executive 

o f f i c e r s ,  a l l  who a re  c u r r e n t l y  in v o lv ed  in  d i r e c t i n g  h o s p i t a l s  in  

the s ta t e  of Ohio. The responses r e f l e c t  the view points o f  adminis

t r a to r s  and c h ie f  board o f f ic e r s  in  a l l  types o f s e t t in g s :  reg ional

medical c e n te rs ,  r u r a l  h o s p i ta ls ,  and teaching h o s p i ta ls ,  as w ell as 

small and large  f a c i l i t i e s .

Sampling Technique

Currently  there  i s  a t o t a l  of 200 h o s p i ta ls  functioning  w ith in  

the s ta t e  o f  Ohio. The research  proposal was processed w ith a random 

sampling technique.

The Ohio Hospital A ssociation , located in  Columbus, Ohio, served 

as a re ference fo r  the p ro f i l in g  of the i n s t i t u t i o n s .  The h o s p i ta ls  

in  each category were se le c ted  on a random sampling b as is  in  order to 

determine the candidate f a c i l i t i e s  to be in terview ed. A t o t a l  of 25 

h o s p i t a l s  in  th e  200 bed or l e s s  c a te g o ry  was s e le c t e d  from a pos

s ib le  68 i n s t i tu t io n s .  The 25 h o sp ita ls  for 300 beds or g re a te r  were 

se lec ted  from a base o f  35.
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The h o sp ita l  p r o f i l e  inform ation used was received from the Ohio 

H ospital A ssociation id e n t i fy in g  Ohio h o s p i ta ls  from a 1984 American 

H o s p i ta l  A s s o c ia t io n  handbook. I t  was used as th e  b a s i s  f o r  th e  

h o sp ita l  s e le c t io n .  The h o sp ita ls  th a t  were involved in  the popula

t io n  base had the fo llow ing c h a r a c te r i s t i c s .  F i r s t ,  i t  f e l l  in to  one 

of two ca teg o r ie s ,  th a t  of 200 beds or under or 300 beds or g rea te r .  

Second, the f a c i l i t y  was a n o t - f o r -p r o f i t  i n s t i tu t io n .  Third, i t  was 

an i n s t i t u t i o n  t h a t  was n o t s t a t e  sponso red  nor had a r e l i g i o u s  

a f f i l i a t i o n .  The re a so n  fo r  t h i s  c o n s id e r a t i o n  was in  o rd e r  to  

en su re  c o n s is te n c y  w i th  re g a rd  to  th e  s e l e c t i o n  and r e l a t i o n s h i p  

betw een th e  c h i e f  e x e c u t iv e  o f f i c e r  and th e  c h i e f  board  o f f i c e r .  

A fter the f a c i l i t i e s  had been id e n t i f ie d  as possib le  candidates based 

on th e  above c r i t e r i a ,  th e  f a c i l i t i e s  were th en  numbered in  o rd e r .  

The random sam ple s e l e c t i o n  p ro c e ss  was o b ta in e d  from a te c h n iq u e  

o u t l i n e d  in  F o u n d a tio n s  o f  B e h a v io ra l  R esearch  ( K e r l in g e r ,  1973). 

A f te r  th e  c a n d id a te s  w ere s e le c t e d  u s in g  th e  random t a b l e ,  each of 

the f a c i l i t i e s  were id e n t i f i e d  and l i s t e d  in to  the two ca tego r ies  of 

under 200 beds and 300 beds and over.

T h e re fo re ,  t h i s  s tu d y  encompassed 50 h o s p i t a l s  out o f  a t o t a l  

population base of 200. The two top management p o s it io n s  were con

tac ted  a t  each f a c i l i t y .  The response a c t i v i t y  to ta le d  72%.

Instrum entation

Two in s t r u m e n ts  were used to  c o l l e c t  th e  needed d a ta  and t e s t  

th e  r e s e a r c h  h y p o th e se s .  The f i r s t  i s  the  Leader A d a p ta b i l i t y  and 

S ty le  In v e n to ry -L e a d e r  E f f e c t i v e n e s s  and A d a p ta b i l i ty  D escrip tion
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(LASI-LEAD) used to  c l a s s i f y  m a n a g e r ia l  b e h a v io r  i n t o  one o f  four  

leadersh ip  s ty le s .  The second, the Ind iv idual P ro f i le  Instrum ent, a 

self-developed q u es tio n n a ire ,  was used to  id e n t i fy  ind iv idua l charac

t e r i s t i c s  about each respondent.

Leader A d ap tab il i ty  and S ty le  Inventory-Leader E ffec tiveness  and 
A dap tab il i ty  D escrip tion

The f i r s t  instrum ent used i s  the Leader A dap tab il i ty  and Style 

Inventory-Leader E ffec t iv en ess  and A d a p t a b i l i t y  D e s c r ip t io n  (LASI- 

LEAD), a proven technique th a t  compiles r e s u l t s  on an in te rv a l  level 

d a ta  b ase .  The H ersey  and B lanchard  (1974) su rv ey  q u e s t i o n n a i r e  

provides a r e l ia b le  document in  order to t e s t  and evaluate  the par

t ic ip a n ts  and removes the need fo r  any major re v is io n  fo r  the purpose 

of th is  study. F u rther ,  i t  i s  economical, easy to  use, and score.

The q u e s t i o n n a i r e  c o n s i s t s  o f  a s e r i e s  o f  12 s c e n a r io s .  In  

each , th e  re sp o n d en t  has th e  o p t io n  to  choose one o f  fo u r  su g g es ted  

answ ers . The dilem m a o r  s i t u a t i o n  a lw ays r e q u i r e s  an a c t i o n  or 

dec is ion  thus forcing the respondent to  r e f l e c t  an opinion of h is  or 

her value s t ru c tu re  on th a t  p a r t i c u la r  problem.

Green (1980) v e r i f i e d  t h a t  th e  l e a d e r s h ip  model in s t r u m e n t ,  

developed by Hersey and Blanchard (1974), c l a s s i f i e s  managerial be

havior in to  two c a teg o r ie s :

1. Task b e h a v io r :  The e x te n t  to  which a manager engages in

b a s ic a l ly  a one-way communication or conversation  by expla in ing  what 

a subordinate should do as w ell  as when and where and how the tasks  

are to be completed.
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2. R e la t io n s h ip  b e h a v io r :  The e x te n t  to  which a manager en

gages in  a two-way d iscuss ion  or communication with h is  subordinate 

by providing so c ia l  and emotional support as w ell  as psychological 

support and m otivation.

The ca tego ries  a re  subdivided in to  four leadersh ip  s ty le s .  The 

four s ty le s  are de lin ea ted  in to  low task  and high re la t io n s h ip ,  low 

ta sk  and low r e la t io n s h ip ,  high ta sk  and high re la t io n s h ip ,  and high 

ta sk  and low re la t io n s h ip .  These four ca teg o ries  are compared on a 

m atrix  of four quadrants th a t  r e f l e c t  e i th e r  a low or high r e l a t io n 

ship  behavior as compared to  a low or high ta sk  behavior.

R e l ia b i l i ty

R e l ia b i l i ty  is  the degree to which a t e s t  c o n s is te n t ly  measures 

whatever i t  was intended to  measure. Therefore, the term r e l i a b i l i t y  

r e f l e c t s  a durable outcome of t e s t  r e s u l t s  from experiencing s im i la r  

or l ik e  conditions in  a r e te s t in g  s i tu a t io n  (Gay, 1981).

The s t a b i l i t y  or r e l i a b i l i t y  of the s ty le  scores was determined 

by a d m in i s t e r in g  th e  LASI-LEAD tw ic e  to  88 m anagers e n r o l l e d  in  

graduate c la sse s .  The two ad m in is tra t io n s  were approximately 6 weeks 

a p a r t .  The r e s u l t s  r e f l e c t e d  th e  f o l lo w in g :  65 m anagers, o r  75%,

m a in ta in e d  t h e i r  dom inant s t y l e  a c ro s s  th e  6-week i n t e r v a l .  The 

s t r e n g t h  o f  the  r e l a t i o n s h i p  betw een th e  two a d m i n i s t r a t i o n s  was 

moderately strong. The contingency c o e f f ic ie n t  was .71.

The s t a b i l i t y  o f  th e  a l t e r n a t e  s t y l e  fo r  th e  same manager r e 

sp o n d en ts  were found to  have a d i s t i n c t i v e  a l t e r n a t e  s t y l e  a t  bo th  

a d m i n i s t r a t i o n s .  Of th e s e  79 re s p o n d e n ts ,  56 m anagers, o r  71%,
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maintained the same a l t e r n a te  s ty le  across the 6-week in te rv a l .  The 

s tren g th  of the r e la t io n s h ip  was moderate. The contingency c o e f f i 

c i e n t  was .71 (Green, 1980).

Xerox C o rp o ra t io n  has  a l s o  found t h i s  in s t ru m e n t  to  be h ig h ly  

e f f e c t iv e  in  the a p p l ic a t io n  of middle management evaluations. Xerox 

C o rp o ra t io n  has used t h i s  in s t ru m e n t  in  th e  e v a lu a t io n  o f  t h e i r  

management team since 1974 and found i t  to  be e f fe c t iv e  in  eva lua ting  

th e  a t t i t u d e  and i d e n t i f i c a t i o n  o f  l e a d e r s h ip  s t y l e s  (Gumpert & 

Hambleton, 1979).

V a lid i ty

V a lid i ty ,  simply defined , i s  the degree to  which a t e s t  a c tu a l ly  

measures what i t  i s  supposed to  measure (Gay, 1981).

V a lid i ty  may b es t  be analyzed by considering two d i s t i n c t  c la s 

s i f i c a t i o n  c a t e g o r i e s :  l o g i c a l  and e m p i r i c a l .  L o g ica l  v a l i d i t y

in c lu d e s  face  and c o n te n t  v a l i d i t y .  Em pirical v a l id i ty  rep resen ts  

the most c r i t i c a l  dimension of the tech n ica l  c h a r a c te r i s t i c s  of an 

in s t r u m e n t .  The fo l lo w in g  s u p p o r ts  th e  l o g i c a l  and e m p i r i c a l  v a 

l i d i t y  o f  the  LASI-LEAD instrum ent.

L o g ic a l  v a l i d i t y . The face  v a l i d i t y  o f  th e  LASI-LEAD i s  b e s t  

e s t a b l i s h e d  by d i r e c t l y  re v ie w in g  th e  i te m s .  In each i tem  th e  de

s c r ip t io n  ap t ly  d ep ic ts  one of four m atu rity  s ta t e s  and requ ires  the 

respondent to  s e le c t  a course of ac tion  which most c lo se ly  describes  

h is  or her behavior. The conclusion, of course, i s  then analyzed and 

scored w ith  regard to  the s ty le  type and e ffec t iv en ess .  The content
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v a l id i ty  of the LASI-LEAD emanates from the procedures employed to 

c re a te  the o r ig in a l  s e t  of items. Several prime in te r e s t  groups were 

c o n ta c te d  to  p ro v id e  m e a n in g fu l  in p u t .  S t r u c tu r e  in te r v ie w s  and 

d iscuss ions  were conducted by o rg an iza tio n a l development experts  w ith  

m anagers , e x p e r t  m a n a g e r ia l  c o n s u l t a n t s ,  and f o l lo w e rs .  The i tem  

e l i m i n a t i o n s  and r e v i s i o n s  were based  upon th e  a p p r o p r ia te n e s s  o f  

item content and the e x ten t  to  which the item represented the co rre 

sponding aspect of the  S i tu a t io n a l  Leadership Model (Green, 1980).

Em pirical v a l id i ty .  The instrum ent was evaluated with the cor

r e la t io n s  involving the  demographic/organismic v a r iab le s .  The Pear

son product-moment and p o in t - b i - s e r i a l  c o e f f ic ie n ts  were used in  the 

eva lua tion . The r e s u l t s  ind ica ted  the r e la t io n s h ip  between the LASI- 

LEAD scores and the demographic/organismic v a r ia b le s  were genera lly  

low, in d ic a t in g  the r e l a t i v e  independence of the sca les  w ith  respec t 

to these v a r ia b le s  (Green, 1980).

The dimensions o f  the LASI-LEAD were examined using a modified 

approach  to  f a c t o r  a n a l y s i s .  The su rv ey  in s t ru m e n t  was c a r e f u l l y  

construc ted  as a t r a in in g  instrum ent to  measure four s ty le s ,  a con

f irm ato ry  approach was u t i l i z e d  r a th e r  than the conventional explora

to r y  approach.

In l i g h t  of the complexity of the cons truc t  being measured, the 

modified fa c to r  an a ly s is  f indings are deemed to  be s a t i s fa c to ry .  The 

responses of the managers c le a r ly  supported the four purported s ty le  

d im en s io n s  o f  th e  in s t r u m e n t  and, as a r e s u l t ,  th e  LASI-LEAD i s  

ch a rac te r ize d  by e s ta b lish e d  f a c to r i a l  v a l id i ty  (Green, 1980).
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The LASI-LEAD p ro v id e s  a s u c c in c t  and easy  to  fo l lo w  fo rm a t.  

The b r ie fn ess  of the ques tio n n a ire ,  coupled w ith the accuracy, lends 

a form to  be e a s i l y  responded  to  by th e  p a r t i c i p a n t s — an im p o r ta n t  

f e a t u r e  t h a t  i s  r e q u i r e d  in  o rd e r  to  prom ote a d e s i r a b l e  re sp o n se  

r a t e .

Self-Developed Q uestionnaire

An ind iv idual ques tionna ire  was a ttached to  each survey in s t ru 

ment and asked fo r  the  p a r t ic ip a n t 's  personal p ro f i le .  The areas of 

concern addressed age, experience, and formal educational background. 

The sp e c if ic  ca teg o r ie s  in  the ind iv idua l p r o f i l e  questionnaire  re 

f l e c t :  "under 50 years of age" and "50 years o f  age and over," " less

th an  10 y e a r s "  and "10 y e a r s  o r  more" o f  e x p e r ie n c e  in  the  p o s i t i o n  

of a CEO/CBO, and "h ighest degree obtained p r io r  to 1975" and "high

e s t  degree obtained in  1975 and a f te r ."

In  o rd e r  to  d e te rm in e  th e  c l a r i t y  o f  th e  s e l f - d e v e lo p e d  ques

t io n n a ire ,  a p i lo t  study was adm inistered. This p i lo t  study involved 

10 randomly se lec ted  h o s p i ta l s  following the above format. The p i lo t

study offered  two purposes. F i r s t ,  the study helped the researcher

to  determine i f  the instrum ent could be e a s i ly  read and understood. 

Second, i t  enabled the in v e s t ig a to r  to  in te rp r e t  the da ta  and prepare 

fo rm a ts  fo r  th e  t a b u l a t i o n  to  be p r e s e n te d  in  th e  s tu d y .  The qu es

t i o n n a i r e ,  w i th  a co v er  l e t t e r ,  was s e n t  to  each o f  th e  f a c i l i t i e s  

i d e n t i f i e d  in  th e  p i l o t  e f f o r t .  The r e s u l t s  o f  th e  10 p i l o t  h o s p i 

t a l s  were used in  the f in a l  computation o f da ta  as the da ta  c o l le c 

t io n  system had been v a l id a ted .
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54
Design and Procedure

The Ohio H o s p i ta l  A s s o c ia t io n  p ro v id e d  th e  p ro p e r  name and 

m a i l in g  a d d re s s  o f  each  c h i e f  e x e c u t iv e  o f f i c e r  and c h i e f  board  

o f f i c e r  of the se lec ted  h o s p i ta ls .  The acceptable  response r a te  was 

produced by an i n i t i a l  telephone contact w ith  the executive se c re ta ry  

a t  each f a c i l i t y  to  i d e n t i f y  th e  c r e d i b i l i t y  and p u rpose  o f  th e  

study. Following the i n i t i a l  telephone c o n tac t ,  a cover in form ation  

l e t t e r  (Appendix A or B) along with the survey instrum ent was mailed 

s e p a r a t e l y  to  each CEO and CBO in  o rd e r  to  remove any in f lu e n c e  one 

may have on the o ther .  One cover l e t t e r  (Appendix A) was sen t to  the 

CBOs s e le c t e d  fo r  th e  s tu d y  and th e  o th e r  (Appendix B) s e n t  to  a l l  

CEOs s e le c t e d  fo r  th e  s tu d y .  The cover  l e t t e r  i n d i c a t e d  t h a t  th e  

in fo rm a t io n  would be h e ld  " c o n f id e n t i a l "  and th e  r e s u l t s  would be 

published in  an aggregate comparison only and would be made av a ilab le  

to each of the p a r t ic ip a t in g  loca tions  upon com pletion of the study.

The l e t t e r  in d ic a te d  t h a t  each survey  in s t r u m e n t  would be coded in  

order to  ensure the id e n t i f i c a t io n  of p a r t ic ip a t in g  f a c i l i t i e s .  Fur

th e r ,  i t  emphasized the need for cooperation and p a r t ic ip a t io n  by the 

key p o s it io n s  of the management team and c losed  w ith  an o f fe r in g  to 

share the aggregate r e s u l t s  w ith  each of the p a r t ic ip a n ts .  Enclosed 

with the l e t t e r  was the instrum ent developed by Hersey and Blanchard 

(1974) e n t i t l e d  Leader E ffec tiveness  and A d ap tab il i ty  D escrip tion  as 

w e l l  as th e  I n d iv id u a l  P r o f i l e  Q u e s t io n n a ire .  A stam ped , s e l f -  

addressed envelope was provided for the convenience of the p a r t i c i 

pant .
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Follow-up Procedures

A follow-up telephone request was made to  each of the CBOs and 

CEOs o f the h o s p i ta ls  who had f a i le d  to  respond w ith in  the time frame 

o f  1 month. A fter the ex p ira t io n  d a te ,  as a r e s u l t ,  phone c a l l s  were 

made to  encourage p a r t ic ip a t io n  by each of the se lec ted  p a r t ic ip a n ts .

The proposed survey time frame was over the course of 3 months. 

The fo l lo w -u p  te le p h o n e  r e q u e s t  fo llo w e d  in  a p p ro x im a te ly  4 weeks 

from th e  o r i g i n a l  m a i l in g  as a r e s u l t  o f  co m p il in g  th e  r e t u r n i n g  

q ues tionna ires  and id e n t i fy in g  the loca tions  of ind iv id u a ls  who had 

not responded. The follow-up telephone request urged each ind iv idua l 

to  complete the q ues tionna ire  th a t  had been mailed.

Survey Process

The survey feedback process in c lu d e d  th e  f o l lo w in g  c o n s id e r a 

t io n s  and enhancements.

1. The process provided a way in  which top management members 

could examine t h e i r  leadersh ip  s ty le  in  an organized manner.

2. The survey assessment provided the in d iv id u a ls  an opportu

n i ty  to  analyze and eva lua te  th e i r  function in  a way th a t  i s  charac

t e r i z e d  by low t h r e a t  inasm uch as th e  r e s u l t s  do no t i n d i c a t e  a 

proper or improper approach to leadersh ip  s ty le .

3. The process r e su l te d  in  id e n t i f i c a t io n  of a s p e c i f ic  leader

s h ip  s t y l e  and o f f e r e d  each in d iv id u a l  th e  o p p o r tu n i ty  to  i d e n t i f y  

w i th  o r  to  d e te rm in e  a s i m i l a r  o r  d i s s i m i l a r  s t y l e  in  th e  tandem 

p o s it io n s  of management.
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4. Base l i n e  d a ta  and a n a l y s i s  were g e n e ra te d  t h a t  cou ld  be 

employed a t  a fu tu re  time for comparison with fu ture  s tud ies .

Data Analysis

The LASI-LEAD produces  an a s s e s s e d  p re fe r re d  leadersh ip  s ty le  

and a l t e rn a te  s ty le s .  Respondents were c l a s s i f i e d  by a l e a d e r s h ip  

approach  co n c e p t ,  b e in g  one o f  four  b a s ic  l e a d e r s h ip  s t y l e s :  low

ta s k / lo w  r e l a t i o n s h i p ,  h ig h  ta s k / lo w  r e l a t i o n s h i p ,  h ig h  t a s k /h ig h  

r e la t io n s h ip ,  and low task /low  re la t io n sh ip .

The LASI-LEAD scoring  instrum ent i s  charac te r ized  with 12 lead

e r s h i p  s t y l e  s i t u a t i o n s .  Each q u e s t io n  o r  s i t u a t i o n  p ro v id e s  fo u r  

a l t e r n a t i v e s .  Each a l t e r n a t i v e  r e f l e c t s  an i n d iv id u a l  l e a d e r s h ip  

s t y l e  as i d e n t i f i e d  in  th e  fo u r  app roaches  o r  co n cep ts  m entioned  

p r io r .

The l e a d e r s h ip  s t y l e  mean s c o re s  a re  d e r iv e d  from s c o re s  p ro 

duced by the  LASI-LEAD in s t r u m e n t .  Each re sp o n se  i s  c l a s s i f i e d  by 

n u m e r ic a l  v a lu e  in  each  o f  th e  fo u r  p o s s i b l e  l e a d e r s h ip  s t y l e s .  

Group mean scores are c a lc u la te d  by a v e ra g in g  th e  l e a d e r s h ip  s t y l e  

v a lu e s  f o r  each re sp o n d e n t  in  each subgroup: CEO, CBO, and CEO

demographic subgroups. S ty le  mean s c o re s  a r e  th en  compared a c ro s s  

subgroups for each leadersh ip  s ty le .

The LASI-LEAD scores are determined p red ica ted  on in te rv a l  leve l  

d a ta  and, as a r e s u l t ,  th e  Jt t e s t  fo r  in d ep en d en t mean s c o re s  was 

used in  order to s t a t i s t i c a l l y  analyze the fo llow ing hypotheses. A 

m atch ing  te c h n iq u e  was c o n s id e re d  fo r  th e  s tu d y .  However, as a
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r e s u l t  o f  th e  la c k  o f  d u a l  (CBO-CEO) re sp o n se s  from each l o c a t i o n ,  

the process could not be applied.

Research Hypothesis 1

The f i r s t  re sea rch  hypothesis  as s ta te d  in  Chapter I I  i s :  There

i s  a d i f f e r e n c e  o f  im p o r ta n c e  p la c e d  on i n t e r p e r s o n a l  l e a d e r s h ip  

s t y l e  ( r e l a t i o n s h i p  b e h a v io r  v e rsu s  t a s k  b e h a v io r )  as p e rc e iv e d  by 

h o s p i t a l  a d m i n i s t r a t o r s  ( c h i e f  e x e c u t iv e  o f f i c e r )  and c h i e f  board  

o f f ic e r s  (chairmen of the  board). This hypothesis i s  opera tiona lized  

by u s in g  th e  LASI-LEAD mean sc o re  to  i d e n t i f y  each i n t e r p e r s o n a l  

leadersh ip  s ty le .  The leadersh ip  s ty le  preferences fo r  the CBO group 

i s  compared to  th e  CEO group. The dichotom y o f  CBO v e rsu s  CEO i s  

o p e ra tio n a lized  by an a ly s is  of responses to  the demographic informa

t io n  and by job d e sc r ip t io n .  Data an a ly s is  of t h i s  hypothesis te s te d  

the mean score fo r  CEOs versus the mean score for CBOs using a _t t e s t  

f o r  in d ep en d en t means. An a lp h a  l e v e l  o f  .10 was used to  d e te rm in e  

s t a t i s t i c a l  s ig n if ic a n c e .  Following the research  procedure, when the 

data  produced f a l l  w ith in  the region of r e je c t io n ,  the n u ll  hypothe

s is  th a t  there  i s  no d if fe re n c e  between the mean scores of CEOs and 

mean s c o re s  o f  CBOs would be r e j e c t e d  and th e  r e s e a r c h  h y p o th e s is  

would be a c c e p te d .  O th e rw ise ,  th e  n u l l  h y p o th e s is  would not be 

r e je c te d .

Research Hypothesis 2

The hypothesis  th a t  the  v a r ia b le  of h o s p i ta l  s ize  w i l l  r e f l e c t  a 

r e l a t i o n s h i p  to  th e  i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e  o f  CEOs i s
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o p e r a t i o n a l i z e d  by c a l c u l a t i o n  o f  s e p a r a te  mean s c o re  o f  i n t e r 

p e r s o n a l  l e a d e r s h ip  s t y l e  fo r  CEOs o f  l a r g e  and sm a ll  h o s p i t a l s  as 

defined by Chapter I I .

The d icho tom y  o f  CEOs o f  l a r g e  h o s p i t a l s  v e rsu s  CEOs o f  sm a l l  

h o sp ita ls  was o p e ra t io n a l iz e d  by ana lys is  o f  responses to  the demo

g ra p h ic  in fo r m a t io n  and by job  d e s c r i p t i o n .  The l e a d e r s h ip  s t y l e  

p r e f e r e n c e s  a re  com pared to  subgroups in v o lv in g  CEOs o f  200 bed 

h o s p i t a l s  and sm alle r /C E O s o f  300 bed h o s p i t a l s  and l a r g e r .  Data 

ana ly s is  of th i s  hypothesis  te s te d  the mean score for CEOs of large 

h o s p i t a l s  to  th e  mean s c o re  fo r  CEOs o f  s m a l l  h o s p i t a l s  u s in g  a Jt 

t e s t  fo r  independent means. An alpha lev e l of .10 was used to d e te r 

mine s t a t i s t i c a l  s i g n i f i c a n c e .  When the d a ta  produced f a l l  w ith in  

the region of r e je c t io n ,  the n u l l  hypothesis th a t  there  i s  no d i f f e r 

ence between the mean score of CEOs of la rge  h o sp ita ls  and the mean 

score of CEOs of sm all h o s p i ta ls  would be re je c te d  and the research  

hypothesis would be accepted. Otherwise, the n u l l  hypothesis would 

not be re jec ted .

Research Hypothesis 3

The American College of Hospital A dm inistra tors  (1984), through 

th e i r  c h ie f  executive o f f i c e r  survey r e s u l t s ,  r e f l e c t  th a t  the median 

age of a CEO is  49.5 years  old. Therefore, the  following hypothesis 

would be appropria te . CEOs under 50 years old w i l l  have a leadersh ip  

s t y l e  d i f f e r e n t  from t h a t  o f  CEOs o f  50 y e a rs  o f  age or more. The 

CEO mean score was c a lc u la te d  for each CEO subgroup.
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The d ichotom y o f  CEOs under 50 y e a rs  v e r s u s  CEOs 50 y e a r s  and 

o lder  is  ope ra tiona lized  by ana lys is  of responses to  the demographic 

inform ation  and by job d esc r ip t io n .  The leadersh ip  p references  are 

compared to  subgroups involving CEOs under 50 years old/CEOs 50 years 

o f  age and o ld e r .  Data a n a l y s i s  o f  t h i s  h y p o th e s is  t e s t e d  th e  mean 

sc o re  fo r  CEOs under 50 y e a rs  o f  age to  th e  mean s c o re  f o r  CEOs 50 

y e a rs  o f  age and o ld e r  u s in g  a t e s t  f o r  in d ep en d en t  means. An 

a lp h a  l e v e l  o f  .10 was used to  d e te rm in e  s t a t i s t i c a l  s i g n i f i c a n c e .  

When the da ta  produced f a l l s  w ith in  the region of r e je c t io n ,  the n u ll  

hypothesis th a t  there  i s  no d if fe ren ce  between the mean score of CEOs 

under 50 years of age as compared to  the mean score of CEOs 50 years 

of age and o lder would be re je c te d  and the research  hypothesis would 

be accepted. Otherwise, the n u l l  hypothesis would not be re jec ted .

Research Hypothesis 4

The American C o l le g e  o f  H o s p i ta l  A dm in istra to rs ' (1984) survey 

o f  number o f  y e a rs  in  th e  r o l e  as a CEO have been i d e n t i f i e d  a t  

approximately 8.5 years. The impact of education over th i s  approxi

m ate p e r io d  o f  t im e  can a l s o  be a f a c t o r .  R a th e r  than  c h a l le n g e  an 

i n d i v i d u a l ' s  th o u g h ts  to  th e  e x a c t  8 .5 -y e a r  p e r io d ,  t h i s  s tu d y  has 

se lec ted  a 10-year span to  determine the poss ib le  educational r e l a 

t io n sh ip s .  Therefore, the  following hypothesis i s  presented. CEOs 

rece iv ing  th e i r  h ighest degree before 1975 would e x h ib i t  a d i f f e r e n t  

leadersh ip  s ty le  than CEOs rece iv ing  th e i r  h ighest degree during or 

a f t e r  1975. The d a te s  o f  h ig h e s t  d eg ree  were a s s e s s e d  from th e  

demographic questionnaire .
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The dichotomy of CEOs receiv ing  th e i r  h ig h es t  degree before 1975 

as compared to  CEOs r e c e iv in g  t h e i r  h ig h e s t  d eg ree  d u r in g  o r  a f t e r  

1975 i s  opera tiona lized  by ana lys is  o f responses to  the demographic 

inform ation and by job d esc rip t io n .  The lead ersh ip  p references are 

compared to  subgroups involving CEOs ob ta in in g  t h e i r  h ighest degree 

before 1975/CEOs ob ta in ing  th e i r  h ighest degree during or a f t e r  1975. 

Data a n a ly s i s  o f  t h i s  h y p o th e s is  t e s t e d  th e  mean s c o re  f o r  CEOs 

rece iv ing  th e i r  h ighest degree before 1975 compared to  the mean score 

for CEOs receiv ing  th e i r  h ighest degree during  or a f t e r  1975 using a 

_t t e s t  fo r  independen t means. An a lp h a  l e v e l  o f  .10 was used to  

d e te rm in e  s t a t i s t i c a l  s i g n i f i c a n c e .  When th e  d a t a  p roduced f a l l  

w ith in  the region of r e je c t io n ,  the n u l l  hypothesis  th a t  th e re  i s  no 

d i f f e r e n c e  betw een th e  mean CEOs r e c e i v i n g  t h e i r  h ig h e s t  deg ree  

b e fo re  1975 and mean CEOs r e c e iv in g  t h e i r  h i g h e s t  deg ree  d u r in g  or 

a f t e r  1975 would be r e j e c t e d  and th e  r e s e a r c h  h y p o th e s is  would be 

accepted. Otherwise, the n u ll  hypothesis would not be re je c te d .

Research Hypothesis 5

As ind icated  in Hypothesis 4, the American College o f H ospital 

A dm inistrators  (1984) r e f le c te d  th a t  CEOs a re  c u r re n t ly  experiencing 

a te n u re  o f  a p p ro x im a te ly  8.5 y e a rs .  W ith th o s e  d a ta  a v a i l a b l e ,  i t  

i s  appropria te  to  p resent the hypothesis as fo llow s: CEOs with le ss

than 10 years of CEO experience w i l l  perceive a d if fe re n c e  in  leader

ship s ty le  than those CEOs with 10 or more years o f  CEO experience.

The dichotomy of CEOs with le ss  than 10 years o f  CEO experience 

compared to  CEOs w i th  10 o r  more y e a r s  o f  CEO e x p e r ie n c e  i s
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op era tio n a lized  by an a ly s is  of responses to  the demographic informa

t io n  and by job d e sc r ip t io n .  The leadersh ip  preferences are  compared 

to  subgroups in v o lv in g  CEOs w i th  l e s s  th a n  10 y e a rs  o f  CEO e x p e r i 

ence/CEOs w ith  10 or more years o f  CEO experience. Data an a ly s is  o f 

t h i s  h y p o th e s is  t e s t e d  th e  mean s c o re  fo r  CEOs w i th  l e s s  th an  10 

years o f  CEO experience compared to  the mean score fo r  CEOs w ith  10 

or more years of CEO experience using a _t t e s t  for independent means. 

An alpha lev e l  o f  .10 was used to  determine s t a t i s t i c a l  s ig n if ican ce .  

When the da ta  produced f a l l  w ith in  the region of r e je c t io n ,  the n u l l  

h y p o th e s is  t h a t  th e r e  i s  no d i f f e r e n c e  betw een  th e  mean s c o re  fo r  

CEOs w ith le s s  than 10 years o f CEO experience compared to  the mean 

s c o re  fo r  CEOs w ith  10 or more y e a rs  o f  CEO e x p e r ie n c e  would be 

re je c te d  and the research  h y p o th e s is  would be a c c e p te d .  O th erw ise  

the n u l l  hypothesis would not be re je c te d .
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CHAPTER IV 

RESULTS AND DISCUSSION

This chapter p resen ts  and d iscusses  the r e s u l t s  from the em piri

ca l  in v e s t ig a t io n  of th i s  study. Five hypotheses, derived from the 

th e o re t ic a l  perspec tive  on leadersh ip  s ty le  percep tion , were te s te d .  

Data were obtained from the  o r ig in a l  sampling of 50 h o sp ita ls  located 

in  the s ta t e  of Ohio. The sampling process included 25 h o sp ita ls  of 

200 beds and le s s  as w ell  as 25 h o s p i ta ls  of 300 beds and la rg e r .  In 

th a t  sampling, the c h ie f  executive o f f ic e r s  (h o sp ita l  ad m in is tra to rs )  

and th e  c h i e f  board  o f f i c e r s  (ch a irm en  o f  th e  board) were asked to  

p a r t ic ip a te .

The cooperation o f the  p a r t ic ip a n ts  r e su l te d  in  a 72% p a r t ic ip a 

t i o n  l e v e l .  The re sp o n se  by c h i e f  board  o f f i c e r s  was e q u a l ly  d i s 

t r i b u t e d  on th e  b a s i s  o f  30 t o t a l  re sp o n se s  to  th e  su rvey  r e q u e s t .  

This i s  r e f l e c t e d  w i th  15 c h i e f  board  o f f i c e r s  o f  h o s p i t a l s  o f  200 

beds and under responding to  the request ,  a 60% response ra te .  Fur

t h e r ,  15 c h i e f  board  o f f i c e r s  o f  300 and ov er  bed f a c i l i t i e s  com

p le t e d  th e  q u e s t i o n n a i r e s  in  t h e i r  e n t i r e t y ,  a l s o  a 60% resp o n se  

r a t e .  This  c o n t r ib u t e d  to  a t o t a l  re sp o n se  o f  60% w ith  30 c h i e f  

board o f f ic e r s  complying and cooperating in  the study. Chief execu

t i v e  o f f i c e r s ,  c o n t r i b u t i n g  to  th e  outcome o f  t h i s  su rv ey , i s  r e 

f l e c t e d  w i th  20 c h i e f  e x e c u t iv e  o f f i c e r s  in  200 beds o r  l e s s  com

p ly in g  w ith  th e  su rv ey  a c t i v i t y .  This r e s u l t s  in  an 80% re sp o n se  

ra te .  An 88% response was incurred with 22 c h ie f  executive o f f ic e r s
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in  300 bed and more h o s p i t a l s  a l s o  c o o p e ra t in g  in  t h i s  e f f o r t .  The 

to t a l  c h ie f  executive o f f i c e r  a c t iv i ty  proved to  be 84%, r e s u l t in g  in  

42 c h ie f  executive o f f i c e r s  involved in  the  research  study.

The a c c e p ta b le  r e sp o n s e  r a t e  was produced by an i n i t i a l  t e l e 

phone contact w ith  the  execu tive  se c re ta ry  a t  each f a c i l i t y  to  iden

t i f y  the c r e d i b i l i t y  and purpose of the study. Following the i n i t i a l  

telephone con tac t,  the  cover l e t t e r  (Appendices A and B) was mailed 

w ith  an a t ta c h e d  L eader  A d a p t a b i l i t y  and S ty le  In v e n to ry -L e a d e r  

E ffectiveness  and A d ap tab il i ty  D escrip tion  (LASI-LEAD) questionnaire  

form as w e l l  as an i n d i v i d u a l  p r o f i l e  form (Appendices C and D). 

This procedure r e su l te d  in  an i n i t i a l  65% response a c t iv i ty  r e s u l t .  

S ix  weeks in to  th e  s tu d y ,  a l l  th e  c a n d id a te s  f o r  p a r t i c i p a t i o n  who 

had not responded  were c o n ta c te d  w i th  a second te le p h o n e  r e q u e s t .  

This su p p le m e n ta l  a c t i v i t y  c o n t r ib u te d  to  another 7% of p a r t ic ip a 

tion . The two e f f o r t s  con tr ibu ted  to  the over 70% response perform

ance.

The amount of n o n p a r t ic ip a t in g  c h ie f  board o f f ic e r s  to ta le d  20 

(40%) ou t o f  th e  50 c a n d id a te s  t h a t  were s e l e c t e d  to  p a r t i c i p a t e  in  

the  r e s e a r c h  su rvey . In  th e  subgroup o f  300 beds o r  g r e a t e r ,  10 

c h i e f  board  o f f i c e r s  f a i l e d  to  respond  as w e l l  as 10 chose n o t to  

cooperate in the 200 bed and under subgroup. I t  should be noted th a t  

th e r e  ap p ears  to  be no c h a r a c t e r i s t i c ,  w h e th e r  i t  be s i z e  o r  geo

graphic lo ca t io n ,  th a t  lend any p a t te rn  to  the non p artic ip an ts  in  the 

c a te g o ry  o f  c h i e f  board  o f f i c e r s .  N o n p a r t i c ip a n ts  in  th e  a r e a  o f  

c h i e f  e x e c u t iv e  o f f i c e r s  r e f l e c t e d  a f a r  s m a l l e r  im p a c t .  T h is  i s  

documented w i th  o n ly  5 members o f  c h i e f  e x e c u t iv e  o f f i c e r s  in  200
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beds and under f a i l in g  Co respond with 3 members of 300 beds and over 

n o t p a r t i c i p a t i n g .  T h is  r e s u l t s  i n ,  o u t o f  th e  50 c a n d id a te s  t h a t  

were s e le c t e d  to  p a r t i c i p a t e  in  th e  s tu d y  o f  c h i e f  e x e c u t iv e  o f f i 

c e r s ,  o n ly  a t o t a l  o f  8 chose no t to  c o o p e ra te .  Once a g a in ,  th e  

c h a r a c te r i s t i c s  w ith  regard  to  s i z e  o f  th e  f a c i l i t y  and g eo g rap h ic  

l o c a t io n  r e f l e c t e d  no p a t t e r n  and, t h e r e f o r e ,  appear  to  have had

minimal involvement on the outcome of the study.

The LASI-LEAD in s t r u m e n t  used in  t h i s  s tu d y  m easured th e  fo u r  

aspects o f leadersh ip  behavior by producing scores fo r  each leader

ship s ty le .  This was accomplished by having each of the p a r t ic ip a n ts

complete the te s t in g  instrum ent. The instrum ent compiled an in d iv id 

ual p re fe rred  leadersh ip  s ty le  p ro f i le  by having 12 s i tu a t io n s  w ith 

fo u r  a l t e r n a t i v e s  o f f e r e d .  Each o f  th e  a l t e r n a t i v e s  r e f l e c t e d  a 

leadersh ip  s ty le  as o u tl in ed  in  Figure 1. The t o t a l  of the 12 s i tu a 

tions  in  each instance provide a p re fe rred  leadersh ip  s ty le  in one of 

th e  quadrants.

L e ad e rsh ip  s t y l e  mean s c o re s  a re  d e r iv e d  from co m p il in g  th e  

scores produced by the LASI-LEAD survey instrum ent. Each response is  

c la s s i f i e d  by numerical value in  each of the four possib le  leadersh ip  

s ty le s .  Group mean scores  are ca lcu la ted  by averaging the leadersh ip  

s ty le  values for each respondent in  each subgroup: CEO, CBO, and CEO

demographic subgroups. S ty le  mean s c o re s  a re  th en  compared a c ro s s  

subgroups for each leadersh ip  s ty le .
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Style  3

low ta sk /
high r e la t io n s h ip

S ty le  2

high ta sk /  
high r e la t io n s h ip

Style 4

low ta sk /
low re la t io n s h ip

S ty le  1

high ta sk /  
low re la t io n s h ip

Figure 1. E ffec tiv e  Leadership S ty le s .
From "So You Want to Know Your Leadership Style?" by 
P. Hersey and K. Blanchard, 1974, T rain ing  and Development 
J o u r n a l , 28(2), p. 28.

Demographic Categories

The primary purpose of th i s  study was to  research  e l i t e  leaders  

in  a h o s p i t a l  s e t t i n g  w i th in  th e  s t a t e  o f  Ohio in v o lv in g  p e rc e iv e d  

l e a d e r s h ip  b e h a v io r a l  p a t t e r n s .  This e f f o r t  proved w o r th w h ile  in  

id e n t i fy in g  perceptual a f fe c ts  predicated  on the b as is  of h ie r a rc h i 

ca l context o f the managerial p o s it io n ,  s ize  o f the f a c i l i t y ,  time of 

formal education, age o f the in d iv idua l,  and years  o f experience as a 

CEO.

A m atch ing  te c h n iq u e  was c o n s id e re d  fo r  s t a t i s t i c a l  purposes. 

However, i t  was no t o b t a in a b le  because  o f  a la c k  o f  d u a l  (CBO-CEO) 

responses from the ind iv idua l f a c i l i t i e s .
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Findings fo r  Hypothesis 1

The re v ie w  o f  th e  d a ta  r e v e a l s  th e  f o l lo w in g .  The f i r s t  

h y p o th e s is  t e s t :  There i s  a d i f f e r e n c e  o f  im p o rta n c e  p la c e d  on

i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e  ( r e l a t i o n s h i p  b e h a v io r  v e r s u s  t a s k  

behavior) as perceived by h o s p i t a l  a d m i n i s t r a t o r s  ( c h i e f  e x e c u t iv e  

o f f i c e r s )  and c h i e f  board  o f f i c e r s  (cha irm en  o f  th e  b o a rd ) .  The 

response to  the LASI-LEAD survey instrum ent ind ica ted  no major d i f 

ferences in  leadersh ip  s ty le  predominance between the responding CEOs 

and CBOs. Each group responded to  the instrum ent r e s u l t in g  in  S ty le  

2 being ind ica ted  as the predominant s ty le  fo r  each group w ith  mean 

s c o re s  o f  5.54 fo r  th e  CBO group and 5.81 f o r  th e  CEO group. The 

p redom inan t l e a d e r s h ip  s t y l e  i s  d e f in e d  by th e  LASI-LEAD as t h a t  

leadersh ip  s ty le  with the g re a te s t  score r e s u l t .  The remaining s ty le  

groupings r e f le c te d  a s im i la r  degree of agreement.

Using a t_ t e s t  fo r  independent means to  s t a t i s t i c a l l y  t e s t  for 

in tragroup  d if fe re n c e s ,  the  r e su l t in g  ana lys is  in d ica te s  no support 

for the hypothesis. The n u l l  hypothesis was th a t  no d if fe ren ce  would 

be found betw een  means o f  th e  s t y l e  s e l e c t i o n s  as d e r iv e d  by th e  

LASI-LEAD. The r e s u l t i n g  a n a ly s i s  by £  t e s t  i n d i c a t e s  a t̂  v a lu e  o f

0.62 fo r  d i f f e r e n c e s  in  means fo r  S ty le  1. The _t v a lu e s  o f  -0 .6 8 ,  

-0 .1 9 ,  and 0.78 were d e r iv e d  f o r  S ty le s  2, 3, and 4, r e s p e c t i v e l y .  

Since an alpha leve l o f  .10 w ith a c r i t i c a l  value o f 1.645 fo r  a two- 

t a i l e d  t e s t  was chosen, the n u l l  hypothesis fo r  a l l  s ty le  mean score 

d if fe ren ces  between CBOs and CEOs was re ta in ed .  This research  pro

j e c t  did not support a conclusion of a d if fe ren ce  between these two
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groups. S p e c if ic a l ly ,  the  r e s u l t s  r e f l e c t  th a t  c h ie f  board o f f ic e r s  

in d ica te  a g re a te r  preference  w ith in  the Leadership S ty les  of 1 and 4 

th a n  th o se  o f  c h i e f  e x e c u t iv e  o f f i c e r s .  F u r th e r ,  c h i e f  e x e c u t iv e  

o f f ic e r s  r e f l e c t  a g re a te r  degree o f  preference fo r  Leadership S ty les  

2 and 3 than c h ie f  board o f f ic e r s .  However, the  d iffe ren ces  in  each 

leadersh ip  s ty le  category did not exceed the c r i t i c a l  value of 1.645. 

The conclusions have been re f le c te d  in  a composite form in  Table

1.

Table 1

CBOs Versus CEOs, Mean Scores on LASI-LEAD 
Leadership S tyles

Leadership S tyles

Group
HT/LR
Style

1

HT/HR
Style

2

LT/HR
Style

3

LT/LR
Style

4

CBO mean scores 2.07 5.54 3.75 0.64

Standard dev ia tions 1.51 1.52 1.68 0.81

CEO mean scores 1.86 5.81 3.83 0.50

Standard dev ia tions 1.25 1.84 1.76 0.66

_t r a t io 0.62 -0.68 -0.19 0.78

Null hypothesis  
r e je c te d No No No No

Note. Alpha » .10. C r i t i c a l  value of 1.645.
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Findings fo r  Hypothesis 2

The second resea rch  hypothesis  s tud ied  was th a t  a d if fe ren ce  in  

in te rp e rso n a l lead ersh ip  s ty l e  o f  CEOs f o r  l a r g e  v e r su s  sm a il  hos

p i t a l s  would be found. Again, the LASI-LEAD instrum ent was used to 

determine the mean scores  fo r  the  four s ty le  groupings. A _t t e s t  for 

independen t means was used  w i th  an a lp h a  l e v e l  o f  .10 to  d e te rm in e  

i n t r a g r o u p  d i f f e r e n c e s .  For S ty le s  1 and 3 th e  £  s c o re  d id  no t 

exceed th e  c r i t i c a l  v a lu e  o f  1.645. However, f o r  S ty le  2, th e  p r e 

dom inant s t y l e  found f o r  b o th  subg roups ,  th e  v a lu e  o f  -2 .3 8 , d id  

exceed the c r i t i c a l  value . With regard to  S ty le  4, the value o f 1.90 

a lso  exceeds the c r i t i c a l  value of 1.645. This rep resen ts  a second

a ry  l e a d e r s h ip  s t y l e  and t h e r e f o r e  i s  n o t  a f a c t o r  c o n t r ib u t i n g  to  

the hy p o th es is .

The r e s u l t s  of the d a ta  review supports the research  hypothesis 

w ith  regard to  p reference  w ith in  the leadersh ip  s ty le s .  This d i f f e r 

ence in  d e g re e ,  how ever, i s  su p p o r te d  o n ly  f o r  S ty le s  2 and 4. The 

over  300 bed CEOs a p p e a r  to  p e r c e iv e  a g r e a t e r  d eg ree  o f  S ty le  2 

c h a r a c te r i s t i c s  than does the under 200 bed CEOs.

The conclusions have been r e f le c te d  in  a composite form in  Table

2 .

Findings fo r  Hypothesis 3

The th i rd  resea rch  hypothesis  p red ic ted  a d if fe ren ce  in  degree 

o f in te rp e rso n a l lead ersh ip  s ty le  between CEOs under 50 years of age 

and th o se  CEOs 50 y e a r s  o ld  o r  g r e a t e r .  The LASI-LEAD su rvey
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Table 2

Under 200 Bed CEOs Versus Over 300 Bed CEOs, 
Mean Scores on LASI-LEAD Leadership S ty les

Leadership S ty les

Subgroups—CEOs
HT/LR
Style

1

HT/HR
Style

2

LT/HR
Style

3

LT/LR
Style

4

Under 200 beds 1.95 5.15 4.20 0.70

Standard dev ia tions 1.32 1.56 1.94 0.71

Over 300 beds 1.77 6.41 3.50 0.32

Standard dev ia tions 1.17 1.87 1.50 0.55

t_ r a t io 0.46 -2 .38 1.30 1.90

Null hypothesis 
re je c te d No Yes No Yes

Note. Alpha = .10. C r i t i c a l  value o f 1.645.

q u e s t io n n a i r e  was used to  d e te rm in e  th e  s t y l e  and d eg ree  o f  s t y l e  

between the subgroups.

Using a _t t e s t  fo r  independent means w ith  an alpha lev e l of .10 

to determine in tragroup  d if fe re n c e s ,  _t scores of 0.24, -0.31, -0.59, 

and 2.26 were d e r iv e d  fo r  S ty le s  1 th rough  4. As w i th  p re v io u s  

f ind ings , th ree  s ty le  d iffe ren ces  showed no s ig n i f ic a n t  d if fe re n c e ,  

th o se  b e in g  S ty le s  1, 2, and 3. The S ty le  4 t_ s c o re  was 2.26 which 

exceeds the c r i t i c a l  value of 1.645.
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This an a ly s is  leads Co Che conclusion th a t  Che projecC findings 

do noC supporC Che r e s e a r c h  h y p o th e s is  f o r  SCyles 1, 2, and 3 wich 

SCyle 2 being Che p re fe r red  leadersh ip  sCyle. However, fo r  SCyle 4, 

noC Che perceived p re fe r red  leadersh ip  sCyle, Che finding  in d ica te s  

supporC f o r  Che hypoChesis  ChaC CEOs under 50 y e a r s  o ld  p e rc e iv e  a 

greaC er d eg ree  o f  SCyle 4 c h a ra c C e r isC ic s  Chan do CEOs o f  50 y e a rs  

old or greaCer.

The resulCs of Chis sCudy do noC indicaCe a re lac io n sh ip  between 

age and p r e f e r r e d  l e a d e r s h i p  s t y l e  d i f f e r e n c e  fo r  Che p r e f e r r e d  

l e a d e r s h ip  s t y l e ,  Chat o f  L e a d e rsh ip  SCyle 2. The outcome d id  r e 

f le c t  a condition  of p reference involving CEOs over 50 years o ld , but 

ChaC p re fe r e n c e  d id  n o t r e f l e c t  a s t a t i s t i c a l  d i f f e r e n c e  as d e t e r 

mined with ChaC of CEOs of 50 years old or under.

The conclusions have been r e f le c te d  in  a composite form in  Table

3.

Findings for HypoChesis 4

The fourth  research  hypothesis ind ica ted  th a t  there  i s  a d i f f e r 

ence in  degree of in te rp e rso n a l  leadersh ip  s ty le  between CEOs granted 

degrees p r io r  to  1975 and those granted degrees during or a f t e r  1975. 

Using the LASI-LEAD survey instrum ent mean scores were e s ta b lish ed  

for each s ty le  group.

Using a £  t e s t  fo r  independen t means, th e  fo l lo w in g  _t s co re  

r a t io s  re su l te d  in  -0.50, 1.60, -1.02, and -0.64 fo r  S tyles 1 through

4. C h ie f  e x e c u t iv e  o f f i c e r s  w ith  t h e i r  l a s t  d eg ree  p r i o r  to  1975 

r e f l e c t e d  a g r e a t e r  i n t e r e s t  f o r  L e a d e rsh ip  S ty le  2. This  i s
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Table 3

CEOs Under 50 Years Old Versus CEOs 50 Years Old and Over, 
Mean Scores on LASI-LEAD Leadership Styles

Leadership S ty les

Subgroups—CEOs
HT/LR
Style

1

HT/HR
Style

2

LT/HR
Style

3

LT/LR
Style

4

50 years o f  age or under 1.89 5.75 3.71 0.64

Standard dev ia tio n s 1.21 1.86 1.62 0.67

Over 50 years of age 1.79 5.93 4.07 0.21

Standard dev ia tions 1.32 1.79 1.98 0.56

_t r a t i o 0.24 -0.31 -0.59 2.26

Null hypothesis 
r e je c te d No No No Yes

Note. Alpha 3 .10. C r i t i c a l  value of 1.645.

r e f l e c t e d  w i th  a mean s c o re  o f  6.08 as compared to  5.20. In  th e  

o th e r  th ree  leadersh ip  s ty le  p r e f e r e n c e s ,  c h i e f  e x e c u t iv e  o f f i c e r s  

w i th  a deg ree  s in c e  1975 h e ld  a g r e a t e r  p r e fe r e n c e  than  t h e i r  

c o u n te rp a r ts .

As a r e s u l t  of each £  score re s u l t in g  from the _t t e s t  f a i l in g  to 

exceed  th e  c r i t i c a l  v a lu e  o f  1.645, the  n u l l  h y p o th e s is  i s  r e t a i n e d  

fo r  th i s  subgrouping. There i s  no re la t io n s h ip  e s tab lish ed  in  th i s  

study between the date of l a s t  d eg ree  and i n t e r p e r s o n a l  l e a d e r s h ip  

s t y l e .
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The conclusions have been r e f le c te d  in  a composite form in  Table

4.

Table 4

CEO Last Degree P r io r  to  1975 Versus CEO Last Degree 1975 
and A fte r ,  Mean Scores on LASI-LEAD Leadership S ty les

Leadership S ty les

Subgroups—CEOs
HT/LR
Style

1

HT/HR
Style

2

LT/HR
Style

3

LT/LR
Style

4

Last degree p r io r  
to 1975 1.73 6.08 3.73 0.46

Standard dev ia tions 1.16 1.90 1.68 0.63

Last degree 1975 
and a f t e r 1.93 5.20 4.27 0.60

Standard dev ia tions 1.29 1.56 1.61 0.71

£  r a t io -0 .50 1.60 -1.02 -0 .64

Null hypothesis  
re je c te d No No No No

Note. Alpha ■ .10. C r i t i c a l  value of 1.645.

Findings for Hypothesis 5

The f in a l  resea rch  hypothesis s ta te d  th a t  there  i s  a d if fe ren ce  

betw een  le n g th  o f  te n u re  in  a CEO p o s i t i o n  and th e  deg ree  o f  i n t e r 

personal leadersh ip  s ty le .  Subgroups were e s ta b lish ed  for CEOs with 

le ss  than 10 years experience and those with 10 years of experience
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or g r e a te r .

A _t t e s t  fo r  in d ep en d en t  means was used w i th  an a lp h a  l e v e l  o f  

.10 to  d e te rm in e  th e  d i f f e r e n c e s  in  th e  i n t r a l e a d e r s h i p  s t y l e  mean 

s c o re s .  Values o f  -0 .4 6 ,  -1 .16 , 1.00, and 1.45 were c a l c u l a t e d  fo r  

S ty les  1 through 4. In the f i f t h  and f in a l  hypothesis  r e f l e c t in g  the 

l e a d e r s h ip  s t y l e  p r e f e r e n c e  o f  th e  p a r t i c i p a n t s ,  i t  ap p ea rs  t h a t  

c h ie f  executive o f f ic e r s  w ith le s s  than 10 years of experience had a 

g r e a t e r  p r e fe r e n c e  f o r  c a t e g o r i e s  o f  L e a d e rsh ip  S ty le s  3 and 4. 

However, c h i e f  e x e c u t iv e  o f f i c e r s  w i th  10 y e a r s  o f  e x p e r ie n c e  o r  

g r e a t e r  r e f l e c t e d  a g r e a t e r  i n t e r e s t  in  c a t e g o r i e s  o f  L e a d e rsh ip  

S ty le s  1 and 2.

The n u ll  hypothesis i s  re ta in ed  inasmuch as no t  score exceeded 

th e  c r i t i c a l  v a lu e .  This  s tu d y  d id  n o t produce d a ta  to  s u p p o r t  any 

r e l a t i o n s h i p  betw een te n u re  in  a CEO p o s i t i o n  and d eg ree  o f  i n t e r 

personal leadersh ip  s ty le .

The conclusions have been r e f le c te d  in  a composite form in Table

5.

Summary

Seventy-two of the 100 p a r t ic ip a n ts  responded to  the study. The 

findings were th a t  only two fa c to rs  r e f l e c t  a r e la t io n s h ip  to  in t e r 

personal leadersh ip  s ty le ;  i .e . ,  s ize  of the f a c i l i t y  and age of the 

ind iv idual.  However, i t  should be noted th a t  the  age c h a r a c te r i s t i c  

d id  no t su p p o rt  a r e l a t i o n s h i p  to  th e  p r e f e r r e d  l e a d e r s h ip  s t y l e ;

i.e . ,  a secondary leadersh ip  s ty le  p reference only. The f lu c tu a t io n s  

of mean scores involving negative r e s u l t s  are due to  the scoring of
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Table 5

CEOs With 10 Years of Experience or Less Versus CEOs With 
Over 10 Years o f  Experience, Mean Scores on 

LASI-LEAD Leadership S ty les

Leadership S ty les

Subgroups
HT/LR
Style

1

HT/HR
Style

2

LT/HR
Style

3

LT/LR
Style

4

CEOs with 10 years or 
le ss  of experience 1.77 5.50 4.09 0.64

Standard dev ia tions 1.17 1.67 1.65 0.71

CEOs with over 10 
years of experience 1.95 6.15 3.55 0.35

Standard dev ia tions 1.32 1.96 1.83 0.57

t  r a t io -0.46 -1 .16 1.00 1.45

Null hypothesis 
r e je c te d No No No No

Note. Alpha a .10. C r i t i c a l  value of 1.645.

th e  LASI-LEAD survey  in s t ru m e n t  and does n o t  r e f l e c t  m ean in g fu l  

c o m p a ra t iv e  r e s u l t s .  C h ap te r  V in c lu d e s  th e  c o n c lu s io n s  t h a t  a re  

drawn from these f ind ings .
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CHAPTER V

SUMMARY AND CONCLUSION

This chapter con ta ins  the review of the f indings and addresses 

th e  l i m i t a t i o n s  a s s o c i a t e d  w i th  th e  r e s e a r c h ,  and c o n s id e r s  th e  

im p lica tions  and p o te n t ia l  app lica tio n s  of the th e o re t ic a l  perspec

t i v e .  I t  ap p ea rs  t h a t  th e  v an tag e  p o in t  d e s c r ib e d  by th e  CEO's and 

CBO's unique p o s i t io n  in  the organ iza tion  h ie ra rchy  r e f l e c t s  a r e l a 

tio n sh ip  to  the manager's perception. However, the d if fe ren ce  in  the 

perceived in te rp e rso n a l leadersh ip  s ty le s  could not support a s t a t i s 

t i c a l  d i f f e r e n c e  p r e d ic a te d  on a l l  f iv e  h y p o th ese s  as o u t l i n e d .  

However, two a re a s  were i d e n t i f i e d  as c o n t r i b u t i n g  f a c t o r s ;  i . e . ,  

s ize  o f the f a c i l i t y  and age of the ind iv idual.

Lim itations o f the Study 

Generalized Application

An apparent question which should be ra ise d  would be the l im ite d  

a p p lica t io n  of the s tudy 's  th e o re t ic a l  perspec tive  of g enera liz ing  to  

o ther  lev e ls  in the o rg an iza tio n a l h ierarchy. As to  the perception 

of subordinates ' work a t t i tu d e s ;  such as, CBO compared to CEO, i t  has 

been observed th a t  in  ranking work a s so c ia te s  on a t t i tu d e  dimensions, 

m anagers a t  a l l  l e v e l s  make t h e i r  d e t e r m in a t io n  on th e  b a s i s  o f  

r e l a t iv e  h ie ra rc h ic a l  lev e ls  (Miles, 1964).

75
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As in  a l l  em p ir ica l  s tu d ie s ,  ad d it io n a l l im i t s  a r i s e  in  connec

t io n  w ith the nature  o f the sample and v a r ia b le s  used. The ex is tence  

o f p a r t ic u la r  s ig n i f ic a n t  perceptual a f fe c ts  in  th i s  s e t t in g  do not 

n e c e s sa r i ly  preclude a f f e c ts  being d i f f e r e n t  in  s e t t in g s  w ith o ther  

management o r ie n ta t io n s  and h ie r a rc h y  p h i lo s o p h ie s .  The dependent 

v a r ia b le s  in  th i s  study in  which the perceptual a f fe c ts  were demon

s t r a te d  may not rep resen t  a l l  the v a r ia b le s  which could reasonably be 

expected to  be a f fe c te d  by perception  in  o ther  s e t t in g s .

W. R. S c o t t  (1972) observed  d i f f e r i n g  p e r c e p t io n s  o f  t a s k .  

Anderson and Paine (1975) employed managerial perception of environ

mental u n ce r ta in ty  and need fo r  change as v a r ia b le s  in  a percep tual 

m odel. The v a r i a b l e s  o f  t h i s  s tu d y  d e a l  w i th  human r e s o u rc e s  and 

work a t t i t u d e s .  Task o r  r e l a t i o n s h i p  o r i e n te d  v a r i a b l e s  m ight be 

more or le s s  a f fec ted  by these perceptual in fluences.

Survey Instrument

Hersey and Blanchard's (1974) LASI-LEAD survey instrum ent served 

as the i n i t i a l  t e s t  instrum ent. This p a r t ic u la r  instrum ent provides 

for 12 s i tu a t io n a l  questions  th a t  requ ire  a m ultichoice answer r e 

sponse. The b r e v i t y  o f  th e  in s t ru m e n t  p ro v id ed  an a t t r a c t i v e  ap

proach to  the survey inasmuch as the challenge and time commitment 

was n o t e x te n s iv e  fo r  t h e 'p a r t i c i p a n t .  On th e  o th e r  hand, th e  la c k  

o f  com prehensive  re v ie w  l i m i t s  th e  d eg ree  o f  in fo rm a t io n  o b ta in e d  

from each of the p a r t ic ip a n ts .  Therefore, fu tu re  study w ith in  these 

c a teg o ries  would lend conside ra tion  to a more extensive review in 

strument and eva lua tion  o f the inform ation.
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Conclusions

The s t a t i s t i c a l  d a ta  ou tlined  in  Chapter IV led to  the following 

c o n s id e r a t i o n s  and c o n c lu s io n s  as a p p l ie d  to  th e  f iv e  r e s e a r c h  

hypotheses.

Research Hypothesis 1

There i s  a d i f f e r e n c e  o f  im p o rtan ce  p la c e d  on i n t e r p e r s o n a l  

l e a d e r s h ip  s t y l e  ( r e l a t i o n s h i p  b e h a v io r  v e r su s  t a s k  b e h a v io r )  as 

p e rc e iv e d  by h o s p i t a l  a d m i n i s t r a t o r s  (c h ie f  executive o f f ic e r )  and 

ch ie f  board o f f ic e r s  (chairmen o f  the board).

I t  ap p ea rs  t h a t  th e  s t a t i s t i c a l  outcome has no t r e f l e c t e d  a 

d if fe re n c e  in  percep tion  by p o s i t io n  in  order to  support the hypothe

s i s .  Therefore, the r e s u l t s  cannot support a d if fe ren ce  between CEO 

and CBO i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e s  f o r  p e rc e iv e d  L ead ersh ip  

S ty le s  1, 2, 3, and 4. A c c o rd in g ly ,  t h i s  s tu d y  cou ld  not su p p o rt  the  

hypothesis  th a t  an in d iv id u a l 's  p o s i t io n  in  the  o rgan ization  co n tr ib 

u tes  to  leadersh ip  s ty le  perception. As a r e s u l t ,  the n u ll  hypothe

s i s  i s  re ta in ed .

As i n d i c a t e d  in  th e  rev iew  o f  l i t e r a t u r e ,  C hapter I I ,  c h i e f  

board  o f f i c e r s  and c h i e f  e x e c u t iv e  o f f i c e r s  w i l l  be working in  a 

c l o s e r  r e l a t i o n s h i p  as a r e s u l t  o f  th e  t u r b u l e n t  h e a l t h  c a re  f i e l d  

environment. This study r e f l e c t s  th a t  in te rp e rso n a l  leadersh ip  s ty le  

preference should prove to  have a low p ro b a b i l i ty  of problem concern 

in  th e  r e l a t i o n s h i p  be tw een  th e s e  two p o s i t i o n s .  The p e rc e iv e d  

leadersh ip  s ty le  of both of these c r i t i c a l  p o s it io n s  in  the h o sp ita l
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h ierarchy  r e f l e c t  a consis tency  in  a t t i tu d e s  toward the s ig n if ican ce  

of Leadership S ty le  2; th a t  o f ,  high ta sk /h ig h  re la t io n s h ip .  Middle 

management s t a f f  may der ive  from these f ind ings  th a t  there  i s  a high 

p ro b a b i l i ty  of c o m p a t ib i l i ty  between the CBO and CEO involving in t e r 

personal leadersh ip  s ty le .

C o n s id e ra t io n  m ust a l s o  be g iven  to  th e  c o n s is t e n c y  o f  th e  

r e s u l t s  b e in g  a t t r i b u t e d  to  th e  hom ogeneity  o f  th e  p a r t i c i p a n t s  

surveyed. Ind iv idua ls  who seek out h o sp ita l  c h ie f  executive o f f ic e r  

and c h ie f  board o f f i c e r  p o s it io n s  may have a p reference fo r  humanis

t i c  concerns, human se rv ic e s ,  and be people o rien ted  as compared to 

holding co m m erc ia l / in d u s tr ia l  output and p ro d u c t  o r i e n te d  p h i lo s o 

phies .

Research Hypothesis 2

There i s  a d i f f e r e n c e  of im p o rtan ce  p la c e d  on i n t e r p e r s o n a l  

l e a d e r s h ip  s t y l e  ( r e l a t i o n s h i p  b e h a v io r  v e r s u s  t a s k  b e h a v io r )  as 

perceived by h o sp ita l  a d m in is tra to rs  of small h o sp ita ls  as compared 

to  h o sp ita l  ad m in is t ra to rs  of large  f a c i l i t i e s .

In  t h i s  s tu d y ,  th e  r e s u l t s  have in d i c a t e d  t h a t  th e  p e rc e iv e d  

p re fe rred  leadersh ip  s ty l e ;  th a t  of Style 2, r e f l e c t s  a s ig n i f ic a n t  

s t a t i s t i c a l  d if fe ren ce .  This i s  ind ica ted  w ith a _t value o f -2.38, a 

l e v e l  t h a t  exceeds  th e  c r i t i c a l  v a lu e  o f  1.645. T h e re fo re ,  th e  

r e s e a r c h  h y p o th e s is  has been su p p o rte d  and th e r e  i s  a s t a t i s t i c a l  

d if fe ren ce  in  Leadership Style 2.

I t  appears th a t  the r e s u l t s  of the survey in d ica te  a documented 

d i f f e r e n c e  in  l e a d e r s h i p  s t y l e  as r e f l e c t e d  by c h i e f  e x e c u t iv e
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o f f i c e r s  in  th e  c a t e g o r i e s  o f  h o s p i t a l s  200 beds and under as com

pared to  c h ie f  executive o f f ic e r s  in  h o s p i ta l s  of 300 beds and over. 

The c h ie f  executive o f f ic e r s  o f the la rg e r  i n s t i t u t i o n s  have substan

t i a t e d  a g r e a t e r  i n t e r e s t  in  S ty le  2, t h a t  o f  h ig h  t a s k / h i g h  r e l a 

t io n sh ip .

This study po in ts  out th a t  c h ie f  execu tive  o f f ic e r s  o f h o sp ita ls  

of 200 beds and under a lso  have placed t h e i r  preference fo r  Leader

ship S ty le  2 as w ell .  However, the  lead ersh ip  s ty le  i n t e r e s t  i s  more 

evenly d is t r ib u te d  among the four lead ersh ip  s ty le s .

H ospital boards o f  t ru s te e s  w i l l  f ind  a g re a te r  p ro b a b i l i ty  of 

c h ie f  executive o f f ic e r s  functioning  in  a s t a f f  p o s it io n ;  i .e . ,  in  a 

h o s p i t a l  o f  300 beds and g r e a t e r  v ie w in g  L e a d e rs h ip  S ty le  2 w i th  a 

g re a te r  preference than c h ie f  executive o f f i c e r s  in  h o sp ita ls  of 200 

beds o r  l e s s .

This study supports the hypothesis th a t  the  s ize  of the f a c i l i t y  

has a r e l a t i o n s h i p  to  an i n d i v i d u a l ' s  p e r c e p t io n  o f  i n t e r p e r s o n a l  

leadersh ip  s ty le .  Chief executive o f f ic e r s  opera ting  in  f a c i l i t i e s  

o f  200 beds and under have p la c e d  l e s s  v a lu e  on L e a d e rsh ip  S ty le  2 

than c h ie f  executive o f f ic e r s  opera ting  in  h o s p i ta ls  of 300 beds and 

g re a te r .

This study supports the concept th a t  the function ing  p o s it io n  of 

the CEO and the s ize  o f  the f a c i l i t y  do r e f l e c t  a r e la t io n s h ip  to the 

p re fe rred  in te rp e rso n a l leadersh ip  s ty le .  Therefore, i t  appears th a t  

CEOs operating  in  sm alle r  f a c i l i t i e s  who are dea ling  w ith day-to-day 

functions as compared to  CEOs operating  in  la rg e r  f a c i l i t i e s  who take 

th e  r o l e  o f  a s t a f f  r e s p o n s i b i l i t y ,  show a s u b s t a n t i a l  s t a t i s t i c a l
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d iffe re n c e  of preference on in te rp e rso n a l Leadership Style 2.

A cco rd in g ly ,  th e  in d iv id u a l s  o p e r a t in g  in  th e  l a r g e r  i n s t i t u 

t io n s  place a g re a te r  emphasis on Leadership S ty le  2 than do CEOs in  

the sm alle r  in s t i t u t i o n s .  S tyle  4 of 1.90 a lso  exceeds the c r i t i c a l  

v a lu e  o f  1.645. However, S ty le  4 has n o t  been  i d e n t i f i e d  as th e  

p re fe r red  leadersh ip  s ty le  and th e re fo re  does not co n tr ib u te  to  the 

h ypo thes is .

T his  i n d i c a t e s  t h a t  boards  o f  t r u s t e e s  co u ld  v e ry  w e l l  f in d  a 

h ig h  p r o b a b i l i t y  o f  d i f f e r e n c e  in  th e  i n t e n s i t y  o f  i n t e r p e r s o n a l  

l e a d e r s h ip  s t y l e  as a p p l ie d  by a new o r  incom ing c h i e f  e x e c u t iv e  

o f f i c e r  who i s  not c u r re n t ly  functioning  in  a f a c i l i t y  of 300 beds or 

h igher. Further middle management personnel w i l l  a lso  view a high 

p r o b a b i l i t y  o f  d i f f e r e n c e  in  i n t e r p e r s o n a l  L e a d e rsh ip  S ty le  2 as 

a p p l ie d  to  th e  d a y - to -d a y  o p e r a t io n s  o f  th e  f a c i l i t y  by a CEO w ith  

sm all h o sp ita l  experience.

Research Hypothesis 3

C h ief  e x e c u t iv e  o f f i c e r s  under 50 y e a r s  o f  age p e rc e iv e  a 

g re a te r  d if fe ren ce  of in te rp e r s o n a l  l e a d e r s h ip  s t y l e  ( r e l a t i o n s h i p  

b e h a v io r  v e r su s  t a s k  b e h a v io r )  than  c h i e f  e x e c u t iv e  o f f i c e r s  o f  50 

y e a rs  o f  age o r over .

The study compared CEOs under 50 years o ld  to  CEOs 50 years and 

o ld e r .  In th e  r e s e a r c h  su rvey  r e s u l t s ,  an i d e n t i f i e d  s t a t i s t i c a l  

d if fe ren ce  in  Leadership S ty le  4 was e s ta b lish e d .  However, S ty le  4 

was n o t th e  p r e f e r r e d  p e rc e iv e d  l e a d e r s h ip  s t y l e .  N e v e r th e le s s ,  

S ty le  4 r e f l e c t s  a d i f f e r e n c e  a t  a _t v a lu e  o f  2.26, one t h a t  exceeds

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

the c r i t i c a l  value of 1.645. However, the p re fe rred  perceived lead

e rsh ip  s ty le ,  S ty le  2, did  not r e f l e c t  a s t a t i s t i c a l  d if fe ren ce  as a 

r e s u l t  o f  not exceeding the c r i t i c a l  value. This research  an a ly s is  

has not been able to  support a re la t io n s h ip  between chronological age 

o f  c h i e f  e x e c u t iv e  o f f i c e r s  and an i n t e r p e r s o n a l  l e a d e r s h ip  s t y l e  

preference. Accordingly, the n u ll  hypothesis i s  re ta ined .

I t  appears th a t  the chronological age of CEOs dobs not r e f l e c t  a 

r e l a t i o n s h i p  to  p r e f e r r e d  p e rc e iv e d  l e a d e r s h ip  s t y l e .  The s tu d y  

su b s ta n t ia te s  th a t  in d iv id u a ls  on both s ides  o f  the dichotomy value 

Leadership S ty le  2 w ith a s im i la r  lev e l  of preference.

The r e s u l t s  o f  th i s  hypothesis in d ic a te s  th a t  boards of t ru s te e s  

viewing candidates for the ro le  of c h ie f  executive o f f ic e r  w i l l  find 

a high p ro b a b i l i ty  of Leadership Style 2 w ith  c h ie f  executive o f f i 

c e r s  hav ing  p r i o r  CEO e x p e r ie n c e  r e g a r d l e s s  o f  c h ro n o lo g ic a l  age. 

The outcome of th i s  hypothesis  a lso  provides middle management w ith  

s t a t i s t i c a l  support involving the high p ro b a b i l i ty  of consis tency for 

Leadership Style 2 reg a rd le ss  o f the age of the CEO. The r e s u l t s  of 

t h i s  h y p o th e s is  w i l l  be b e n e f i c i a l  f o r  o rd e r ly  change in  executive 

management and w i l l  enable a sp ir in g  middle management candidates to 

id e n t i fy  executive leadersh ip  s ty le  preferences.

The consistency o f  leadersh ip  s ty le  p reference could be a r e s u l t  

o f  th e  s i m i l a r i t y  o f  fo rm al e d u c a t io n .  The rev iew  o f  l i t e r a t u r e  

r e f l e c t s  th a t  the American College of Hospital A dm inistrators (1984b) 

in d ic a te s  th a t  76% of t h e i r  membership hold graduate degrees. This 

study not only re in fo rc e s  th a t  f igu re ,  but a lso  has id e n t i f ie d  81% of 

the c h ie f  executive o f f ic e r s  have obtained graduate degree s ta tu s .
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Further co n s id e ra t io n  toward the c o m p a t ib i l i ty  outcome should be 

d i r e c t e d  tow ard  th e  LASI-LEAD survey  instrum ent. The survey ques

t io n n a ire  was se lec ted  fo r  i t s  succ inc t and convenient ap p lica t io n  by 

the p a r t ic ip a n t .  As a r e s u l t ,  the instrum ent had contribu ted  to  the 

high response r a te .  However, concern w ith regard to  comprehensive 

find ings should be considered.

A th i rd  fa c to r  fo r  c o m p a tib i l i ty  would be the high male r a t io .  

N ine ty -six  percent o f  the  c h ie f  e x e c u t iv e  o f f i c e r  re sp o n d e n ts  were 

men. Each o f these p o in ts  should be considered in  the outcome o f the 

study.

Research Hypothesis 4

Chief executive o f f i c e r s  who obtained th e i r  highest educational 

deg ree  p r i o r  to  1975 w i l l  p e r c e iv e  a g r e a t e r  d i f f e r e n c e  o f  i n t e r 

p e r s o n a l  l e a d e r s h ip  s t y l e  ( r e la t io n s h ip  behavior versus task  behav

io r)  than c h ie f  executive o f f ic e r s  who obtained th e i r  h ighest educa

t io n a l  degree during or a f t e r  1975.

The f o u r th  h y p o th e s i s  i n d i c a t e s  t h a t  c h ie f  executive o f f ic e r s  

w i th  t h e i r  l a s t  fo rm a l  e d u c a t io n a l  d eg ree  o b ta in e d  b e fo re  1975 as 

compared to  c h i e f  e x e c u t iv e  o f f i c e r s  o b ta in in g  t h e i r  l a s t  fo rm al 

degree in  1975 or l a t e r  r e f l e c t  a s t a t i s t i c a l  _t score of 1.60 d i f f e r 

ence in  S ty le  2 which f a l l s  j u s t  below th e  c r i t i c a l  v a lu e  o f  1.645. 

This would make th i s  p a r t i c u la r  category of some in te r e s t  inasmuch as 

the marginal area i s  r e l a t i v e ly  close. However, for purposes o f th i s  

study, the research  hypothesis  has not been supported.
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In t h i s  i n s t a n c e ,  i n d i v i d u a l s  who have r e c e iv e d  t h e i r  degree  

p r i o r  to  1975 as compared to  in d iv id u a l s  who o b ta in e d  t h e i r  l a t e s t  

degree s ince 1975 r e f l e c t  l i t t l e  d i f f e r e n c e  in  p e rc e iv e d  p r e f e r r e d  

l e a d e r s h ip  s t y l e .  T h e re fo re ,  t h i s  s tu d y  f a i l s  to  su p p o rt  th e  

h y p o th e s is  t h a t  t h e r e  i s  a r e l a t i o n s h i p  w i th  th e  t im e  o f  fo rm al 

education and a p re fe r re d  in te rp e rso n a l leadersh ip  s ty le .

This s tu d y  can n o t su p p o r t  th e  concep t t h a t  th e  t im e  o f  fo rm al 

e d u c a t io n  has c o n t r i b u t e d  to  change in  a p r e f e r r e d  i n t e r p e r s o n a l  

l e a d e r s h ip  s t y l e  as p e rc e iv e d  by CEOs. This  s tu d y  i n d i c a t e s  t h a t  

formal education techniques are not r e la te d  to  an in d iv id u a l 's  views 

in v o lv in g  p r e f e r r e d  l e a d e r s h i p  s t y l e  p r e f e r e n c e  over a 10 -year  

p e r io d .

This study has not been able to support a re la t io n s h ip  between 

th e  b a c c a la u r e a t e  o r  g ra d u a te  d eg ree  w i th  a p r e fe r e n c e  tow ard  an 

in te rp e rso n a l lead ersh ip  s ty le .  I t  appears th a t  p re fe rred  leadersh ip  

s ty le  i s  not r e la te d  to  formal educational techniques p r io r  or s ince 

1975. Formal e d u c a t io n  o f  th e  c a n d id a te s  su rveyed  c o n tin u e  to  r e 

f l e c t  a s im i la r  amount o f  in t e r e s t  in  Leadership Style 2, high ta sk /  

h ig h  re la t io n sh ip .

Therefore, boards o f t ru s te e s  may view presen t or fu ture  c h ie f  

executive o f f i c e r s ,  who have p r io r  CEO experience, as having a high 

p ro b a b i l i ty  of Leadership S tyle 2 regard less  o f the time the CEO has 

o b ta in e d  t h e i r  g ra d u a te  d eg ree .  Middle management p e rso n n e l  w i l l  

a lso  experience a high p ro b a b i l i ty  of Leadership S ty le  2 w ith ch ie f  

e x e c u t iv e  o f f i c e r s  a t  t h e i r  p r e s e n t  p o s i t i o n  o r  a t  a new f a c i l i t y ,  

r e g a r d l e s s  o f  th e  t im e  t h a t  c h i e f  e x e c u t iv e  o f f i c e r  has ea rn ed  a
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graduate degree .

Once again, the consis tency  o f leadersh ip  s ty le  preference  may 

be a t t r ib u te d  to  the fo llow ing conside ra tions : the high a c t iv i ty  of

fo rm al e d u c a t io n  o f  th e  p a r t i c i p a n t s ,  th e  b r e v i t y  o f  th e  su rvey  

in s t r u m e n t  used in  th e  s tu d y ,  as w e l l  as  skewed r e p r e s e n t a t i o n  o f  

male respondents.

Research Hypothesis 5

Chief executive o f f ic e r s  w ith  le ss  than 10 years o f CEO experi

ence w i l l  perceive a g re a te r  d if fe ren ce  of in te rp e rso n a l  leadersh ip  

s ty le  ( re la t io n sh ip  behavior versus task  behavior) than c h ie f  execu

t iv e  o f f ic e r s  w ith 10 years or more.

The study compared CEOs with le ss  than 10 years experience with 

CEOs o f  10 y e a rs  e x p e r ie n c e  and g r e a t e r .  Once a g a in ,  th e  s tu d y  has 

not been able to  su b s ta n t ia te  a s t a t i s t i c a l  d if fe re n c e .  The c r i t i c a l  

v a lu e  has n o t been exceeded in  any o f  th e  fo u r  l e a d e r s h ip  s t y l e s .  

Therefore, the research  hypothesis i s  re je c te d  and the n u l l  hypothe

s i s  i s  re ta ined .

The study shows no support fo r  years o f  experience co n tr ib u tin g  

to  a change in  a t t i tu d e  toward in te rp e rso n a l  leadersh ip  s ty le .  This 

study r e f l e c t s  th a t  ind iv id u a ls  holding CEO p o s it io n s  have not in d i

cated any s ig n i f ic a n t  change in  perceived p re fe r red  leadersh ip  s ty le  

as a r e s u l t  of years o f experience in  the p o s i t io n  of CEO.

Accordingly, th i s  study has not been able to  support th a t  years 

o f  e x p e r ie n c e  c o n t r ib u t e  to  changing  a t t i t u d e s  tow ard  a g r e a t e r  

degree of a p re fe rred  in te rp e rso n a l  leadersh ip  s ty le .
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Boards o f  t r u s t e e s  w i l l  f in d  t h a t  i n d i v i d u a l s  w i th  p r i o r  CEO 

e x p e r ie n c e  w i l l  r e f l e c t  a h igh  c o n s i s t e n c y  o f  L e a d e rsh ip  S ty le  2 

rega rd less  o f years o f  experience. This s tudy supports th a t  boards 

o f t ru s te e s ,  in  eva lua ting  cu rren t CEO performance or fu tu re  candi

dates  fo r  the p o s it io n s ,  w i l l  f ind  a high p ro b a b i l i ty  o f  Leadership 

S ty le  2 in  i n d iv id u a l s  r e g a r d l e s s  o f  t h e i r  y e a rs  o f  e x p e r ie n c e .  

Middle management personnel in te ra c t in g  w ith  CEOs can a lso  expect a 

high p ro b a b i l i ty  of consis tency  involving Leadership S ty le  2 regard

l e s s  o f  th e  CEO's y e a rs  o f  e x p e r ie n c e  in  t h a t  p o s i t i o n .  F u r th e r ,  

middle management members whose expecta tions  include a d m in is tra t iv e  

r e s p o n s i b i l i t i e s  may choose to  use  L e a d e rs h ip  S ty le  2 f o r  t h e i r  

r e v i e w  and c o n s i d e r a t i o n  in  d e t e r m i n i n g  l e a d e r s h i p  concep t 

approaches.

F in a lly ,  the c o n s is te n c y  o f perform ance should address th ree  

p o in ts  as o u tlin e d  in  the p rior  two h yp oth eses; i . e . ,  h igh a c t iv i t y  

of formal education, brevity  of the survey instrument, and the high 

population representation of male CEOs.

A p o in t  to  ponder i s ,  w h ile  d e s i r e d  changes in  th e  p h ilo so p h y  

underlying managerial behavior tends to  be slow and su b tle ,  there  i s  

the p o te n t ia l  for more rap id  and s u b s ta n t ia l  change in  behavior to  be 

gained by increasing  manager perceptual accuracy (Bennis, 1969).

Issues for Further Research

There a re  s e v e r a l  a r e a s  which m e r i t  f u r t h e r  r e s e a r c h .  These 

include: perceptual a f f e c ts  a t  o ther  le v e ls  o f the h ie ra rchy  besides

top  l e v e l  managers and th e  a f f e c t s  o f  m a n a g e r ia l  p e r c e p t io n  on
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managerial and o rg an iza tio n a l e f f e c t i v e n e s s .  T h is  cou ld  be view ed 

through a lo n g itu d in a l  study as w ell. Further , whether the emphasis

i s  to  be placed on resea rch  o r simply improving applied managerial

functions. I t  would be appropria te  to  in d ic a te  th a t  g re a te r  emphasis 

on percep tion  and i t s  impact on ind iv idua l behavior should be evalu

a ted .

Summary

This s tu d y  i n v e s t i g a t e d  th e  r e l a t i o n s h i p  o f  p r e f e r r e d  i n t e r 

personal leadersh ip  s ty le  o f  ch ie f  board o f f ic e r s  (CBOs) as compared

to  c h i e f  e x e c u t iv e  o f f i c e r s  (CEOs) in  h o s p i t a l  s e t t i n g s .  F u r th e r ,

the study explored the comparison of p re fe rred  in te rpe rsona l leader

ship  s ty le s  of CEOs in  se lec ted  areas of p o s i t io n ,  s iz e  of f a c i l i t y ,  

age of the in d iv id u a l ,  years of experience, and time of l a s t  formal 

educational degree. One hundred p a r t ic ip a n ts ,  50 CEOs and 50 CBOs of 

h o s p i ta l s ,  were surveyed in  the study.

The in te rp e rso n a l  leadersh ip  s ty le  was id e n t i f i e d  using the four 

q u a d ra n t  approach  o f  l e a d e r s h ip  as r e f l e c t e d  by Blake and Mouton 

(1964), Reddin (1980), and Hersey and Blanchard (1974).

The instrum ents  used to  c o l le c t  the da ta  were the Leader Adapta

b i l i t y  and S ty le  In v e n to ry -L e a d e r  E f f e c t iv e n e s s  and A d a p ta b i l i t y  

D e s c r ip t io n  (LASI-LEAD) as w e l l  as a s e l f - p r o f i l e  in s t r u m e n t .  The 

Hersey and Blanchard LASI-LEAD survey instrum ent was used to  id e n t i fy  

and determine the four leadersh ip  s ty le s .  The s e l f - p r o f i l e  was used 

to  i d e n t i f y  th e  p a r t i c i p a n t ' s  unique c h a r a c t e r i s t i c s  t h a t  in c lu d e  

age, length  o f s e rv ice ,  and time of l a s t  formal educational degree.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

The re la te d  documents were d is t r ib u te d  to  100 p a r t ic ip a n ts  with

a response r a te  of 72%. The LASI-LEAD survey instrum ent enabled the 
«

responses from each in d iv id u a l  to  be id e n t i f i e d  to  the four leader

ship  s ty le s .  The r e s u l t s  were used to  develop mean scores for each 

leadersh ip  s ty le  by groups o f c h ie f  board o f f ic e r s  and c h ie f  execu

t i v e  o f f i c e r s .  Mean s c o re s  fo r  c h i e f  e x e c u t iv e  o f f i c e r  subgroups 

involving s ize  of f a c i l i t y ,  age o f the in d iv id u a l,  length of se rv ice ,  

and time of l a s t  formal educational degree, were a lso  obtained. The 

p re fe r red  leadersh ip  s ty l e  mean scores fo r  CBOs were then compared to  

the c h ie f  executive o f f i c e r s  w ith in  the leadersh ip  s ty le  ca teg o rie s .  

The four leadersh ip  s ty le  mean score r e s u l t s  were also  compared to 

each of the c h ie f  executive o f f i c e r  subgroups.

Accordingly, f ive  hypotheses were te s te d  to  id e n t i fy  a r e l a t io n 

ship between perceived in te rp e rso n a l  leadersh ip  s ty le  and the ca te 

g o r ie s  o f  p o s i t i o n ,  s i z e  o f  f a c i l i t y ,  age o f  th e  i n d iv id u a l ,  le n g th  

o f  e x p e r ie n c e ,  and when th e  l a s t  fo rm al e d u c a t io n a l  degree  was ob

ta ined  .

A rev iew  o f  th e  s tu d y  in d i c a t e d  no su p p o r t  fo r  a r e l a t i o n s h i p  

between in te rp e rso n a l  lead e rsh ip  s t y l e  and an o r g a n iz a t io n a l  p o s i 

t i o n ;  i . e . ,  c h i e f  board  o f f i c e r s  compared to  c h i e f  e x e c u t iv e  o f f i 

c e r s .  F u r th e r ,  t h e r e  was no su p p o r t  f o r  i n t e r p e r s o n a l  l e a d e r s h ip  

s ty le  re la t io n sh ip s  between c h ie f  executive o f f i c e r s '  age, years of 

experience, and when l a s t  formal educational degree was obtained.

F in a l ly ,  the study review revealed th a t  there  is  a r e la t io n sh ip  

between perceived lead ersh ip  s ty le  and the s iz e  o f the f a c i l i t y .  The 

r e s u l t s  su p p o r t  t h a t  c h i e f  e x e c u t iv e  o f f i c e r s  in  l a r g e  f a c i l i t i e s
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view Leadership S ty le  2, id e n t i f i e d  as high ta sk /h ig h  re la t io n sh ip ,  

as a s t y l e  o f  g r e a t e r  im p o rta n c e  th an  c h i e f  e x e c u t iv e  o f f i c e r s  o f  

small f a c i l i t i e s .
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March 26. 198S
trnm tf tta rntMait

Dr. Marcus ttelby 
Sc. Elsswhsrt Hospleal 
Willobae, Ohio 43658

Daar Dr. Velby:

I would llk s eo ask your coopsraelon regarding a leadership style  
survey involving chief board officers (chairmen of che board) as 
wall as chisf executive officers of hospitals within the State of Ohio.

Enclossd you w ill find a survey form as well as a personal profile 
questionnaire that w ill contribute to the survey. A similar package 
has also been sailed  to the chief executive officer of your fa c ility  
for his/hsr participation as w ell. Z would like to point out that 
the entire questionnaire and personal profile results w ill remain 
tocally confidential. You w ill nodes chsc ehe survey document has 
a coda number at the bottom. That number is  to identify your 
participation in the survey. After the results have been tabulated, 
the form w ill be destroyed and no reference w ill be made eo your 
individual response. Only the aggregaee results w ill be available 
and I would be happy eo share thae information with you upon 
completion of the survey study.

I can assure you that your coopsraelon w ill only require approximately 
10 minutes of your time; however, ehe resules w ill be quits imporeant
to ehe accuracy of che scudy. Zt is  che intene of ehls study to
measure interpersonal leadership scyle. Further, Z can assure you 
thae motivational behavior expercs indicate chat there is  no single 
best answers eo ehis questionnaire. Rather., a preference coward an 
individual scyle le se lf .

Please complete ehe questionnaire on an individual basis, only. Any 
discussion involving your answers with ochers w ill dilute ehe affect 
of che survey. Do noc respond to ehe items as i f  they were part of
a ease or la  terms of what you think a leader or manager ought to do.
Respond co che items la  tsrms of ehe way you chink you have behaved 
ia ehe past when you were faced with situations similar co chose 
described or la esrms of ehe way you think you would behave if  you 
were faced with each of che slcuaeions described ia your position as 
chief beard o fficer . Respond eo che items sequentially; that is ,  
do item 1 before you do learn 2, and so on. Do not go back over each; 
please stay with your original answer.

Thank you for your interest and cooperation.

Slaeerely,

Kelson Alward 
Prasldent

NA:ds
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MMNULMMffUL 
W h w U m i  

i M M r  9m t*m

March 26. 198S
Offim if ft* Pwifeit

Mr. J. t .  Hughlng 
Sc. Elsewhere Hospital 
Villobee. Ohio 43658

Deer Mr. Hughlng:

I would like eo ask pour coopsraelon regarding a leadership scyle 
survey Involving chief executive officers as well as board chainsen 
of hosplcals vichin ehe Seaee of Ohio.

Enclosed you w ill find a survey fora as well as a personal profile  
questionnaire ehac w ill contribute co che survey. A sla ila r  package 
has also been mailed co ehe chief board officer of your fa c lllcy  for 
his/her participation as w ell. X would lik e eo polne out that ehe 
entire questionnaire and personal profile resules w ill remain totally  
confidential. You w ill notice that che survey document has a code 
number at the bottom. That number is  eo Identify your participation  
la  ehe survey. After the results have been cabulaced ehe form w ill 
be destroyed and no reference w ill be made eo your Individual response. 
Only the aggregate results w ill be available and X would be happy to 
share chat information with you upon completion of the survey study.

X can assure you that your cooperation w ill only require approximately 
10 alautes of your clae; however, ehe resules w ill be quiee important 
eo che accuracy of che study. It is  ehe Incanc of this study eo 
measure Interpersonal leadership sty le . Further. X can assure you 
ehac motivational behavior experts Indicate that there Is no single 
best leadership approeeh. Therefore, there Is no right or wrong 
answers co th is questionnaire. Rather, a preference coward an 
Individual scyle I ts e lf .

Please complete ehe questionnaire on an individual basis, only. Any 
discussion involving your answers with others w ill dilute ehe affect 
of ehe survey. Do noe respond to che Items as If chey were part of 
a case or la  terms of what you chink a leader or manager ought eo do. 
Respond to che learns la  terns of the way you think you have behaved 
la  ehe past when you were faced wlch situations similar co those 
described or la earns of ehe way you think you would behave If you 
were faced with each of ehe sleuaclons described ia your position as 
chief executive o fficer . Respond co ehe Items sequentially; ehac Is, 
do learn 1 before you do lean 2, and so on. Do not go back over each; 
please seay with your original answer.

Thank you for your Internet and cooperation.

Sincerely,

Kelson Alward 
President

HA:ds
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INDIVIDUAL PROFILE QUESTIONNAIRE

Please complete the personal p r o f i l e  below:

The following inform ation  w i l l  be used and w i l l  remain co n f id en tia l .  
A fter  the r e s u l t s  have been tab u la ted ,  the form w i l l  be destroyed and 
no reference  w i l l  be made to  your ind iv id u a l response.

AGE: Under 50 years o f  age I I 50 years o f  age and over I 1

YEARS OF EXPERIENCE:

In the p o s it io n  of 
Chairman of the Board: C = l

Less than 
10 years

10 years 
or more

FORMAL EDUCATION:

Highest degree obtained 
p r io r  to 1975

Highest degree obtained 
in  1975 or a f t e r

□
□

Specify degree and/or 
concen tra tion
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INDIVIDUAL PROFILE QUESTIONNAIRE

Please complete the personal p r o f i l e  below:

The follow ing in form ation  w i l l  be used and w i l l  remain c o n f id e n t ia l .  
A fter  the r e s u l t s  have been tab u la ted ,  the form w i l l  be destroyed and 
no reference w i l l  be made to  your ind iv id u a l response.

AGE: Under 50 years o f  age j I 50 years o f  age and over 1 |

YEARS OF EXPERIENCE:

In the p o s it io n  of
Chief Executive O ff ice r :  1 = 3  = □

Less than 10 years
10 years or more

FORMAL EDUCATION:

Highest degree obtained 
p r io r  to  1975

Highest degree obtained 
in  1975 or a f te r

Specify degree and/or 
concen tra tion

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

Appendix E

Leadership A dap tab ili ty  and Sty le  Inventory-Leader 
E ffec tiveness  and A dap tab il i ty  D escrip tion  

(LASI-LEAD) Questionnaire

Note. Questionnaire reduced to  93% of o r ig in a l  s iz e .
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