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Abstract

The objective of this study is to identify leadership styles and
style adaptability of deans and department chairpersons as per-
ceived by them at three institutions of higher education in Jordan.
With regard to leadership style, both deans and department chairs
selected ‘selling’ as their primary leadership style, and selected
‘participating’ as their secondary style. Regarding style adaptabil-
ity, deans and department chairs came in the middle range of
scores. Scores in this range usually indicate a pronounced primary
leadership style with less flexibility into the secondary styles.
Finally, implications for practice are provided for deans and
department chairpersons.

Introduction

The literature addressing leadership theories and models in higher
education tends to consider college presidents and upper-level adminis-
trators as leaders, and rarely focuses on mid-level managers, deans and
department chairs, for their leadership styles. Despite the fact that nearly
80 % of all administrative decisions in higher education are made at the
department level (Wolverton, Gmelch, Wolverton, & Sarros, 1999;
Hilosky, & Watwood, 1997). Department chairs are slow to gain recogni-
tion as leaders and agents of change (Gmelch & Miskin, 1995).

This study focuses on this cotegory in an attempt to provide for a
concentrated study in positions of leadership.

The importance of an educated population has been emphasized for
a long time in Jordan. Milestones Acts (Education Act 1964, 1994, and
2004, Higher Education Act 1980 and 1985) have been passed to ensure
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widespread access to higher education among citizens. The first public
Jordanian university, The University of Jordan, was established in
1962. Yarmouk University followed in 1976, and eight more public
universities were established in different parts of the Kingdom since that
date. In 1989 the Council of Higher Education endorsed the first policy
document authorizing the establishment of private universities. Amman
University, the first Jordanian private university, was established in
1990. An impressive number of twelve more private universities were
founded since that date (Altal, 1998).

At present, there are ten public and thirteen private universities in
Jordan. The Bachelor’s degree is offered at both types, while Master’s and
Doctorate degrees are confined to public universities, except for “Amman
Arab University for Graduate studies”, which is a private university
specialized in offering Master’s and Doctorate degrees (Altal, 1998).

The situational leadership model developed by Hersey and Blan-
chard (1982) was used as the framework for this study. Therefore, by
using the situational leadership model as a framework, and the Leader-
ship Effectiveness and Adaptability Description (LEAD)-Self instru-
ment, this study investigates the leadership styles and style adaptability
of deans and department chairs as perceived by them, and how
demographic variables (discipline, experience in higher education, and
experience in current position) influence leadership styles and style
adaptability levels of them at three Public Institutions of Higher
Education in Jordan.

Theoretical Framework: The Situational Leadership Model

As a theoretical framework of this study, the situational leadership
model, developed by Hersey, Blanchard, and Johnson (1996) is based
on the interrelationships among three salient elements of group
dynamics: First, amount of guidance and direction (i.e., task behavior)
a leader provides to members of the organization; second, amount of
socio-emotional support (i.e., relationship behavior) a leader provides
to members of the organization; and third, readiness levels (i.e.,
maturity levels) that followers exhibit in working on tasks necessary for
the achievement of organizational goals. This concept provides leaders
with some understanding of the relationship between an effective style
of leadership and the level of readiness of their subordinates.
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Hersey et al. (1996), as well as other leadership theorists such as
Fiedler (1967) and Blake and Mouton (1964), maintain that no single
leadership style is appropriate for all situations. Effective leaders adapt
their leadership behaviors to the readiness levels of subordinates. In the
situational leadership model, the two dimensions of task and relation-
ship are related to a third dimension: the maturity levels of the group or
organization, or rather its readiness.

Readiness in situational leadership is defined as the extent to which
a subordinate demonstrates the ability and willingness to accomplish a
specific assigned task. Readiness is not a personal characteristic; it is
not an evaluation of a person’s traits, values, or age. Readiness is how
prepared a person may perform a particular task (Hersey et al., 1996).
Four leadership styles that reflect behaviors along two dimensions. The
first dimension, Task Behavior, consists of one-way communication and
activities that are highly directive. In other words, the leader is explicit
about assigning duties and responsibilities to be met by their subordi-
nates. Leadership behaviors within this dimension include telling them
what to do, and how, when, and where to do the assigned tasks.

The second dimension, Relationship Behavior, focuses on the leader’s
facilitative ability to reach desired goals, and consists of two-way commu-
nication and providing support, encouragement, and positive psychological
feedback. According to the Situational Leadership model, leadership styles
refer to four salient communication patterns the leader may use in talking
to followers, which are telling, selling, participating, and delegating.

Effective leaders determine which leadership style is most appro-
priate for them by first assessing the readiness level of the subordinates,
which is their ability and willingness to perform the task. The two
major components of readiness are ability and willingness. Ability is the
knowledge, experience, and skill that an individual or group brings to a
particular task or activity. Willingness is the extent to which an
individual or group has the confidence, commitment, and motivation to
accomplish a specific task (Hersey, Blanchard, & Johnson, 1996).

After identifying the readiness level of the individual or group they are
attempting to influence, the leader determines the most appropriate leader-
ship style. Hence, style adaptability is the extent to which the leaders are
able to vary their style in response to the demands of a particular situation
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or problem. On the basis of guidelines for interpreting style adaptability,
the lower range of scores, 0 to 23, indicates a need to develop the ability to
diagnose task readiness, (i.e., the situation, and to use an appropriate
leadership style in response to that situation). The middle range of scores,
24 to 29, reflects a moderate degree of adaptability. Lastly, the upper range
of scores, 30 to 36, indicates that the leader can accurately diagnose the
ability and willingness of followers in a particular situation and adjust their
leadership style accordingly.

All leaders have a primary leadership style and that most leaders
have a secondary leadership style. A leader’s primary leadership style is
defined as the behavior pattern used most often when attempting to
influence the activities of others, for example, a preferred subordinate.
A leader’s secondary leadership style is the behavior pattern most often
used only on occasion. Further, leaders have one primary leadership
style, and they tend to use one of the four basic leadership styles
described in Situational Leadership in most leadership situations.
However, they may have no secondary leadership style or they may
have up to three secondary styles (Hersey et al., 1996).

For deans and department chairpersons’ positions, formal training,
instruction, or orientation positions are often non-existent (Bennett,
1982; Tucker, 1984). Deans and department chairpersons are placed in
charge of academic units without actual knowledge of people manage-
ment skills or how to accomplish group goals. These academics are
given responsibility without proper advising or instruction, and some
have difficulty in this situation at the expense of their respective
departments. Recommendations for dean and department chairperson
training and workshops are found in the works of Bennett (1982) and
Tucker (1984). As Redwood, Goldwasser, and Street (1999) acknowl-
edge, ‘““some leaders are born, but most need help.”

Therefore, deans and department chairpersons, especially those new to
their positions, can confront their new challenges with fewer problems if
they understand essential elements for developing a culture of proactive
change. Deans and department chairpersons are expected to be agents of
change, college professionals, and mentors guiding faculty and staff
through team building and professional development. These differing
perceptions of the position place further multiple, conflicting, and con-
sequential pressures upon deans and department chairpersons (Gmelch,
Wolverton, Wolverton, & Sarros, 1999; Kapel & Dejnozka, 1979).
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The studies addressing the leadership styles of deans and depart-
ment chairpersons are limited (Almgadi and Alnaji, 1994). Most of the
research has focused on specific and different topics such as their
transition from research and teaching to academic management (Arter,
1981), their dilemmas and stress in leadership (Cleveland, 1960;
Wolverton, Gmelch, Wolverton, & Sarros, 1999), their position of
conflict (Feltner & Goodsell, 1972; Wolverton, Wolverton, & Gmelch,
1999), their management skills and mobility (Sagaria, 1988; Sagaria &
Krotseng, 1986), and their role in governance and decision making
(Baldridge, 1971). Given this limited research, there is a need to further
study leadership styles and style adaptability of deans and department
chairpersons at three public universities in Jordan.

Statement of the Problem

As academic administrators, deans and department chairpersons
are called upon to interact with and influence others in leading their
faculties, and administrative cabinets. These two groups, the faculties
and administrative cabinets, each with varied responsibilities, hierarchi-
cal relationships, educational backgrounds, attitudes, and personalities,
present to deans and department chairpersons differing leadership
situations. Whether a dean or department chairperson can manage these
situations in an equal and effective manner given their own individual
leadership style and background, may determine the amount of satisfac-
tion a dean or department chairperson garners from their position. The
interaction of a dean’s or department chairperson’s leadership style with
the group leadership situations within the faculty and administrative
cabinet can greatly influence the success of the dean or department
chairperson with these groups as well as with the institution.

The problem as presented seeks to explore leadership styles and
style adaptability of deans and department chairpersons as perceived by
them at three public universities in Jordan, and to investigate the
differing leadership situations with which a dean and department
chairperson are presented, and to relate these situations to their
perceived leadership styles.

Purpose of the study

The purpose of this study is to identify leadership styles and style
adaptability of deans and department chairpersons as perceived by them
at three public institutions of higher education in Jordan. The following
research questions were developed for the study.
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1 - How do deans and department chairpersons perceive their leader-
ship styles?

2 - What is the average style adaptability level among deans and
department chairpersons?

3 - Are there significant mean differences in leadership styles for deans
of different disciplines, experience in higher education, and experi-
ences in current position?

4 - Are there significant mean differences in leadership styles for
department chairs of different disciplines, experience in higher
education, and experiences in current position?

5 - Are there significant mean differences in style adaptability levels
for deans of different disciplines, experience in higher education,
and experiences in current position?

6 - Are there significant mean differences in style adaptability levels
for department chairs of different disciplines, experience in higher
education, and experiences in current position?

Significance of the problem

Most of the literature on organizational leadership concerns the
leadership style and the relationship of a principal leader of a single
group that the leader is perceived to lead. Such a view of organizational
leadership admits to only one hierarchical relationship, a leader of a
subordinate group. This approach to understanding organizational
leadership styles does not adequately replicate the most complex
situation in a university where the principal leaders, the deans and
department chairpersons, are expected to lead equally well multiple
groups, one of which is hierarchically superior and another of which is
subordinate to the dean and department chairperson.

Results of this study have important implications for deans and
department chairs. By understanding their leadership styles and style
adaptability level, deans and department chairs can use such informa-
tion to design effective leading strategies. With deans and department
chairs knowing their subordinates’, they will be better prepared to help
subordinates achieve success and objectives. Therefore, this study may
help in seeking feasible approaches to help deans and department chairs
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find the most effective ways of leading. The result of this study will also
help fill in the gap in the literature related to the lack of research in
higher education and the contradictory results regarding the leadership
styles and style adaptability levels among deans and department chairs.

Operational definitions

Terms are operationally defined as of the tool used; (Hersey,
Blanchard, & Johnson, 1996):

Leadership: The process of influencing the activities of an indivi-
dual or a group in efforts toward goal achievement in a given situation
(Hersey, Blanchard, & Johnson, 1996).

Leadership Style: The behavior pattern a person exhibits when
attempting to influence the activities of others. This comprises four
styles:

- Style 1 (Telling): This leadership style is characterized by above-
average amounts of task behavior and below-average amounts of
relationship behavior. It is appropriate when an individual or group is
low in ability and willingness and needs direction. It emphasizes
directive behavior in which the leader identifies the roles of followers
and tells them what, how, when, and where to do various tasks.

- Style 2 (Selling): This leadership style is characterized by above-
average amounts of both task and relationship behavior. The task
behavior is appropriate because people are still considered unable, but
because they are trying, it is important to be supportive of their
motivation and commitment. The leader establishes and maintains two-
way communication and provides sufficient support and reinforcement
so that followers will psychologically accept the leader’s decisions.

- Style 3 (Participating): This style is characterized by above-
average amounts of relationship behavior and below-average amounts
of task behavior. The decision-making procedure being shared by both
the leader and follower characterizes this style. The leader maintains the
role of confidence in the aptitude of his followers

- Style 4 (Delegating): This style is characterized by below-average
amounts of both relationship and task behavior. The followers are
allowed to take charge and decide for themselves what, how, when, and
where to do various tasks. The leader shows complete confidence in his
followers’ aptitudes and decisions
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Style Adaptability: The degree to which leaders are able to vary
their style according to the demands of a given situation, per the
Situational Leadership Model.

Limitations and Delimitations of the Study

The following are limitations and resulting delimitations of the
current study:

1 - The study is limited to the department chairs and deans at three
public Institutions of Higher Education in Jordan.

2 - This inquiry into leadership styles and style adaptability of deans
and department chairs at three of Public Institutions of Higher
Education in Jordan. Therefore, the study findings cannot be
generalized to other areas of education or other administrative
positions within or outside of the universities studied.

3 - The data collection and analysis of the study are limited to three
public Institutions of Higher Education. Therefore, the findings of
this study should not be interpreted representative of the views of
other deans and department chairs at other academic institutions.

4 - Only predefined leadership styles are evaluated using the survey
instrument. Therefore, findings of this study may not be inclusive
of leadership styles that are personally unique or dependent upon
the individual holding the position of dean or department chair.

Methodology

The Population and Sample of the Study

The population of concern is all ten public universities in Jordan. The

sampling frame of institutions is represented by the listing of public
universities in each region of Jordan (North, Middle, and South).
Stage one of the sampling process was institution selection. A random
selection of institution was choosing from each of three regions in Jordan.
From the three selected institutions, academic deans and department
chairs were chosen. Specifically, deans and department chairs in the
disciplines of science and humanities were considered for selection.

The population in all three universities was (34) deans and (121) depart-
ment chairpersons. The sample from the population was taken as a purposive
trial. A total of 150 survey packages were mailed and 97 responses were
received (21 deans and 76 department chairpersons), for an 84% response rate.
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Research Design

A survey research design was used in this study. Kerlinger (1986)
describes survey research as a “‘useful tool for educational fact-finding”
(p. 386) and ‘‘is best adapted to obtaining personal and social facts,
beliefs, and attitudes” (p. 386). It is a methodological technique
requiring systematic collection of data from samples of populations
through questionnaires or interviews. It is especially appropriate for
making descriptive studies of large populations (Kerlinger, 1986). The
nature of the present study requires obtaining quantitative data from a
sample of a large population. A self-administered questionnaire is
efficient and offered the advantage of contact with a large number of
subjects in a relatively short period of time.

This study is quantitative and uses descriptive research design to
investigate the leadership styles and style adaptability of deans and
department chairpersons as perceived, and examines how leadership
styles may be affected by selected variables.

Instrumentation

Data are collected using the Leadership Effectiveness and Adapt-
ability Description (LEAD)-Self Instrument. The LEAD-Self Instru-
ment is used in this study to evaluate behaviors displayed by deans and
department chairs, as they perceive themselves. The LEAD-Self Instru-
ment yields four style scores and one normative adaptability score from
12 management situational questions.

The LEAD-Self Instrument consists of 12 management situations
and four possible leadership style responses for each: 1) a high task-low
relationship behavior; 2) a high task-high relationship behavior; 3) a
high relationship-low task behavior; and 4) a low relationship-low task
behavior. The respondent selects the answer that most closely matches
how they think they would typically respond in a given situation.

The LEAD-Self Instrument is designed to measure self-perceptions
of three dimensions of leadership behavior: 1) style; 2) style range; and
3) style adaptability. Style and style range are indicated by scores in
four quadrants of the situational leadership model: quadrant 1, high
task and low relationship behavior; quadrant 2, high task and high
relationship behavior; quadrant 3, high relationship and low task
behavior; and quadrant 4, low relationship and low task behavior. The
dominant leadership style of a respondent is defined as the quadrant
with the highest frequent responses on the LEAD-Self Instrument; the
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minimum to maximum score range for each quadrant is 0-12. A
respondent’s supporting style (or styles) is defined as a style they might
apply on occasion. At least two responses in a quadrant are required
for a style to be considered a supporting style.

The degree to which an individual’s leadership behaviors are
appropriate to the demands of a given situation is known as style
adaptability. Hersey and Blanchard developed a scoring procedure for
style adaptability. For each of the 12 situations presented in the LEAD-
Self Instrument, the leadership behavior with the highest probability of
success is scored a 3 and the least appropriate is scored a 0. Thus, style
adaptability scores range from 0 (i.e., the highly unlikely instance in
which a respondent’s leadership behaviors are by no means appropriate
for a given situation) to 36 (i.e., the respondent’s leadership behaviors
are maximally appropriate), with scores below 23 representing an
ineffective ability to vary style according to leadership situations, and
scores above 30 representing an effective ability to vary style according
to the situation (Center for Leadership Studies, 2002).

The stability of the LEAD-Self Instrument, according to Greene
(1980), is moderately strong. For example, in two administrations
separated by a six-week interval, 75 percent of managers maintained
their dominant style, and 71 percent maintained their supporting styles.
Pre- and post- correlations for both the dominant and supporting styles
were 0.71, and each was significant (p <.01) (Greene, 1980). For this
study, the researcher used the Arabic version of LEAD - Self Instru-
ment that was translated by (Almgadi and Alnaji, 1994). Validity and
reliability of the instrument was tested, The reliability value was (0.791)
and seemed high enough for use with Jordanian population.

Data Analysis

Quantitative descriptive statistics were used to find the prevalent
leadership style among all deans and department chairpersons at the three
public universities in Jordan. Means and Standard Deviations scores were
used to find the average style adaptability level among all deans and
department chairs surveyed. A two-tailed t-test was used to determine any
differences on the mean scores of leadership styles and style adaptability
of deans and department chairpersons. Multivariate Analysis of Variance
MANOVA and an analysis of the variance ANOVA comparing leadership
mean scores for each of the demographic variables was used. Tukey HSD
post hoc were used as follow-up tests.
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Results

Leadership Styles of Deans and Department Chairpersons

Question 1: How do deans and department chairpersons perceive
their leadership styles?

Table 1: Means and Standard Deviations for Deans’ and Department
Chairpersons’ LEAD-Self Quadrant Scores

Department
D
(N e=anzs 1 chairpersons
(N = 76)

Mean | S.D. Mean | S.D.

Quadrant 1, high task and low relationship beha- | 1.43 1.99 1.58 1.94
vior (telling)

Quadrant 2, high task and high relationship [ 5.29 1.59 5.20 1.69
behavior (selling)

Quadrant 3, low task and high relationship beha- | 4.76 1.70 4.33 1.67
vior (participating)

Quadrant 4, low task and low relationship beha- 52 75 .89 97
vior (delegating)

Table 1 shows that both deans and department chairpersons
selected selling (high task/ high relationship) as their primary leadership
style with mean scores on this dimension of 5.29 and 5.20, respectively.
Additionally, both groups ranked participating as their secondary
leadership style.

Table 2: t-Test for Equality of Means: Deans’ and Department
Chairpersons’ LEAD-Self Quadrant Scores

Significance
T df
(2-tailed)

Quadrant 1, high task and low relationship | -.313 95 155
behavior (telling)

Quadrant 2, high task and high relationship 215 95 .830
behavior (selling)

Quadrant 3, low task and high relationship | 1.048 95 297
behavior (participating)

Quadrant 4, low task and low relationship beha- | -1.616 95 110
vior (delegating)
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To see if there are any significant differences between the deans’
and department chairpersons’ LEAD-Self quadrant scores, table 2
shows a two-tailed t-test for equality is used. The results show no
significant differences exist between the two groups (deans and depart-
ment chairpersons) in all LEAD-Self quadrant scores.

Style Adaptability level of Deans and Department chairpersons
Question 2: What is the average style adaptability level among
deans and department chairpersons?

Table 3: Means and Standard Deviations for the Deans’ and Department
Chairpersons’ Style Adaptability Scores on the LEAD-Self

Dears | ereons
(N =21) (N = 76)
Mean | S.D. | Mean | S.D.
Style Adaptability (Range: 0 to 36) 26.71 4.85 | 2447 | 3.75

Table 3 shows the means and standard deviations for the deans’
and department chairpersons’ style adaptability scores on the LEAD-
Self Instrument. The deans had a mean score of 26.71, while the
department chairpersons had a mean score of 24.47. On the basis of
guidelines for interpreting style adaptability scores suggested by Hersey,
and associates, it appears that, overall, the deans are in the middle
range of scores, yet very close to the upper range. The department
chairpersons, on the other hand, are in the middle range of scores.

Table 4: t-Test for Equality of Means: Deans’ and Department
Chairpersons’ Style Adaptability Scores on the LEAD-Self

Significance
t Df (2-tailed)
Style Adaptability (Range: 0 to 36) 2.267 95 .026%*

*p<.05

Table 4 shows the results of a two-tailed t-test for equality of means
to determine whether there was a significant difference between the deans’
and department chairpersons’ style adaptability scores on the LEAD-Self
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Instrument. The results show significant differences between the deans’
(M=26.71+£4.85) and department chairpersons’ (M =24.47+3.75),
t(95)=2.267, p=.026 style adaptability scores on the LEAD-Self instru-
ment. Thus, the deans had significantly higher scores for style adaptability
than the department chairpersons.

Leadership Styles and Demographic Variables

Question 3: Are there significant mean differences in leadership
styles for deans of different disciplines, experience in higher education,
and experiences in current position?

Regarding to experience in higher education variable, all deans’
experience in higher education was in long level (over 10 years). There
are fewer than two groups for dependent variables style 1, style 2, style 3,
and style 4, no statistics are computed. Therefore, a Two-Way MANO-
VA was conducted to determine the effect of disciplines and experience in
current position on the four styles of dean’s leadership style.

Table 5: Two-Way Multivariate Tests for Leadership Styles (Telling,
Selling, Participating, and Delegating) for Deans Disciplines
and Experience in Current Position

Effect Wilk:; aI;:(:nbda v Hyp(()ltfhesis E:ir;)r Sig.
Discipline .680 2.201 3 14 133
Experience in Current Position 585 1.433 6 28 237
Discipline X Experience in Cur- .852 812 3 14 .508
rent Position

Table 5 presents the Two-Way MANOVA results. MANOVA
results indicate that discipline (Wilks’ Lambda =.680, F(3, 14) =2.201,
p=.133), experience in current position (Wilks’ Lambda =.585, F(6,
28)= 1.433, p=.237), and interaction between disciplines and experi-
ence in current position (Wilks’ Lambda =.852, F(3, 14)=.812,
p=.508) no significantly affect the combined dependent variable of
leadership styles (Telling, Selling, Participating, and Delegating).
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Question 4: Are there significant mean differences in leadership
styles for department chairs of different disciplines, experience in higher
education, and experience in current position?

A Three-Way MANOVA was conducted to determine the effect of
disciplines, experience in higher education, and experience in current
position on the four styles of department chair’s leadership style.

Table 6: Three-Way Multivariate Tests for Leadership Styles (Telling,
Selling, Participating, and Delegating) for Department Chairs Disciplines,
experience in higher education, and Experience in Current Position

Wilks’
Effect Lambda | ¥ | Tpoth- jEmor) o
esis df df
Value
Discipline 871 2.768 3 56 | .05*
Experience in higher education 908 920 6 112 | .483
Experience in Current Position .685 3.884 6 112 |.001*
Discipline X Experience in higher edu- 925 742 6 112 | .617
cation
Discipline X Experience in Current .826 1.878 6 112 | .091
Position
Experience in higher education X Ex- .850 786 12 148.- | .664
perience in Current Position 454
Discipline X Experience in higher edu- 873 .649 12 148.- | .797
cation X Experience in Current Posi- 454
tion

Table 6 presents the Three-Way MANOVA results. MANOVA
results revealed significant differences between disciplines categories
(Wilks’ Lambda =.871, F(3, 56) =2.768, p=.05), and significant
differences among experiences in current position (Wilks’ Lambda
=.685, F(6, 112)= 3.884, p=.001)on the combined dependent variable
of leadership styles (Telling, Selling, Participating, and Delegating).
Univariate and Tukey HSD post hoc tests were conducted as follow-up
tests.
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Table 7: ANOVA Summary for the Department Chairs’ Leadership
Styles regarding their Disciplines and Experience in Current Position

Source Dependent Type 111 Df Mean F Sig.
Variable Sum of Square
Squares
Intercept Telling | 127.271 1 127.271 | 41.307 .000*

Selling | 1409.396 1 1409.396 | 509.254 [ .000*
Participating | 959.784 1 959.784 | 394.891 | .000*

Delegating [  43.946 1 43.946 | 50.645 .000*

Disciplines Telling 10.661 1 10.661 3.460 .068
Selling .858 1 .858 310 .580

Participating 16.792 1 16.792 6.909 O11*

Delegating [ 8.718E-03 1 8.718E-03 .010 921
Experience in Telling 47.968 2 23.984 7.784 .001*
Current Position Selling|  27.779 > | 13889 | 5019 | o010
Participating 8.698 2 4.349 1.789 176
Delegating 7.190 2 3.595 4.143 .021%*

Error Telling [ 178.702 58 3.081
Selling | 160.519 58 2.768

Participating | 140.969 58 2.431

Delegating 50.329 58 .868
Total Telling | 472.000 76
Selling [ 2267.000 76

Participating | 1633.000 76

Delegating [ 132.000 76

Table 7 presents ANOVA results. ANOVA results indicate that
leadership style (participating) significantly differs for disciplines (F(1,
58)= 6.909, p=.011). Leadership style (telling) (F(2, 58)=7.784,
p=.001, (selling) (F(2, 58)=5.019, p=.010), and (delegating) (F(2,
58)= 4.143, p=.021) significantly differs for experiences in current
position.
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Table 8: Means and Standard Deviations for the Department Chairs’
Leadership Style (Participating) regarding their Disciplines

Discipline Mean SD
Science 4.870 345
Humanities 3.732 262

Table 8 shows the significant difference for discipline among
department chairs with participating leadership styles, that department
chairs with science discipline are more (participating) leadership style
than humanities department chairs.

The means and standard deviations for the Department Chairs’ Leader-
ship Styles (telling, selling, and delegating) as a function of the
experience in current position are presented in Table 9.

Table 9: Means and Standard Deviations for the Department Chairs’
Leadership styles regarding their Experience in Current Position

Leadership style Experiences in Current Position Mean SD
Style 1 (telling) Short (less 5 years) 2.864 .397
Middle (5-10 years) 1.017 469

Long (over 10 years) 818 .396

Style 2 (selling) Short (less 5 years) 4.209 376
Middle (5-10 years) 5.761 444

Long (over 10 years) 5.667 376

Style 4 (delegating) Short (less 5 years) .566 211
Middle (5-10 years) 1.467 249

Long (over 10 years) 729 210
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Table 10: Tukey HSD Multiple Comparisons for the Department Chairs

on Leadership Styles regarding to experience in current position

Leadership Styles Ci:f:;:e;f):ﬁi::n Short Middle Long
Style 1 (Telling) Short - .016* .000*
Middle .016* - .630

Long .000* .630 -
Style 2 (Selling) Short - .033* .019*
Middle .033* - 987

Long .019* 987 -
Style 4 (Delegating) Short - 021%* 275
Middle 021%* - 292

Long 275 292 -

*p<.05

Table 10 presents Tukey HSD results. Tukey HSD results for
(Telling) and experiences in current position indicate that department
chairs with short experience in current position significantly differ from
those with middle and long experiences in current position.

(Selling) and experiences in current position indicate that depart-
ment chairs with middle experience in current position significantly
differ from those with short and long experience in current position.
(Delegating) and experiences in current position indicate that depart-
ment chairs with middle experience in current position significantly
differ from those with short and long experience in current position.

Style Adaptability Level and Demographic Variables

Question 5: Are there significant mean differences in style adapt-
ability levels for deans of different disciplines, experience in higher
education, and experiences in current position?

Regarding to experience in higher education, all deans’ experience
in higher education was in long level (over 10 years). There are fewer
than two groups for dependent variables style adaptability level, no
statistics are computed. Therefore, a Two-Way ANOVA was conducted
to evaluate the effects of the disciplines and experiences in current

position on deans’ style adaptability levels.
%
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Table 11: Two-Way ANOVA Summary for the Deans’ Style Adaptability

Level regarding their Disciplines and Experience in Current Position

Type 111
Source Sum of df Mean F Sig.
Square

Squares
Intercept 71.002 1 71.002 | 317.030 | .000
Disciplines 6.410E-03 1 6.410E-03 | .029 .868
Experiences in Current Position 2.439 2 1.220 5.446 | .016*
Discipline X Experiences in Current 2.314 1 2.314 10.333 | .005*
Position
Error 3.583 16 224
Total 102.000 21

In Table 11, the results for the ANOVA indicated no significant
effect for disciplines, F(1, 16) =.029, p =.868, a significant main effect
for experience in current position, F(2, 16) = 5.446, p =.016, and a
significant interaction between disciplines and experience in current
position, F(1, 16) = 10.333, p =.005.

The means and standard deviations for the Deans’ style adaptabil-
ity levels as a function of the two variables discipline and experience in
current position are presented in Table 12.

Table 12: Means and Standard Deviations for the Deans’ Style Adaptability
Levels regarding their Disciplines and Experience in Current Position

Discipline Experiences in Current Position Mean SD
Science Short (less 5 years) 18.750 1.320
Middle (5-10 years) 24.708 .852
Long (over 10 years) 30.667 1.078
Humanities Short (less 5 years) 26.833 1.078
Middle (5-10 years) 28.333 1.525
Long (over 10 years) 28.000 1.867

Because the interaction between disciplines and experience in
current position was significant, we chose to examine the method simple
main effects, that is, the differences among experiences in current
positions for science and humanities disciplines separately. To control

&
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type I error across the two simple main effects, we set alpha for each
at .025. There were no significant differences between experiences of
current position for sciences, F(2, 16)=2.50, p=.9, but there were
significant differences for humanities, F(2, 16)=5.16, p=.01.

Follow-up tests were conducted to evaluate the three pairwise
differences among the means for humanities, with alpha set at.008 (.025/
3=.008) to control for Type I error over the three pairwise comparisons.
The deans with middle experience in current position had significantly
upper style adaptability level than either the deans with short or long
experiences in current position. There were no significant differences
between the long experience and middle experience in current position.

Question 6: Are there significant mean differences in style adapt-
ability levels for department chairs of different disciplines, experiences
in higher education, and experiences in current position?

A three-way ANOVA was conducted to evaluate the effects of the
disciplines, experience in higher education, and experience in current
position on department chairs’ style adaptability levels.

Table 13: Three-Way ANOVA Summary for the Department Chairs’
Style Adaptability Level regarding their Disciplines, Experience
in higher education and Experience in Current Position

Source TZ}’eS:]Iai“sm df sl\:.f::e F | sig
Intercept 31328.600 1 31328.600 |2793.101 | .000*
Disciplines 21.211 1 21.211 1.891 | .174
Experiences in higher education 49.988 2 24.994 2.228 | 117
Experiences in Current Position 180.623 2 90.312 8.052 |.001*
Disciplines X Experiences in higher education 19.921 2 9.960 .888 417
Discipline X Experiences in Current Position 10.675 2 5.337 476 .624
Experiences in higher education X | 108.258 4 27.065 2413 | .059
Experiences in Current Position
Disciplines X Experiences in higher edu- 54.231 4 13.558 1.209 | .317
cation X Experiences in Current Position
Error 650.552 58 11.216
Total 46578.000 | 76
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In Table 13, a three-way ANOVA was conducted to evaluate the
effects of discipline, experience in higher education, and experience in
current position on the department chairs’ style adaptability levels. The
ANOVA indicated no significant interaction between the independent
variables, but significant main effect for experience in current position,
F(2, 58)=8.052, P=.001.

The means and standard deviations for style adaptability levels as a
function of the experience in current position are presented in Table 12.

Table 14: Means and Standard Deviations for the Department Chairs’
Style Adaptability Levels regarding their experience in current position

Experiences in Current Position Mean SD
Short (less 5 years) 22.094 758
Middle (5-10 years) 25.456 .894
Long (over 10 years) 26.171 756

Table 15: Tukey HSD Multiple Comparisons for the Department Chairs
on Style Adaptability Level regarding to experience in current position

Experiences in Current Position Short Middle Long
Short - .047%* .001*
Middle .047* - .550
Long .001* .550 -

Table 15 presents Tukey HSD results. Tukey HSD post hoc test
were conducted as follow-up test. The results of this analysis indicate
that the department chairs with middle and long experiences in current
position had significantly upper style adaptability level than either the
deans with short or long experiences in current position. There were no
significant differences between the long experience and middle experi-
ence in current position.

Discussion and Conclusions

Summary of findings

With regard to leadership style, both deans and department chairs
selected selling (high task/high relationship behavior) as their primary

&
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leadership style, and selected participating as their secondary style. With
selling as the main category of leadership style, deans and department
chairs appear to acquire the acceptance of their faculty and staff and
carryout the behaviors most wanted or needed by them. According to
the Center for Leadership Studies, Inc. (2002), the followers in this style
are confident and willing to take responsibility but are unable to do
because of lack of expertise.

Regarding style adaptability, deans and department chairs fell in
the middle range of scores. According to the Center for Leadership
Studies, Inc. (2002), the middle range reflects *“...a moderate degree of
adaptability. Scores in this range usually indicate a pronounced primary
leadership style with less flexibility into the secondary styles”.

Based upon the findings of this study, it could be concluded that
leadership styles of deans are not significantly affected by demographic
variables. There was insufficient evidence to show that a significant
difference exists for leadership styles of deans as perceived by them and
their discipline, their experience in current position. For experience in
higher education, there are fewer than two groups for dependent
variables style 1, style 2, style 3, and style 4, no statistics are computed.

Contrary to deans’ leadership style, it could be concluded that the
leadership styles of department chairs are affected by demographic
factors. A significant difference exists between the leadership styles of
department chairs and their disciplines in participating. The results
indicated that department chairs in science discipline differ significantly
from department chairs in humanities disciplines in participating style
of leadership. There is insufficient evidence to show that a significant
difference exists between the leadership styles of department chairs and
their experience in higher education. A significant difference exists
between leadership styles among department chairs regarding their
experience in their current position. A difference was regarding telling,
selling, and delegating leadership styles.

The results indicated that telling style of department chairs with
short experience in current position differ significantly from department
chairs with middle and long experience in current position. Also, the
results indicated that selling style of department chairs with middle
experience in current position differ significantly from department
chairs with short and long experience in current position. In addition to
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that, the results indicated that delegating style of department chairs
with middle experience in current position differ significantly from
department chairs with short and long experience in current position.
Professional and organizational development in communication, deci-
sion-making, and problem solving abilities improve the quality of
decisions made at college and department level.

Style adaptability levels of deans and department chairs at the three
Jordanian universities evaluated for this study are not significantly
affected by their discipline. Also, results of the study indicated that
regarding factor experience in higher education, there are fewer than
two groups for dependent variables style adaptability level for deans
therefore no statistics are computed. For department chairs no signifi-
cant difference exists between style adaptability levels among depart-
ment chairs regarding their experience in higher education. A significant
difference exists between style adaptability levels among deans regard-
ing their experience in their current position, and interaction between
discipline and experiences in current position. The results indicated that
there were no significant differences between experiences in current
position for science discipline, but there were significant differences for
humanities discipline. The deans with middle experiences in current
position had significantly upper style adaptability level than either the
deans with short or long experiences in current position.

In addition to that a significant difference exists between style
adaptability levels among department chairs regarding their experience
in their current position. The results indicated that the department
chairs with middle and long experiences in current position had
significantly upper style adaptability level than the department chairs
with short experience in current position.

Discussion of findings

Universities expect their deans and department chairs to lead
effectively, and as such, have a role to play in ensuring that their deans
and department chairs lead well (Wolverton, Gmelch, Montez, & Nies,
2001). In spite of the fact that leadership adaptability and effectiveness
is difficult, the results of this study suggest that deans and department
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chairs in this sample are performing well and their style adaptability
level were in the upper middle range. It should be noted that the sample
size limits generalizability.

An organization’s reputation is reliant on those who labor to
produce the end result, but the element that holds the organization
together lies midway between that workforce and its perceived leader-
ship (Wolverton et al., 2001). In higher education, academic deans and
department chairs fill that role. Despite strong scholarly credentials,
academic deans and department chairs often find themselves under-
prepared to deal with situations that require balancing the agendas of
executive administration, external constituents and the faculty that they
manage and represent (Wolverton et al., 2001). Research suggests that
deans and department chairs serve in a leadership role that has strong
political and social ramifications (Gmelch, Wolverton, Wolverton, &
Sarros, 1999).

Based upon Gmelch, Wolverton, Wolverton, & Sarros (1999);
Kapel & Dejnozka (1979); and Bolton and Boyer’s (1972) studies,
professional and organizational development in academic colleges and
departments helping deans and department chairs improve their cap-
abilities to address at their own level the broad problem that faces
developing their leadership style and style adaptability. At the same
time developing educational plan, improving teaching effectiveness, and
improving relationship among faculty, staff, and students. Therefore,
deans and department chairpersons, especially those new to their
positions, can confront their new challenges with fewer problems if they
understand essential elements for developing a culture of proactive
change.

Recommendations

While this study has added to the empirical base of knowledge
about the leadership styles and adaptability level of deans and depart-
ment chairs at three public universities in Jordan. The following
recommendations are made as a result of the findings of this study:

Theoretical Recommendations

1 - More research is needed with a larger sample from higher educa-
tion settings to confirm the results of this study.
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2 - Further research could be conducted to establish whether there are
differences between the leadership styles of male and female deans
and department chairs at public institutions of Jordanian higher
education.

3 - There is a need to explore the relationship of leadership styles and
style adaptability between private and public institutions with
different groups.

Practical Recommendations

1 - Colleges and universities should encourage faculty members to
utilize available leadership style instruments to assess their leader-
ship styles. This assessment can then be used for help in dealing
with administrative situations, class preparation, designing class
delivery methods, choosing educational technologies.

2 - Administrators of higher education institutions should establish a
university-based center that educates deans and department chairs
of their leadership styles and the weaknesses and strengths
associated with their style. The center can also be used to help
them choose the right style in the right time and place based on the
situations needs.

Leadership training in higher education needs to be geared not only
to those in leadership roles, but to those who have the capacity to
occupy those roles in the future. LEAD-Self Instrument provides the
means to obtain pre-assessments that can be used to identify training
topics. This instrument can be used to provide a post assessment to help
understand the effectiveness of the training.

Those who lead an institution must realize the context in which an
institution operates. They must understand the need for sequential
leadership and use institutional resources to ensure the proper prepara-
tion of its leadership.
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